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PREFACE

4Dear Student

5Welcome to the Sales Management (MNM3703) module. We hope you are enthusiastic 
about your studies and we encourage you to read through this preface carefully. Refer 
to it as often as you need to, as it will defi nitely help you in your studies of this module.

6Sales management is a dynamic, challenging and exciting fi eld of study. The learning 
content and activities in this study guide will give you insight into sales management, 
the terms used and the activities currently involved.

1 AIM OF THIS MODULE

7The aim of this module is to help you gain a better understanding of sales management, 
especially with reference to the South African environment. Sales management concepts, 
personal selling, forecasting, training and development and sales management terms 
will all be explained to you, as well as the people who are involved in sales activities. If 
you aspire to a career in sales management, all this information will be relevant to you.

2 LEARNING OUTCOMES

8After completing this module, you should be able to

  discuss the personal selling process
  explain organising the sales eff ort
  explain sales forecasting, forecasting techniques and sales budgeting
  discuss territory and time management
  discuss the recruitment and selection of salespersons
  explain sales training
  explain and elaborate on leadership
  discuss sales motivation and motivational theories
  discuss sales force remuneration
  explain the evaluation of sales force performance
  discuss sales promotion in detail
  explain sales metrics

3 OVERVIEW OF THIS MODULE

9Sales management is a fascinating fi eld. It encompasses setting goals for salespeople, 
planning, recruiting the right people, training and developing staff , and leading and con-
trolling organisational resources. Sales managers perform all these activities in respect 
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of all their salespeople – even those who are geographically dispersed throughout the 
nine provinces of South Africa.

10Rapid change in the marketing environment in recent years has changed the manner 
in which sales-oriented companies operate. All businesses operate in the marketing en-
vironment, which consists of both an internal and an external component. The internal 
environment can be controlled by the company, whereas the external environment is 
beyond the control of the company. When developing sales management planning, then, 
it is imperative that the sales manager or territory manager take the factors in both these 
environments into account.

11Please note that this study guide alone does not contain enough information to enable 
you to pass the examination. As a student of sales management, you will also need to 
read through and study the relevant sections in the prescribed book carefully.

12The framework for this module on sale management follows section 10 of this preface.

4 STUDY MATERIAL

13The study material for this module consists of this study guide, a prescribed book and 
several tutorial letters. The tutorial letters will be sent to you during the course of the 
year. The prescribed book is of vital importance and you will not be able to complete 
this module successfully without studying it. In addition to the prescribed book, you are 
encouraged to consult other sources on sales management, such as those available in 
the Unisa library.

14Please consult Tutorial Letter 101 for the details of your prescribed book.

5 THE APPROACH TO TEACHING AND LEARNING IN THIS 

MODULE

15The purpose of this study guide is to allow you the opportunity to put into practice those 
theoretical concepts introduced in the prescribed book and – at the same time – give you 
some exercises and questions that will assist you in preparing for the examination. It is 
essential that you work through this study guide, as this will assist you to do well in the 
examination. However, there is no substitute for being thoroughly familiar with the theory 
discussed in the prescribed book. Your prescribed book and study guide thus comple-
ment each other in that the study guide assists in the learning process, but studying it 
alone and ignoring the prescribed book will not equip you for success in the examination.

5.1 Suggestions for how to approach your studies

16Tutorial Letter 101 and this study guide will indicate the best approach to your studies 
and how to use all other resources to your benefi t, for example how to make the best 
use of SMSs, peer collaboration groups, learning centres and career counselling. As a 
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distance education student, you need to know who to contact for academic and admin-
istrative matters, and how to manage your time.

17In this study guide, we make a defi nite distinction between the parts of the prescribed 
book that you simply have to read, and those parts that you have to study.

  Studying

18The sections that have to be studied are clearly indicated and form the basis of the as-
signments and examination. To be able to do the activities and assignments for this 
module, to achieve the learning outcomes and to be successful in the examination, you 
will need a thorough understanding of the content of these sections in the study guide 
and the prescribed book. To gain a proper understanding of the study material, you need 
to accept responsibility for your own studies and realise that learning involves far more 
than just memorising. You will be expected to show that you understand and are able 
to apply the information, not just remember it.

  Reading

19In some parts of the study guide, we will tell you to just read a certain section in the 
prescribed book or the study guide. This means that you should take note of the content 
of this section, as it usually contains useful background information or off ers another 
perspective or further examples. It will give you some context, improve your ability to 
take notes and enhance your understanding.

20You will need to spend at least 120 hours studying this module. This includes approximately 
40 hours of reading and studying the study material, 40 hours of completing activities 
and assignments and 40 hours of preparing for the examination. We encourage you to 
follow the proposed schedule for the time allocated to the various topics, study units 
and other activities (see Tutorial Letter 101 for this schedule).

21You may wish to read more extensively than just the study guide and the prescribed 
book. When you read through information in the prescribed book or in other sources, 
do not simply accept the information unquestioningly. Critically assess the ideas and 
information that you come across.

22Test your understanding of the ideas that you learn about in this module by doing your 
best to apply them to real-life situations.

5.2 Importance of completing activities, assignments and self-assess-

ment questions

5.2.1 Activities

23You will come across various types of activities in this study guide, which will require you to

  refl ect on the work covered
  complete assessment questions
  do self-assessment tasks on myUnisa
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24Your completion of the activities in the study guide and the assignments are essential 
for your successful completion of this module. Firstly, the activities in the study guide 
will help to reinforce your learning; secondly, they will give you an idea of the type of 
application questions that will be asked in the examination.

5.2.2 Assignments

25You will fi nd the assignments for this module in Tutorial Letter 101. The completion of as-
signments is crucial in helping you to achieve the learning outcomes. By completing the 
assignments, you will get a feel for the type of questions you can expect in the examina-
tion and obtain fi rst-hand feedback from the lecturer. The assignment questions also give 
you the opportunity to apply the theory to a case study or a practical situation related to 
your own workplace. We will inform you of the purpose of each assignment and which 
module outcomes will be assessed in the assignment. We will also supply the criteria for 
assessment so that you understand how to approach the answering of specifi c questions.

26Details of the assignments and their associated assessment criteria, as well as the format 
of and requirements for the examination, are provided in Tutorial Letter 101.

5.2.3 Self-assessment questions

27At the end of each study unit, you will fi nd a list of self-assessment questions based on 
the work covered in that unit. We advise you to work through these questions diligently, 
as doing so will help you signifi cantly with your examination preparation and will give 
you some idea of the type of questions to expect in the examination. Self-assessment 
plays a very important role in mastering the learning outcomes and you should therefore 
take care to complete the self-assessment questions in the study guide.

28You will fi nd most of the answers to these questions in the study material in the study 
guide and prescribed book. We believe that there should be no surprises when it comes 
to writing the examination. Therefore, it is in your own interests to work through all these 
self-assessment questions.

29You will fi nd guidelines for the technical presentation of assignments in Tutorial Letter 
MRMALL8/301.

5.2.4 Assessment of the module

30During the semester, you will be assessed by means of your assignments. In the examina-
tion at the end of the semester, you will be assessed in terms of transparent assessment 
criteria that are directly related to the outcomes for the module.

31The marks you obtain for your compulsory assignments will be added to your exam 
mark to give you your fi nal mark for the module. Further details on the assessment and 
examination requirements for this module are supplied in Tutorial Letter 101.
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6 EXAMINATION

6.1 Prescribed material

32All of the study material is relevant for the examination. In addition to understanding 
the theoretical principles covered, we expect you to be able to apply these principles to 
a practical situation in a given case study or scenario.

6.2 Format of the examination paper

33The duration of the examination is two (2) hours. The paper comprises multiple-choice 
questions worth 20 marks and essay-type questions worth 50 marks.

6.3 Preparation and allocation of time

34Please prepare thoroughly for the examination. When answering examination questions, 
make sure that you read through the instructions for completing a mark-reading sheet. 
The time limitation means that you need to plan your time carefully.

35On the cover page of the examination answer book, you will need to write down the 
numbers of the questions you have answered, in the order in which you answered them.

7 KEY CONCEPTS IN ASSIGNMENTS AND EXAMINATIONS

36When we, your lecturers, formulate assignment and examination questions, we word 
them in specifi c ways so that you will know exactly what is expected of you. For example, 
we may ask you to list, describe, illustrate or demonstrate something, compare two things, 
or construct, relate, criticise, recommend or design something.

37Below is an explanation of the various levels of cognitive thinking that you will be ex-
pected to apply, and the kinds of instructions that we will give you with regard to each. 
This system is known as Bloom’s taxonomy.

  Knowledge. This is essentially memorisation and the recall of information. At its sim-
plest, it involves the recall of facts or terminology, such as names, dates and defi ni-
tions. It can also involve the recall of principles and generalisations, or ways of doing 
things. Outcomes/instructions written at this level will typically use verbs (these are 
the words that tell you what you have to do) such as name, list, defi ne, label, select, 
state, write, describe, identify and recall.

  Comprehension. This involves making sense of things, rather than just remembering 
them. Comprehension usually requires you to translate information into your own 
words. Outcomes/instructions written at this level will typically use verbs such as 
convert, illustrate, distinguish, interpret, rewrite, discuss, give examples and summarise.

  Application. This is the ability to use information and ideas in new situations, such as 
in solving problems that have a single or best answer. Outcomes/instructions written 
at this level will typically use verbs such as calculate, demonstrate, construct, compute, 
solve, relate, show, use and apply.
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  Analysis. This is the ability to examine information in a systematic manner to identify 
the important ideas, the relative hierarchy of those ideas and the relations between 
the ideas. Outcomes/instructions written at this level will typically use verbs such 
as analyse, diff erentiate, categorise, classify, relate, illustrate, outline, compare, contrast, 
discriminate, explain and hypothesise.

  Synthesis. This is the ability to construct something new by combining several pieces 
of information to make a coherent whole (such as a plan). Outcomes/instructions 
written at this level will typically use verbs such as plan, adapt, combine, create, com-
pile, compose, construct, model, revise, design, develop, formulate and organise.

  Evaluation. This is the ability to make judgements about the quality or value of things 
(either with reference to internal evidence or external criteria). Outcomes/instructions 
written at this level will typically use verbs such as assess, judge, choose, criticise, rate, 
argue, justify, evaluate, decide, recommend and conclude.

  In this module, you will be required to operate at certain levels of Bloom’s taxonomy. 
Please make sure that you know what is expected of you in each question.

8 USE OF ICONS

38The icons that will be used in this study guide are listed below, together with an explana-
tion of what each means:

39Icon 40Description

41 

42

Learning outcomes. This icon indicates which aspects of the particular 
topic or study unit you have to master. You will need to demonstrate that 
you have mastered these aspects. 

43 

44

45Study. This icon indicates which sections of the prescribed book or the 
study guide you need to study and internalise.

46 

47

48Key concepts. This icon draws your attention to certain keywords or 
concepts in the topic or study unit.

49 

50

51Read. This icon will direct you to read through certain sections of the 
prescribed book for background information.
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39Icon 40Description

52 

53

54Activity. This icon refers to activities that you must complete in order 
to develop a deeper understanding of the study material.

55 

56

Assessment. When you see this icon, you will be required to test your 
knowledge, understanding and application of the material you have 
just studied.

57 

58

59Feedback. This icon indicates that you will receive feedback on your 
answers to the self-assessment activities.

60 

61

62Summary. This icon indicates that a brief statement will be provided 
that summarises the main points discussed in each study unit.

63 

64

65Time-out. This icon indicates that you should take a break because you 
have reached the end of a study unit or topic.

66 

67Refl ection. This icon requires you to refl ect on the important issues or 
problems dealt with in the study unit.

9 IMPORTANT ADVICE

68Your chances of success will improve if you take note of the following:

  Study the prescribed study material conscientiously according to the guidelines 
provided.

  Discuss the subject matter with fellow students, colleagues and subject specialists.

  Complete all the activities.

  Prepare to submit the compulsory assignments in good time, but also do the non-com-
pulsory assignments.

  Apply your knowledge in practice.

  Prepare properly for the examination.
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10 WHAT YOU CAN EXPECT FROM UNISA

69You can expect us to do the following:

  provide you with up-to-date and relevant study material that is regularly compared 
with and benchmarked against similar local and international programmes

  keep the study material in line with the needs of industry and commerce by consult-
ing regularly with the profession, with industry leaders and with government offi  cials

  assist you, as a student, by giving you the opportunity to develop competencies and 
skills at a certain level (You will be assessed according to the level descriptors at level 
fi ve of the National Qualifi cations Framework.)

  support you whenever you require assistance (You may contact your lecturers by 
telephone, via e-mail or the internet, or you may make an appointment to see us in 
person. We understand that studying via distance learning is more challenging than 
studying through a residential university.)

  provide you with clear indications of what we expect from you in terms of your 
assessment

  provide prompt feedback on assignments (We will return your assignment and our 
feedback within three weeks of the due date, provided you submitted the assign-
ment before the due date.)

70We hope you enjoy your studies! We look forward to being your partners in this endeavour.

71We wish you success!

72Your lecturers
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MODULE FRAMEWORK

73SALES MANAGEMENT

TOPICS STUDY UNITS

1 THE SELLING PROCESS 1.   Sales careers and the selling process


2  SALES MANAGEMENT

PLANNING
2.  Organising the sales eff ort
3.  Sales forecasting and budgeting
4. Territory and time management


3  SALES MANAGEMENT

ACTIVITIES
5.  Recruitment and selection of salespersons
6.  Sales training
7.  Leadership
8. Sales motivation
9. Sales force remuneration


4 EVALUATION AND CONTROL 10.   Evaluating sales force performance


5  SALES PROMOTION AND 

METRICS
11. Sales promotion
12. Sales metrics





 1 

MNM3703/1

TOPIC 1

The selling process

Learning outcomes

On completion of this topic, you must be able to demonstrate knowledge and under-
standing of the selling process.

TOPIC 1 Study unit 1: Sales careers and the selling process
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Study unit 1

Sales careers and the selling process

Contents

Introduction
Overview of this study unit
Learning outcomes
Key concepts
1.1 Overview of personal selling
1.2 Roles of the salesperson
1.3 Drivers of change in sales management and selling
1.4 Selling as a career
1.5 Types of sales jobs
1.6 The steps in the selling process
Assessment questions
Refl ection
Summary
References

INTRODUCTION

74The diverse nature of the South African sales environment has changed the perceptions 
of people regarding a career in sales. Various products are available in the market, but 
eff ective marketing is necessary to expose them to those who are ready, willing and able 
to purchase. However, the importance of sales cannot be overlooked. The sales process 
is critical in a sales environment, as a sequence of steps is required to close the sale and 
follow up with clients or customers. During the sales process, salespeople build rapport 
with potential clients.

OVERVIEW OF THIS STUDY UNIT

75Study unit 1 introduces the 10 steps in the selling process. It is important to remember 
that these steps must be completed in the correct sequence. The ten steps will be pre-
sented in the sections to follow.

76You will need approximately three hours to work through this study unit and ensure that 
you understand the topics covered.

77
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78This study unit is structured as follows:

79

Learning outcomes

After completing this study unit, you should be able to

  provide an overview of personal selling
  discuss the roles of the salesperson briefly
  discuss the drivers of change in sales management and selling
  distinguish between the types of sales jobs
  discuss the different steps in the selling process

Key concepts

  selling process
  prospects
  prospecting
  leads
  qualified versus unqualified prospects
  sales call planning process
  negotiation
  sales presentation
  rapport
  objections
  closing the sale (obtaining commitment)
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1.1 OVERVIEW OF PERSONAL SELLING

Study the relevant section in the prescribed book

80Personal selling is about establishing a long-term, mutually benefi cial relationship with 
a customer. Relationship-building is what separates personal selling from other forms 
of selling, and it is an essential requirement in an environment where buyers are pre-
sented with more choices and newer, more complex products and services than ever 
before. An example of relationship-building strategies by organisations is loyalty cards 
or programmes, with which you are probably already familiar. In the service industry, for 
example, companies such as OUTsurance off er OUTbonuses to their clients, meaning 
that after three consecutive claim-free years, OUTsurance pays 10% of its client’s paid 
insurance premiums back in cash to the client.

81It is essential to note that personal selling is a process, not a single action for securing a 
sale. For instance, a fi nancial services provider, such as a bank, will make regular contact 
with its customers regarding additional services it off ers. In this way, the bank derives long-
term value from its customers, also referred to as the lifetime value of a customer (LTV).

1.2 ROLES OF THE SALESPERSON

Study the relevant section in the prescribed book

82Salespersons are important to their organisations because they facilitate convenience, 
ease of transactions and satisfaction with the sales process. The major roles of salesper-
sons are as follows:

  Sales: A salesperson from Old Mutual stimulates demand when discussing a fi nancial 
product such as a retirement plan with a potential client and persuading the client 
that there is a need for him/her to purchase such a product when highlighting the 
benefi ts of a retirement plan.

  Marketing: In this role, the salesperson meets the needs of the customers by provid-
ing them with information on the types of retirement funding available, such as Max, 
Fairbairn and Unity trusts. The salesperson would then suggest the best option for 
customers, given their fi nancial background. In this way the salesperson would meet 
the needs of both the customer and Old Mutual.

  Customer relationship: Building and developing a rapport with customers/clients is 
an important role that salespersons play. This entails interpersonal communication 
and maintaining relationships through constant contact with the clients via e-mails 
or personalised letters when the organisation introduces new products; such contact 
enhances the relationship.



 5 

MNM3703/1

83Note:  You should be able to discuss the roles of salespersons when studying this sec-
tion in your prescribed book.

84Since we have looked at the roles of salespersons, it is important to consider the drivers 
of change in sales management and selling, as change is inevitable and constant.

1.3 DRIVERS OF CHANGE IN SALES MANAGEMENT AND 

SELLING

Study the relevant section in the prescribed book

85The reality is that the markets are developing and changing rapidly owing to competition 
and globalisation. To remain competitive in the selling environment, the sales manager 
must concentrate on six critical drivers:

  Building long-term relationships with customers. This can be achieved when sales-
persons are honest and dependable. For example, the Old Mutual salesperson can 
keep customers informed, regularly communicating changes in their portfolios or 
products that have been introduced.

  Develop a sales organisation structure that is adaptable to all the customer’s needs: 
This means that the structure of the organisation (e.g. Old Mutual) must be fl exible 
to cater for diverse customer needs. The structure could be a matrix structure, for 
instance.

  Create a feeling of job ownership and commitment in salespeople: Salespersons 
must not be micromanaged, as this can demoralise them. A feeling of job ownership 
can be achieved when Old Mutual allows its trained sales force to advise potential 
clients on fi nancial decisions.

  Shift sales management style from commanding to coaching: When salespersons 
are mentored, they tend to have a positive attitude towards achieving company and 
personal objectives.

  Leverage technology for success: Technology is advancing at a rapid pace. Salesper-
sons and sales-oriented organisations can communicate products and services via 
social media platforms such as Facebook and Twitter. In addition, salespersons can 
enhance customer relationships by taking advantage of communication channels 
such as WhatsApp.

  Be aware of the drivers of change in selling: Salespersons must be sensitive to the 
developments in selling.

86It is now important to look at selling as a career.

87
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1.4 SELLING AS A CAREER

Study the relevant section in the prescribed book

88The commercial sphere depends on salespersons to sell products and services. However, 
despite this acknowledgement, a career in sales is not considered a job of fi rst choice. 
Nevertheless, in some industries, particularly the insurance sector, salespersons are indis-
pensable. A sales career can provide the means to earn an income with no upper limit or 
ceiling. The opportunity to have a career in selling is available to everyone and a secure 
future and abundant rewards are available to sales professionals.

89The following link is to an interesting blog about a career in sales:

90http://www.soarselling.com/blog/is-a-selling-career-really-worth-it/

91Let’s now consider the diff erent types of sales jobs.

1.5 TYPES OF SALES JOBS

Study the relevant section in the prescribed book

92The three major categories of sales jobs are as follows:

  Retail salespersons: These are the salespersons that we fi nd in most retail stores, such 
as Edgars, Truworths, Woolworths, Clicks and American Swiss. Try to think of other 
retail stores that employ salespersons. Retail salespersons are mostly found in the 
aisles or on the fl oors of the stores. Telkom telesales people are also an example of 
retail salespersons. What examples come to mind when you think about direct or 
door-to-door salespeople? You probably thought about insurance brokers.

  Wholesale salespersons: Examples of these types of salespersons are Kimberly Clark 
and Unilever salespersons, who service retailers. Vodacom, Cell C or MTN salespersons, 
who are responsible for distributing and training staff  members in retail outlets, are 
also good examples of wholesale salespersons.

  Manufacturers’ salespersons: Pharmaceutical sales representatives from companies 
such as Adcock Ingram and Aspen are examples of manufacturers’ salespersons.

93The following link provides you with information on the diff erent types of sales jobs:

94http://www.careerbuilder.com/article/cb-3247-job-info-trends-10-jobs-for-people-with-
all-types-of-sales-experience/

95Now that we have looked at the types of sales jobs, it is necessary to consider the steps 
that these salespeople go through when selling a product or service to a potential or 
existing client.
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1.6 THE STEPS IN THE SELLING PROCESS

1.6.1 Step 1: Prospecting

Study the relevant section in the prescribed book

96Prospecting is the process of identifying potential customers, or suspects, who may be 
willing or able to purchase something from the sales organisation. Prospecting should 
be a continuous process, as the marketplace is constantly evolving and certain industries 
with a high turnover of clients, such as the insurance industry, demand a steady stream 
of new customers. Various methods are discussed in detail in the prescribed book.

97In South Africa, prospecting is often managed by fi rms operating as call centres, or by 
teams of telesales consultants within an organisation who identify and conduct research 
on potential customers. Sales representatives, however, are also responsible for generat-
ing their own leads.

98Note:  You should be able to discuss various lead generation techniques after study-
ing this section in your prescribed book.

99Once suspects or leads have been generated, they need to be qualifi ed or confi rmed as 
potential customers. This process is discussed in the next section.

1.6.2 Step 2: Pre-approach

Study the relevant section in the prescribed book

100Qualifying prospects is the process of determining which of the suspects identifi ed 
would realistically purchase the products or services on off er. This is a crucial step in the 
personal selling process, as pursuing suspects who are not potential customers wastes 
time, eff ort and money. There are fi ve stages in the pre-approach which are discussed in 
detail in the prescribed book.

101The following web page provides a concise check list that can be used for qualifying 
prospects:

102http://www.sitepoint.com/factors-to-consider-when-qualifying-prospects/

103There are critical qualifying questions that sales representatives must ask when qualifying 
prospects; the following link discusses these questions in more detail:

104http://www.salescareersonline.com/article_07062005_3.html
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105Note:  You should be able to discuss the criteria used to qualify prospects.

Activity  1.1

How has technology aff ected the way leads are generated and qualifi ed today, and what 
are the challenges posed by these opportunities in the South African environment?

1Feedback on activity 1.1

Technology has contributed to the generation of extensive customer databases. These data-
bases provide a source of information from which possible leads may be acquired. Data derived 
from these marketing databases may be purchased, for example a mailing list of prospects. 
The challenge, however, is that according to South African Consumer Act, prospects must 
consent to their details being given to companies. (You can access the Consumer Act on the 
DTI website to read more about it.)

For existing customers, a customer relationship management system is often used to record 
data about the shopping patterns and history of its customers. A fi rm may then identify which 
of its existing customers would be interested in a new product line, for example.

1.6.3 Step 3: Approach

Study the relevant section in the prescribed book

106Approaching or communicating with a prospect for the fi rst time requires careful plan-
ning. A standard approach will not work in all situations and it is essential to make a good 
fi rst impression. For instance, if a salesperson from a publishing house that markets new 
books tries to secure an appointment with the manager of Zeeta’s Second Hand Books, 
the manager of Zeeta’s will probably decline the meeting as she will not see the relevance 
of the product in relation to her current product line. Therefore, in addition to failing to 
secure an appointment, the salesperson will also decrease his chances of securing future 
appointments with Zeeta’s Second Hand Books. There are various approaches that a sales 
person can use and these are discussed in the prescribed book.

Note:  You should be able to discuss the elements that promote the eff ectiveness 
of a sales call.
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Activity  1.2

Think of an example of an unsuccessful sales call that was made on you. Why do you think 
the sales call was unsuccessful (in your answer, refer to the reasons for planning and the 
elements of the sales call process).

2Feedback on activity 1.2

Your answer will depend on the sales call you received. However, sales calls from cellular 
phone companies other than a person’s current service provider, for example, are often un-
successful as they do not accurately consider the needs of the prospect at a time when the 
prospect would consider buying.

107In the next section, we look at sales presentations. This is the stage at which the sales-
person tries to stimulate the prospect’s interest.

1.6.4 Step 4: Sales presentations

Study the relevant section in the prescribed book

108A sales presentation is an opportunity for the salesperson to meet directly with the 
prospect and provide information regarding the product or service off ering in a more 
controlled environment. Planning is integral to a successful sales pitch, and a salesperson 
should be knowledgeable about the prospect, should prepare and structure the presenta-
tion carefully (using any tools necessary, e.g. a PowerPoint slide show), and should have as 
much product knowledge and expertise as possible before engaging with the prospect.

109The prescribed book provides fi ve requirements of a successful sales presentation. Please 
study these features in more detail in the prescribed book.

110The following web page provides useful tips for making eff ective presentations:

111http://www.entrepreneurmag.co.za/slideshow/sales-slideshow/10-tips-on-making-great-
presentations/

Note:  You should be able to discuss the features that will promote the success of a 
sales presentation.

112The next section focuses on attempts that a salesperson makes during the sales presen-
tation in an eff ort to test the prospect’s attitude towards the presentation.



10

1.6.5 Step 5: First trial close

Study the relevant section in the prescribed book

113The salesperson will ask a prospect a question about the product benefi t or feature. For 
example, the salesperson may ask the owner of a bed-and-breakfast establishment what 
she thinks about the digital entertainment centre feature that allows users to record up to 
three television shows at the same time and the resulting benefi t of eff ectively replacing 
up to three VCRs, thus saving space, eliminating converter boxes and simplifying setup 
for multiple recordings. The responses will be an indication to the salesperson whether 
the B&B owner is ready to purchase the digital entertainment centre or not.

114The next section describes the categories of objections that salespersons are likely to 
encounter.

1.6.6 Step 6: Determine objections

Study the relevant section in the prescribed book

115Objections signal hesitation or unwillingness to purchase a product or service. Objections 
have a structure, which enables salespersons to analyse them. In addition, salespersons 
can determine the cause of the objections and deal with their eff ects. It is important to 
understand the prospect and the exact nature and extent of his/her objections. Refer to 
the prescribed book for the types of objections and their explanation.

116In the next section, we consider ways of handling objections.

1.6.7 Step 7: Handling objections

Study the relevant section in the prescribed book

117Objections are common during the personal selling process and should be anticipated. 
When an objection is voiced, it is important to listen to the prospect carefully in order to 
deal with his or her concerns. However, salespersons can forestall objections before they 
are mentioned, thereby reducing their importance.

118Brian Jeff rey, in his article “The secret to handling objections”, provides some practical 
advice on how to handle objections: fi rstly, by avoiding objections, and secondly, by 
negotiating a resolution in a non-confrontational manner. The article can be accessed 
via the following link:

119http://www.eyesonsales.com/content/article/the_secret_to_handling_objections/
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Note:  You should be able to name and defi ne the types of objections encountered 
by salespersons and provide ways of overcoming these objections.

1.6.8 Step 8: Final trial close

Study the relevant section in the prescribed book

120This is used to establish the prospect's frame of mind to determine if they are ready to 
buy or not.

Note:  You should be able to discuss the importance of the fi nal trial close.

1.6.9 Step 9: Closing the sale

Study the relevant section in the prescribed book

121Closing a sale entails obtaining commitment from the prospect or buyer. This commit-
ment occurs when a prospect agrees to a sale and an order is placed. The prospect is now 
referred to as a customer. There are a number of aspects to consider when attempting to 
close a sale. These aspects are elaborated on in your prescribed textbook.

122Your prescribed textbook also discusses techniques that can be used individually, or 
in combination with one another, to obtain commitment from a prospect. Please refer 
to the textbook for a description of these methods.

Note:  You should be able to name and discuss the techniques that can be used to 
close a sale.

Activity  1.3

Sarah, a newly qualifi ed beautician who has just opened her own establishment, is ap-
proached by ABC Cosmetics. The salesperson has diffi  culty convincing Sarah to buy their 
products as she is not familiar with the company and believes they are too expensive. 
What technique(s) would be best suited to convince Sarah to purchase ABC’s products?

3Feedback on activity 1.3

A possible technique that could be used are as follows:
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  Alternative-choice method: ABC could off er Sarah diff erently priced alternatives, which 
may convince her to buy some of the products that better suit her budget.

Once the sale has been closed, it is important to provide the necessary after-sales service to 
ensure the customer remains satisfi ed. This forms part of step 10, where a relationship needs to 
be developed and maintained to promote repeat sales. This step is explained in the next section.

1.6.10 Step 10: The follow-up

Study the relevant section in the prescribed book

123The key to the longevity of a relationship with a customer is to understand the needs of 
the customer and develop an appropriate mutually benefi cial relationship. This requires 
continual follow-up and speedy resolution of problems encountered.

Note:  You should be able to explain why it is necessary to build and maintain a 
relationship with a customer once a sale has been made.

1ASSESSMENT QUESTIONS

QUESTION 1

A sales presentation should entail ...

1. developing rapport with the customer.
2. repeatedly discussing the products on off er until the customer agrees to buy.
3. the salesperson’s engaging in small talk until he/she is ready to begin with the 

presentation.
4. the salesperson’s avoiding acknowledgement of any shortcomings in the product 

to retain the interest of the client.

QUESTION 2

The assumptive method for obtaining commitment from a customer entails ...

1. discussing the features, advantages and benefi ts and elaborating on the value and 
price to close the sale.

2. complementing the prospect when it seems that they may want to purchase the 
product.

3. believing a fi rst-time sale is imminent and elaborating on the value and price to 
close the sale.

4. reinforcing selling points used to secure earlier sales when it seems that the customer 
will make a commitment.

QUESTION 3

Which of the following is not a reason why a salesperson plans his/her approach to 
prospects?
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1. Planning develops professionalism.
2. Planning build self-confi dence.
3. Planning guarantees sales.
4. Planning generates goodwill.

4 Refl ection

Before you continue with the next study unit, refl ect on the following questions:

(1) How do you think you will be able to use the skills you have learnt in this study unit 
in your professional life?

(2) What did you fi nd diffi  cult about this study unit? Why do you think you found it 
diffi  cult? Do you understand the concept you were struggling with now or do you 
need more help? What are you going to do about getting more help if you need it?

(3) What did you fi nd interesting in this study unit? Why?
(4) How long did it take you to work through this study unit? Are you still on schedule 

or do you need to adjust your study programme?

5Summary

124In this study unit we looked at the personal selling process. Each step in the 
process was discussed in detail. In the next study unit we will discuss organis-
ing the sales eff ort.
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TOPIC 2

Sales management planning

Learning outcomes

On completion of this topic, you must be able to

  demonstrate knowledge and understanding of organising the sales effort
  discuss sales forecasting and budgeting
  illustrate knowledge of the territory and time management with the aid of practical 

examples

TOPIC 2

Study unit 2: Organising the sales eff ort

Study unit 3: Sales forecasting and budgeting

Study unit 4: Territory and time management
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Study unit 2

Organising the sales eff ort
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INTRODUCTION

125The sales department cannot function without a competent sales force. A sales force is 
a group of individuals in a sales department responsible for selling products or services. 
Therefore, these people need to be organised to achieve the marketing objectives em-
bodied in the strategic plan. Depending on the organisation, diff erent types of manage-
ment, authority and strategies are adopted to govern the sales force.

OVERVIEW OF THIS STUDY UNIT

126The focus of the study unit is on organising the sales eff ort. The key issues covered are the 
designing of the organisational structure; authority and responsibility; division formation; 
and the types of sales departments. We also consider principles that govern organisational 
issues, such as hierarchy of authority. Examples of such principles would be whether the 
sales force is controlled from the head offi  ce or through decentralised regional sales of-
fi ces; the characteristics and size of the organisation; whether it specialises in a specifi c 
product or service; and whether it operates in only one or various locations.
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127You will need approximately three hours to work through this study unit and ensure that 
you understand the topics covered.

128This study unit is structured as follows:

129

Learning outcomes

After studying this study unit, you should be able to

  explain what structuring the sales organisation entails

  briefly discuss the aspects involved in the structuring of a sales organisation

  briefly discuss designing the organisational structure

  discuss principles of organisational design

  explain an organisational pyramid and an organisational chart

  discuss authority and responsibility

  discuss the types of organisational structure

  discuss the types of sales departments

  discuss span of control
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Key concepts

  organisational structure
  organisational design
  authority and responsibility
  sales departments
  span of control

130We will now briefl y discuss planning of personal selling.

2.1 PLANNING OF PERSONAL SELLING

Study the relevant section in the prescribed book

131Personal selling is a sales activity. The planning of this activity occurs in two phases, namely 
objective-setting and determining the nature and scope of personal selling.

  Objective-setting defi nes what needs to be accomplished in the short and long run. 
In a sales-oriented company such as Liberty Life, the short-term objective could be 
to sign 50% new clients for a life insurance policy. The long-term objective could 
be to build long-term relationships with clients by providing rewards programmes.

  Determining the nature and scope of personal selling is necessary to achieve pre-
determined objectives. An example of a predetermined objective for a sales manager 
might be to increase the gross monthly sales volume to R250 000.

Note:  You should be able to discuss the two phases of planning personal selling 
activities briefl y.

132Now that we have looked at the planning of personal selling, it is relevant to discuss 
structuring the sales organisation briefl y.

2.2 STRUCTURING THE SALES ORGANISATION

Study the relevant section in the prescribed book

133It is important to create a suitable organisational structure, although this can be a diffi  cult 
and challenging responsibility or task. Think of the organisational structures that exist, 
such as in government departments or in private organisations. These structures comprise 
both formal and informal elements. Informal structures within an organisation may be in 
the form of a social club where members meet monthly, contribute a certain amount of 
money and share the contribution at the end of the year. Formal structures are character-
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ised by positions, for example in a private organisation such as Liberty Life or Vodacom, 
there is a chief executive offi  cer (CEO), a chief operations offi  cer (COO), managers and 
supervisors. In government departments, on the other hand, there may be a director, 
deputy director, managers and supervisors.

134In the next section we will discuss the aspects involved in the structuring of a sales 
organisation.

2.3 ASPECTS INVOLVED IN THE STRUCTURING OF A SALES 

ORGANISATION

Study the relevant section in the prescribed book

135An organisation is structured to facilitate interactive processes. Structuring also enables 
the various functions of an organisation to operate synergistically. The following key fac-
tors are involved in structuring a sales organisation:

  Nature and size of the fi rm: An example of a small fi rm would be Esnap Insurance 
Brokers; an example of a large corporate would be Sanlam.

  Methods of distribution adopted by fi rm: This could be online or personal selling.
  Selling policies of the fi rm: An insurance company may off er a cooling-off  period, 

for example.
  Financial conditions of the fi rm: The following link provides a good example of a 

fi rm’s fi nancial standing:

 http://assets.cocacolacompany.com/49/41/645f173f4690a345e85201f462a1/2007_Coca-
Cola_10-K_Item_07.pdf

  Personality of sales managers: They may be aggressive or have good interpersonal 
skills.

  Status of sales manager: This depends on the organisational structure.
  Functions that the sales department will perform: This could be selling or marketing.
  Strengths of the sales department: These will depend on the sales team.

136In the next section we will briefl y outline the broad meaning of the term “organisation”. 
We will also state the characteristics of an organisation.

2.4 DESIGNING THE ORGANISATIONAL STRUCTURE

Study the relevant section in the prescribed book

137The term “organisation” has the following four broad meanings:
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  Process: to ensure eff ective utilisation of resources such as employees, fi nance and 
assets such as machinery

  Framework of relationships: colleagues’ relationships and relationships with 
stakeholders

  Group of persons: employees and managers
  A system: comprising unique components

138The functions of an organisation are as follows:

  defi ning objectives
  identifying and listing the activities
  assigning the responsibilities
  delegating authority
  establishing relationships

2.5 ORGANISATIONAL STRUCTURE

Study the relevant section in the prescribed book

139Organisational structure refers to the hierarchical arrangements within the organisa-
tion. The following links provide information pertaining to the organisational structure 
of companies (take note of the diff erences):

140http://www.eskom.co.za/OurCompany/CompanyInformation/Pages/Organisational_Struc-
ture.aspx 97
141http://www.shopriteholdings.co.za/OurGroup/Pages/OrganisationalStructure.aspx

142In the next section we will look at an organisational pyramid.

2.6 ORGANISATIONAL PYRAMID

Study the relevant section in the prescribed book

143An organisational pyramid refl ects the hierarchy of authority. The pyramid organisational 
structure largely dictates to whom all employees must report. For example, a director at 
Old Mutual may have four managers reporting to him. The director would be situated 
at the fi rst level of the pyramid and managers would be the bosses at the middle level, 
with various supervisors situated at the third level.

144Example of an organisational pyramid:

145http://www.mgtsystems.com/framework/pyramid.jsp

146We will now look at an organisational chart.
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2.7 ORGANISATIONAL CHART

Study the relevant section in the prescribed book

147An organisational chart shows the lines of authority and responsibility. It is a summary of 
reporting relationships, divisions and levels of management in an organisation. The links 
below provide information about organisational charts and an example of a government 
organisational chart:

148http://www.treasury.gov.za/nt/Top%20Structure%20Organisation.pdf
149http://humanresources.about.com/od/glossaryo/g/org_chart.htm

150In the next section we will discuss authority and responsibility.

2.8 AUTHORITY AND RESPONSIBILITY

Study the relevant section in the prescribed book

151Authority is defi ned as the power to give orders, make decisions and enforce compli-
ance, while responsibility means being accountable. A manager at Santam can delegate 
work to some of the supervisors, as he/she has the power to do so, but he/she remains 
accountable for the delivery of organisational objectives. Authority and responsibility are 
closely related; the two go hand in hand. Therefore, proper authority should be delegated 
to meet the responsibilities.

152The following link provides an explanation of line, staff  and functional authority:

153http://managementinnovations.wordpress.com/2008/12/18/types-of-authority-line-
staff -roles/

154Next we will look at delegation.

2.9 DELEGATION

Study the relevant section in the prescribed book

155Delegation is the assignment of authority and responsibility to achieve organisational or 
departmental goals eff ectively. The three basic elements of delegation are

  assigning duties to subordinates
  granting authority to enable subordinates to deliver
  creating accountability in subordinates to perform their duties
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156It is now important that we discuss the main types of organisational structure.

2.10 DIVISION FORMATION

Study the relevant section in the prescribed book

  A line organisation: This is the simplest structure, where authority fl ows from top 
management down to lower-level management. An example would be a national 
sales manager at Old Mutual giving directives to provincial sales managers, who – in 
turn – inform the regional managers to train salespersons on medical cover.

  Line versus staff  organisation: In most sales organisations, there are line and staff  com-
ponents. Line management focuses on the supervisor-subordinate relationship. The 
line manager has direct authority and power to direct the actions of the subordinate, 
who is accountable for carrying out certain duties. For example, the regional sales 
manager could be seen as the line manager to the sales representative.

  Functional organisation: In an organisation, a specialist may be assigned to carry out 
certain tasks. For instance, a national sales manager may be hired as a specialist to 
oversee certain tasks. This can potentially be achieved to see increasingly successful 
implementation of sales.

  Horizontal organisation: This is a form of decentralised power structure in an 
organisation. Executives oversee support functions. Although functions and struc-
tures cannot be completely eliminated, modern-day organisations are becoming 
horizontal or ‘boundary-less’ and tasks and hierarchical structures are done away 
with. Horizontal organisational structures are typically associated with a democratic 
management style. Google and Semco are good examples of organisations that have 
a horizontal structure.

Activity  2.1

Do you think that unity of command can be achieved in sales today, where salespersons 
have qualifi cations?

6Feedback on activity 2.1

It is irrelevant whether salespeople are qualifi ed or not. The principle remains that a salesperson 
should report to only one supervisor. Therefore, problems arise if the salesperson has to report 
to more than one person. This may cause frustration and low motivation among the sales force.

Note:  You should be able to discuss the types of organisational structure.

157We will now look at types of sales departments.
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2.11 TYPES OF SALES DEPARTMENTS

Study the relevant section in the prescribed book

  Geographic specialisation: These days, various industries are set up in diff erent 
regions to attract a wide range of customers. Salespeople are assigned to sell within 
certain geographic territories. In Southern Africa, the territories are normally each 
assigned to a regional manager who oversees and coordinates regional operations. 
For example, one regional manager in South Africa may be responsible for Lesotho, 
Mozambique and South Africa, while another regional manager may be responsible 
for Zambia, Botswana and Namibia.

  Product specialisation: A sales representative sells one type of product to customers 
in a geographic area. Product specialisation is when a fi rm manufactures or sells only 
one product. Some companies focus only on producing for and supplying selected 
markets, such as brands of soaps or towels found only in the hospitality industry.

  Market specialisation: This type of specialisation focuses on certain types of cus-
tomers only, that is, each salesperson sells the entire product line to selected types 
of customers. Customers are divided and classifi ed into clusters. For example, an 
interior design company may off er its services to government offi  ces, churches and 
individual homes.

Note:  It is important for you to understand the diff erent types of specialisation.

158Let’s now discuss the characteristics of an eff ective sales organisation.

2.12 SPAN OF CONTROL

Study the relevant section in the prescribed book

159A span of control refers to the number of people that report to one manager in a hierar-
chy. The span of control widens when there are more people reporting to one manager.

5ASSESSMENT QUESTIONS

QUESTION 1

... as a type of specialisation, combines functional specialisation and product specialisation.

1. Customer specialisation,
2. Specialisation by function,
3. Geographic specialisation,
4. Matrix organisational specialisation,
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QUESTION 2

According to ..., the principle of organisation, each person in the sales organisation should 
report to only one superior.

1. hierarchy of authority
2. line versus staff  organisation
3. functional design
4. unity of command

QUESTION 3

Geographic specialisation is the most widely used method of organising a sales force in 
South Africa. However, the following is one of its disadvantages:

1. Smaller territories allow sales representatives to fully understand their customers’ 
needs.

2. Travel time and expenses are signifi cantly reduced.
3. The sales force is typically organised according to geographic localities.
4. Regional manager also works on the marketing research for that area..

7 Refl ection

Before you continue with the next study unit, refl ect on the following questions:

(1) How do you think you will be able to use the skills you have learnt in this study unit 
in your professional life?

(2) What did you fi nd diffi  cult about this study unit? Why do you think you found it 
diffi  cult? Do you understand the concept you were struggling with now or do you 
need more help? What are you going to do about getting more help if you need it?

(3) What did you fi nd interesting in this study unit? Why?
(4) How long did it take you to work through this study unit? Are you still on schedule 

or do you need to adjust your study programme?

8Summary

160In this study unit we looked at planning of the personal selling activities, 
designing of organisational structures and types of organisational structures 
(division formation). We also discussed the types of specialisation (types of 
sales departments).

161In the next unit we will discuss sales forecasting and budgeting.
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Study unit 3

Sales forecasting and budgeting

Contents

Introduction
Overview of this study unit
Learning outcomes
Key concepts
3.1 Main concepts in sales forecasting
3.2 Steps in sales forecasting
3.3 Sales forecasting methods
3.4 The sales budget
3.5 Sales quotas
Assessment questions
Refl ection
Summary
References

INTRODUCTION

162Forecasting is about what will happen in the future and it is always a matter of probabili-
ties, never certainties. For organisational success, market demand and sales forecasting 
must be done. On the basis of the sales forecast, production can be properly planned, 
recruitment of staff  can take place and cash fl ow can be determined. Sales forecasting 
is at the heart of the organisation because the above functions cannot take place eff ec-
tively without it.

OVERVIEW OF THIS STUDY UNIT

163The study unit focuses on the concepts in sales forecasting, the steps in sales forecasting, 
forecasting methods, the sales budget and sales quotas.

164You will need approximately three hours to work through this study unit and ensure that 
you understand the topics covered.

165
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166This study unit is structured as follows:

167

Learning outcomes

After completing this study unit, you should be able to

  explain the concepts in sales forecasting
  discuss the steps in sales forecasting
  illustrate your understanding of sales forecasting methods
  discuss the sales budget
  discuss the types of sales quotas

Key concepts

  market potential
  sales potential
  sales forecast
  sales quotas
  market test
  user survey
  activity quotas
  profit-based quotas
  Delphi technique
  time series analysis

3.1 MAIN CONCEPTS IN SALES FORECASTING

Study the relevant section in the prescribed book
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168The main concepts in sales forecasting are defi ned and discussed below:

  Market potential: This is the total number of a particular product that the market 
in a specifi c geographic area can consume. An example of a product is a Nestlé 
Bar-One ice cream, which may be consumed by consumers in Durban during summer.

  Sales potential: This refers to the maximum possible sales of Nestlé Bar-One ice 
cream for the Nestlé company and a portion of the entire industry that sells ice cream.

  Sales forecast: This is the estimated number of sales, expressed in units, sold for a 
specifi c period in the future. An example would be an estimated 10 000 Bar-One ice 
cream units (R15 each x 10 000 = R150 000) during the fi rst hour on the fi rst day of 
spring in 2015 at Durban’s North Beach.

  Sales quotas: These are objectives set per sales department (Nestlé’s sales depart-
ment), salesperson (Nestlé’s beverages salesperson), sales territory (Nestlé’s sales terri-
tory in Durban), product line (Nestlé dairy products) or a similar unit. Sales quotas are 
a measure used to ensure that Nestlé salespersons meet their monthly sales targets.

Note:  You should be able to discuss the main concepts in sales forecasting with 
the aid of practical examples.

169Now that we have defi ned concepts in sales forecasting, we will look at the steps in sales 
forecasting.

3.2 STEPS IN SALES FORECASTING

Study the relevant section in the prescribed book

170Sales forecasting follows a structured approach, as it aff ects sales quotas and the budget 
that is set for the sales department.

171Step 1: Basic issues in forecasting: Forecasting must be based on a specifi c period, for 
example Nestlé could forecast its ice cream sales for the winter season in 2015. The geo-
graphical market area must be selected, for example the Gauteng market. Time and the 
fi nancial resources required to compile the sales forecast must be allocated, for example 
during the autumn season of 2015, and the fi nances could be determined by the budget 
allocated to the forecast.

172Step 2: Determining the factors that aff ect future sales in the budget period: There 
are controllable and uncontrollable factors that aff ect sales forecasting. Controllable 
factors include price-setting of Bar-One ice cream; selection of distribution channels, 
such as Shoprite or Spar; and promotion activities, such as price competitions and tie-in 
products. Uncontrollable factors are external to the organisation; these are factors such 
as infl ation, interest rates, labour unrest and technology.
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173Step 3: Selecting the method of forecasting: There are qualitative and quantitative fore-
casting techniques or methods that the sales manager at Nestlé can select, depending 
on organisational objectives. These techniques are discussed in section 3.3.

174Step 4: Doing the initial sales forecast: This step is characterised by consideration of 
growth trends in the industry and the experience of sales staff . Data are gathered, which 
may be either qualitative or quantitative.

175Step 5: Doing the fi nal sales forecast: The initial forecast results are presented to top 
management and these constitute the fi nal forecast if they are approved by management.

176Step 6: Setting operational plans to achieve estimated sales: The production depart-
ment at Nestlé would then determine the quantity of ingredients that would be needed 
to produce the estimated quantities of ice cream to be sold in the market, that is, the 
Gauteng market in the winter of 2015.

177Step 7: Evaluating and revising the sales forecast: The sales forecast will have to be 
revised regularly owing to changes in the business environment. For example, infl ation 
and interest rates aff ect the demand for ice cream, as these will translate into less dispos-
able income.

178Now that you understand the process involved in sales forecasting, we will consider the 
sales forecasting techniques or methods.

3.3 SALES FORECASTING METHODS

Study the relevant section in the prescribed book

179Sales forecasting techniques use both subjective and objective methods. Objective fore-
casting methods rely on quantitative analytical approaches, while subjective forecasting 
methods do not.

SUBJECTIVE (QUALITATIVE) METHODS:

User survey: This method is based on the intentions of customers to make fu-
ture purchases and on the assumption that customers will know the quantity 
they want to buy in the future. However, there is no guarantee that they will 
buy the expected quantity. The advantage of this method is that information 
can be obtained directly from customers and can be used in forecasting new 
product sales.

Jury of execution opinion: This method is commonly used in organisations. 
Personal biases, coupled with the executive’s track record and experience, 
are used to make the forecast. The executives meet in a group to off er quick 
opinions based on their collective wisdom and without referring to elaborate 
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statistics. Jury of executive opinion is good for emerging products, such as the 
recently launched innovative ‘Real Makoya’ Zam-Buk Cherry Lipbalm. However, 
this method could be expensive and time-consuming, as it requires all execu-
tives to be gathered together, whether in one place or for a video conference.

Sales force survey: The sales forecast relies heavily on historical data and infor-
mation from salespersons. Salespeople are expected to keep in close contact 
with customers so that they have a feel for how much customers will buy in 
future. These data are given to sales managers, who discuss them with their 
managers, who may agree or disagree with the predictions.

Delphi technique: With this technique, each participating expert prepares an 
estimate by responding to questionnaires or surveys provided by the facilitator. 
The method also uses anonymous feedback, where individual executives pre-
pare facts and send fi gures to a facilitator. The facilitator studies the information 
and determines the average estimate before sending it back to the executives. 
After this, the process is repeated until estimates converge or participants reach 
a consensus.

Market test: How many South African companies do you think conduct market 
research for a new and improved product? The market test method engages in 
market research and testing of a product in specifi c geographical areas before 
it can be launched onto the market. AC Nielsen (visit http://www.nielsen.com), 
an international market research and media company with offi  ces in South 
Africa, indicates that about three out of four test-marketed products succeed. 
Conversely, this method may give a fi ctitious indication of market acceptance.

OBJECTIVE (QUANTITATIVE) METHODS:

The time series analysis: The time series analysis is used to establish the sales 
forecast by using historical sales data. The following link provides a detailed 
explanation and examples of time series analysis:

http://www.abs.gov.au/websitedbs/D3310114.nsf/home/Time+Series+Analys
is:+The+Basics.

Moving averages: This technique also uses historical sales data, although it 
chooses a specifi c time period. In some cases a three-year period is used, and 
in others, a fi ve-year period. In order to get more time averages, more histori-
cal sales data are needed, and when more time periods are averaged, fewer 
fl uctuations occur from one sales period to another.

Please visit the following website: http://www.slideshare.net/infi nityrulz/
moving-average-method.

Exponential smoothing: The exponential smoothing method is described as a 
weighted moving average of past sales data. The reason is that the most recent 
data are weighted more heavily than the older data in objectively forecasting 
sales. However, much experience is required to use this technique, and it can 
also be very time-consuming.
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Other trend analyses: The most commonly used methods that require statisti-
cal knowledge are simple regression and ARIMA. ARIMA is used mostly in the 
tourism industry, since it spots patterns of tourists, for example those visiting 
Table Mountain in Cape Town or Mandela House in Soweto. Simple regression, 
on the other hand, predicts sales for a specifi c time frame, using time as an 
independent variable, meaning it is not infl uenced by other variables.

Causal techniques: The manager seeks to identify the relationship between 
factors aff ecting sales. For example, the manager might want to identify if there 
is a relationship between a season and demand for ice cream.

180The following link provides information on forecasting:

181http://www.slideshare.net/maxwellranasinghe/sales-objectives-and-sales-forecasting

Note:  You should be able to discuss all sales forecasting techniques.

182In the next section we will look at the sales budget.

3.4 THE SALES BUDGET

Study the relevant section in the prescribed book

183The purpose of a sales budget is threefold, namely planning, coordination and control. The 
sales manager has to compile three budgets for sales department activities, namely the 
sales budget (fi nancial plan), the selling expense budget (costs linked to selling activities, 
such as marketing Bar-One ice cream) and the administrative budget (day-to-day expenses).

184There are steps that are followed in drawing up a sales budget, once the purpose of the 
sales budget and sales department activities have been stated. These steps are discussed 
below.

185Step 1: Review and analyse the current situation: The sales manager will review the 
previous year’s budget in terms of how much was budgeted and how much was actually 
utilised. This can help to determine where and how any future budget can be improved, 
either by increasing or decreasing it.

186Step 2: Communicate sales objectives: The sales manager will have to communicate 
the sales objectives to all other departments: the human resource department must be 
informed, as it is involved with human capital; the fi nance department, as it is responsible 
for monetary distribution to achieve company objectives; and the marketing department, 
as it is responsible for marketing and advertising the product.
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187Step 3: Identify specifi c problems or opportunities: Problems could be competitors 
penetrating the market, whereas opportunities could be expanding sales territories and 
markets to all provinces during the winter season.

188Step 4: Develop an initial allocation of resources: Although there might be an alloca-
tion of resources, some changes might need to be made to the initial budget owing to 
external factors such as infl ation.

189Step 5: Prepare a budget presentation: The sales manager will have to prepare a Power-
Point presentation for top management to get a buy-in to proposed fi gures for off ering 
Bar-One ice cream to fi nal consumers.

190Step 6: Implement the budget and provide feedback: Why do you think it is important 
to provide feedback once the budget has been implemented? One of the reasons could 
be to inform top management if the sales department is exceeding its budget.

191Next we will discuss sales quotas.

3.5 SALES QUOTAS

Study the relevant section in the prescribed book

192When setting sales quotas, the selling cycle and the type of product must be considered. 
For example, when the selling cycle is short, sales quotas are set frequently, and when 
the selling cycle is long, sales quotas get planned for a long period of time. For example, 
Med-Lemon is a seasonal drug that normally has a long life span because of a mandatory 
expiry date. Another important factor to be considered is giving the correct number of 
sales quotas to diff erent territories because they diff er in size and capacity. For example, 
Med-Lemon will be sold mainly in Gauteng because its target market falls mainly within 
this province.

TYPES OF QUOTAS

The fi rst type of sales quota is the sales volume, usually determined in units 
of items to be sold (e.g. MacBook laptops) and revenue to be generated from 
those sales. The second type is the activity quota, which is sometimes referred 
to as a combination quota. For example, here a salesperson will have to mul-
titask, such as submitting a certain number of statements of work per day or 
week, sending e-mails to potential clients or making a certain number of sales 
calls per day. The last type of quota is the profi t-based quota, which may be 
based on either net or gross margins; this makes the salesperson aware of the 
expense he or she creates, the cost of sales calls and giving discounts, and any 
other cost-related matter that aff ects profi t.
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Note:  You should now be able to discuss the steps in sales budgeting and setting 
sales quotas.

5ASSESSMENT QUESTIONS

QUESTION 1

... is NOT a subjective method?

1. Sales force composite
2. Delphi technique
3. Moving average
4. User expectations

QUESTION 2

When assessing the current economic environment, the market demand is not signifi -
cantly aff ected by ...

1. the growth of GDP.
2. disposable income.
3. the level of employment.
4. commodity price movements.

QUESTION 3

Objective and task method is referred to as ...

1. a method of estimating the expenditure required to achieve the fi rm’s approved 
sales forecast.

2. a method of determining the resources to be used in dictating the sales quota.
3. a method of assessing and comparing the current resources to be used for new tasks.
4. a method of determining what resources will be required to achieve the sales forecast.

9 Refl ection

Before you continue with the next study unit, refl ect on the following questions:

(1) How do you think you will be able to use the skills you have learnt in this study unit 
in your professional life?

(2) What did you fi nd diffi  cult about this study unit? Why do you think you found it 
diffi  cult? Do you understand the concept you were struggling with now or do you 
need more help? What are you going to do about getting more help if you need it?

(3) What did you fi nd interesting in this study unit? Why?
(4) How long did it take you to work through this study unit? Are you still on schedule 

or do you need to adjust your study programme?

10Summary

193Forecasting the market is important in business as it allows salespeople to ex-
amine the demand in the market and past sales capacity. Therefore, assessing 
the current economic environment is also important, as salespeople can take 
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advantage of the opportunities presented by economic conditions. In sales, 
decision-makers must be able to diff erentiate between forecasting techniques 
and being able to select the appropriate methods to use. Management must 
also be familiar with seasons or periods on which to base their forecasts.

194In the next unit we will discuss territory and time management.
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Study unit 4

Territory and time management

Contents

Introduction
Overview of this study unit
Learning outcomes
Key concepts
4.1 Improving sales productivity
4.2 Establishing sales territories
4.3 Designing sales territories
4.4 Self-management
4.5 Time management and routing
Assessment questions
Refl ection
Summary
References

INTRODUCTION

195Territories are important in sales-oriented organisations as they facilitate the eff ective man-
agement of salespersons and markets. A territory is a geographical area that is assigned 
to a salesperson. Management of territories is crucial as it infl uences the achievement of 
organisational objectives. Read the following article on sales territory management and 
its eff ect on productivity:

196http://www.kellogg.northwestern.edu/faculty/zoltners/htm/pdfs/zoltners_fi nal.pdf

OVERVIEW OF THIS STUDY UNIT

197The study unit focuses on improving sales productivity, establishing sales territories, 
designing sales territories, self-management and time management and routing.

198You will need approximately three hours to work through this study unit and ensure that 
you understand the topics covered.

199
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200This study unit is structured as follows:

201

Learning outcomes

After completing this study unit, you should be able to

  discuss how sales productivity can be improved
  discuss the reasons for establishing sales territories
  discuss the reasons for not having sales territories
  illustrate your understanding of sales territory design
  explain self-management
  discuss time management and routing

Key concepts

  territory
  self-management
  CRM
  routing
  time management

4.1 IMPROVING SALES PRODUCTIVITY

Study the relevant section in the prescribed book

202Managing sales territory has overt and covert implications for achieving organisational 
objectives and profi t. Although it is the manager’s responsibility to motivate and improve 
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the morale of the salespeople, thereby improving sales productivity, it is also a team ef-
fort. Sales productivity is a key to success in any organisation. The following link provides 
you with insight into improving sales productivity:

203http://az26122.vo.msecnd.net/docs/CustomerThink_White_Paper_Sales_Productivity.pdf

Note:  You should be able to briefl y discuss how sales productivity can be 
improved.

204We will now look at the reasons for establishing sales territories.

4.2 ESTABLISHING SALES TERRITORIES

Study the relevant section in the prescribed book

205Sales territories are signifi cant in sales-oriented organisations. Territories assist manag-
ers by facilitating the planning and control of selling activities in their areas. Some of the 
elements that determine a territory are geography (nine provinces in SA), interest groups 
(consumers and stakeholders) and the economic situation (infl ation, interest rates or po-
litical instability). Since these elements aff ect a territory, it is worthwhile to consider the 
reasons for establishing sales territories, as indicated below:

  Achieve the company’s sales and market objectives: The main sales objective is 
to make a profi t (R1 000 000) from Bar-One ice cream sales; the market objective for 
Nestlé could be to penetrate the market.

  Strengthen customer relations: When salespersons are dedicated to a particular 
territory, they are in a position to personalise customer service, thus strengthening 
customer relationships. Such a relationship could be with a Kit-Kat wholesaler in 
Pretoria or Naidoo’s Café in Durban.

  Ensure better market coverage: Better market coverage allows salespeople to service 
customers in a satisfactory manner.

  Reduce selling costs: Managing territories means that costs can be controlled 
eff ectively.

  Build a more eff ective sales force: This can be achieved when salespeople are 
given freedom to be creative in managing their territories in line with organisational 
objectives.

  Evaluate performance more accurately: It becomes easy to manage salespeoples’ 
performance when they are assigned specifi c territories. The sales manager can 
identify trends in specifi c territories and be proactive in attending to problems.

  Coordinate selling with other marketing functions: Selling and marketing are com-
plementary functions. Nestlé will have to market Bar-One ice cream by advertising 
on television or radio, both before and while selling the product.
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206Now that you understand the reasons for establishing sales territories, we will look at 
designing sales territories.

4.3 DESIGNING SALES TERRITORIES

Study the relevant section in the prescribed book

207Territory design is a way of organising the sales force and describes the types of custom-
ers the salesperson will service. Customers in the same geographical area tend to have 
similar consumption patterns. For example, residents in Pretoria East suburbs hardly ever 
consume bunny chow (a fast-food dish consisting of a hollowed-out loaf of bread fi lled 
with curry), unless they visit townships such as Mamelodi or Mabopane. The steps in ter-
ritory design are discussed below.

208Step 1: Select a geographical control unit: If we continue to use Nestlé as our example, 
the sales manager at Nestlé will have to select regions, instead of provinces, as the control 
unit. A control unit in Gauteng could be the Tshwane metropolitan area.

209Step 2: Estimate market potential in each control unit: Market potential refers to current 
and potential customers within control units. For example, data can be collected from 
schools in the Tshwane metropolitan area by surveying/canvassing the school canteens 
to determine the potential number of learners that will buy ice cream in spring.

210Step 3: Combine control units into tentative territories: The control units in Gauteng or 
Tshwane metropolitan area would then be combined and distributed equally to sales-
persons, thus facilitating better performance and customer service.

211Step 4: Perform workload analysis: The analysis can be performed by applying the 
build-up or breakdown methods. The build-up method is applied by manufacturers of 
consumer goods such as Nestlé, Parmalat and McCain, who use intensive distribution 
(Shoprite, Spar, Makro and Pick ‘n Pay). The breakdown method is used by manufacturers 
of industrial products, such as Dunlop industrial products and steel suppliers.

212Step 5: Revise and adjust tentative territories: This is done to determine if there is a need 
for mergers and acquisitions or new product development. The prescribed book gives 
some other reasons to revise and adjust tentative territories.

213Step 6: Assign salespersons to territories: It is important to ensure that the salesperson’s 
needs and background are matched with opportunities in the new or revised sales ter-
ritories. An articulate salesperson with good interpersonal skills would be ideal for new 
territories.

Note:  You should be able to discuss the steps in designing sales territories.

214In the next section we will look at self-management.
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4.4 SELF-MANAGEMENT

Study the relevant section in the prescribed book

215A career in sales requires salespeople to be disciplined and principled individuals. Con-
sequently, they must be able to manage their time and goals.

216The following links deal with self-management:

217http://www.selfmgmt.com/wpress/article_enterprise.pdf
218http://bookboon.com/en/self-management-ebooks

219Next we will discuss time management and routing.

4.5 TIME MANAGEMENT AND ROUTING

220Time management and routing contribute to productivity. The salesperson is responsible 
for managing schedules and appointments with clients or customers. Time must be man-
aged eff ectively to save on costs and increase profi t. The salesperson must decide which 
accounts to call, which activities to perform and how much time to spend on prospects.

221Routing is a travel plan or pattern used by salespeople for making customer calls in a 
territory. Routing is planned so that salespeople can visit either potential or existing 
customers. For a discussion on routing, go to the following link:

222http://www.slideshare.net/devpojha/routing-16571879

Note:  You should now be able to briefl y discuss time management and routing.

Activity  4.1

Do you think that there are benefi ts of routing for salespeople?

11Feedback

Salespeople cannot choose whether to travel or not; all sales positions involve travelling. 
Therefore, it would be in a salesperson’s best interests to make use of routing. Some of the 
advantages of routing include better territory coverage and improved communication.
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5ASSESSMENT QUESTIONS

QUESTION 1

... is NOT an advantage of routing.

1. Better territory coverage
2. Poor productivity
3. Improved communication
4. Reduced costs

QUESTION 2

… is the BEST example of a control unit.

1. South Africa
2. Namibia
3. Zimbabwe
4. Cape Town

QUESTION 3

The reason for revising territories is that …

1. they are not designed accurately.
2. there is a potential for mergers and acquisitions.
3. there might not be a change in sales force composition.
4. there might be a shift in market opportunities.

12 Refl ection

Before you continue with the next study unit, refl ect on the following questions:

(1) How do you think you will be able to use the skills you have learnt in this study unit 
in your professional life?

(2) What did you fi nd diffi  cult about this study unit? Why do you think you found it 
diffi  cult? Do you understand the concept you were struggling with now or do you 
need more help? What are you going to do about getting more help if you need it?

(3) What did you fi nd interesting in this study unit? Why?
(4) How long did it take you to work through this study unit? Are you still on schedule 

or do you need to adjust your study programme?

13Summary

223Time and territory management is about salespersons getting the most out of 
their sales day by planning and using scarce resources effi  ciently. Time is the 
one constant aspect in the day-to-day activities of any salesperson. Salesper-
sons manage time and territory when prospecting, making sales calls, doing 
demonstrations and performing administrative tasks. Time and territory man-
agement has positive results for companies if it is done eff ectively.

224In the next unit we will discuss recruitment and selection of salespersons.
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TOPIC 3

Sales management activities

Learning outcomes

On completion of this topic, you must be able to

  demonstrate knowledge and understanding of recruitment and selection of 
salespersons

  illustrate knowledge of sales training with the aid of practical examples
  discuss leadership with the aid of practical examples
  discuss sales motivation and motivational theories
  illustrate knowledge of sales force remuneration

TOPIC 3

Study unit 5: Recruitment and selection of salespersons

Study unit 6: Sales training

Study unit 7: Leadership

Study unit 8: Sales motivation

Study unit 9: Sales force remuneration
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Study unit 5

Recruitment and selection of salespersons

Contents

Introduction
Overview of this study unit
Learning outcomes
Key concepts
5.1 Job analysis
5.2 Job description
5.3 Job profi le
5.4 Recruitment and selection
5.5 Incorporation of new staff 
5.6 Placement of salespersons
Assessment questions
Refl ection
Summary
References

INTRODUCTION

225In order for any organisation to survive or remain competitive, it is essential that they 
hire the ‘correct’ employees. This means employees that are not only qualifi ed, but that 
can also easily fi t in with the organisational culture and meet the demands of the job. 
Therefore, sales managers need to have eff ective recruitment processes to attract – and 
retain – talented salespeople. The focus of this study unit is on recruiting and selecting 
salespeople.

OVERVIEW OF THIS STUDY UNIT

226The study unit deals with the recruitment and selection of salespeople. The key issues 
are job analysis, job description, recruitment, selection and the incorporation of new staff  
and placement of salespersons.

227You will need approximately three hours to work through this study unit and ensure that 
you understand the topics covered.

228
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229This study unit is structured as follows:

230

Learning outcomes

After completing this study unit, you should be able to

  understand and briefly discuss the job analysis process and what it entails
  identify the sources of recruitment
  know how to select the ‘correct’ salespersons
  discuss the steps involved in selecting salespersons
  explain the importance of induction and training
  understand the process of placing salespersons

Key concepts

  recruitment
  selection
  job analysis
  job description
  job profile

5.1 JOB ANALYSIS

Study this section in the prescribed book
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231Job analysis is the process of examining the requirements needed in order to determine 
the duties involved in the position, the desired characteristics of the person and their 
expected behaviour and performance.

5.1.1 Purpose of job analysis

Study this section in the prescribed book

232Job analysis can be used for the following:

  Recruitment and selection

 Job analysis determines the type of employees needed for a specifi c job. It highlights 
the salary level, the minimum requirements and skills needed. For example, if a com-
puter company were expanding and needed more salespeople, the sales manager 
would want not only someone who has the relevant qualifi cations, sales experience, 
motivation and capacity for hard work, but also someone who has some knowledge 
of computers and how they work.

  Determining employee training needs

 Job analysis can help to determine the training and development needs by establish-
ing the level of training needed, the method to be used, the training content and the 
equipment needed. If the sales manager fi nds candidates that meet all the require-
ments, including computer knowledge, they are less likely to need training than those 
that have no computer knowledge at all. However, all newly hired candidates should 
go through an orientation programme, which introduces them to the fi rm, how it op-
erates, its culture, beliefs and values, and the goals and objectives of the organisation.

  Performance analysis

 Job analysis establishes the performance standards and evaluation criteria for the 
job. In order to determine whether an employee is eff ective, performance standards 
need to be in place and used as evaluation criteria. If a new or current employee is 
not meeting the standards set, the sales manager must investigate the reasons for 
this and possibly send the employee for further training.

  Compensation

 Job analysis determines the remuneration that the employee should receive, based 
on the position, duties, tasks and responsibilities. The sales manager is in a higher 
position and has more duties and responsibilities than a salesperson; therefore the 
manager is likely to be paid more. Salespeople usually earn a basic salary, along 
with commission on the goods or services that they sell.

  Job design and redesign

 Job analysis helps in the design and redesign of job requirements and responsibili-
ties, which will result in the best output from employees. In order to get to know all 
the new employees, the sales manager may have an induction programme for new 
employees, in terms of which they rotate between the various departments (e.g. 
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desktops, laptops and PC accessories). New salespeople thus work in each depart-
ment for a few months before changing to another in order to learn about all the 
diff erent products. After the induction period, the sales manager can assess which 
department the employee is best suited to, thereafter redesigning the job require-
ments for a specifi c department.

233Next we will look at the various steps in the job analysis process.

5.1.2 Stages in the job analysis process

Study this section in the prescribed book

234Steps in the job analysis process:

1. Plan and identify objectives.
2. Prepare the job analysis.
3. Conduct the job analysis.
4. Develop job specifi cations.
5. Review the job description and specifi cations.

5.1.3 Job analysis methods

Study this section in the prescribed book

235There are three methods that can be used to conduct a job analysis:

  Interview method

 There are three diff erent interview methods that can be used: individual interviews 
with each employee; group interviews of employees performing the same job; and 
an interview with the supervisor who has a thorough knowledge of the job being 
analysed. Questions asked during the interview should be open-ended, allowing the 
employee to provide a detailed response. For example: “Describe how you close a 
sale.”

  Observation method

 With this method, an employee is monitored and his/her behaviour is recorded. There 
are three diff erent observation methods that can be used: direct observation of the 
employee and his/her work; work-methods analysis by recording the time taken 
to complete a specifi c task; and the critical-incident technique, which identifi es the 
work behaviour needed to complete the task.

  Questionnaire method

 With this method, a questionnaire is sent to employees, which requires them to 
describe their jobs and provide detailed information about their duties and respon-
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sibilities. The information collected from the questionnaires is used to design or 
redesign job descriptions, which will be discussed in the next section.

Note:  You should be able to discuss the purpose of job analysis, the stages in the 
job analysis process and the various job analysis methods available.

236In the next section we look at job descriptions.

5.2 JOB DESCRIPTION

Study this section in the prescribed book

237A job description is a written explanation of a specifi c job and the duties and responsibili-
ties involved. Below is an example of a good job description for a sales representative.

Description: Sales representative

Sales Representative Job Purpose: Serve customers by selling products and meet-
ing customer needs.

Sales Representative Job Duties:

Services existing accounts, obtains orders, and establishes new accounts by planning 
and organizing daily work schedule to call on existing or potential sales outlets and 
other trade factors.

Adjusts content of sales presentations by studying the type of sales outlet or trade 
factor.

• Focuses sales eff orts by studying existing and potential volume of dealers.
• Submits orders by referring to price lists and product literature.
• Keeps management informed by submitting activity and results reports, such as 

daily call reports, weekly work plans, and monthly and annual territory analyses.
• Monitors competition by gathering current marketplace information on pricing, 

products, new products, delivery schedules, merchandising techniques, etc.
• Recommends changes in products, service, and policy by evaluating results 

and competitive developments.
• Resolves customer complaints by investigating problems; developing solutions; 

preparing reports; making recommendations to management.
• Maintains professional and technical knowledge by attending educational work-

shops; reviewing professional publications; establishing personal networks; par-
ticipating in professional societies.

• Provides historical records by maintaining records on area and customer sales.
• Contributes to team eff ort by accomplishing related results as needed.

Source: www.hr-guide.com
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238Below is a job description that involves more work and provides more information in 
terms of duties and responsibilities.

Description: Sales representative

• Sales experience
• Sandton area (live within a 10 km radius)
• Must own car
• Be willing to work hard (8–5)
• HIGHLY presentable 
• Be able to start within 2 weeks
• Package: R25 k to R50 k, potential equity

Source: www.linkedin.com

5.3 JOB PROFILE

Study this section in the prescribed book

239A job profi le is a comprehensive description of the functions, responsibilities, qualifi ca-
tions required and the salary of the specifi c job. Job profi les are used by companies or 
recruitment agencies when they intend to hire new employees. Job profi les contain all 
the relevant information pertaining to the job, thus ensuring that applicants know exactly 
what is required of them.

Activity  5.1

Have a look at the following job profi le and identify the key elements.

Sales Representative

Remuneration: R17 000–R18 000 per month cost to company
Location: Cape Town
Job level: Junior/Mid
Own transport required: Yes

Job description

An established client in the poultry business is looking for an experienced candidate 
with related sales experience to join their new CT team.
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The ideal candidate would be responsible for:

• To service customers internally and externally effectively
• To professionally respond to all inbound sales enquiries
• Interaction with liaison manager for new business opportunities
• Sales administration duties
• To promote and grow the range products
• To interact and negotiate our products and prices with our existing and new clients
• To ensure that the full range of products are displayed on shelf and that you work towards 

a healthy on shelf display of products
• Maintaining a specified customer base after sales service
• Attending trade shows and exhibitions as required and must have the ability to plan and 

manage territory through ethical sales methods

Requirements

• Matric or equivalent qualification
• Must be familiar with the poultry industry
• Sales experience in the FMCG sector an advantage
• Must be able to work in a high pressured environment
• Must be punctual and able to work overtime when required
• Self-motivated and should have excellent interpersonal skills
• Ability to work within a team environment a key requirement
• Valid code 8 driver’s licence
• Honesty and integrity a high requirement
• Must be computer literate

Source: www.bizcommunity.com

14Feedback

Responsibilities

  service customers eff ectively, both internally and externally
  respond professionally to all inbound sales enquiries
  interact with liaison manager for new business opportunities
  perform sales administration duties
  promote and grow the range of products
  interact with existing and new clients and negotiate products and prices
  ensure that the full range of products is displayed on the shelf (work towards an attractive 

on-shelf display of products)
  maintain a customer base through after-sales service
  attend trade shows and exhibitions, as required, and be able to plan and manage terri-

tory through ethical sales methods

Skills

  must be able to work in a high-pressure environment
  must be punctual and able to work overtime, when required
  must be self-motivated and have excellent interpersonal skills
  must be able to work within a team environment (a key requirement)
  must have a valid code 8 driver’s licence
  must be computer-literate
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Experience

  must be familiar with the poultry industry
  sales experience in the FMCG sector is an advantage

Education

  matric or equivalent qualifi cation

Pay grade

  R17 000–R18 000 per month cost to company

Note:  You should be able to list and discuss each of the items included in a job 
profi le.

5.4 RECRUITMENT AND SELECTION

Study this section in the prescribed book

240The recruitment and selection of a sales force is often the key to success for an organisa-
tion. Any company will benefi t if it can recruit good salespeople. A successful sales team 
leads to growth, profi tability and energetic attitudes. However, this task of selecting a 
successful sales team is challenging.

5.4.1 Recruitment of salespersons

Study this section in the prescribed book

241Vacancies can be fi lled internally or externally, both of which have advantages and 
disadvantages.
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TABLE 5.1:  Summary of the diff erent sources of internal and external recruitment and 
the advantages and disadvantages of each

Internal recruitment External recruitment

Sources of 
recruitment

  Promotion
  Transfers
  Internal advertising
  Retired staff 
  Recall from long leave 

  Print media
  Internet advertising
  Private agencies
  Campus recruitment
  Head hunters
  Recommendations 

Advantages   Simple, reliable and saves 
costs

  Motivates employees
  Develops loyalty and re-

sponsibility to the fi rm
  Employees are familiar 

with policies
  Overall growth and success

  Fresh new talent
  Wider scope of selection
  More ethical process
  Increase competition 

Disad-
vantages 

  Limited scope of selection
  Old position needs to be 

fi lled
  Bias may occur
  Outsiders bring new, fresh 

ideas
  Unsuccessful candidates 

may resent the fi rm

  Demotivation of current 
employees

  Time-consuming and costly 
process

  Selecting a candidate not suit-
able for the job

  Current employees might 
think there is no room to grow

Source:  Drotsky 2014

242When placing an advertisement about the vacancy, the fi rm needs to create one that 
has a simple header and a detailed explanation of what the position entails; it must be 
easy to read.

243Well-formulated job adverts usually

  have very specifi c requirements
  give lots of detail
  are open about the job specifi cations

244Poorly formulated job adverts

  are very vague about requirements
  sound too good to be true
  set out too many requirements
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5.4.2 Selection of salespersons

Study this section in the prescribed book

245Job vacancy advertisements will usually have a due date by which the application must 
reach the fi rm. Once the applications have been received, the HR personnel will go through 
all of them and select those that meet the criteria that were set. Only those candidates 
that meet the requirements will be requested to come in for an interview or proceed to 
the next phase of the selection process.

TABLE 5.2:  The key elements of an eff ective selection process and the barriers to ef-
fective selection

Key elements Barriers

  Detailed job description and specifi -
cation document

  Well trained recruiter/interviewer
  Aids to be used
  Check competencies and capabilities 

of recruiter
  Training must be available for suc-

cessful applicants

  Bias perception of the recruiter/
interviewer

  Tests cannot predict success on the job 
accurately

  Reliability tests cannot predict the ac-
curacy of job performance

  Selectors on pressure may make bad 
decisions

Source:  Drotsky 2014

246Diff erent companies will have diff erent selection processes to meet the specifi c needs of 
their organisations. For example, a smaller business might not think it necessary to subject 
candidates to medical examinations. The process highlighted below is a generic process; 
depending on the needs of each fi rm, the process might have more or fewer steps.

1. Initial screening
2. Employee testing
3. Employment interview
4. Background checks
5. Medical examination
6. Decision
7. Job off er
8. Contract

Note:  You should also be able to mention the two diff erent recruitment methods 
and the benefi ts and disadvantages of each, plus the selection process, 
including its key elements and the barriers to eff ective selection.
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5.5 INCORPORATION OF NEW STAFF

Study this section in the prescribed book

247After the recruitment and selection processes, the employee that is hired needs to go 
through an induction and orientation programme.

5.5.1 Induction and orientation

Study this section in the prescribed book

248New employees need to familiarise themselves with the business. An induction process 
should cover the following:

  The industry 

 Employees need to have a basic knowledge of the business sector, their position in 
it and, most importantly, who their competitors are.

  The products 

 Employees need to make sure that they are completely familiar with the goods 
or services they will be selling and how these might diff er from their competitors’ 
off erings.

  The customers 

 Employees need to receive lists or databases of customers so that they know the 
types of individuals or organisations they are catering for.

  The business objectives 

 Employees need to understand the direction in which the business is headed.

5.5.2 Reasons for induction

Study this section in the prescribed book

249There are a few reasons to ensure that an induction programme is in place:

  Forms good fi rst impressions

 First impressions are always hard to change. In order to make a good fi rst impres-
sion, the induction programme should give an overview of the company, its goals, 
its objectives and its culture. The induction programme can highlight all the benefi ts 
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of working for the company and what the new employee can gain from working 
there. It is important to make the employees feel welcome, confi dent and engaged 
in the induction process.

  Builds employee confi dence

 An induction programme builds employee confi dence as it gives an overview of the 
fi rm and its expectations. New employees will feel more confi dent if they know what 
the culture is like and what they are expected to do. Eff ective induction programmes 
reduce mistakes due to lack of information and clearly emphasise the company’s 
standards and expectations. This allows new employees to feel less anxious, which 
results in their learning faster and more effi  ciently.

  Easier transition into the new organisation

 Induction programmes make it easier for the new employees to ‘fi t in’ because 
they gain a basic understanding of how things are done in the fi rm. Knowledge of 
the culture is also important because diff erent fi rms have diff erent ways of doing 
things. Some companies encourage creativity and the freedom to express it, whereas 
other companies are more focused on results and getting the job done.

  Reduces the number of new employees who leave

 High employee turnover occurs when employees feel that they are not valued or 
are incapable of doing the job. Induction programmes should make new employees 
feel that they are valued and should emphasise that they were chosen because the 
fi rm believes in what they are capable of achieving.

  Better adaptation to the organisation

 Induction programmes provide all the relevant information about the fi rm and its 
policies, the specifi c department the employee will be working for, the key perfor-
mance indicators that the employee will be measured against, the organisational 
structure and how communication fl ows between the various levels. New employees 
equipped with this knowledge will be better able to adapt to the organisation.

  Faster adaptation to the organisational culture

 During the induction period, the culture will be highlighted and new employees 
will need to fi t in, otherwise they risk being ostracised. Induction programmes allow 
them to quickly become familiar with the culture of the organisation.

5.5.3 Principles of induction

Study this section in the prescribed book

250In order to ensure that the induction programme is eff ective, the following factors need 
to be taken into account:

  individuality of employees
  involvement of the line manager
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  characteristics of the induction coordinator
  pace of induction process
  experience of the job/extent of exposure to the job

5.5.4 Elements of a good induction programme

Study this section in the prescribed book

251Induction programmes should be designed so that employees feel welcome and quickly 
become confi dent to do their jobs. The programme should also build a relationship be-
tween the employee and the fi rm.

TABLE 5.3: The key elements of a good induction programme and examples of each

Key elements of a in-

duction programme

Examples

Introduction to the or-
ganisation, the building 
and key staff 

The organisation:

  What the organisation does
  History of the organisation and future plans
  Organisational structure
  Products/services
  Key customers
  Where/how to fi nd more information

The building:

  Car parking
  Kitchen/canteen facilities
  Health and safety notices, procedures
  Utilities, e.g. lighting, heating, water
  Access to buildings, security 
  Incoming and outgoing mail points
  Computer system, internet access
  Photocopier
  Toilets
  Smoking areas

Key staff :

  Names
  Qualifi cations
  Overview of experience
  Pictures
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Key elements of a in-

duction programme

Examples

Explanation of the 
terms of employment

  Date of employment
  Full time/part time
  Salary/wage
  Job location
  Working hours
  Holiday entitlement
  Benefi ts: pension, maternity, rewards etc.
  Disciplinary and grievance procedures
  Terms and conditions

Detailed description 
of the job, daily tasks, 
training 

Description of the job and daily tasks:

  The role will have been explained at interview stage 
but should be reiterated

  Explain areas of accountability and responsibility

Training:

  Using certain equipment
  Product and service provided by the fi rm

Source:  Drotsky 2014

252For the induction process to be successful, it should meet the following requirements:

  A continuous process

 Nothing remains constant, therefore the induction should be continuous because 
employees need to be informed of all changes. For example, if a company decides 
to launch a new system that is more effi  cient, all employees will need to be trained 
before it can go live.

  Fully supported by top management

 Top management sets the culture within the organisation and determines the way in 
which tasks should be done. Therefore, any information provided to new employees 
should be in line with their vision.

  Clearly focused on goals and outcomes

 Induction programmes should have a clear purpose. By the end of the programme, 
new employees should have learnt the basics about the organisation.

  Relevant and important

 Induction programmes should be tailored to each specifi c department. Some as-
pects, such as the organisation, the building and the key staff , may be generic and 
suit everyone. However, when it comes to job descriptions and duties, they need to 
be relevant to each individual.

  Welcoming

 90% of new employees leave within the fi rst six months of starting their new job. 
This could be attributable to poorly designed induction programmes or the total 
absence of such programmes. If new employees do not know what to expect, they 
are more likely to be dissatisfi ed and leave the company.
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5.6 PLACEMENT OF SALESPERSONS

Study this section in the prescribed book

253The three types of placements are:

  Selecting and placing the employee in a specifi c position
  Selecting a new employee for a position that has not been specifi ed yet
  Selecting a new employee to be placed in any position

254The seven steps in the placement process are as follows:

1. Collect the necessary employee details.
2. Identify employee requirements and capabilities.
3. Compile the employee profi le, based on needs and competencies.
4. Compare the subgroup profi le and individual’s profi le to fi nd a match.
5. Compare and match the subgroup profi le and job family profi le.
6. Assign the individual to the job family that matches the profi le.
7. Ensure that individuals are assessed and counselled before being placed in a specifi c 

job.

5ASSESSMENT QUESTIONS

QUESTION 1

… is the process of examining the requirements needed in order to determine the duties 
for the position, the desired characteristics of the person and the expected behaviour 
and performance.

1. Job description
2. Job profi le
3. Job selection
4. Job analysis

QUESTION 2

Which ONE of the following is the LAST step in selecting a salesperson?

1. Review the job description.
2. Draw up the contract.
3. Off er the job.
4. Do background checks.

QUESTION 3

“Matric or equivalent qualifi cation” would fall under which ONE of the following sub-
headings of a job profi le?

1. Skills
2. Responsibilities
3. Experience
4. Education
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15 Refl ection

Before you continue with the next study unit, refl ect on the following questions:

(1) How do you think you will be able to use the skills you have learnt in this study unit 
in your professional life?

(2) What did you fi nd diffi  cult about this study unit? Why do you think you found it 
diffi  cult? Do you understand the concept you were struggling with now or do you 
need more help? What are you going to do about getting more help if you need it?

(3) What did you fi nd interesting in this study unit? Why?
(4) How long did it take you to work through this study unit? Are you still on schedule 

or do you need to adjust your study programme?

16Summary

255The planning, recruitment and selection of the sales force form one of the 
cornerstones of a company. Having a strong, successful and determined sales 
team will mean growth and higher profi t for a company. Firstly, a sales man-
ager needs to determine what the needs of a position are, the objectives of 
the position and the kind of person that will fi t the vacancy. When selecting a 
team like this, you need to meet certain criteria and follow certain guidelines 
to build and train the sales force.

256In the next unit we will discuss sales training.
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Study unit 6

Sales training

Content

Introduction
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6.1 Defi nition of sales training
6.2 The importance and purpose of sales training
6.3 Guidelines for developing and conducting sales training
6.4 Planning for sales training
6.5 Implementing the sales training programme
6.6 Making training delivery decisions
6.7 Choosing instructional methods
6.8 Preparing, motivating and coaching trainees
6.9 Evaluation of the sales training programme
6.10 Ethical and legal implications
Assessment questions
Refl ection
Summary
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INTRODUCTION

257Sales training is an important investment and contributes to the success of the organisa-
tion. Training provides the sales force with the necessary skills and knowledge; it boosts 
employees’ confi dence and motivates them to perform better.

258Sales training refers to the organisation’s investment in resources so that employees are 
better able to perform their jobs. Sales training provides the employees with the neces-
sary skills, concepts, behaviours, attitudes, tools and techniques that will enhance their 
selling capabilities. A well-planned training programme will also assist new employees 
in establishing the values and objectives of the organisation.

259The following link provides insight into sales training: http://www.entrepreneur.com/
encyclopedia/training-programs

OVERVIEW OF THIS STUDY UNIT

260In this study unit we will take a look at the importance of sales training and its purpose 
in the organisation. We will also discuss the analysis of sales training needs, the training 
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objectives, setting and implementing the sales training programme, the various training 
tools and techniques used in the sales training programme and, fi nally, the evaluation of 
the training programme.

261You will need approximately three hours to work through this study unit and ensure that 
you understand the topics covered.

262This study unit is structured as follows:

263

Learning outcomes

After completing this study unit, you should be able to

  define sales training

  understand the importance of sales training within the organisation

  briefly discuss guidelines for developing and conducting sales training

  explain and illustrate your understanding of planning for sales training

  explain how to implement the sales training programme

  discuss training delivery decisions

  discuss instructional methods

  explain how to prepare, motivate and coach trainees

  discuss the evaluation of training programmes

  discuss ethical and legal implications of training programmes
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Key concepts

  sales training

  purpose

  needs

  objectives

  evaluation

  ethics

6.1 DEFINITION OF SALES TRAINING

Study this section in the prescribed book

264Sales training is defi ned by Drotsky (2014:106) as “a sequence of conversations and activi-
ties that provides ongoing feedback and encouragement to a sales person or a sales force 
member with the goal of improving that person’s performance”. It is the development of 
an individual’s skills and techniques that will enhance their expertise in selling.

265The role of sales training is to empower the sales force to develop skills, attitudes, concepts 
and behaviours that will enable them to present their goods persuasively to potential 
buyers.

Note:  You must be able to defi ne sales training.

266We will now take a look at the importance and purpose of sales training.

6.2 THE VALUE IMPORTANCE AND PURPOSE OF SALES 

TRAINING

Study this section in the prescribed book

267It has been said that it costs more to not train your employees than it does to train them. 
Employees that are not given proper training tend to make mistakes that can cost the 
organisation their reputation and profi ts. For example, a new employee at Apple (the com-
puter company) who has limited technical knowledge may provide a customer with wrong 
information about how a product works. As a result, the customer may assume that all 
the staff  at Apple are unfamiliar with their products and he/she may therefore decide 
not make any future purchases from Apple. Apple will thus lose a potential customer and 
their reputation will be damaged.



 63 

MNM3703/1

268To survive in a competitive global environment, organisations must train their sales force 
to keep up to date with the latest developments in the industry. The purpose of train-
ing employees is to better the salesperson’s knowledge, skills, customer interaction and 
product knowledge.

269The link below provides some more information on the importance of sales training:

270http://smallbusiness.chron.com/importance-sales-training-49411.html.

Note:  You must understand the importance and the purpose of sales training. 

6.3 GUIDELINES FOR DEVELOPING AND CONDUCTING SALES 

TRAINING

Study this section in the prescribed book

271There are certain guidelines that the sales manager must take into account when de-
veloping the sales training programme. Having an outline of what should be identifi ed 
and established will make it easier for the sales manager to implement the sales training 
programme.

Activity  6.1

What do you think are some of the guidelines that sales managers should follow when 
developing sales training programmes?

17Feedback

To develop sales training programmes, the following guidelines should be followed:

(1) Establish sales training objectives.
(2) Identify who needs training.
(3) Identify training needs and goals.
(4) Determine how much training is needed.
(5) Determine who should conduct the training.
(6) Determine when training should take place.
(7) Determine where training should take place.
(8) Select the topic and content of training.
(9) Select the teaching methods.

(10) Determine how training will be reinforced.
(11) Determine what outcomes will be evaluated.
(12) Determine what measures will be used to evaluate the training.
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6.4 PLANNING FOR SALES TRAINING

Study this section in the prescribed book

272Before sales training can be developed and implemented, the sales training must be 
planned to ensure that the goals and objectives of the organisation and the trainees are 
aligned.

273Sales training is a time-consuming and expensive investment in the staff  of the organ-
isation and it is therefore important to plan correctly for the sales training programme. 
Planning the sales training will be diff erent in every organisation because of the diff er-
ences in size, resources and markets in which they operate.

Note:  You must understand the importance of planning for the sales training 
programme. 

6.4.1 Assessing sales training needs

Study this section in the prescribed book

274The sales training analysis is conducted to determine what skills the employees currently 
have and what skills, abilities and knowledge they need to perform their jobs better. A 
sales representative from Cell C, for example, may not be able to explain to a customer 
the benefi ts of signing a contract with them, rather than with another cellphone provider. 
The sales representative clearly needs knowledge of the services the company provides 
and the diff erent options available to customers, as well as knowledge of their competi-
tors. As a manager, it is important to be able to determine the needs of the employees 
and then take steps to meet them.

275The following steps can be taken to analyse the training needs of employees (Drotsky, 
2014:109):

  Analyse the strategic programmes of the organisation to establish changes in the 
products sold.

  Analyse the type of customers that are called on.

  Observe sales personnel.

  Conduct customer surveys.

  Interview fi eld sales managers.

  Interview key members of the organisation.

  Analyse the organisation’s sales records that show turnover data, performance evalu-
ations and sales and cost analysis.
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  Interview sales personnel regarding what skills they think they need to improve their 
performance.

Note:  You must be able to discuss how to analyse the sales training needs of the 
organisation. 

Activity   6.2

You are the sales manager of Vodacom at Menlyn Shopping Centre. How would you 
identify the training needs of a new employee, compared with an employee who has 10 
years of experience?

18Feedback

  For a new employee, you should look into their background and qualifi cations and 
identify any gaps that exist between the employee’s qualifi cations and their required job 
activities. The gaps that are identifi ed indicate what training the new employee would 
most likely need.

  With experienced employees, they would most likely need training to update them on new 
procedures, new technology, new products and any new developments in the industry.

6.4.2 Determine the objectives of sales training

Study this section in the prescribed book

276In order to measure the success of the sales training programmes, clear objectives must 
be set. An eff ective sales training programme should prepare the employees to sell the 
organisation’s products successfully. The objectives that are set should therefore be clear, 
specifi c and realistic, and should have a set time frame.

277The primary objective of the sales training should be to improve the performance of 
employees and increase their productivity. For example, the primary objectives of Cell 
C would be for employees to learn about the features and benefi ts of Cell C’s contract 
options by the end of the training period.

278Further objectives might include the following:

  Improve knowledge of the Cell C company.
  Increase the morale and attitude of Cell C’s employees.
  Reduce confl ict within the Cell C stores.
  Enhance the selling skills of Cell C employees.
  Reduce salesperson turnover.
  Improve relationships with customers.
  Improve teamwork at Cell C.



66

279The benefi ts of setting objectives for the sales training programmes include the following:

  Objectives can be used as a communication tool to inform employees about any 
upcoming training opportunities.

  Objectives improve the chances of gaining top management’s budgetary support 
for the training.

  Objectives assist in prioritising the training needs and clarifying the sequence of the 
training.

280See the following links for more information on the objectives of sales training programmes:

281http://www.slideshare.net/nikkijohntan/objectives-of-sales-training-management-pro-
grams.
282http://www.ehow.com/list_6883972_objectives-sales-representative-training-program.
html.

Note:  You must understand the signifi cance of setting sales training objectives.

283In the next section we will discuss the contents of the sales training programme.

6.4.3 Training programme topics

Study this section in the prescribed book

284The contents of the sales training programme are determined on the basis of the objec-
tives that have been set. The contents will also depend on the background of those be-
ing trained. New employees of Vodacom, for example, will have to go through an initial 
sales training programme that covers all aspects of the organisation and their expected 
job requirements. In contrast, employees who have been working at Vodacom for a long 
period of time will require only training that will improve their skills or provide them with 
new skills to be more eff ective in selling.

285A good training programme should cover the following aspects:

  knowledge of the organisation
  knowledge of the product or service
  customer and market knowledge
  information about the competitors
  explanation of the selling process
  the diff erent sales techniques to be followed
  information about service conditions and remuneration
  technology-based skills that are required

286The training programme will diff er according to the organisation, its products, policies 
and the abilities of the employees who are to be trained.
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Activity  6.3

Vodacom is launching a new Vodacom cellphone and their staff  need to be trained before 
the launch of this new product. What do you think should be included in the training 
programme?

19Feedback

  knowledge of the product
  technology-based skills that will be required
  information about competitor products, as salespersons need to be able to explain why 

Vodacom’s new phone is better than those of its competitors

Note:  You must be able to discuss the contents of the sales training programme.

6.5 IMPLEMENTING THE SALES TRAINING PROGRAMME

Study this section in the prescribed book

287The implementation of the sales programme can be a tedious process as it involves 
preparation of the timetables, arranging trainers, a venue, making travel arrangements 
and various other details.

288Before implementing the training programme, it is good to do a fi nal check, as this will 
allow the organisation to take corrective action if any unexpected situation occurs.

6.6 MAKING TRAINING DELIVERY DECISIONS

Study this section in the prescribed book

289Executing the sales training programme includes making decisions on the amount of 
training that is needed, how the training will be delivered, who will deliver the training, 
when training should take place, and where the training will be conducted.

  Amount of training: The amount of training needed for a new employee at MTN, 
for example, will depend on the objectives of their training programme. It will also 
depend on the training needs, capabilities and skills of their employees.

  Who will deliver the training: MTN will decide on the best person/company to pre-
sent the training. The training can be done internally by the line manager or a staff  
trainer, but an external training specialist may also be called in to present the train-
ing programme.
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  When will training take place: The timing of the training will depend on the industry, 
the market, the product and the employees being trained. For example, an employee 
working at MTN for many years will require training in a new product that is being 
launched; this training will then take place before the new product is released onto 
the market.

  Where to conduct the training: Training can take place at a centralised location, such 
as the head offi  ce, and/or at decentralised locations, such as in diff erent regions or 
provinces. Training can also take place in the fi eld; in this way, employees gain expe-
rience as they learn. MTN, for example, could conduct a two-day training course at 
their head offi  ce in Midrand for new employees, where they will be given information 
about the company and their policies. Thereafter, the new recruits could be sent out 
to diff erent stores, where they will receive further training in the fi eld.

Activity  6.4

When do you think training should take place for new employees?

20Feedback

Training can take place either before the new employee is put into the fi eld to sell or after they 
have spent some time in the fi eld.

Management may decide to fi rst provide the individual with suffi  cient training and selling 
skills before sending him/her out to sell their products. The new employee would then be given 
information about the organisation, their products and services on off er, their customers and 
their competition. The new employee would thus be well equipped to do the job.

Alternatively, management may decide to fi rst place the new employee in the fi eld to determine 
what skills they have and what type of training they need. With this approach, management 
can eliminate those employees who are not suited to the job.

Note:  You should be able to discuss the various aspects involved in executing the 
sales training programme. 

6.7 CHOOSING INSTRUCTIONAL METHODS

Study this section in the prescribed book

290There are various methods that can be used to deliver the training programme, and 
some of the methods can be combined and used simultaneously to assist employees in 
the learning process.
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291Let’s now take a look at some of the presentation techniques that can be used:

  Lectures: With this method, the facilitator/lecturer will present the information in 
the front of the training room, while the trainees listen, observe and take notes. This 
is much like how you were taught in school.

  Group discussions: Trainees are given a short lecture, which is followed by a discus-
sion between the facilitator and the trainees.

  Role-play: In this method, trainees are given a description of a situation and the roles 
they must assume and then they have to act out the situation.

  Demonstrations: Here the facilitator coaches the trainee on how a process or new 
equipment works. The trainee is able to ask questions while doing the work.

292The following link provides more information on the various training methods that can 
be used:

293http://trainingtoday.blr.com/employee-training-resources/How-to-Choose-the-
Most-Eff ective-Training-Techniques

294The following link is to a video that explains e-learning as a training method: 

295http://youtu.be/NTIrwf0dMUw

Note:  You must understand the diff erent training methods that can be used and 
how to select the appropriate one. 

6.8 PREPARING, MOTIVATING AND COACHING TRAINEES

Study this section in the prescribed book

296It is important for the sales manager to prepare the sales personnel for the training to be 
conducted, to motivate them, and to follow up after the training has been conducted. 
If the sales personnel do not understand why they need the training and the purpose 
of it, the training will be ineff ective and a waste of time and money for the organisation.

297The sales manager must also encourage the sales personnel to participate enthusiastically 
in the training programme. After the training has been completed, the sales manager 
should conduct follow-up discussions to reinforce the skills and knowledge that was learnt.

Activity  6.5

MTN has decided that all sales personnel are required to do a beginners sales training 
course. How do you think the sales manager of MTN can prepare the sales personnel for 
this training?
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21

Feedback

The sales manager should have a pre-training briefi ng where the sales personnel are informed 
of the purpose and objectives of the training programme. The sales manager should explain 
to them why MTN wants all the sales personnel to do the training and what they hope to 
achieve from the training.

Note:  You must understand the signifi cance of preparing the sales personnel for 
training, motivating them and coaching them. 

6.9 EVALUATION OF THE SALES TRAINING PROGRAMME

Study this section in the prescribed book

298The purpose of evaluating the sales training programme is to determine how well – and 
to what extent – the overall objectives of the training programme have been met. The 
evaluation of the sales training programme is a continuous process that assists the or-
ganisation in improving the eff ectiveness of future training programmes.

299The following are suggestions for various methods that can be used to evaluate the sales 
training programme:

  Feedback from trainees: Trainees are given feedback questionnaires at the end of 
the training.

  Written tests: Trainees can be given a test after the programme to evaluate their 
skills and sales and product knowledge.

  Observation of the trainee: Trainees can be observed in the fi eld after they have 
done the training.

  Compare results with objectives: Training programmes are developed to achieve 
certain objectives of the organisation. At the end of the training, the programme 
should be evaluated according to the extent to which these objectives were achieved.

  Feedback from customers: Customers can be contacted for feedback on how the 
salesperson performed after undergoing the training.

300Evaluation of the sales training programme is important in overcoming any weaknesses 
in the training programme and developing better programmes for future training.

301Refer to Table 6.2 which discusses the four-level framework.

Note:  You must be able to determine the best method of evaluating the sales 
training programme after training has been done.
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6.10 ETHICAL AND LEGAL IMPLICATIONS

Study this section in the prescribed book

302The sales training programme must take into consideration the ethical and legal codes 
of the organisation. It is important to deal with the ethical codes for every possible situ-
ation that the salesperson might experience, indicating how he/she should behave in 
that situation without breaking the organisation’s ethical code.

Note:  You must be able to discuss the various aspects involved in training the sales 
personnel with regard to the ethical and legal codes and regulations. 

5ASSESSMENT QUESTIONS

QUESTION 1

One of the benefi ts of a sales training programme for the sales representative is that it …

1. develops relationships with managers.
2. facilitates faster skills development.
3. improves relationships with facilitators.
4. results in increased sales for the business.

QUESTION 2

Centralised training at Vodacom takes place when the company does training at …

1. the store in the Menlyn mall.
2. the regional offi  ce in Centurion.
3. their headquarters in Midrand.
4. their offi  ce in Soweto.

QUESTION 3

The Apple company can make use of … to show sales representatives how to interact 
with customers.

1. workbooks
2. role-play
3. discussions
4. manuals

22 Refl ection

Before you continue with the next study unit, refl ect on the following questions:

(1) How do you think you will be able to use the skills you have learnt in this study unit 
in your professional life?
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(2) What did you fi nd diffi  cult about this study unit? Why do you think you found it 
diffi  cult? Do you understand the concept you were struggling with now or do you 
need more help? What are you going to do about getting more help if you need it?

(3) What did you fi nd interesting in this study unit? Why?
(4) How long did it take you to work through this study unit? Are you still on schedule 

or do you need to adjust your study programme?

23Summary

303Highly trained, knowledgeable salespeople are essential for the success of a 
business. Eff ective salespeople are able to develop good relations with clients 
and produce large volumes of sales. This indicates the importance of investing 
in the organisation’s sales personnel through training.

304Sales training programmes provide salespeople with an opportunity to im-
prove their selling eff ectiveness by developing new skills and gaining more 
knowledge of products and services.

305In this study unit we discussed how to develop a sales training programme, 
how to deliver it, and how to evaluate its eff ectiveness. In the next unit we will 
discuss leadership.
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INTRODUCTION

306One of the fundamental responsibilities of sales management is to lead the sales team; 
hence eff ective leadership provides direction for the sales activities of the organisation. 
It is therefore crucial for the sales manager to keep the sales staff  motivated to reach the 
sales objectives and goals of the organisation.

307Although there are some common myths regarding leadership, such as leaders are born 
with the ‘right’ personality, leaders must have charisma and leaders must be aggressive, a 
good leader will have the ability to manage resources without being aggressive. Moreover, 
research has proven that there is no specifi c personality trait that distinguishes leaders 
from other people. Hence it is crucial that leaders possess specifi c skills, for example 
administrative and managerial skills, diversity management skills, people management 
skills, human capital skills, and interpersonal and social skills. In this unit, we will discuss 
what makes an eff ective leader by exploring the meaning behind the term “leadership”, 
as well as the myths regarding leadership.

OVERVIEW OF THIS STUDY UNIT

308The study unit explores leadership in the sales management environment. It examines 
the characteristics and skills of a good leader, the outcomes of eff ective leadership, and 
problems in leadership. We will also look at leadership, supervision and management of 
the sales team holistically within an organisation.
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309You will need approximately three hours to work through this study unit and ensure that 
you understand the topics covered.

310This study unit is structured as follows:

311

Learning outcomes

After completing this study unit, you should be able to

  identify the characteristics and skills of a good leader

  explain leadership, supervision and management

  discuss the outcomes of effective leadership

  discuss problems in leadership

Key concepts

  leadership

  supervision

  management

  characteristics

  skills

  problems

7.1 CHARACTERISTICS AND SKILLS OF A GOOD LEADER

Study this section in the prescribed book

312It is evident that being an eff ective leader requires certain skills and characteristics. In the 
fi eld of sales management, the skills and characteristics of a good leader are multiple and 
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often involve the sales manager’s working in isolation from the rest of the team, as there 
may be activities that require customer information to be kept confi dential.

313There are many desirable traits/characterisitcs of eff ective leaders that could determine 
the success of great leadership, and these are essential to keep staff  morale high and en-
able the sales force to reach its targets. On the other hand, it is imperative that managers 
and eff ective leaders possess technical, human relations and conceptual skills. In South 
Africa, many organisations have sales management departments that are required to 
reach certain sales targets. Do you believe that it is crucial for the leadership of the sales 
force to possess the above-mentioned skills in order to promote eff ective leadership in 
South African organisations?

Note:  You should be able to discuss the skills of a good leader.

Activity  7.1

In a fairly large organisation with a centralised management system of sales representatives 
reporting to the sales manager, what may be regarded as desirable traits/characteristics 
of an eff ective leader?

24Feedback

Although there is no list of desirable traits for eff ective leadership, the following are considered 
very important: honesty; the ability to delegate; communication; a sense of humour; self-
confi dence; commitment; a positive attitude; creativity; intuition; and the ability to inspire 
the sales force.

314In the next section we look at leadership, supervision and management.

7.2 LEADERSHIP, SUPERVISION AND MANAGEMENT

Study this section in the prescribed book

315Do you still recall the administrative activities of management? What are the major 
functions of management that you will have learnt about in your other management 
courses? Can you diff erentiate between management, supervision and leadership? How 
do the three diff er? Do you remember the POSDC abbreviation that stands for planning, 
organising, staffi  ng, directing and controlling? In most production-based organisations, 
supervision is crucial as it allows sales managers to manage performance of individual 
staff  members within a group. It is essential for a a sales manager to have the necessary 
authority to give orders and infl uence the behaviour of his/her subordinates.
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316Sales managers, especially in the larger organisations in South Africa, must have the power 
(authority) to infl uence the behaviour of employees in the lower ranks. This is referred 
to as power and leadership. The sales managers of SAB (South African Breweries) often 
off er their sales representatives benefi ts as an incentive to improve their performance in 
achieving their sales targets. Leaders must have status and personal authority. The bases 
of power are discussed in detail in your prescribed textbook, and it is essential that you 
have a good understanding of them.

317Most sales teams are facing conditions that they have never experienced before. It is 
tougher than ever to fi nd new business. Targets are still high and, in many cases, redun-
dancies mean that there are fewer people left to actually do the work. We often hear sales 
teams complain: “We’re expected to do more, but with fewer resources.”

318The leadership style of the sales manager is crucial, as it has a direct eff ect on the overall 
sales force/department. It is therefore important that you know and understand the dif-
ferences between the diff erent leadership and management styles, namely autocratic, 
persuasive, consultative, democratic or laissez faire.

319There are often multiple reasons why supervision is necessary in an organisation, for 
example reducing the cost of sales calls, time management, directing the eff orts of the 
sales force, as well as supporting the individual/group needs of the sales force. It is also 
important to note the level of supervision needed, as this diff ers per individual, group 
and organisation.

Note:  You should be able to discuss leadership, supervision and management; 
elaborate on power and leadership; leadership and management styles; and 
give reasons why supervision is needed, as well as the level of supervision 
needed.

Activity  7.2

With regard to power and leadership, clearly distinguish between the fi ve bases of power 
that a leader can use to infl uence others.

25Feedback

“Power is the ability to infl uence the behaviour of employees in a lower rank” (Drotsky, 2014:129).

The following defi nitions explain the diff erences in the bases of power.

  Legitimate power: This is based on the position held by the leader within the organisation. 
It falls under the category of position authority. For example, a manager of the sales force 
has the power to infl uence his/her subordinates, based on his/her position as a manager.

  Reward power: This is based on the leader’s capacity to provide incentives, and it is also 
based primarily on the position authority of the leader. For example, a leader/manager 
may promise and provide his/her employees with a certain reward for a job well done, 
giving them 10% of the selling price when they sell a certain product.
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  Coercive power: As part of position authority, this power is based on the leader’s choice 
to punish and withhold rewards. For example, a leader may choose to withhold rewards 
in order to correct the employee’s behaviour, perhaps refusing to give an underperform-
ing employee certain benefi ts that other people in the company enjoy.

  Referent power: This is based on the leader’s charisma and ability to inspire his/her 
subordinates; it is considered personal authority. For example, a leader may recommend 
certain books or organise personal consultations with his/her employees to discuss the 
challenges in the work environment and be able to motivate and encourage them – this 
may encourage employees to perform better at their jobs.

  Expert power: This is personal authority, based on the leader’s skills, knowledge and 
expertise. For example, many managers/leaders equip themselves with the necessary 
skills and knowledge, based on their fi eld of work. If managers have all these essential 
skills, they may exercise power because of the tried-and-tested knowledge they possess.

It is also important for you to know and understand the outcomes of eff ective leadership.

7.3 OUTCOMES OF EFFECTIVE LEADERSHIP

Study this section in the prescribed book

320Although salespeople work under pressure and sometimes experience frustration, it is 
the duty of the sales manager to ensure that the sales force achieves its targets. This may 
be achieved by eff ective leadership, which would also have favourable outcomes for the 
organisation as a whole.

321It is essential for the leadership of an organisation to maintain a team of well-trained 
salespeople. Training and developing staff  will improve the staff ’s overall performance 
and boost the confi dence of the sales force. If the sales force is well trained, their perfor-
mance will improve and achieve success.

322The advantages of well-trained employees include less control and supervision by the sales 
manager; higher performance and less wastage, as they will optimise use of resources; 
greater commitment to the organisation; increased profi ciency and skills; more fl exibility 
to adapt to changes; as well as improved output in terms of both quality and quantity. 
Trust among salespeople is also important, as it is the foundation of sound relationships.

323It is therefore crucial that employees trust their employers, as this will give them a sense 
that the managers have their best interests at heart. Better performance and sales force 
morale can be achieved in an environment where eff ective leadership enables employees 
to succeed and be inspired to excel.

Note:  You should be able to discuss the outcomes of eff ective leadership with the 
aid of practical examples.

324Now that we have discussed the outcomes of eff ective leadership, in the next section we 
will focus on the problems in leadership.
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7.4 PROBLEMS IN LEADERSHIP

Study this section in the prescribed book

325As with every activity in management and leadership, there are some challenges that 
are commonly experienced by sales managers. It is not unusual for managers to experience 
problems in their leadership roles, as they are dealing with human beings. Problem-solving 
skills of managers are often tested when confl icts of interest arise. In such a situation, 
managers need to have clear guidelines in place to ensure that the salespeople do not 
confuse their own personal interests with those of the organisation.

326Think about your own work environment, the department you work in and the manage-
ment/leadership thereof. Are there any challenges and/or problems that arise between 
the work force and the management of your organisation? Make a list of those diff erent 
challenges and classify them under certain headings and subheadings. Afterwards, pro-
pose possible solutions to assist the leadership of your organisation to overcome these 
challenges/problems between them and the employees.

327Do you understand the consequences of challenges/problems in leadership? Will they 
leave an organisation vulnerable or make it successful? Share your views with your col-
leagues or fellow students and obtain their views on the matter.

328Sales managers and leaders are also increasingly coming under pressure. They are vis-
ible, vulnerable and accountable for their teams’ performances. Rather than empowering 
individuals to make decisions for themselves, they often resort to a short-term fi x by tell-
ing their staff  exactly what to do; this results in bad decisions. This behaviour of leaders, 
in turn, is driving unhealthy competition between team members. Read more articles 
about how leadership can improve sales force performance and decrease problems in 
the working environment. Familiarise yourself with various challenges faced by the sales 
managers of other organisations, and see how they resolve their problems and confl icts 
within the sales environment.

329Common behavioural problems among salespeople include aggressiveness, inconsis-
tent behaviour, low morale and burnout. In the worst cases, where a resolution cannot 
be reached, the employment contract is usually terminated, either by the employer or 
the employee. Often, poor performance is a result of a decrease in morale among the 
salespeople.

330Unethical behaviour can also aff ect the sales of an organisation, since most people prefer 
not to do business with unethical companies.

Note:  Make sure that you understand the major issues that arise within a sales 
team, which point to problems in leadership. You should also be able to give 
practical examples of the problems in leadership.
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5ASSESSMENT QUESTIONS

QUESTION 1

Which one of the following is NOT one of the common myths regarding leadership?

1. Leaders are born with the ‘right’ personality.
2. Leaders must have charisma.
3. Leaders must possess the highest qualifi cations.
4. Leaders must be aggressive.

QUESTION 2

There are many elements involved in leadership. Which of the following explanations 
BEST represents the “infl uence” element?

1. Change is the shared purpose that the leader and followers are working towards.
2. Every individual, including the leader and the followers, has his/her own responsibil-

ity to fulfi l.
3. Since leadership occurs among people, rather than being something that is imposed 

on people, it involves people listening to the leader.
4. The relationship between the leader and followers is not passive; it is multidirectional 

and non-coercive.

QUESTION 3

... leadership style is when the manager makes all the decisions unilaterally, without 
taking into consideration the opinions of the sales team.

1. Autocratic
2. Persuasive
3. Democratic
4. Consultative

26 Refl ection

Before you continue with the next study unit, refl ect on the following questions:

(1) How do you think you will be able to use the skills you have learnt in this study unit 
in your professional life?

(2) What did you fi nd diffi  cult about this study unit? Why do you think you found it 
diffi  cult? Do you understand the concept you were struggling with now or do you 
need more help? What are you going to do about getting more help if you need it?

(3) What did you fi nd interesting in this study unit? Why?
(4) How long did it take you to work through this study unit? Are you still on schedule 

or do you need to adjust your study programme?

27Summary

331In every organisation, whether profi tmaking or not, leadership plays a vital role 
in the management and supervision levels of the employees as well as the sales-
people. It is crucial that leaders possess desirable traits of eff ective leadership 
in order to keep the morale of the sales force high. Leadership, supervision and 
management work hand in glove, and compromising excellence in any one of 
them would jeopardise the eff ective leadership of the organisation as a whole.
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332Because there are numerous leadership and management styles and bases of 
power and leadership, there are multiple reasons why supervision, management 
and leadership are needed in organisations. For leadership to be eff ective, it 
is essential for the salespeople to be well-trained, to trust one another and to 
display citizenship behaviour; all of this will increase the morale of the sales 
force. Nevertheless, leadership does have its share of challenges and problems, 
and it is the responsibility of an eff ective leader to fi nd solutions to these chal-
lenges and problems to ensure that the sales force reaches its targets, thus 
maximising organisational profi tability.

333In the next unit we will discuss sales motivation.
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INTRODUCTION

334A sales manager must constantly look for ways to motivate his/her salespeople. As a sales 
manager, you will need the skill to create a more inspiring work environment to increase 
your employees’ sales. Proper motivation involves support, recognition and reward. 
Learn to listen to your sales team and adjust their goals according to what matters most 
to them. As a sales manager, you have to fi nd out how to motivate your sales team. This 
study unit will assist you to understand sales motivation and guide you by providing you 
with practical examples of how to motivate sales staff .

335You will need approximately fi ve hours to work through this study unit and ensure that 
you understand the topics covered.
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OVERVIEW OF THIS STUDY UNIT

336This study unit is structured as follows:

337

Learning outcomes

After completing this study unit, you should be able to

  define and discuss motivation
  explain the different motivational theories
  discuss the importance of motivation
  illustrate your understanding of motivation in practice
  briefly discuss the guidelines for motivating salespeople

Key concepts

  sales management
  motivation
  Maslow’s hierarchy of needs
  Vroom’s expectancy model
  Herzberg’s motivation-hygiene theory
  Adams’s equity model
  Likert’s management model
  Churchill, Ford and Walker’s model

8.1 THE MEANING OF MOTIVATION

Study this section in the prescribed book

338Motivation is the process that initiates, guides and maintains goal-oriented behaviours. 
Motivation is what causes people to act, whether it is getting a sandwich because you 
are hungry or going for a run because you are training for a marathon.
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339Motivation is an internal process that makes a person move towards a specifi c goal. Even 
though motivation cannot be seen, it can be inferred by noting a person’s behaviour.

340Motivation is the inner power that pushes you towards action and achievement. In addi-
tion, motivation is driven by aspiration and desire. Sometimes you might have the desire 
to get something done or to accomplish a certain goal, but if the desire and determination 
are not strong enough, you will lack the readiness to take the required action.

341What do you think drives sales staff  to go the extra mile to make a sale?

342The following link illustrates how Kellogg’s motivates their staff :

343http://www.qbd-sa.com/case-study-kellogs-motivation-of-staff /

Note:  You should be able to discuss motivation in a South African context.

344In the next section we look at the diff erent motivational theories.

8.2 MOTIVATIONAL THEORIES

Study this section in the prescribed book

345Some salespeople are more successful than others. This is because each person has dif-
ferent motivational patterns and puts diff erent levels of eff ort and energy into their job 
(Drotsky, 2014). We will now look at some of the most relevant motivational theories.

8.2.1 Vroom’s expectancy model

Study this section in the prescribed book

346Vroom’s expectancy model is based on three elements, namely expectancy, instrumen-
tality and valence.

347Expectancy is the belief that improved work eff ort will lead to improved performance. For 
example, if I work harder, my situation will improve. Expectancy is infl uenced by

  having the right resources (e.g. training, time and raw materials)
  having the right skills (e.g. people skills)
  having the necessary support to get the job done (e.g. support from management)

348Instrumentality is the belief that if you perform well, you will receive something in return. 
For example, if I do a good job, there is something in it for me. Instrumentality is infl u-
enced by
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  a clear understanding of the relationship between performance and outcomes
  trust in management to decide who gets what
  transparency of the process that determines who gets what outcome

349Valence is the signifi cance that the salesperson places on the anticipated outcome. For 
example, if the salesperson is mainly motivated by money, he or she might not value 
off ers of extra time off  from work, for example.

8.2.2 Maslow’s hierarchy of needs

Study this section in the prescribed book

350Maslow wanted to understand how people are motivated. He believed that people have a 
set of motivation structures separate from rewards or desires. Maslow stated that people 
(including sales staff ) are motivated to accomplish certain needs. When one need has 
been fulfi lled, a person moves on to the next unfulfi lled need.

351If motivation is driven by the actuality of unsatisfi ed needs, then it is valuable for a sales 
manager to understand which needs are more important to each of his/her sales staff .

352Level 1 – physiological needs, such as air, water, food and sleep
353Level 2 – safety needs, such as medical aid, job security and a safe home
354Level 3 – social needs, such as having friends and being loved
355Level 4 – esteem needs, such as recognition, attention and a good reputation
356Level 5 –  self-actualisation needs, such as having wisdom, fi nding meaning in life and 

reaching your personal potential

8.2.3 Hertzberg’s motivation-hygiene theory

Study this section in the prescribed book

357Herzberg challenged basic assumptions about what pleases and motivates employees by 
stating that money makes only a small contribution to job satisfaction. He further stated 
that all employees need to grow mentally, and interactive relations could actually lead 
to dissatisfaction, rather than satisfaction (Sachau, 2007).

358Herzberg indicated that employee’s satisfaction and dissatisfaction at work depended 
on diverse factors, and were not merely contrasting reactions to the same factors.

359Hygiene factors could include

  organisation policy
  salaries
  supervision
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  job security

  other factors, such as working conditions, security, pay, benefi ts (e.g health insur-
ance), company policies and interpersonal relationships

360Motivation factors could include

  status

  recognition

  type of work

  personal growth

8.2.4 Adams’s equity model

Study this section in the prescribed book

361John Stacey Adams’s equity theory assists in explaining why remuneration and working 
conditions alone do not regulate employee motivation. This theory also explains why giv-
ing one employee a raise can have a discouraging eff ect on the other employees. When 
employees feel that they are being treated fairly, they are more likely to be motivated. 
However, when employees feel that they are being treated unfairly, they are more prone 
to feelings of disaff ection (dissatisfaction) and demotivation.

362Employees want to see an output equivalent to the eff ort they put into their jobs. They 
also compare their own output with the diff erent outputs of their colleagues. Adams’s 
equity model illustrates that employees value fair treatment, which causes them to be 
motivated and to maintain good relationships with their colleagues.

8.2.5 Likert’s management model

Study this section in the prescribed book

363Likert’s management model is based on four management systems, namely the exploit-
ative authoritative system, the benevolent authoritative system, the consultative system 
and the participative system.

364Exploitative authoritative system – Responsibility lies with top management. Decisions 
made by management are forced upon the employees, who do not feel free to discuss 
the work with their managers. There is almost no teamwork or communication between 
management and employees, and therefore employee motivation is based on intimidation.

365Benevolent authoritative system – Responsibility lies with management.There is very 
little teamwork and communication, and motivation is based on a rewards system.
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366Consultative system – Responsibility is spread throughout the chain of command. 
Management does have some faith and trust in employees to make decisions. Team-
work and communication take place vertically and horizontally. Motivation is based on 
involvement and rewards in the job.

367Participative system – Management has high levels of faith and trust in their employees. 
Participation and teamwork are prominent features.

368In order for eff ective management to take place, the following four conditions need to 
be met/in place:

  The motivation to work must be nurtured by current principles and techniques.
  Each employee should be seen as a person who has his/her own wishes, needs and 

standards.
  The organisation must be committed to achieving its objectives.
  Relationships between employees must be supportive.

8.2.6 The Churchill, Ford and Walker model of sales force motivation

Study this section in the prescribed book

369The Churchill, Ford and Walker model basically states that if employees are motivated, 
they will put in extra eff ort, which will lead to better performance and, ultimately, better 
rewards. Better rewards will then lead to increased job satisfaction.

Note:  You should be able to discuss the diff erent motivational theories and illus-
trate your understanding with the aid of practical examples.

Activity  8.1

What can a team leader do to ensure high levels of motivation among his/her team 
members?

28Feedback

Having dissatisfi ed employees is fatal for any organisation that is trying to motivate its staff . 
The negativity (low morale) of dissatisfi ed employees will prevent the organisation from 
achieving its objectives.

As a manager, once you have succeeded in removing all sources of dissatisfaction that are 
within your control, you can start considering the diff erent motivational theories and choose 
the one that will work best in your organisation. You will need to ask your staff  what they like 
least about working for the organisation. By asking descriptive questions and not arguing 
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the issues or trying to counter your staff ’s criticism, you will be able to compile a list of things 
that you can work on.

Once you have the complete list, you can group the issues into things that you can change 
with the help of your staff  and things that are beyond your control (ability to change). When 
you have dealt with your staff ’s dissatisfaction, they will be more willing to listen to your sug-
gestions for improving their motivation.

Let’s now look at the importance of motivation.

8.3 IMPORTANCE OF MOTIVATION

Study this section in the prescribed book

370It is very important for an organisation to have motivated employees. When employees 
are not motivated, output decreases and you get mediocre or no results. On the other 
hand, when employees are motivated, the organisation’s output improves.

371Staff  that are motivated will work harder and will therefore achieve more in less time. This, 
in turn, will reduce the organisation’s labour cost and the need for supervision.

372When an organisation’s staff  are motivated, they remain focused and are less likely to 
make mistakes. Motivated staff  also show more loyalty towards their organisation and 
will be absent from work less. Unmotivated staff  can negatively aff ect the quality of work.

Note:  You should be able to discuss the importance of motivation.

373Now that we have looked at the importance of motivation, in the next section we will 
focus on motivation in practice.

8.4 MOTIVATION IN PRACTICE

Study this section in the prescribed book

374The following case study on Starbucks illustrates how they use motivation in practice to 
be the most famous retail coff ee shop in the world.

Starbucks Corporation: Case Study in Motivation and Teamwork

Starbucks Corporation, the most famous chain of retail coff ee shops in the world, 
mainly benefi ts from roasting and selling special coff ee beans, and other various 
kinds of coff ee or tea drinks. It owns about 4000 branches in the whole world. 



88

Moreover, it has been one of the most rapid growing corporations in America as 
well. The reasons why Starbucks is popular worldwide are not only the quality of 
coff ee, but also its customer service and cosy environment. Starbucks establishes 
comfortable surroundings for people to socialize with a fair price, which attracts all 
ages of consumers to come into the stores. Besides, it is also noted for its employee 
satisfaction. As a result, Starbucks is one of the optimal business models for strate-
gies of employee motivation, customer satisfaction and cooperation of teamwork.

Motivation

Motivation is a vital factor for business in the production process. Labourers are 
not machines, and cannot always do the same task with equal passion. The chief 
executive offi  cer of Starbucks corporation, Howard Schultz, considers that the reason 
for success in Starbucks is not coff ee but employees. He fi rmly believes that the 
spirit of Starbucks is employees and feels honoured about the value of Starbucks 
employees. Starbucks off ers an interactive structure that makes personnel throw 
themselves into their job.

1. Equal treatment: The managers in Starbucks treat each employee equally 
and all of the staff  are called ‘partners’, even the supervisors of each branch. In 
order to narrow the gap between managers and employees, they also co-work 
with the basic level staff  in the front line. Due to this, they can maintain a good 
management system and create a much closer and more familiar atmosphere 
than other places. Not only do employees enjoy their job but customers are 
also aff ected by their enthusiasm.

2. Listen to employees: Starbucks has a well-organized communication channel 
for employees. It places great importance on labour. For example, managers 
plan the working hours per workers and arrange the schedule of time off , ac-
cording to the workers’ wants in order to meet their requirements. There are 
interviews weekly to see what employees’ needs are. The partners have the 
right to fi gure out what is the best policy for them, and the directors show a 
respect for each suggestion. Starbucks even wants every employee to join in 
making and developing plans, then work together in achieving their goals. As 
a result, the policies and principles are communicated between all staff , and 
there is no limitation in employees’ personal opinions.

3. Good welfare measures: All employees, including informal personnel, are of-
fered a great deal of welfare policies, for instance, commodities discounts for 
employees, medical insurance (including health, vision and dental) and vaca-
tions. Moreover, the partners who work over 20 hours a week are entitled to 
benefi ts. Starbucks also thinks that debt fi nancing is not the best choice, thus it 
chooses to allocate stock dividends to all employees with a free script issue. By 
this policy, the employees can get benefi ts from the dividends of the company. 
Because of this, they have the same goal; in other words, they are motivated 
to increase the sales to earn more profi ts. To Starbucks, the employees are the 
most important asset.
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Teamwork

1. The strategies to keep good relationships: Starbucks establishes a well-devel-
oped system to keep good relationships between managers and employees. 
As mentioned, they use the title “partner” regardless of the level of the worker, 
which narrows the gap of bureaucracy. Furthermore, they co-work in the fi rst 
line to eliminate the distance between diff erent statuses. Thirdly, the numbers 
of employees are usually from three to six. Such a small size helps staff  get 
to know each other easily and deeply. Suggestions and complaints made by 
employees are treated with equal importance. In the same way, they have a 
right to participate in the process of revising company policies. In that case, 
each staff  member thinks that they also play an important role in company 
operating, and they jointly work out the direction of Starbucks. All this gives 
employees respect and a sense of participation.

2. A goal of public welfare: Starbucks contributes part of its profi ts to public 
service. As a consequence staff  have an idea that what they do for Starbucks 
is for society as well. With regard to goals, Starbucks set a challenging and 
specifi c goal, and it allows all partners to decide the direction.

Conclusion

Starbucks changes the behaviours and viewpoints of global consumers of coff ee, 
and this successful example has caught global attention. Nowadays, it is not only 
one of the fastest growing corporations, but also an outstanding business model 
with low employee turnover rate and high profi t performance. Starbucks shows 
that motivation is the key factor of a company policy, opposite to the principles 
of classical management which is only concerned about production and ignores 
workers’ ideas. A good relationship between managers and employees could 
maintain a high quality of performance. We can learn from Starbucks: using the 
correct strategy leads to success.

Source: Free Online Research Papers [Sa]

Note:  Make sure that you understand how motivating employees could benefi t 
South African organisations.

375We will now look at the guidelines for motivating salespeople.

8.5 GUIDELINES FOR MOTIVATING SALESPEOPLE

Study this section in the prescribed book

376Have you ever wondered what drives salespeople to perform? Most sales managers 
think that money is the only motivator; however, money is not the only thing. In actual 
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fact, many high-performing salespeople accomplish their best results because they are 
motivated by accomplishment and recognition.

377Even though it is common for managers to assume that all salespeople are motivated by 
the same factors, they have to realise that each person is diff erent and, therefore, could be 
motivated by diff erent things. One of the key success factors in creating a top-performing 
team is discovering the distinctive factors that motivate your sales team.

378The following link discusses fi ve sales motivation tips for top sales performance:

379http://www.salesgrowthspecialists.com/a40-tools-for-motivating-your-sales-team/

Note:  You should be able to discuss all the available guidelines for motivating 
salespeople.

5ASSESSMENT QUESTIONS

Question 1

Which step in Maslow’s hierarchy of needs theory deals with achieving a person’s potential?

1. self-actualisation
2. esteem
3. physiological
4. social

Question 2

Administration, supervision, interpersonal relations, working conditions and salary are 
characterised as ... factors.

1. hygiene
2. motivating
3. growth
4. esteem

Question 3

The theory that individuals act according to their evaluation of whether their eff ort will 
lead to good performance, whether good performance will be followed by a reward, 
and whether that reward is attractive to them, is called ... theory.

1. Maslow’s hierarchy of needs
2. Vroom’s expectancy
3. Herzberg’s motivation-hygiene theory
4. Adams’s equity

29 Refl ection

Before you continue with the next study unit, refl ect on the following questions:

(1) How do you think you will be able to use the skills you have learnt in this study unit 
in your professional life?
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(2) What did you fi nd diffi  cult about this study unit? Why do you think you found it 
diffi  cult? Do you understand the concept you were struggling with now or do you 
need more help? What are you going to do about getting more help if you need it?

(3) What did you fi nd interesting in this study unit? Why?
(4) How long did it take you to work through this study unit? Are you still on schedule 

or do you need to adjust your study programme?

30Summary

380Because all employees have diff erent personalities, they are motivated by dif-
ferent things. Therefore, it is sometimes diffi  cult for sales managers to create 
a work environment that is suitable for everyone. However, when salespeople 
are the driving force of your organisation, you need to nurture your existing 
employees. Therefore, a motivated sales team is important to ensure the best 
results for your organisation.

381In the next unit we will discuss sales force remuneration.
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INTRODUCTION

382In the previous study unit we looked at sales motivation. Motivational theories were dis-
cussed, as well as the importance of and guidelines for motivating salespeople. Against 
this background, it is important to remember that remuneration plays a signifi cant role 
in motivating salespeople. Sales remuneration is not just determining how much a sales-
person should be paid, but how to motivate the sales force to achieve selling objectives. 
Sales remuneration can therefore be fi nancial or non-fi nancial. Successful sales force 
remuneration plans should achieve the following three goals:

1. They should make sure that salespeople are motivated to work hard to ensure that 
the organisation covers the cost of running the business.

2. They should guarantee that the sales force makes a profi t for the business.
3. They should make sure that salespeople earn an income for themselves.

OVERVIEW OF THIS STUDY UNIT

383This study unit deals with sales force remuneration. Firstly, the elements of remunera-
tion and objectives of a remuneration plan will be discussed. Secondly, the sales force 
remuneration plans, types of remuneration plans and trends in sales remuneration will 
be discussed. Finally, the ethical and legal implications of remuneration will be covered.

384You will need approximately fi ve hours to work through this study unit and ensure that 
you understand the topics covered.
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385This study unit is structured as follows:

386

Learning outcomes

After completing this study unit, you should be able to

  explain the elements of the remuneration plan

  discuss the objectives of a remuneration plan

  discuss remuneration plans

  explain the steps for planning remuneration

  discuss the different types of remuneration plans

  discuss the ethical and legal implications of remuneration

Key concepts

  remuneration mix

  financial remuneration plans

  non-financial remuneration plans

  fringe benefits

9.1 ELEMENTS OF REMUNERATION

Study this section in the prescribed book

387The elements of the remuneration of the sales force include the fi xed element, variable 
element, fringe benefi ts and reimbursement of selling expenses. There is also a com-
bination of remuneration systems that ‘mixes’ two or more of the basic remuneration 
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systems according to the needs and objectives of the company; this has proved to be 
very popular among companies. Most of the combination systems fall within the salary-
plus-commission system, salary-plus-bonus system and salary-plus-commission-and-
bonus system (Fourie, Du Toit & Cant, 2009).

388Fringe benefi ts include pension funds, company cars and medical schemes. Do you think 
fringe benefi ts have a direct relationship to, or infl uence on, a sales representative’s job 
satisfaction? Explain your reason by having a theoretical and practical discussion with a 
colleague and/or friend; also ask for their opinion on this.

389In the next section we look at the objectives of a remuneration plan.

9.2 OBJECTIVES OF A REMUNERATION PLAN

Study this section in the prescribed book

390When we look at the objectives of a remuneration plan, it is vital to remember that a 
well-balanced remuneration plan takes the objectives of both the organisation and the 
salesperson into consideration. It is therefore important to look at the organisation’s 
viewpoint and the salesperson’s viewpoint.

391When studying this section in your prescribed book, you will notice that an organisation’s 
objectives regarding a remuneration plan include motivating the sales force, correlating 
eff orts and results with rewards, controlling sales force activities, ensuring proper treat-
ment of customers, attracting and keeping competent salespeople and being economical 
and staying competitive.

392How do you think a sales manager can attract competent salespeople? The key is to hire 
the right people, that is, those who have the right outlook/attitude to succeed. Sales 
representatives need to be coachable, strategic, disciplined and – sometimes – fearless. 
Although it is not easy to fi nd these types of people, it is possible. Here are some guide-
lines to help you achieve this goal (Zimmerman, 2010):

  Hire commitment over competence

 Organisations cannot coach or train commitment. Although core competencies are 
important, these (selling) skills can be taught. If you think the candidate is teachable 
and will dedicate himself/herself to the craft, hire him/her.

  Focus on behaviours

 It is important to evaluate if employees with potential are competitive, goal-oriented, 
motivated and career-driven. If the candidate demonstrates these behaviours, the 
sales manager can always teach him/her more about the company, its products and/
or services and their customers.
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  Set culture in motion from hiring date

 It is critical that the sales manager’s expectations be communicated to the salesper-
son in the interview and if/when the salesperson is off ered a job. The sales manager 
should communicate the investment the company is making in the salesperson so 
that the salesperson knows that the company is success-oriented.

Note:  You should be able to discuss the objectives of sales remuneration from 
both the organisation’s and the salesperson’s viewpoint.

Activity  9.1

One of the objectives of a remuneration plan for organisations is to motivate the sales 
team. Using practical examples, discuss how a manager can motivate his/her sales force.

31Feedback

The sales manager can give public recognition to individuals within the sales team who 
perform very well. The sales manager can make a point of complimenting the salesperson in 
front of customers and colleagues.

The sales manager can lead by example by demonstrating how the sales team should treat 
their own managed client accounts. Sales managers should provide exceptional service and 
take a personal interest in customer relationships – thereby develop lasting relationships.

The sales manager can organise weekly sales meetings at which he/she can discuss failures 
and successes from the preceding week. This can highlight areas of improvement, as well as 
goals for the following week. The sales manager can listen to the personal needs of the team, 
and a plan of action can then be set.

Now look at all the objectives of a remuneration plan (from both the organisation’s and 
salesperson’s viewpoint) and see what practical examples you can provide to enhance your 
understanding of the theory.

9.3 SALES FORCE REMUNERATION PLAN

Study this section in the prescribed book

393The sales force remuneration plan should be developed with the remuneration objectives 
in mind. There are eight steps in the development of a sales force remuneration plan, 
which are highlighted below.

394Step 1:  Evaluate the job description.
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395Step 2:  Establish specifi c objectives.
396Step 3:  Determine levels of remuneration.
397Step 4:  Develop the remuneration mix.
398Step 5:  Consult the present sales force.
399Step 6:  Pre-test the remuneration plan.
400Step 7:  Revise the remuneration plan.
401Step 8:  Implement and evaluate the remuneration plan.

402The last step in the remuneration plan is to implement and evaluate the remuneration 
plan. Let’s look as some practical examples of how to do this:

  The sales manager must evaluate the remuneration plan on a regular basis to make 
sure it is still relevant.

  The remuneration plan should be in line with the organisation’s and sales depart-
ment’s objectives.

  Determine what the participants think of the remuneration plan.

  Look at whether the remuneration is market-related.

403Now that we have looked at the sales force remuneration plan, in the next section we 
focus on the types of remuneration plans available.

9.4 TYPES OF REMUNERATION PLANS

Study this section in the prescribed book

404When studying this section in your prescribed book, you will notice that there are two 
types of remuneration plans, namely fi nancial and non-fi nancial.

9.4.1 Financial remuneration plans

Study this section in the prescribed book

405Financial remuneration plans include straight salary, straight commission, performance 
bonuses, combined plans and sales contests. With a straight salary, a fi xed amount is paid 
to the sales representative each pay period. The compensation plan will typically be used 
in team selling, for example for an IT computer program. An example of straight com-
mission is when estate agents receive a percentage of the selling price of the house 
as commission (Mosupyoe, 2013).

406All fi nancial remuneration plans have advantages and disadvantages, and you should 
be able to discuss these.
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9.4.2 Non-fi nancial remuneration plans

Study this section in the prescribed book

407Non-fi nancial remuneration plans (also known as non-cash benefi ts) can motivate and 
inspire sales teams. These plans include promotion and personal growth, sense of accom-
plishment, recognition programmes, job security and expense accounts. Work-life bal-
ance rewards are also non-fi nancial compensation and include fl exitime, part time, job 
sharing and sabbaticals.

408Remember that when we look at sense of accomplishment, it is a psychological – and, 
therefore, personal – aspect, so the organisation can only assist in the development and 
facilitation of it within a salesperson. However, after studying this section in your pre-
scribed book, you should be able to discuss how organisations can assist with this process.

409Do you think that fringe benefi ts are also a form of non-fi nancial remuneration? Medical 
aid, pension schemes and company cars are examples of fringe benefi ts. Can you think 
of any other examples?

Note:  Make sure you understand the diff erence between fi nancial and non-fi nan-
cial remuneration plans.

410We now look at the trends in sales force remuneration.

9.5 TRENDS IN SALES FORCE REMUNERATION

Study this section in the prescribed book

411Changes in the business environment and growing competition in the workplace have 
led to an increase in the importance of sales. Organisations are therefore placing more 
emphasis on customer relationship management in order to keep their clients/customers 
loyal, and since salespeople deal directly with customers, the remuneration of salespeople 
should be re-evaluated.

412After studying this section in your prescribed book, you should understand the following 
four major trends aff ecting the way in which remuneration plans are being structured/
developed by organisations:

  Salespeople are increasing their productivity and are being retained for longer.
  Customer relationship-building has become part of many organisations’ remunera-

tion plans.
  Remuneration plans are being developed to fi t international standards.
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  Remuneration plans are being developed to include all the functions that a sales 
manager is involved in.

9.6 ETHICAL AND LEGAL IMPLICATIONS

Study this section in the prescribed book

413Think about the following questions:

  Might a company’s incentive compensation plan encourage improper behaviour?
  Might a salesperson’s actions be considered improper, even if he/she technically 

follows the law and the incentive plan’s guidelines?

414When we look at the ethical and legal implications of remuneration, we should keep in 
mind that there are ethical and legal implications for both the salesperson and the sales 
force manager.

415Ethical implications for the salesperson include issues such as claiming of commission, 
expense accounts, abusing fringe benefi ts and using company resources inappropriately. 
Ethical implications for sales managers include issues such as treating salespeople fairly, 
following industry guidelines regarding ethical working conditions and structuring/
developing remuneration plans that are benefi cial for both the organisation and the 
salespeople.

416Legal aspects should also be kept in mind by the sales force manager, such as the South 
African Labour Relations Act and the Health and Safety Act. Read more about the Con-
sumer Protection Act and think about how this Act can infl uence the operations of an 
organisation. Here are the links to these Acts:

417http://www.labour.gov.za/DOL/legislation/acts/labour-relations/labour-relations-act
418http://www.labour.gov.za/DOL/downloads/legislation/acts/occupational-health-and-
safety/amendments/Amended%20Act%20%20Occupational%20Health%20and%20
Safety.pdf
419http://www.thenct.org.za/NCTDocs/founding-legislation/f8d6f6aa-994d-4305-b3d0-
ea056416bbd0.pdf

Note:  You should be able to discuss the ethical and legal implications of remuner-
ation from both the salesperson’s and the sales manager’s perspective.

420
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5

ASSESSMENT QUESTIONS

QUESTION 1

Which option BEST describes the remuneration mix?

1. It refers to the way in which the organisation ‘pays’ the salesperson and can be in 
the form of a salary, commission, fringe benefi ts and job security.

2. It refers to the levels of remuneration and can be determined by benchmarking the 
remuneration the organisation is prepared to pay against that of its competitors.

3. It refers to the time, money and organisational resources that an organisation invests 
in to make sure that the necessary sales objectives can be reached.

4. It refers to the fi nancial payment of the sales team and the organisational resources 
that are used to reach sales objectives.

QUESTION 2

A/n … is used by organisations to motivate sales staff  to achieve specifi c sales objectives, 
and is specifi cally used for short-term results.

1. performance bonus
2. sales contest
3. expense account
4. recognition programme

QUESTION 3

During which step in the sales remuneration plan should the organisation benchmark 
the remuneration it is prepared to pay against that of its competitors, if the salespersons 
are functioning at the same level or are selling similar products/services/quantities?

1. Step 2: Establish specifi c objectives.
2. Step 3: Determine levels of remuneration.
3. Step 4: Develop the remuneration mix.
4. Step 5: Consult the present sales force.

32 Refl ection

Before you continue with the next study unit, refl ect on the following questions:

(1) How do you think you will be able to use the skills you have learnt in this study unit 
in your professional life?

(2) What did you fi nd diffi  cult about this study unit? Why do you think you found it 
diffi  cult? Do you understand the concept you were struggling with now or do you 
need more help? What are you going to do about getting more help if you need it?

(3) What did you fi nd interesting in this study unit? Why?
(4) How long did it take you to work through this study unit? Are you still on schedule 

or do you need to adjust your study programme?

33Summary

421We began this study unit by discussing the elements and objectives of a remu-
neration plan. Then we discussed the types of remuneration plans available to 



100

sales staff . Finally, we discussed the trends and ethical and legal implications 
of remuneration. In the next study unit we will discuss the evaluation of sales 
force performance.
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TOPIC 4

Evaluation and control

Learning outcomes

On completion of this topic, you must be able to

  demonstrate knowledge and understanding of evaluating sales force performance
  discuss performance evaluation errors
  discuss the types of feedback in performance evaluation

TOPIC 4 Study unit 10: Evaluating sales force performance
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Study unit 10

Evaluating sales force performance
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Summary
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INTRODUCTION

422The sales force plays a signifi cant role in achieving marketing objectives within an organ-
isation. In essence, they are the individuals who bring together the product or service 
off ering and the consumer. In order for an organisation to have an eff ective and effi  cient 
sales force, salespeople need to be motivated. As much as this may be viewed in terms 
of monetary compensation, there are a number of other ways in which a sales force can 
be motivated, including incentives for good performance. So how does a company mea-
sure good performance? This study unit deals with the process of evaluating the sales 
force, as well as the methods that can be used in this process. The methods chosen will 
depend on the unique situation in each organisation. However, sales managers are also 
vulnerable to evaluation errors.

OVERVIEW OF THIS STUDY UNIT

423The study unit deals with the evaluation of the sales force performance. You will learn 
what sales force performance evaluation is and what its purpose is. We will look at the 
various steps to follow in the performance evaluation process. As we discuss these steps, 
you will come to realise that there are various methods that can be used to evaluate the 
performance of salespeople. No single method is better than another; each organisa-
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tion needs to determine the method that is best suited to it in order to provide a good 
indication of the performance of their sales force.

424We will also look at the errors that may occur in the evaluation process, as well as the 
procedure to follow when providing feedback during the sales forces performance evalu-
ation. We conclude the study unit by touching on the managerial ethical issues involved 
in the performance evaluation process.

425You will need approximately three hours to work through this study unit and ensure that 
you understand the topics covered.

426This study unit is structured as follows:

427

Learning outcomes

After completing this study unit, you should be able to

  explain what sales force performance appraisal is
  discuss your understanding of the purpose of performance evaluation
  discuss the steps to be followed in evaluating sales performance
  illustrate the various methods for evaluating salespeople
  identify and explain the errors to be avoided with performance appraisals
  discuss the procedure for providing feedback during sales force performance evaluation
  discuss how to evaluate salespeople ethically

428
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Key concepts

  sales force
  performance
  standards
  evaluation
  methods
  errors

10.1 WHAT IS SALES FORCE PERFORMANCE APPRAISAL?

Study this section in the prescribed book

429Sales force performance appraisal is a time to refl ect on how well the sales force has per-
formed. This is a process whereby managers and supervisors look at the objectives that 
were set for the sales force and determine whether the objectives have been achieved. 
The aim of this process is to look not only at the achievement of goals, but also at how 
each salesperson performed. Performance, in this regard, may be regarded as the way in 
which each salesperson conducted himself/herself in the process of achieving goals, or 
how he/she executed tasks. Suppose a salesperson had an objective to increase or improve 
customer service. In that case, key questions that managers could ask would be whether 
the salesperson followed up with customers who had previously bought products from 
him/her, or whether the salesperson was friendly when communicating with customers. 
These are only a few examples of key questions that can be asked to determine how well 
tasks were executed and whether the key goal was achieved.

10.2 PURPOSE OF PERFORMANCE EVALUATION

Study this section in the prescribed book

430The purpose of sales force performance evaluation is essentially to estab-
lish whether the sales force is performing well or not. This is judged accord-
ing to the achievement of individual goals set by the sales manager and the 
salespeople. Sales force evaluation can thus assist managers in determining faults or 
situations that pose a threat to the achievement of organisational goals.
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10.3 PERFORMANCE PROBLEMS

Study this section in the prescribed book

431There are a number of reasons why salespeople may not perform eff ectively. There are 
two steps to follow in these situations.

1. Defi ne expectations
2. Identify causes

10.4 PERFORMANCE EVALUATION PROCESS

Study this section in the prescribed book

432The discussion thus far has led us to a clear understanding of what a sales force perfor-
mance appraisal is and what the purpose of it is. The question you now need to consider 
is how management goes about evaluating the performance of their salespeople. This 
evaluation process consists of seven steps, which will be discussed in the following section.

STEP 1: REVIEW JOB DESCRIPTION
433The fi rst step in the performance evaluation process is reviewing the job description. 
Before the sales force is evaluated, management needs to understand and explicitly state 
what is expected from the sales force. Job descriptions are obtained by analysing what 
the job entails, which means understanding the core competencies and skills required 
to complete the tasks of the job (Heathfi eld, 2014). Job descriptions clearly identify and 
spell out the responsibilities of a specifi c job (Heathfi eld, 2014). Figure 10.2 provides an 
example of a job description in a job advertisement that is given to prospective employees.

Wanted: Junior Sales Person

434RecoMed – Johannesburg, Gauteng
435Wanted: Junior Sales Person
436Position: Full-time
437Salary: R7 000 + bonus & commission

RecoMed is a startup dedicated to improving access to healthcare in South Af-
rica by changing the way patients and doctors connect . RecoMed falls within the 
Springlab incubation stable and has emjoyed steady month-on-month growth 
since going online late last year. Springlab is run by established Internet startup 
founders with proven track records of funding, executing and growing companies 
in South Africa, the United States and Europe. 
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439Job description:

440Responsibilities:

  Research inputs to customer development and go-to-market strategy.
  Work on sales leads and customer outreach campaigns.
  Explore potential partnership opportunities for the company. 
  Contribute to marketing activities (e.g. co-developing collaterals, attending 

conferences, etc).
  Engaging in any and all activities that lead to profi table customer acquisition 

and business success.
  Calling on and meeting with potential customers.
  Managing customer relations.
  Pitching for and executing a range of business deals.

FIGURE 10.2:  Example of a job description
Adapted from:  Indeed 2014

441If management clearly understands the responsibilities of the sales force, this will en-
able them (the managers) to determine how well the salespeople have performed these 
responsibilities. These responsibilities may include calling on and meeting potential 
customers, managing customer relations and pitching for as well as executing a variety 
of business opportunities. Management should, however, create time frames within with 
the deliverables should be achieved.

STEP 2: ESTABLISH BASIC POLICIES AND SALES GOALS AND OBJECTIVES
442The second step in the performance evaluation process involves establishing basic poli-
cies and sales goals and objectives.

443When salespeople are given tasks, they should be aware that their performance will be 
evaluated. This evaluation should be conducted in a systematic and professional manner. 
Organisations should therefore have policies in place to assist the salespeople to achieve 
the goals of the organisation and also to assist management in evaluating the salespeople. 
These policies may provide the following types of guidelines:

  Who will conduct the performance evaluation?
  When will the evaluation be done each year?
  What will be required from the salespeople (e.g. documentation of evidence)?
  How will the results be used?
  What are the consequences of the results (e.g. what will the sales force staff  receive 

if they have performed well, and what will happen if they have underperformed)?
  What standards will be used to measure the performance of the sales force?
  What areas of performance are going to be evaluated?

444It is therefore important that organisations share this information with their employees 
so that they are not set up to fail. Employees need to know exactly what the organisation 
expects of them and what will happen if they fail to meet expectations. These expectations 
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can be regarded as the goals of the objectives. It is important that these goals and objectives 
be clear, concise and specifi c. Examples of sales goals and objectives include the following:

  to become the most service-oriented sales force in the industry 
  to increase profi tability on sales by 10% in 12 months
  to increase the client pool by 10% within 5 months

Activity  10.1

Provide a brief example of a basic policy for the evaluation of the sales force. Consider 
key elements that should be included.

34Feedback

JOB EVALUATION POLICY

PURPOSE

The purpose of the policy is to establish a fair, equitable and transparent job evaluation that 
ensures that the sales force is appropriately evaluated and that maintains consistency in 
performance evaluation.

PRINCIPLES

  The job evaluation should be implemented by the direct line manager.
  All job evaluation requests must be appropriately communicated, giving the rationale 

for the evaluation and presenting all the appropriate documentation.
  Performance will be evaluated biannually to monitor the achievement of organisational 

goals and objectives.
  All results of the evaluation must be moderated by the human resource department.
  Performance evaluation results will be used as a basis for determining the bonus 

remuneration.

IMPLEMENTATION OF THE OUTCOME OF THE SALES FORCE EVALUATION PROCESS

  There are three possible outcomes in the job evaluation process: the salesperson is pro-
moted, maintains his/her current position or is demoted.

  Sales force staff  are permitted to appeal the results of their performance evaluation.

STEP 3: DETERMINE PERFORMANCE EVALUATION STANDARDS AND CRITERIA
445The third step in the sales force evaluation process is to determine the performance standards 
and criteria. A performance standard is defi ned as a management-approved expression of 
the performance threshold, requirements that must be met to be appraised at a particular 
level of performance (OPM.Gov, 2014). These serve as a guideline as to what the output 
should be or what work needs to be done. In the process of determining the standards and 
criteria of evaluation, management needs to assign weights to the various areas of evalu-
ation. This means that if a core competency is for the salesperson to interact with clients, 
management should decide how much weight this aspect will carry when the performance 
is viewed holistically. For example, client interactivity could be given a weighting of 30%, 
sales achieved could be weighted 35% and post-sales services could be weighted 15%.
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446Furthermore, the criteria for performance should be established. This means that whatever 
constitutes the achievement of goals should be clearly defi ned and communicated. This 
can be referred to as the output measure.

STEP 4: AGREE ON INDIVIDUAL PERFORMANCE STANDARDS
447The next step in the sales force evaluation process is to agree on individual performance 
standards. In step three, we established the universal standards, which may diff er from 
one organisation to another. However, employees are all unique; their abilities, skills and 
responsibilities may therefore be unique to their situation. As much as the standards are 
universal, individual performance standards need to be set and agreed on. For example, 
Peter and John might both be salespeople, but if Peter was contracted to assist in increas-
ing the client base, then the focus in his evalutation will be on the tasks he initiated to 
attract new clients to the company. If John was contracted for some other purpose, the 
focus of his evaluation will be on that area.

448It is essential that these standards be communicated to the salespeople, as this will help 
them to achieve what is expected of them.

STEP 5: COMPARE PERFORMANCE WITH STANDARDS
449The fi fth step in the sales force evaluation process is comparing the salespeople’s perfor-
mance with the standards that have been set. In essence, this process entails interpreting 
the information given to management by the salespeople, thus comparing their eff orts 
with the standards set. According to Lab Space (2014), management can base their com-
parison on the monitoring information collected for services or activities organised. 
Then they can summarise the outcomes, as planned, versus the actual results. Table 10.1 
illustrates how performance can be compared with standards.

450TABLE 10.1: Comparison of planned activity and actual performance

Activities Planned targets Performed (Actual) Percentage 

achieved

Report new 
prospects

60 49 82%

Conduct product 
demonstrations

180 150 83%

Set up advertising 
displays

30 10 33%

Amount of revenue 
generated

R20 000 R5 000 25%

Adapted from:  Lab Space 2014
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STEP 6:  DISCUSS RESULTS WITH SALESPEOPLE, INCLUDING VARIATIONS AND 
IMPROVEMENTS

451Once the performance has been compared with the predetermined standards, it is es-
sential that the results obtained be discussed with the salespeople. Management needs 
to provide feedback on whether salespeople performed well or not. Where there are 
diff erences between the targets and the actual performance, these should be discussed 
and management should determine why these variations exist. This will assist them in 
establishing the means to improve future performance.

452In order for salespeople to perform well, they need to be motivated and self-confi dent. 
A confi dent salesperson is a great asset to an organisation. When discussing the results, 
management should use this platform as an opportunity to motivate the salespeople. 
For example, if the salespeople performed well, the manager should encourage them to 
exceed expectations next time; if they underperformed, the manager should encourage 
them to work harder and improve their performance in the future.

453The way forward, in terms of improvements, should be determined and agreed upon 
by both management and the relevant salespeople. Moreover, these goals should be 
realistic and achievable.

STEP 7: TAKE CORRECTIVE ACTION IF NECESSARY
454The last step in the sales force evaluation process involves taking corrective action, if 
necessary. Thus far in the process, the performance has been compared with standards 
and the results have been obtained. The next course of action is to decide on what will be 
done, that is, what the consequences of the results will be. Let’s say, for example, Charlie 
has completed the evaluation process and it has been found that he underperformed 
during the specifi ed period. Management needs to decide on the course of action as 
per the job evaluation policy. This means that both parties need to come up with ideas 
or ways to remedy the situation and assist in improving performance. Reasons for diff er-
ences must also be given. Key objectives of corrective action are

  to remove defects
  to attain a new state of process performance
  to maintain or enhance the effi  ciency and eff ectiveness of the evaluation process

10.5 PERFORMANCE EVALUATION METHODS

Study this section in the prescribed book

455In section 10.6 of your prescribed textbook, there are several characteristics that evaluation 
methods need to adhere to. These characteristics include reliability, validity, standardi-
sation, comparability and practicality. Since it is diffi  cult to develop or adopt evaluation 
methods that possess all these characteristics, management needs to choose the method 
that will yield the most accurate results.
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10.5.1 360-degree performance appraisal

456It is essential to remember that this assessment method is used when management would 
like more information regarding the performance of a salesperson, information that can 
be given only by other people who work with the individual salesperson. The manager, 
peers or supervisors of the salesperson may be requested to answer questions regarding 
various areas of the salesperson’s job description. The feedback can be given by means 
of a form that they complete.

457

FIGURE 10.3:  Example of a 360-degree performance appraisal form
Adapted from:  http://www.hr-scorecard-metrics.com/performance-appraisal-package.htm
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458Each person who works closely with the salesperson and has witnessed him/her in 
the working environment is eligible to provide feedback. The fi nal results are obtained 
by combining all the feedback to give the salesperson a clear holistic picture of how he/
she performed.

459For more examples of the types of 360-degree feedback forms and templates available, 
see the following link:

460http://www.halogensoftware.com/learn/forms-and-templates/360-degree-feedback-
forms-and-templates

10.5.2 Behaviourally anchored rating scale (BARS)

Study this section in the prescribed book

461The BARS method focuses on behaviours that are deemed to be important for complet-
ing a job task or doing the job eff ectively, rather than looking at more general sales force 
characteristics (Bacal & Associates, 2014). This method allows sales managers to rate their 
salespeople more accurately. However, it is also important that managers focus on key 
areas or activities within the scope of the salesperson’s job.

462For example, instead of having a rating scale item such as: Answers customer queries 
promptly and courteously, a BARS approach may break down the task into various be-
haviours, such as

  replies to customer queries within 24 hours
  thanks customers for their time
  greets customers by name

10.5.3 Management by objectives (MBO)

Study this section in the prescribed book

463In this method of evaluation, achievement of specifi c objectives is determined by con-
sidering whether the actual performance exceeds the set performance standards. For 
example, performance standards can be set for the number of new prospects brought 
into the company. If salespeople are involved in the setting of realistic goals, it will allow 
them to work towards that goal, since they have agreed to it and perceive it to be realistic 
and attainable.

464Since this method is based on the achievement of the objectives, management needs 
to determine the time frame in which this evaluation will be conducted. For example, if 
the task or objective set is to obtain 60 new prospects (meaning that the goal is to get 
60 people who might be interested in purchasing the company’s product), then it needs 
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to be clear by when this should be achieved (e.g. whether it must be achieved in three 
months or six months). As previously mentioned, the objectives set need to be specifi c, 
clear, measurable and realistic.

10.5.4 Graphic rating scale/check list method

Study this section in the prescribed book

465The graphic rating scale is another method that sales managers can use to evaluate the 
performance of salespeople. The graphic rating scale method assesses the performance 
of the salesperson by means of a Likert scale or a semantic diff erential scale. Likert scales 
consist of statements that express either a favourable or an unfavourable attitude toward 
the object of interest (Cooper & Schindler, 2011:299). Each response is given a numerical 
score to refl ect its degree of attitudinal favourableness, and the scores may be summed 
to measure the participant’s overall attitude (Cooper & Schindler, 2011:299). Semantic 
diff erential scales, on the other hand, measure the overall attitude by using bipolar ad-
jectives. This means that two opposite words are placed on opposite ends of the scale 
(usually a 7-point scale) and the participants are required to rate concepts on the scale 
(Cooper & Schindler, 2011:303). The criteria used to evaluate the salesperson is specifi c 
and should be predetermined by the sales manager.

466The following are examples of the types of rating scales:

Likert scale
467Please read each statement carefully and then indicate the extent to which you perceive 
how customer service is provided by the sales person
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1.1 Sales person follows up with customers 
who purchased products

1 2 3 4 5

1.2 Sales person responds to customer que-
ries as quickly as possible

1 2 3 4 5

Adapted from:  Cooper & Schindler 2011:299
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Seman  c diff eren  al scale
468Listed below are pairs of words that one could use to describe how often you participate 

in cold-calling prospective customers.

1.1 Always 1 2 3 4 5 6 7 Never

1.2 Daily 1 2 3 4 5 6 7 Weekly

Adapted from:  Cooper & Schindler 2011:300

10.5.5 Comparison between salespeople

Study this section in the prescribed book

469This evaluation method compares each salesperson’s performance with other 
salespeople, based on specifi c performance characteristics. This method may be useful 
to sales managers as it gives all parties a snapshot of the salesperson’s individual per-
formance, while ranking them according to the company’s predetermined benchmark.

10.6 COMMON PERFORMANCE EVALUATION ERRORS

Study this section in the prescribed book

470It is important for sales managers to remember that the process of evaluating 
salespeople may be subjective, meaning that managers give their own opinion or observa-
tion of how the salesperson has performed. They make their own conclusions, based on 
their understanding of the evidence given or the circumstances. It is therefore essential 
that sales managers be aware of common errors that may occur during the evaluation 
process. Examples of the errors that may occur include the following:

  Interpersonal bias: John receives a better score from his manager because the manager 
likes John. This fondness may not be job-related, but can stem from the fact that 
John and the sales manager have similar interests outside of the working environ-
ment and may have cultivated a friendship.

  Halo eff ect: If Peter performs well in acquiring clients, the sales manager might score 
Peter highly in other areas too, simply because he performed well in ONE area. The 
halo eff ect caused by Peter’s demonstration of initiative might cause the manager to 
think that Peter is also good in other areas, such as customer service. Yet Peter might 
not be good at following up with clients after they have made a purchase, for example.

  Harshness or leniency: Suppose Kelsey and Gillian work at a marketing agency where 
they regularly see clients and pitch campaign ideas to them. These ladies are both 
good at their job, although they have diff erent personalities, with Gillian being an 
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introvert and more reserved. The sales manager may decide to score Kelsey higher 
than Gillian because he might perceive Kelsey to be more creative, since she is out-
spoken, outgoing and assertive. The manager may believe that these qualities are 
evident in Kelsey’s work. As a result, Kelsey could receive a high score because the 
manager perceives her work to be outstanding.

  Central tendency: This is when the sales manager gives all the salespeople average 
scores. The sales manager may be afraid of confl ict that may arise if salespeople are 
scored too strictly, or he/she may even lack the objectivity as a leader to give his/her 
true opinion of how the salespeople are performing.

  Outcome bias: Suppose Jane and Pam are in a confl ict situation that Jane is perceived to 
have caused. This event negatively infl uences the sales manager’s assessment of Jane 
and he/she scores Jane poorly because he/she believes that Jane is a trouble-maker.

10.7 PROVIDING FEEDBACK IN SALES FORCE PERFORMANCE 

EVALUATION

Study this section in the prescribed book

471When the evaluation process has been completed, sales managers should give their 
salespeople meaningful feedback. If the salesperson performed well, he/she should be 
given feedback to encourage him/her to maintain his/her performance. Those who have 
performed badly should also be given meaningful feedback to help them to improve. 
There are a number of activities managers need to perform when conducting the feed-
back interview. These activities will now be discussed.

10.7.1 Before the interview

Study this section in the prescribed book

472Before the feedback interview, it is essential that the manager not only prepare himself/
herself, but also encourage the salespeople to prepare for the interview. Managers need 
to remember that the feedback interview is as important as the evaluation process. This 
is the platform for interacting with the salespeople and showing them where they went 
wrong and how they can improve, if necessary. Managers should seek solutions in cases 
where salespeople performed poorly. Poor performance refl ects not only on the sales-
person, but also on the manager’s ability to lead.

10.7.2 During the interview

Study this section in the prescribed book
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473Once thorough preparation has been done, the interview should be conducted. Since 
this is a feedback session, sales managers need to listen to the salespeople. If a sales-
person performed poorly, this is the platform for establishing the reasons for this. If the 
salesperson is struggling with some aspect of the job, the manager should clearly and 
promptly identify the area and then seek solutions, together with the salesperson. It is 
also essential that sales managers motivate their salespeople in the feedback session. 
This can be done by giving positive suggestions and encouraging those who performed 
poorly that they can do better.

10.7.3 After the interview

Study this section in the prescribed book

474Just because the evaluation process and the feedback interviews have been completed 
does not mean that the sales managers can relax. Goals and improvement objectives have 
been set and this is the time when progress should be monitored continually. This is also 
the time when sales managers need to be vigilant and aware of problem situations that 
may cause salespeople to underperform. Communication is essential and sales managers 
should establish open lines of communication with their sales force.

10.8 MANAGERIAL ETHICS IN PERFORMANCE APPRAISALS

Study this section in the prescribed book

475As a manager, it is essential that you understand your ethical obligation so that you can 
meet your organisation’s expectations and be an example of appropriate behaviour (Gross, 
2014). Throughout the process of performance evaluation, managers should act ethically 
and in no way compromise the integrity of the organisation. Unethical behaviour can 
have dire consequences, not only for the manager, but also for the reputation of the or-
ganisation. Many countries have laws and regulations regarding fair labour practices, and 
violation of these laws and regulations may cause major problems for the organisation.

5ASSESSMENT QUESTIONS

QUESTION 1

Which ONE of the following examples describes the behaviourally anchored rating scale?

1. John was given the task to source 50 new clients within a period of three months. 
Once this deadline had passed, his performance was deemed average, as he sourced 
only 25 new clients.

2. John’s manager is asked to express his overall opinion of John’s performance, using 
bipolar objectives.
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3. John’s manager uses the following key tasks to evaluate John’s customer service abili-
ties: how customer calls are answered and whether customers are greeted by name.

4. John’s manager gives John an average score in the evaluation process because of 
the total sales made for the year.

QUESTION 2

When managers give favourable performance ratings to those they like and unfavour-
able performance ratings to those they dislike, this represents which ONE of the following 
performance evaluation errors?

1. harshness or leniency
2. interpersonal bias
3. central tendency
4. outcome bias

QUESTION 3

Sales managers need to seek solutions to performance diffi  culties identifi ed in the sales 
force evaluation process. This should be done ...

1. before the feedback interview with the sales force.
2. during the feedback interview with the sales force.
3. at intervals after the performance evaluation process.
4. at intervals during the performance evaluation process.

35 Refl ection

Before you continue with the next study unit, refl ect on the following questions:

(1) How do you think you will be able to use the skills you have learnt in this study unit 
in your professional life?

(2) What did you fi nd diffi  cult about this study unit? Why do you think you found it 
diffi  cult? Do you understand the concept you were struggling with now or do you 
need more help? What are you going to do about getting more help if you need it?

(3) What did you fi nd interesting in this study unit? Why?
(4) How long did it take you to work through this study unit? Are you still on schedule 

or do you need to adjust your study programme?

36Summary

476In this study unit we touched on a number of issues regarding the evaluation 
of the sales force. This is a lengthy process that requires objectivity and good 
leadership from sales managers. We discussed the steps in the sales force per-
formance appraisal, the methods by which this can be done and the key errors 
that managers should avoid in this process.

477In the next study unit we deal with the marketing mix element referred to as 
sales promotion.
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TOPIC 5

Sales promotion and metrics

Learning outcomes

On completion of this topic, you must be able to

  demonstrate knowledge and understanding of sales promotion and types of 
promotions

  discuss promotions in the distribution channel
  discuss the product life cycle
  define “metrics”
  discuss the benefits and range of marketing metrics

TOPIC 5
Study unit 11: Sales promotion

Study unit 12: Sales metrics
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Study unit 11

Sales promotion

Contents

Introduction
Overview of this study unit
Learning outcomes
Key concepts
11.1 Types of sales promotion
11.2 Sales promotion from a distribution channel perspective
11.3 Push and pull promotions in the distribution channel
11.4 Managing sales promotion through the product life cycle
Assessment questions
Refl ection
Summary
References

INTRODUCTION

478Sales promotion is an element of the integrated marketing communication mix, which 
is also known as the promotional mix. Sales promotion is used by wholesalers, retailers 
and organisations to communicate with their customers in a more tangible way, with the 
aim of pushing sales in a specifi c time period.

479On stepping into a Mr Price Home store, you will immediately see the sign that says “Buy 
three and pay for only two”. Likewise, if you buy a pizza during lunch hour at Romans, 
you will get a Coke at half-price, or if you walk through the aisles of a Pick n Pay super-
market, you will be able to taste the new Eskort Cheese Grillers. All these are examples of 
sales promotion strategies that wholesalers, retailers and organisations use to convince 
customers to try or test new/current products so that they make unplanned purchases.

OVERVIEW OF THIS STUDY UNIT

480The study unit deals with sales promotion. The key issues are the types of sales promo-
tion available. We will look at sales promotion from a distribution channel perspective, 
as well as at managing sales promotion through the product life cycle. Finally, we will 
consider the push and pull strategies of sales promotion.

481You will need approximately three hours to work through this study unit and ensure that 
you understand the topics covered.

482
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483This study unit is structured as follows:

484

Learning outcomes

After completing this study unit, you should be able to

  define sales promotion
  discuss the different types of sales promotion
  discuss sales promotion from a distribution channel perspective
  explain the push and pull sales promotion strategy
  discuss sales promotion through the product life cycle

Key concepts

  sales promotion
  customer-oriented
  trade-oriented
  sales-oriented
  push
  pull
  life cycle

11.1 TYPES OF SALES PROMOTION

Study this section in the prescribed book

485Sales promotions can be directed at the customer, the sales staff  or the distribution chan-
nel members, retailers and wholesalers. Sales promotion strategies that are targeted at 
the customer are called consumer-oriented sales promotion, whereas sales promotion 
strategies that are targeted at retailers or wholesalers are called trade-oriented sales 
promotion. The three types of sales promotion strategies are discussed next.
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11.1.1 Consumer-oriented sales promotion

Study this section in the prescribed book

486Consumer-oriented sales promotions include a variety of short-term promotional tech-
niques that are created to infl uence consumers in a certain way. The most popular con-
sumer-oriented sales promotions are associated with purchasing a product. The main goal 
of implementing sales promotion strategies is to increase the value of products, either 
by adding more value to the original price or by reducing the overall cost of the product.

487There are various types of consumer-oriented sales promotions. The most popular ones are

  sampling and free trials
  coupons
  price reductions
  loyalty programmes
  free products
  premiums
  contests and sweepstakes
  demonstrations
  personal appearances
  contests/lucky draws
  checkout promotions
  rebates
  price-on-pack deals

488A good example of an organisation that implements consumer-oriented sales promotion 
strategies is McDonald’s. For many years they have been selling the popular Happy Meal, 
where the consumer gets a free toy with every Happy Meal (product) they buy. This is 
an example of a free product. Omo makes frequent use of a sales promotion strategy 
called price-on-pack deals, where the packaging off ers a certain percentage more of the 
product for the same price, for example 300 g free washing powder or 30 free Omo Ultra 
capsules (see the Omo website: http://www.omo.co.za/).

489You should be able to discuss the characteristics/strategies that organisations need to 
implement when creating a successful consumer-oriented sales promotion. The charac-
teristics/strategies are as follows:

  Create a value-for-money perception – for example handing out Lux soap price 
discount coupons in a retail store.

  Increase value – for example when Coca Cola adds an extra 250 ml to their original 
packaging size and asks the same price.

  Create an association – for example when Coca Cola sponsors a big event, such as 
the FIFA World Cup soccer tournament.

  Create engagement – for example when Simba added Pokemon coins to their packets 
of chips and encouraged kids to collect all the diff erent ones.



 123 

MNM3703/1

  Generate an immediate consumer buying decision – for example food tastings of-
fered in-store aim is to convince consumers to buy those products immediately.

490In the South African context, do you believe that consumer-oriented sales promotion is an 
eff ective strategy to push sales and to create consumers who are loyal to a specifi c product?

11.1.2 Trade-oriented sales promotion

Study this section in the prescribed book

491This type of sales promotion is targeted at intermediaries, such as wholesalers, distribu-
tors and retailers, to encourage them to carry specifi c products and make an extra eff ort 
to push, or promote, those specifi c products to their customers.

492The common types of trade-oriented sales promotions are

  dealer incentive
  point-of-purchase displays
  push money
  trade allowances
  trade contests
  trade discounts
  training programmes

493You must study the objectives of trade-oriented sales promotion in your textbook.

11.1.3 Sales force sales promotion

Study this section in the prescribed book

494Sales promotions that are directed at the salespeople in an organisation are referred 
to as sales force promotion. The purpose of this type of sales promotion strategy is to 
motivate the sales force in such a way that they make more eff ort to increase sales and 
distribution; promote current, new or seasonal products; make more deals with resellers; 
book more orders; and create better morale and increase enthusiasm.

495Another reason for these activities is to increase the morale of the sales force and improve 
their performance. Methods include sales meetings and manuals, training programmes, 
sales presentations, fi lms and slide shows. A more tangible way to motivate a sales force 
would be to allocate prizes for the best performance in each category.

Note:  You should be able to discuss the types of sales promotion, based on a prac-
tical example in the South African context.
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496In the next section we look at sales promotion from a distribution channel perspective.

11.2 SALES PROMOTION FROM A DISTRIBUTION CHANNEL

PERSPECTIVE

Study this section in the prescribed book

497When looking at the diff erent options of distribution channels that marketers and/or 
organisations can use, it is important to remember that the more intermediaries used, 
the longer the channel and the wider the scope of sales promotion opportunities and 
activities become.

498The common types of distribution channels used in South Africa are as follows:

  Producer to consumer – for example a butcher cuts the meat himself and makes his 
own biltong, viennas, etc. and then sells these directly to his customers.

  Manufacturer to retailer to consumer – for example ABI bottling company sells to 
Pick n Pay, which then sells to its customers.

  Manufacturer to wholesaler to retailer to consumer – for example ABI bottling com-
pany sells to Makro (which can also be a retailer, as consumers can buy directly from 
them), which sells to retailers such as spaza shops, supermarkets (e.g. Checkers, 
7eleven) and cafés, etc. and consumers then buy from the latter.

  Agents – for example an estate agent acts as an intermediary (go-between).

Note:  You need to be able to identify the type of distribution channel, based on 
examples given, and vice versa. 

Activity  11.1

What type of distribution channel will be the most eff ective one for a café selling FMCG 
(canned food, sauces, bread, sweets, etc.) to consumers?

37Feedback

The most suitable distribution channel for a café would most probably be to buy directly from 
a wholesaler such as Makro and then to sell the products to the end consumers (manufacturer 
to wholesaler [Makro] to retailer [café] to consumer).

The two main kinds of promotion strategies will be discussed in the next section.



 125 

MNM3703/1

11.3 PUSH AND PULL PROMOTIONS IN THE DISTRIBUTION 

CHANNEL

Study this section in the prescribed book

499It is important for you to know that there are two main types of promotion strategies, 
namely push and pull. You should also know the diff erences between these two strategies.

500A push strategy, as the name implies, is intended to push a specifi c product or brand 
through the distribution channel towards consumers in order to create a demand, in 
other words, to take the product directly to consumers.

501For instance, when GoPro launches the new GoPro4, they would like to make all consum-
ers aware of the new GoPro4 and would therefore try to negotiate with retailers to sell 
and recommend their product over a competitor’s product.

502Examples of push strategies

  trade show promotions to encourage retailer demand

  direct selling to customers in showrooms or face to face

  negotiation with retailers to stock your product

  an effi  cient supply chain that allows retailers to provide an effi  cient supply

  packaging design to encourage purchase

  point-of-sale displays

503A pull strategy, on the other hand, is the opposite of a push strategy, as the goal with 
pull strategies is to get the consumers to come to you (your organisation). Pull strate-
gies require high spending on advertising and consumer promotions in order to create 
consumer demand for a product.

504For example, children’s toys that are being advertised on television shows are regarded 
as a pull strategy: the children ask their parents for the specifi c toys, the parents then ask 
the retailers and the retailers, in turn, order the toys from the manufacturer if they (the 
retailers) don’t have them in stock.

505Examples of pull strategies are

  advertising and mass media promotion

  word-of-mouth referrals

  customer relationship management

  sales promotions and discounts

Note:  You should be able to discuss each strategy and indicate the main diff erenc-
es between them. You should also be able to give an appropriate example 
of each.
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506Now that we have looked at the diff erent types of sales promotion strategies, as well as 
sales promotion from a distribution perspective, we need to examine sales promotion 
in the product life cycle.

11.4 MANAGING SALES PROMOTION THROUGH THE PRODUCT 

LIFE CYCLE

Study this section in the prescribed book

507It is important for you to be aware that organisations can implement sales promotion 
strategies at any point in the specifi c product life cycle. Some products are promoted 
throughout the life cycle, while others are promoted either at an early stage or a late 
stage in the process. The reasons why organisations implement promotion strategies 
within the product life cycle may also vary.

508As previously indicated, sales promotion is a short-term promotional technique that com-
panies use to lower their prices in order to attract more customers and increase their 
profi ts. The product life cycle consists of four stages of development that all products go 
through. These stages are introduction, growth, maturity and decline.

11.4.1 Introduction stage

Study this section in the prescribed book

509This stage is associated with products that are new to the market. Products in this stage 
needs to be promoted in order to create awareness among consumers.

510For example, DStv recently launched their new DStv Explora decoder and they advertised 
it on television, over the internet, at retail stores, etc. in order to create awareness among 
consumers. They also had promotional off ers (in-store displays and visual aids), indicating 
that you could buy this DStv Explora decoder for only R2 999.

511The following characteristics are associated with the introduction stage:

  small or no market
  high costs
  little or no profi t
  limited competition
  high price

512It is important for organisations, wholesalers, manufacturers and retailers to know the 
possible benefi ts associated with implementing sales promotion strategies in the intro-
duction stage. These benefi ts are as follows:
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TABLE 11.1:  Benefi ts of sales promotion in the introduction stage

Type of promotional 

activity

Possible benefi t

Money-back guarantee Improves on the confi dence level of a new product

Warranties Reduce the risk of purchasing an expensive product 
and make consumers more at ease

Competition promotion 
and sweepstake

Create awareness and interest among consumers 
about a new product and help to build a proper 
database for future marketing purposes

Customer service Provides consumers with more support during the 
launch phase of the product and obtains more eff ec-
tive feedback from consumers

Trade-in campaign Opportunity to trade old or competing products in 
for new products and enhances the “green” (envi-
ronmentally friendly) image of organisations

Source:  http://www.sales-promotions.com/life-cycle/

11.4.2 Growth stage

Study this section in the prescribed book

513During the growth stage, more and more consumers become aware of the benefi ts of a 
specifi c product, which leads to growth in sales. Organisations do not promote as much 
during this stage, as the market is quite aware of the product.

514For example, mini tablets such as the iPad Mini or the Amazon Kindle Fire are in the 
growth stage, as the sales of these items are growing. Therefore, manufacturers, whole-
salers and retailers no longer promote these products as much, since many people are 
already aware of them.

515The following characteristics are associated with the growth stage:

  increasing competition
  lower prices
  reduced costs
  greater consumer awareness
  increase in profi ts

516
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517There are certain benefi ts associated with implementing sales promotion strategies in 
the growth stage. These benefi ts are as follows:

TABLE 11.2:  Benefi ts of sales promotion in the growth stage

Type of promotional activity Possible benefi t

Rebate or cash-back promotion Rewards (money or some object) are given for 
repeat purchases.

Tell a friend Rewards are given to existing customers for 
promoting/referring the product to friends, 
colleagues, family, etc.

Premiums or gift with purchase Additional products are provided or more 
value is added to products with a purchase in 
order to enhance the customer’s experience.

Online or e-mail surveys These help to identify any problems experi-
enced by consumers and to create possible 
solutions to these problems. They also help to 
create a customer database.

Consumer loyalty programmes These helps to build customer relationships.

Source:  http://www.sales-promotions.com/life-cycle/

11.4.3 Maturity stage

Study this section in the prescribed book

518The maturity stage indicates that products are well established and this stage encom-
passes more promotions and incentives to consumers, as it is critical to create customer 
loyalty to combat strong competition. Sometimes more fl avours, types, colours, etc. are 
produced during the maturity stage, which requires more promotional support.

519For example, the Apple iPod is currently in the maturity phase. However, Apple has man-
aged to extend the maturity phase of the iPod by introducing the iPod Touch, which 
introduced a touch screen and new features. It also introduced new functionalities, such 
as the use of apps (applications), making it much more versatile and useful than the older 
iPods.

520The following characteristics are associated with the maturity stage:

  sales volume peak
  decreasing market share
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  profi ts start to decrease
  continued reduction in costs
  diff erentiation opportunities
  innovation

521Certain benefi ts are associated with sales promotion strategies in the maturity stage. 
These benefi ts are as follows:

TABLE 11.3:  Benefi ts of sales promotion in the maturity stage

Type of promotional 

activity

Possible benefi t

Rebates and cash 
back 

These have the ability to increase sales and maintain es-
tablished price points; they can also increase the length of 
the maturity stage.

Consumer loyalty 
programmes

Consumers are rewarded for repeat purchases and this 
builds an eff ective database for future marketing purposes.

Source:  http://www.sales-promotions.com/life-cycle/

11.4.4 Decline stage

Study this section in the prescribed book

522A product will reach the decline stage once the market for that product is saturated. All 
marketing eff orts decline, but loyal customers will still buy the product; however, no new 
customers will be attracted.

523For example, the original MNet decoder has reached the decline phase. Today you can-
not buy the old MNet decoder, and even the fi rst DStv decoder has been replaced by 
the PVR decoder. The DStv Explora decoder was recently introduced, and this will soon 
start to infl uence the sale fi gures of the PVR decoder.

524The following characteristics are associated with the decline stage:

  market is declining
  falling sales and profi ts
  product withdrawal
  cheaper production
  cheaper markets

525Sometimes when products reach the decline stage, some organisations will implement 
certain sales promotion strategies, which could be benefi cial.
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526The benefi ts associated with sales promotion strategies in the decline stage are as follows:

TABLE 11.4:  Benefi ts of sales promotion in the decline stage

Type of promotional activity Possible benefi t

Rebates and cash back These help to maintain price points and in-
crease sales prior to new product launches and 
upgrades.

Consumer loyalty programmes These help to maintain the relationship and pro-
vide extra sales, such as software packages, up-
grades or more accessories; they also help to build 
a proper database for marketing purposes in the 
future.

Premium or gift Providing additional gifts or services for free can 
increase sales.

Competitions and sweepstakes These help to create and maintain awareness of 
products during this stage.

Source:  http://www.sales-promotions.com/life-cycle/

Note:  Make sure that you can discuss each stage of the product life cycle and give 
a practical example.

5ASSESSMENT QUESTIONS

QUESTION 1

When McDonald’s collaborates with another brand, such as Reggie’s toy store, it will most 
likely lead to a temporary increase in the value-for-money perception by the customer. 
This is an example of …

1. creating association.
2. creating engagement.
3. creating value.
4. creating needs.

QUESTION 2

When organisations use advertising and mass media promotion, they are implementing 
… strategies.

1. pull
2. push
3. mass
4. skim
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QUESTION 3

When an organisation reduces the price of a specifi c product, it is because the product 
has moved into the … stage of the product life cycle.

1. introduction
2. growth
3. maturity
4. decline

38 Refl ection

Before you continue with the next study unit, refl ect on the following questions:

(1) How do you think you will be able to use the skills you have learnt in this study unit 
in your professional life?

(2) What did you fi nd diffi  cult about this study unit? Why do you think you found it 
diffi  cult? Do you understand the concept you were struggling with now or do you 
need more help? What are you going to do about getting more help if you need it?

(3) What did you fi nd interesting in this study unit? Why?
(4) How long did it take you to work through this study unit? Are you still on schedule 

or do you need to adjust your study programme?

39Summary

527For any type of organisation and link in the distribution channel – whether a 
manufacturer, wholesaler or retailer – it is essential to make use of sales promo-
tion strategies, as these can directly infl uence the success, market share and 
sales of a particular product. We started this unit by discussing the types of sales 
promotion strategies and then we looked at sales promotion strategies from 
a distribution channel perspective. We also examined the diff erence between 
a push and a pull strategy. Lastly, we considered the product life cycle and the 
use of sales promotion strategies at each stage of this life cycle.

528In the next – and fi nal – unit we will discuss sales metrics.
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INTRODUCTION

529Businesses developed marketing metrics in order to determine how successful or eff ec-
tive their marketing activities had been. Marketing metrics may focus on specifi c busi-
ness activities, such as sales, gross profi t, marketing cost per unit, market growth, market 
penetration, return on customer and the lifetime value of a customer.

OVERVIEW OF THIS STUDY UNIT

530The study unit deals with sales metrics in an organisation (business). The key issues are 
marketing, sales and metrics. We will look at the benefi ts of marketing metrics, the range 
of marketing metrics and the reasons why sales have to be measured.

531You will need approximately three hours to work through this study unit and ensure that 
you understand the topics covered.

532This study unit is structured as follows:

533
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Learning outcomes

After completing this study unit, you should be able to

  define the term “metrics”
  discuss the benefits of marketing metrics
  discuss the range of marketing metrics
  explain the reasons why sales have to be measured

Key concepts

  sales management
  metrics
  marketing

12.1 THE DEFINITION OF “METRICS”

Study this section in the prescribed book

534The term “metrics” has a number of diff erent meanings and the meaning varies in diff erent 
contexts, such as in computer networking, poetry, mathematics and business. However, 
in the world of business, a metric can be defi ned as a quantitative measure used for as-
sessing, controlling or decision-making in all activities of a business venture.

535Businesses can achieve success only if they are profi table. Remember: being profi table 
means that a fi rm earns more money than it spends. In generating money, most companies 
undertake sales activities in order to attract customers to buy the company’s products.

Note:  You should be able to defi ne “metrics” in the business context.

536In the next section we look at the benefi ts of marketing metrics.

12.1.1 The benefi ts of marketing metrics

Study this section in the prescribed book

537Before we proceed, how do you think your business might benefi t from using sales 
metrics? By the time a sales decline shows up in the sales fi gures, it is generally too late 
to change the situation; as a result, the prospect might have moved on to a competitor. 
So this is where marketing metrics become a valuable tool. They serve as a radar for ef-
fectively managing the sales activities of the business.
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Note:  You should be able to discuss the benefi ts of marketing metrics and illus-
trate your understanding with the aid of practical applications/examples.

Activity  12.1

With the aid of a practical application/example, discuss the benefi ts of marketing metrics.

40Feedback

Metrics enable managers to understand the benefi ts of multi-period marketing investment 
in a business world that is focused on quarterly or annual performance.

It is now important to look at the range of marketing metrics.

12.1.2 The range of marketing metrics

Study this section in the prescribed book

538Since marketing is a fairly broad topic and comprises many diff erent aspects, there is a great 
need for it to be monitored. The following are the diff erent fi elds of marketing metrics:

  fi nancial metrics (e.g. profi t and net present value)
  general marketing metrics (market growth, market penetration)
  customer-related metrics (customer retention cost, lifetime value)
  brand metrics (brand value and brand equity)
  sales and sales force metrics (conversation rate, average sales revenue)
  product metrics (cost, product performance)
  advertising and promotion metrics (reach, frequency, response rate)
  price and pricing metrics (cost, profi t, margins, breakeven analysis)
  channel metrics (channel cost, channel coverage)
  competitive metrics (price, product performance, cost of purchase)
  online metrics (World Wide Web)

Note:  Make sure you know the diff erent fi elds of marketing metrics and are able to 
discuss them with aid of practical examples.

539Next we will consider why sales have to be measured.
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12.1.3 The reasons why sales have to be measured

Study this section in the prescribed book

540As has been mentioned before, an organisation can achieve success only if is profi table, 
and being profi table means earning or generating more money than the business spends 
on its day-to-day running costs. Managers should conduct a regular review of both ex-
ternal and internal metrics. The most useful measures that can be used are

  percentage of sales quota achieved

  number of new customers

  number of sales closed

  average gross profi t per customer

  sales expense to total sales ratios

541In order to measure the eff ectiveness of a fi rm’s marketing eff orts (i.e. to measure the 
return on its marketing investment, or marketing ROI), the fi rm must measure this return. 
In order to do so, it needs to put in place various measures (or metrics) to measure its 
marketing ROI, which is why marketing metrics are necessary.

Note:  Make sure you understand the most useful measures that can be used by an 
organisation.

5ASSESSMENT QUESTIONS

QUESTION 1

You are a sales manager of a retail store and the board members of the retail store ask 
you why sales have to be measured. Which ONE of the following would be the best 
reason to give them?

1. It is cost-eff ective.
2. It is user-friendly.
3. It is part of the sales plan.
4. It is a requirement by the state.

QUESTION 2

Which ONE of the following relates to quantitative measures used for assessing, control-
ling or decision-making in all activities of a business?

1. research
2. marketing
3. sales
4. metrics
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QUESTION 3

Which metrics would be MOST useful to determine salesperson performance?

1. customer-related metrics
2. product metrics
3. sales and sales-force metrics
4. brand metrics

41 Refl ection

Now that you have reached the end of the fi nal study unit, refl ect on the following 
questions:

(1) How do you think you will be able to use the skills you have learnt in this study unit 
in your professional life?

(2) What did you fi nd diffi  cult about this study unit? Why do you think you found it 
diffi  cult? Do you understand the concept you were struggling with now or do you 
need more help? What are you going to do about getting more help if you need it?

(3) What did you fi nd interesting in this study unit? Why?
(4) How long did it take you to work through this study unit? Are you still on schedule 

or do you need to adjust your study programme?

42Summary

542In this study unit we introduced you to the concept and role of marketing metrics, 
including online metrics. We outlined the benefi ts of marketing metrics and the 
range of marketing metrics available. Please note that this is not a defi nitive list, 
but it should give you some idea of the important world of marketing metrics.
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