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Preface





  Premise

  This text covers what must still be the most important element of the marketing mix for most students and practitioners. With a move away from the selling function towards more esoteric areas of marketing over the past few years, this vital aspect of marketing has been somewhat neglected. However, in the end it has to be face-to-face contact that eventually wins the order, and this text therefore explains and documents the selling and sales management process from both the theoretical and practical viewpoints.




  Structure of the text

  The text is split into four logical parts: Sales perspective, Sales environment, Sales practice and Sales management.

  Sales perspective examines selling in its historical role and then views its place within marketing and a marketing organisation. This section also considers the importance of the marketing concept to sales, and the interaction between sales and marketing functions. The role of sales within the marketing planning process is also discussed. Sales environment looks at the context in which sales are made. Customer management and the different types of buyers and consumers are also analysed in order to help achieve an understanding of their thinking, and to organise the selling effort accordingly. International selling is an increasingly important area in view of the growth of the ‘internationalisation’ of business, and this merits a separate chapter. Sales practice looks at sales responsibilities and covers preparations for selling and personal selling skills. The role of key account management in today’s organisations is also covered. The development of relationship selling in the personal selling process is discussed and, lastly, this section considers multi-channel selling. Sales management looks at the sales process and how the sales team is led, including the recruitment, selection, motivation and training of salespeople. In addition, we discuss how we must organise and compensate salespeople from a managerial standpoint. Sales forecasting and budgeting is also covered in this final section, and a guide is given to sales force evaluation. Each chapter concludes with practical exercises, together with formal practice questions typical of those the student will encounter in the examination room.




  New to this edition

  This latest edition contains cutting-edge research that differentiates it from most of its competitors. In addition, there are new and updated cases and practical exercises, together with more practical illustrations and examples.

  Other improvements include:

  
	Increased coverage of strategic selling and partnering.

	A revised chapter on sales management.

	Expanded coverage of the management of sales channels.

	
New case studies and examples in the majority of chapters.

	Enhanced discussion of the role of social media in selling.

	Further discussion on customer management.

	New case studies in the appendix.

  




  Target market

  This text will be invaluable to those students studying sales or sales management, especially for those studying for degrees in business management or marketing, where sales is highlighted as a core topic, as well as modules in B2B marketing. The text will also be an essential for students studying for a Masters of Business Administration (MBA), as well as sales professionals who are studying for qualifications with the Association of Professional Sales and The Institute of Sales Management, or any other professional body looking at the area of sales. This text emphasises the practical as well as the theoretical, and it will be of invaluable assistance to salespeople in the field, as well as to sales management.
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  PART ONE




  Sales perspective



    Part One of Selling and Sales Management consists of three introductory chapters that set the context for the remainder of the text.

    Chapter 1 introduces the nature and role of selling and sales management. The incontrovertibly interlinked relationship between selling and sales management is then explained and the notion of marketing thought is described as having its roots in sales. The main business philosophies, also called business orientations, are explained.

    Chapter 2 looks at the role of marketing – how markets can be segmented and the importance of the product life cycle. Key concepts, including positioning and targeting and the ‘four Ps’ marketing mix variables of price, product, promotion and place, are reviewed and the extension of the Ps is summarised. The chapter then concludes with a more detailed explanation of the relationship between marketing strategy and sales strategy.

    Sales strategies and how these relate to marketing planning form the basis of Chapter 3. The traditional marketing planning process is explained, with emphasis on issues such as targeting, pricing, customer acquisition and retention, and the allocation and control of resources to facilitate the implementation of the plan. The place of selling in the marketing plan is examined in detail, explaining how pivotal the sales function is in achieving success – not only as the voice of the customer, but also in implementation. There is also a related discussion of how the notion of ‘inside-out’ (product-based) planning is being replaced by ‘outside-in’ (customer-focused) thinking. Selling is part of the communication mix (promotions), as it is one of the tools that is used to communicate directly with the customer, in advertising, direct marketing and sales promotions. We will also consider the more contemporary elements of the communications mix, including internet marketing and customer relationship marketing.








  
Chapter 1







  The role of selling




  Objectives

  After studying this chapter, you should be able to:

  
	Understand the implications of production, sales, marketing and service orientations

	Appreciate why selling generally has a negative image

	Know where selling fits into the marketing mix

	Identify the responsibilities of sales and the sales role

	Recognise the significance of selling as a career

  




  Key concepts

  
	business-to-business (B2B)

	business-to-consumer (B2C)

	marketing concept

	sales management

	selling

	strategy

  




  1.1 Background

  Perhaps no other area of business activity gives rise to as much discussion among and between those directly involved and those who are not involved as the activity known as selling. This is not surprising when one considers that so many people derive their livelihood, either directly or indirectly, from selling. Even those who have no direct involvement in selling come into contact with it in their roles as consumers. Perhaps, because of this familiarity, many people have strong, and often misplaced, views about selling and salespeople. Surprisingly, many of these misconceptions are held by people who have spent their working lives around selling, so it might well be a case of familiarity breeds contempt.

  It is important to recognise that selling and sales management, although closely related, are not the same thing. In this chapter, the nature and role of selling will be examined. Sales management in the contemporary organisation will also be discussed. Some of the more common myths and misconceptions about selling and sales management will be dispelled. Like other business functions, the role of selling has changed over the years. Perhaps one of the most important and far-reaching of these changes has been the creation and practice of marketing. This has been due to changes in the business environment. The place of marketing within the firm and the place of selling within marketing will both be discussed.




  1.2 Nature and role of selling

  The simplest way to think of the nature and role of selling (traditionally called salesmanship) is to make a sale. This seemingly obvious statement disguises what is often a very complex process. This involves the use of a set of principles and techniques, as well as substantial personal skills. This process also includes a wide range of different types of selling tasks. Later we will establish a more precise meaning for the term ‘selling’, but first we will examine the reasons for the intense interest in this area of business activity.

  Literature on selling abounds, ranging from the more conceptual approaches to the simplistic ‘how it is done’ approach. Companies spend large sums of money training their sales personnel in the art of selling. The reason for this attention to personal selling is simple: in most companies, the sales personnel are the single most important link with the customer. The front-line role of the salesperson means that for many customers the salesperson is the company. However, the best-designed and planned marketing efforts may fail if the salespeople are ineffective. Allied with the often substantial costs associated with recruiting, training and maintaining the sales force, there are powerful reasons for stressing the importance of the selling task and for justifying attempts to improve effectiveness in this area. Part Three of this text addresses this important area of sales techniques.

  The term selling encompasses a variety of sales situations and activities. For example, there are those sales positions where the sales representative is required primarily to deliver the product (e.g. small and relatively cheap items) to the customer on a regular or periodic basis. The emphasis in this type of sales activity is very different from the sales position where the sales representative is dealing with sales of capital equipment (e.g. larger and more expensive items) to industrial purchasers or retailers. In addition, some sales representatives deal only in export markets, while others sell direct to customers in their homes. One of the most striking aspects of selling is the wide diversity of selling roles. Some sales executives may only be able to sell standard products, while others may be involved with customisation or personalisation of products and services. For example, in mobile phone shops such as EE, Vodafone and Apple, the sales executives can sell an array of different plans/products. However, the tariffs are set by the air-time providers. Based on the needs of the specific business customer, they can add on services and work out a package with all the additional costs to meet the customer’s needs. Consequently, even though the price plans are standard, some degree of customisation is possible for business users.

  One constant within selling is that it usually involves interaction between a buyer and seller. This personal selling can occur remotely or face to face, but it always involves considerable costs to the selling organisation, so why is personal selling so widely used?

  Table 1.1 lists strengths and weaknesses of personal selling.


Table 1.1 Strengths and weaknesses of personal selling


   
 
    
  
  
  	+ 
  
  
  	Interactive: questions can be answered and objections overcome


    
  
  
  	+
  
  
  	Adaptive: presentations can be changed to meet customer needs


    
  
  
  	+
  
  
  	Complex arguments can be developed


    
  
  
  	+
  
  
  	Relationships can be built because of its personal nature


    
  
  
  	+
  
  
  	Provides the opportunity to close the sale


    
  
  
  	−
  
  
  	Sales calls are expensive compared with other communications media (e.g. a visit to a business customer is far more expensive than sending an email)


    
  
  
  	−
  
  
  	The experience and expertise of salespeople is varied


    
  
  
  	−
  
  
  	It is difficult to standardise input and human behaviour, as people, whether consciously or not, can be inconsistent


    
  
  
  	−
  
  
  	Training can be costly and it needs to be ongoing (e.g. new employees need training, while experienced employees may have picked up bad habits and hence need to be monitored; all employees must be updated in terms of new skills and expertise required)


 
   








  1.3 Characteristics of modern selling

  Today, a sales force must have a wide range of skills to compete successfully (which will be identified in the next section). Gone are the days when salespeople were required to demonstrate simple presentational and closing skills to be successful. Selling is no longer about acquiring new customers, selling-in as much as possible and moving onto the next customer. Salespeople are often required to develop relationships with their customers and to retain them, while they remain profitable. In this section, we discuss the characteristics of modern selling. Salespeople who do not understand these characteristics will be ill-equipped to tackle their jobs.

  The characteristics of modern selling activities are given in Figure 1.1.
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Customer development, retention and deletion: according to the Pareto Principle, 80 per cent of a company’s sales come from 20 per cent of its customers. This means that it is vital to devote considerable resources to retaining existing high-volume, high-potential and highly profitable customers. However, customers come in all shapes and sizes. For the professional salesperson who is responsible for a product group or a particular sales territory, the customer is non-standard and can range from the very small to the very large. Very large customers present a challenge to the selling organisation as they may require individual attention. These customers may become key accounts, and key-account management has become an important form of selling as it means that a salesperson or sales team can focus all their efforts on one customer or a few major customers.1

   However, at the other end of the spectrum, very small customers are providing a different sort of challenge. Some companies are finding that some small customers cost the organisation money to service, because selling in small quantities to these accounts may push costs beyond the revenue generated. Selling companies may have to change to telemarketing and/or the internet as a means of servicing these small customers, or they may decide to terminate the relationships if the high costs to serve them cannot be reduced.

	
Information management: the modern sales force needs to be trained in the use and creation of customer databases, and how to use the internet to aid the sales task (e.g. finding customer and competitor information). Technological advances such as smartphones and tablets have transformed the way in which knowledge is transferred. Technology enables salespeople to store customer and competitor information, make presentations and communicate with head office electronically. Furthermore, information supplied by the company, such as catalogues and price lists, can be held electronically. Having access to and contributing to customer databases is an important part of the role of the salesperson.

	
Customer relationship management: customer relationship management requires that sales personnel focus on the long term and not simply on getting the next sale.2 The emphasis should be on creating win–win situations with customers, so that both parties in the interaction gain and want to continue the relationship. For major customers, relationship management may involve setting up dedicated teams to service the account and maintain all aspects of the business relationship. This form of organisational structure – key account management – is discussed in Chapter 9, and is particularly important for selling organisations servicing large retail chains. Chapter 10 is devoted to relationship selling.

	
Marketing the product: the modern salesperson is involved in a much broader range of activities than simply planning and making sales. Indeed, a lot of the preparation for a sale can now be provided through information presented on the internet, through web pages and by email attachments, which give the customer up-to-date information on many topics more quickly and comprehensively than many face-to-face interactions.3 The role of the salesperson in this situation is to participate in marketing activities such as product development, market intelligence and the segmentation of markets, as well as other tasks that support or complement marketing activities such as customer database management, provision and analysis of information, and assessing market segments.4 Marketing may provide webinars and social media blasts to support the salesperson and help the customer understand their offer.

	
Problem solving and system selling: much of modern selling, particularly in business-to-business situations, is based upon the salesperson acting as a consultant, working with the customer to identify problems, determine needs and propose and implement effective solutions.5 This approach is fundamentally different from the traditional view of the salesperson being a smooth fast-talker who breezes in to see a customer, persuades the customer to buy and walks away with an order. Modern selling often involves multiple calls, the use of a team-selling approach and considerable analytical skills. Further, customers are increasingly looking for a systems solution rather than the buying of an individual product. This means, for example, that to sell door handles to a company such as Ford, a supplier must not only be able to sell a door system that includes door handles as well as locking and opening devices, but also have a thorough knowledge of door technology and the ability to suggest to Ford solutions to problems that may arise, or even to supply a door unit with the door system/locks already fitted. Alternatively, Tesco are looking for solutions in attracting consumers, presentation of products and depth of product range, to help promote their business. Consequently, augmented services are playing an increasingly important role in sales activities.

	
Satisfying needs and adding value: the modern salesperson must have the ability to identify and satisfy customer needs. Some customers do not recognise they have a need. It is the salesperson’s job in such situations to stimulate need recognition. For example, customers may not realise that there are new apps for their smartphone to help make their processes more efficient, or that there are new uses for existing products, or that a machine in their production process has lower productivity compared to a newer, more technologically advanced machine. The salesperson’s job is to make customers aware of these types of improvements to help their customers and remain innovative. In so doing, the salesperson will have added value to the customer’s business by reducing costs, or providing new offers. This is critical, as acquiring new customers is more expensive than retaining existing customers. A win–win situation for the selling organisation and the customer is also created in this situation.

	
Selling today: one of the major changes in sales today is that salespeople may not enter a face-to-face relationship with their customer because of advances in technology. As a result, the modern salesperson should be comfortable in using the modern technology to interact with their customers. This may be as basic as using the telephone or sending an email, but is more likely to include a complex online presentation using smartphones, tablets and laptops, as well as computer technology. Salespeople who do not possess these skills may find that they are not as effective in winning orders.

  




  1.4 Success factors for professional salespeople

  A key issue for aspiring and current salespeople and sales managers is an understanding of the key success factors in selling. A study by Marshall, Goebel and Moncrief6 asked sales managers to identify the skills and knowledge required to be successful in selling. Table 1.2 shows the top ten success factors.

  Key success factors relate to essential considerations. It is important to recognise these success factors, since such knowledge has the potential to improve the overall efficiency and effectiveness of the salesperson–customer interaction in several ways. First, sales managers can use this knowledge of widely accepted sales success factors to improve their recruitment and training practices. Second, candidates for sales jobs can use this knowledge of success factors to ensure they work towards high levels of proficiency in those key areas they can control, and do as well as possible emphasising their own capabilities during the job interview. Third, sales educators at universities and colleges have information upon which to ensure their curricula best reflect the skills and knowledge most valued by practitioners.7


Table 1.2 Top ten success factors in selling


   
 
    
  
  
  	  1   
  
  
  	Personable


    
  
  
  	  2
  
  
  	Interactive


    
  
  
  	  3
  
  
  	Focused


    
  
  
  	  4
  
  
  	Listening skills


    
  
  
  	  5
  
  
  	Information retention


    
  
  
  	  6
  
  
  	Verbal and written skills


    
  
  
  	  7
  
  
  	Organised


    
  
  
  	  8
  
  
  	Able to overcome objections


    
  
  
  	  9
  
  
  	Adaptive


    
  
  
  	10 
  
  
  	Determination


 
   








  1.5 Types of selling

  The diverse nature of the buying situation means that there are many types of selling job: selling varies according to the nature of the selling task. Figure 1.2 shows that there is a fundamental distinction between order-takers, order-creators and order-getters. Order-takers respond to already committed customers; order-creators do not directly receive orders since they talk to those who specify rather than buyers; while order-getters attempt to persuade customers to place an order directly.

  There are two types of order-takers: inside order-takers, and outside order-takers. Order-creators are termed ‘missionary’ salespeople. Order-getters are either front-line salespeople, consisting of new business, organisational or consumer salespeople, or sales support salespeople who can be either technical support salespeople or merchandisers. Both types of order-getters operate in situations where a direct sale can be made.8 Each type of selling job will now be discussed in more detail.


Order-takers


   Inside order-takers

   Here the customer has full freedom to choose products without the presence of a salesperson. The sales assistant’s task is purely transactional – receiving payment and passing over the goods through an efficient and pleasant process. Another form of inside order-taker is the telemarketing sales team who support field sales by taking customers’ orders over the telephone or internet.




   Outside order-takers

   These salespeople visit customers, but their primary function is to respond to customer requests rather than actively seek to persuade. Outside order-takers are being replaced by more cost-efficient telemarketing teams.
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Order-creators


   Missionary salespeople

   In some industries, notably the pharmaceutical industry, the sales task is not to close the sale but to persuade the customer to specify the seller’s products. For example, medical representatives calling on doctors cannot make a direct sale since the doctor does not buy drugs personally, but prescribes (specifies) them for patients. Similarly, in the building industry, architects act as ‘specifiers’ rather than buyers, and so the objective of a sales call cannot be to close the sale. Publishing representatives to libraries and universities may also act as missionary salespeople. In these situations, the selling task is to educate and build goodwill.






Order-getters

The final category, called order-getters, consists of those in selling jobs where a major objective is to persuade customers to make a direct purchase. These are the frontline salespeople and in many ways this type of selling represents the most challenging of the different types of selling. Order-getting demands several skills on the part of the salesperson including, for example, the ability to identify new prospects (possible clients or customers), persuading and negotiating, and ultimately building new and profitable business in the face of often fierce competition.


   Technical support salespeople

   The task of this type of salesperson is to provide sales support to frontline salespeople, so they are normally considered to belong in the order-getters group. Where a product is highly technical and negotiations are complex, a salesperson may be supported by product and financial specialists who can provide the detailed technical information required by customers. This may be ongoing as part of a key account team, or on a temporary basis with the specialists being called into the selling situation as and when required.




   Merchandisers

   These people provide sales support in retail and wholesale selling situations. Orders may be negotiated nationally at head office, but sales to individual outlets are supported by merchandisers who give advice on display, implement sales promotions, check stock levels and maintain contact with store managers.






Business-to-business (B2B) and business-to-consumer (B2C) marketing and selling

Marketers and salespeople often distinguish between two major categories of marketing and selling based upon the category of customers being targeted. There are two major categories of customer groups, or markets: business clients (profit or non-profit organisations) and consumers (individuals). The two distinct categories are referred to as business-to-business marketing (B2B marketing) and business-to-consumer marketing (B2C marketing), respectively. Though the basic principles of marketing and selling apply to both markets, as we shall see later in this chapter and several subsequent chapters, there are also some significant differences between the two with regard to marketing and selling. In preparation for some of these subsequent chapters, some of the important characteristics of business-to-consumer and business-to-business selling and marketing are discussed here.


   Business-to-consumer (B2C) markets

   Consumer markets are markets where the distinguishing characteristic is that the customer is purchasing products and services for their own use, or their family’s use. The principal motives for purchase, therefore, are personal in nature.

   However, within the consumer market there are a number of different types, or submarkets, depending on the type of product and consumer purchase we are considering. The main types of distinct consumer markets are as follows:

   
 	
Fast-moving consumer goods (FMCG): FMCG markets are markets where customers are purchasing products that generally involve relatively low financial outlays. These goods are bought frequently and are often non-durable. They include products such as toothpaste, confectionery, stationary, grocery products and cosmetics. They also include some of the more frequently purchased electrical items such as batteries and light bulbs. These are disposable goods. Buyers will spend relatively little time searching for information and evaluating between different product offerings. However, if they are satisfied, they will tend to buy the same brand routinely. Thus, these tend to be habitual purchases. These products can be referred to as low-involvement products.

 	
Semi-durable consumer goods: semi-durable consumer goods markets include products such as clothing and shoes, soft furnishings and jewellery. As the term suggests, these are products that are bought less frequently than FMCG products as they tend to last longer. The customer tends to spend more time choosing between different competitive offerings.

 	
Durable consumer goods: durable consumer goods include products such as refrigerators, cars and computers. These are purchases that are made least frequently. They often involve considerable outlays. The customer is committed for some time to the product purchased. As such, the customer will often take considerable care in choosing between different product offerings. They will be looking for lots of information and help in purchasing. These products can also be referred to as high-involvement products.

   




   Business-to-business (B2B) markets

   Business-to-business (B2B) markets are often characterised by large and powerful buyers, purchasing predominantly for the furtherance of organisational objectives and in an organisational context using skilled/professional buyers. Demand in B2B markets can be either derived demand (generated by someone else’s need), or demand for capital equipment for the company’s own use (tools, machinery, IT or cars). Customers are often geographically concentrated and negotiation is the order of the day in dealings between sellers and buyers. However, B2B selling involves all sizes and type of organisations.

   Selling and marketing in these markets is very different from that encountered in B2C markets. Buyers are far more likely to negotiate on price, quality and performance. Delivery and service are particularly important and are often customised. This category of buying includes the retail sector, especially those supplying the larger retail chains. The salesperson is likely to be dealing with skilled negotiators, and the process of buying, and hence selling, can extend over months or even years for certain types of capital equipment, such as machinery for the production of biscuits in a factory. As in consumer markets, there are several distinct types of submarket within B2B markets. The main ones are as follows:

   
 	markets for supplies and consumables (e.g. raw materials, semi-manufactured goods);

 	markets for retail distribution;

 	
markets for capital equipment (e.g. plant, machinery);

 	markets for business services (e.g. consultancy, technical advice; these are more service orientated).

   






Selling as a career

There are three levels of selling: order taking, order making and order generating. The subdivisions of the sales roles just outlined give an idea of the range of sales positions that are available, although a salesperson may now be asked to perform at all three levels of selling. Generally, there is far less pressure involved in being an order taker than an order maker, and a prime attribute for an order maker is a pleasant, non-combative personality. However, the opportunity for higher rewards belongs to order takers as their remuneration normally rests on some kind of commission or bonus, where payment is linked to the number of orders they take. It is an acknowledged fact that in many business situations the opportunity to earn really high incomes at a relatively young age is present in this kind of situation.

With such a large range of selling situations and positions in sales, it is not possible to provide a specific prescription of the qualities required for a successful sales career. There is no definitive test or selection procedure that can be used to distinguish between successful and less successful salespeople, and apart from ‘trying it out’ there is no way of knowing whether a person is suited to a career in sales. However, there are a number of key qualities that are generally recognised as being important:


   	
Empathy and an interest in people: such a skill will help in more accurately identifying customers’ real needs and problems in terms of thinking oneself into the other person’s mind and understanding why the customer feels as they do.

   	
Ability to communicate: this means an ability to get a message across to a customer and, more importantly, an ability to listen and understand. The skill of knowing when to stop talking and when to listen is essential.

   	
Determination: although the salesperson must be able to take no for an answer, this should not come easily to someone who wants to succeed in selling. It is a fact that customers might say ‘no’ when they really mean ‘maybe’, which can ultimately lead to ‘yes’. Determined salespeople often succeed in closing a sale.

   	
Self-discipline and resilience: most salespeople spend much of their time unsupervised and, apart from seeing customers, they are alone. As part of their job they can expect setbacks, rejections and failures. A salesperson thus needs to be both self-disciplined and resilient to cope with these facets of the sales task.








  1.6 Image of selling

  Mention of the word selling will prompt a variety of responses. It will evoke a high proportion of negative, even hostile, responses, including ‘immoral’, ‘dishonest’, ‘unsavoury’, ‘degrading’ and ‘wasteful’. Is such an unfavourable view justified? We suggest not. In fact, the underlying attitudes to selling derive from widely held misconceptions about selling, some of which are outlined below:

  
	
Selling is not a worthwhile career: this notion is held by many, the common attitude being that if one has talent then it will be wasted in sales. Unfortunately, this attitude may be held by those in a position to advise and influence young people in their choice of careers. In some circles, it is fashionable to denigrate careers in selling, with the consequence that many of our brighter graduates are not attracted to a career in selling and are missing out on a successful career path.

	
Good products will sell themselves and thus the selling process adds unnecessarily to costs: this view assumes that if you produce a superior product, then there will always be buyers. This may be right if a firm can produce a technologically superior product, but then it is likely that additional costs will accrue in terms of research and development, and there will be continued research and development costs involved in keeping ahead. In addition, as discussed later in this text, the role of selling is not solely to sell; it can be used as a feedback-gathering exercise to find out information from customers and potential customers and to identify market trends. Information about product performance can be very useful to research and development.

	
There is something immoral about selling, and one should be suspicious about those who earn their living from this activity: the origin and reason for this most pervasive and damaging of the misconceptions about selling stem from the ‘foot-in-the-door’ image that has been perpetuated. Such attitudes can make life difficult for the salesperson, who has first to overcome the barriers that such mistrust erects in the customer–salesperson relationship.

  

  There are a number of demotivational elements in the sales task:

  
	Because of their perceived low status, salespeople are constantly exposed to the possibility of rejection and often have to suffer ‘ego punishment’, such as being kept waiting, appointments cancelled at short notice and ‘put downs’ from customers, to which they cannot adequately respond because buyers have the power in such circumstances. These responses may also be generated by the customer’s attempt to gain a better deal. Thus, in business-to-business and business-to-consumer selling, in particular, a certain amount of psychological risk is involved.

	In B2B situations, salespeople visit buyers in their offices, so they are effectively working in ‘foreign’ territory and might sometimes feel uneasy when entering the premises. The salesperson needs considerable confidence to combat this situation, especially if the customer keeps the salesperson waiting.

	The salesperson tends to work alone, often staying away from home and the office for extended periods. An attraction of a sales role is independence, but it can be a lonely existence.

  

  Selling is therefore not an easy task, and those who are concerned to improve its image must be more vociferous, yet objective, in presenting its case and recognise that misconceptions invariably have some basis. There are always unscrupulous individuals and companies ready to trade on the ignorance and gullibility of unsuspecting customers. These individuals are not salespeople: at best, they are misguided traders and, at worst, criminals. At certain times in our lives we inevitably feel that we have purchased something we did not really want or on terms we could not really afford because we were subjected to high-pressure selling.

  Selling, then, is not entirely blameless, but salespeople are becoming more professional in their approach to customers, and some of the worst excesses in selling have been curbed. To overcome some of these misconceptions, selling needs to sell itself, and the following facts about selling should be more universally aired:

  
	There is nothing immoral or unscrupulous about selling or about those involved in this activity. Selling provides a mechanism for exchange, and through this process customers’ needs and wants are satisfied. Furthermore, most people at some stage are involved in selling – even if only selling their skills and personalities in an attempt to obtain a job.

	Selling is a worthwhile career. Many of those who have spent a lifetime in selling have found it to be a challenging, responsible but rewarding occupation. Inevitably, a career in selling means meeting people and working with them, and a selling job often offers substantial discretion in being able to plan one’s own work schedule.

	Good products do not sell themselves. An excellent product may pass unnoticed unless its benefits and features are explained to customers. What appears to be a superior product may be totally unsuited to a particular customer. Selling is unique in that it deals with the special needs of each individual customer, and the salesperson, with specialist product knowledge, is in a position to assess these circumstances and advise each customer accordingly.

  


Skills you must have to succeed in selling

A key to successfully sharing and selling a product, service or idea is to ask questions and then listen carefully to the answers. Many of us try too hard to convince people to buy instead of discovering what our future customer or client really needs or wants or desires from us.

Sharon Michaels, a business coach and author, suggests there are three key skills you need to have in order to form a successful relationship with your future customer, and these three skills can be applied regardless of whether you are trying to sell a product, a service or even an idea.

First, you need to have the ability to listen with sincerity (S); second, this skill should be expanded to include the desire to act ethically (E); and finally you should always be prepared to ask (A) questions of your customer to help them make the correct buying choice.

The ultimate aim is to discover what your client wants and form a relationship built on trust, that will hopefully lead to future sales and a win-win relationship.

Source: Based on information from Sharon Mitchell, Forbes.com, 22 August 2011.






  1.7 The nature and role of sales management

  In the same way that selling has become more professional, so too has the nature and role of sales management. The emphasis is on the word management. Increasingly, those involved in management are being called upon to exercise, in a professional way, the key duties of all managers – namely, planning, organising and controlling. The emphasis has changed from the idea that to be a good sales manager you had to have the right personality and that the main feature of the job was ensuring that the sales force was out selling sufficient volume. Although such qualities may be admirable, the duties of the sales manager in the modern company have both broadened and changed in emphasis.

  Consider the daily activities of a successful, but fictitious sales manager:9


8:30 a.m. Arrive at work. Check for customer communications and sales team contacts, as well as emails from the management team to make sure that everything is up-to-date.

8:45 a.m. Review dashboard/pipeline.

9:00 a.m. Team meeting. Discuss forecast and latest competitive information. Review progress of all sales channels.

9:30 a.m. Ensure customer success. Close a deal worth $22K. Convert three leads into opportunities. Make follow calls to key customers. Contact salesforce and review new opportunities, update client details and prospect records. Talk with key account manager to review customer activity and adoption goals.

12.00. Meeting with senior management on progress of targets and objectives.

1:00 p.m. Meet with marketing to discuss new products and new product launches

2:00 p.m. Speak to subsidiary offices in the USA to ensure that they are happy with new product launches and proposed latest sales promotions and latest market intelligence.

4.00 p.m. Discuss current pipeline and forecasting, customer upgrades, and pricing proposals.

5:30 p.m. Catch up with any new emails from the entire sales team.



  Nowadays, the sales manager is expected to play a much more strategic role in the company and is required to make a key input into the formulation of company plans. This theme is developed in Chapters 12 and 15. There is therefore a need to be familiar with the techniques associated with planning, including sales forecasting and budgeting. These are discussed in Chapter 16. The sales manager also needs to be familiar with the concept of marketing to ensure that sales and marketing activities are integrated. This is demonstrated later in this chapter. In many companies, the emphasis is less on sales volume and more on profits. The sales manager needs to be able to analyse and direct the activities of the sales force towards more profitable business. In dealing with a sales force, the sales manager must be aware of modern developments in human resource management.

  Perhaps one of the most significant developments affecting selling and sales management in recent years has been the evolution of the marketing concept. Because of its importance to selling, we will now turn our attention to the nature of this evolution and its effect upon sales activities.




  1.8 Sales and marketing orientations

  In tracing the development of the sales and marketing orientations, it is important to discuss the way in which they were developed, as well as how they are currently relevant in business.

  The business environment has traditionally been centred on five main business philosophies, which have also been referred to as ‘orientations’ or ‘concepts’. The suggested synopsis of the emergence of these orientations highlights the evolutionary aspect of both the business environment and of the field of sales and marketing. It could, indeed, be argued that it is this very subtle yet relevant evolution that has led to the business philosophies acquiring such long-term popularity that they are still significant within the current market-place. The five main business philosophies are:

  
	Selling orientation

	Production orientation

	Product orientation

	Marketing orientation

	Service orientation.

  

  Although the basic idea of marketing as an exchange process probably dates as far back as the barter system in ancient history, marketing management as we know it today seems more likely than not to have been a result of the industrial revolution that took place post-World War II.


Sales or selling orientation

‘Selling orientation’ or ‘sales orientation’, one of the five main philosophies accepted within the business arena, is likely to have been created in the 1920s and ’30s, when organisations created increasingly large and increasingly pushy sales forces.

Sales orientation is characteristically adopted when the main aim of a company is to sell products due to over-capacity and excess supply, or when customers need to be persuaded about the products. In such scenarios, companies tend to believe that they can only sell sufficient products by means of aggressive sales and promotion of their products and services. Consequently, in such situations, it is anticipated that the focus of businesses becomes to sell what they have rather than to provide what the customers want. With the large-scale introduction of mass-production techniques in the 1920s and ’30s, particularly in the United States and Western Europe, and the rapid worldwide increase in competition that accompanied this, many firms adopted a sales orientation.

The sales-orientated company is one where the focus of company effort switches to the sales function. The main issue here is not how and what to produce but, having products, how to ensure that these products are sold. The underlying philosophy towards customers in a sales-orientated business is that, if left to their own devices, customers will be slow or reluctant to buy. In any case, even those customers who are seeking to purchase the type of product or service the company produces will have a wide range of potential suppliers. This situation is exacerbated when, in addition to sufficient capacity on the supply side, demand is depressed. Such was the case in many of the developed economies in the 1930s, and it was in this period that many ‘hard sell’ techniques developed. Many of these were dubious, even dishonest, and much of the tainted image accompanying selling derives from their use.

Many companies still adopt a sales-orientated approach to doing business, even though customers are better protected against its worst excesses, as discussed in Chapter 13. Today, this type of orientation is often found in markets where supply exceeds demand, usually in companies with a heavy investment in fixed-capital equipment, such as building and technology. For instance, when supply of accommodation exceeds demand, as is often the case during off-peak periods, the hotel sector may be seen to adopt a sales-orientated approach. Here, the focus of the hotels shifts from a strategy built around the maximisation of rates to a tactic based on the maximisation of occupancy. Subsequently, rates are lowered in an attempt to attract a wider audience and increase sales through volume. Thus, in this scenario, the aggressive sale of rooms is favoured in an attempt to cover the high fixed-capital costs, such as overheads, associated with these types of businesses. However, it should be emphasised that when demand is high, the tactic adopted by these hotels is instead to sell their rooms at the highest rate possible, thereby achieving rate maximisation.




Production orientation

It could be argued that production orientation was developed prior to sales orientation. The pre-1920s era was characterised by company efforts being focused on producing goods or services. More specifically, management efforts were aimed at achieving high production efficiency, often through the large-scale production of standardised items. In such situations, other functions such as sales, finance and personnel were secondary to the main function of the business, which was to produce. More importantly, the underlying philosophy was that customers would purchase products, provided they were of a reasonable quality and available in sufficiently large quantities at a suitably low price.

Such a philosophy was initiated by Henry Ford when he mass-produced the Model T Ford in Detroit in 1913. His idea was that if he could produce a standard model vehicle in large quantities using mass-production techniques, then he could supply a potential demand for relatively cheap private transport. At the time, Ford was correct; such a demand existed, and his products proved successful. A production orientation to business was thus suited to an economic climate where potential demand outstripped supply, as was the case in the United States at that time. However, times change, and such a philosophy is not conducive to doing business in today’s economic climate, where potential supply usually outstrips demand.

This business philosophy favours the belief that customers select products and services that are widely available and at the lowest possible price. Consequently, businesses adopting the ‘production orientation’ favour continual emphasis on production efficiency through reduction of operational costs and economies of scale. However, this focus on price efficiency may result in a reduction in product quality. Subsequently, when supply is greater than demand, such products could fail to compete effectively with quality products or products offering greater benefits, and thus ultimately lose market share.

It becomes evident that these issues would have given rise to a necessity to manage surplus capacity. Hence, the ‘selling orientation’ would indeed have emerged.

Although, historically, this situation was apparent at the time of the Industrial Revolution, and again during the 1950s when there was exceptional worldwide demand for products mainly supplied by the Western hemisphere, the ‘production orientation’ is, in contemporary terms, often found in markets where demand exceeds supply. Furthermore, this type of business orientation is most successful in industries or markets where there is limited product differentiation – in other words, when there is little difference between competing products and services. For example, such limited product differentiation exists between the brands operating within the 4-star sector of the UK hotel industry.




Product orientation

In a product orientation, focus is laid on quality and performance. Companies adopting this business philosophy ideally believe that customers choose products for their quality rather than their price – indeed, the epitome of 5-star hotels. The aim of businesses adopting the ‘product orientation’ is to produce the best products or offer the best services on the market. This is likely to be achieved through continuous improvement of products and services through, for instance, the addition of new features and added value, such as customer service helplines.

However, the negative outcomes of such moves could be two-fold. On the one hand, a company might price itself out of the market or be forced to match competitors’ prices, thus damaging profitability, while on the other hand, it is possible that such extra features may not be required or wanted by either existing or potential customers.




Marketing orientation

It is unclear exactly when the idea of marketing or customer orientation began to emerge; in some ways the central importance of the customer has perhaps always been recognised in the long history of trading. Not until the 1950s, however, did the ideas associated with the marketing concept begin to take shape. The marketing concept – initially a US phenomenon – arose partly as a result of dissatisfaction with the production and sales orientations, partly as a result of a changing environment, and partly as a result of fundamental business sense.

It was not really until the 1960s and ’70s that organisations began to move away from a ‘sell what we can make’ type of thinking, in which marketing was at best a peripheral activity, towards a ‘find out what the customer wants and then we’ll make it’ type of market-driven philosophy. Marketing orientation was thus created. The marketing concept, sometimes referred to as the customer orientation or even the customer-led approach, began to gain momentum as a core business philosophy in the United States during the 1950s. Marketing orientation has evolved from mainly the sales orientation and the production orientation, although both of these forms of business are still in evidence today throughout the business environment.

Yet, rather than ignore the earlier approaches to business, the marketing orientation tends to incorporate some aspects of each of the three other business philosophies. Indeed, companies following the marketing orientation believe in improving product quality, just like those adopting the product orientation. However, marketing-orientated businesses mainly differ from product-orientated businesses in the sense that the former will invest in such improvements only if it has been identified that customers would perceive these as being beneficial. Like businesses favouring a production orientation, those adopting a marketing orientation will also identify the reduction of costs and improvement of efficiency as one of their primary aims. Additionally, businesses following a marketing orientation may in the short term adopt tactics of promotion and price discounting – methods that are traditionally associated with a selling orientation.

However, marketing orientation still offers a fundamentally different approach to business. Indeed, as Kotler et al.10 advocate, marketing orientation is the only business philosophy that adopts an ‘outside-in perspective’, as opposed to the ‘inside-out perspective’ favoured by the other business philosophies. In other words, instead of starting off with the organisation and its products as the core of a business, as is the case with three of the other business philosophies, marketing orientation starts off with the customer at the core of a business.

‘Under the marketing concept, customer focus and value are the paths to sales and profits.’11 Therefore, companies adopting the marketing orientation aim to focus on the genuine needs and wants of their target audiences. Marketing-orientated organisations have been described as being underpinned by three key elements: a customer focus or orientation, a competitor focus or orientation and internal or inter-functional coordination.12 Focusing on the customer’s wants and needs allows the organisation to make offers that are have greater value to the customer. These offers should be developed with a clear understanding of what the competitors in this market are doing and should be delivered through each part or function of the organisation working together to provide the best service possible to the customer. For a customer focus to be achieved, it is necessary for organisations to invest in the skills and competences of the sales team.13 Consequently, it could be said that the main difference between marketing orientation and the other business philosophies lies in the attitude of companies towards the customer and to the market in which they operate. Simply put: the customer is of most importance.

Additionally, not only does the marketing orientation emphasise the customer as the key to business growth and survival but, more importantly, a business adopting a marketing orientation seeks to provide the goods and services that its customers want to buy. Therefore, it can be clearly seen that the strength of the marketing orientation lies in the focus on the buyer as the key component in the marketing process.

The marketing concept holds that the key to successful and profitable business rests with identifying the needs and wants of customers and providing products and services to satisfy them. On the surface, such a concept does not appear to be a far-reaching and fundamentally different philosophy of business, but, in fact, the marketing concept requires a revolution in how a company thinks about, and practises, its business activities as compared with production or sales orientation. Central to this revolution in business thinking is the emphasis given to the needs and wants of the customer. The contrast between this approach and, for example, that of a sales-orientated company is shown in Figure 1.3.

Increasingly, companies have come to recognise that this different approach to doing business is essential in today’s environment. Consumers are now better educated and more sophisticated. Real incomes have increased steadily over the years and consumers now have considerable discretionary spending power to allocate between an increasingly diverse range of products and services. Too many companies have learnt the hard way that having what they feel to be a superior product, efficient production and extensive promotion – laudable though these may be – is not sufficient to confer automatic success. To have any chance of success, customer needs must be placed at the very centre of business planning. In part, this emphasis on understanding the consumer explains the development of those concepts and techniques aimed at understanding buyer behaviour. In Chapter 4, we develop a framework within which consumer and organisational buying behaviour may be analysed.
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Service orientation

The concept of the service orientation has been more recently added to the sales and marketing lexicon and it moves attention from the product to servicing the customer. Research by Vargo and Lusch14,15 suggested that organisations can adopt a service-dominant philosophy in business processes. The service-orientated organisation bases its business philosophy on the service elements of its offer (the intangible, interactive or process elements), which can be used to create and co-create value with the customer. In order to provide the goods and services that the customer requires, the selling organisation has to engage its knowledge, competences and processes in a unique combination to meet the customer’s requirements, provide satisfaction and create value.16

The development of the service orientation has the potential to change the organisation’s culture, operating procedures and its strategic outlook. A service orientation combines the concepts of service in exchange, customer orientation and relationship building into a construct that provides benefits for all parties. Service orientation places the customer at the heart of strategic thought, where the goods (products or services) are secondary to the service of exchange,17 and where value is created through marketing, sales, delivery and invoicing processes. A service orientation is when the organisation focuses on how it engages with external agents, such as its suppliers and customers, with the aim of satisfying their needs.

Salespeople become the essential link between the organisation and its customers, as they manage the expectations of both parties.18 It will be the salesperson’s ability to derive what the customer needs/wants from the exchange and offer an appropriate, or superior, value proposition that will be the main source of competitive advantage in a service-orientated organisation.19 Of course, actual success will be reliant on the selling organisation being able to deliver what the salesperson promises, and to do this the salesperson will need to have access to the organisation’s supply chain or network. The adoption of a service perspective places sales, as well as marketing functions, at the centre of the organisation’s competitive strategy.
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