
SALES & DISTRIBUTION MANAGEMENT

UNIT 1

SALES MANAGEMENT
Sales management is a business discipline which is focused on the practical application of sales 
techniques and the management of a firm's sales operations. It is an important business function as 
net sales through the sale of products and services and resulting profit drive most commercial 
business. These are also typically the goals and performance indicators of sales management.

Sales management is the process of developing a sales force, coordinating sales operations, and 
implementing sales techniques that allow a business to consistently hit, and even surpass, its sales 
targets.

If your business brings in revenue, sales management should be a given. It’s crucial to boosting 
sales performance for any size of operation, no matter the industry.

Besides helping your company reach its sales objectives, the sales management process allows you 
to stay in tune with your industry as it grows, and can mean the difference between merely 
surviving and flourishing.

OBJECTIVES OF SALES MANAGEMENT

Sales management entails numerous objectives which are executed by sales managers. There are 
mainly three such objectives

1. Sales Volume 
2. Contribution to profits 
3. Continuous Growth 

The sales executives in this case are the ones who help implement these objectives. However it is 
the top management who has to outline the strategies to achieve these objectives of sales 
management. The top management should provide products which are socially responsible and are 
marketed in a manner which meets customers expectations and does not break it. Thus sales 
management involves a strong interaction between Sales, marketing and Top management.

Sales volume – Achieving sales volume is the first objective of Sales. The word “volume” is critical
because whenever a product sales start, the market is supposed to be a virgin market. Thus there 
needs to be optimum penetration so that the product reaches all corners of the region targeted. 
Ultimately, penetration levels can be decided on the basis of sales volume achieved.

Contribution to profit – Sales brings turnover for the company and this turnover results in profits. 
Naturally, sales has a major contribution to profit and it is categorized as a profit function in several 
organizations. But there is one more aspect to the contribution of profit by sales.
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Objectives of Sales Management

Sales management entails numerous objectives which are executed by sales managers. There are 
mainly three such objectives

1. Sales Volume 
2. Contribution to profits 
3. Continuous Growth 

The sales executives in this case are the ones who help implement these objectives. However it is 
the top management who has to outline the strategies to achieve these objectives of sales 
management. The top management should provide products which are socially responsible and are 
marketed in a manner which meets customers expectations and does not break it. Thus sales 
management involves a strong interaction between Sales, marketing and Top management.

Sales volume – Achieving sales volume is the first objective of Sales. The word “volume” is critical
because whenever a product sales start, the market is supposed to be a virgin market. Thus there 
needs to be optimum penetration so that the product reaches all corners of the region targeted. 
Ultimately, penetration levels can be decided on the basis of sales volume achieved.

Contribution to profit – Sales brings turnover for the company and this turnover results in profits. 
Naturally, sales has a major contribution to profit and it is categorized as a profit function in several 
organizations. But there is one more aspect to the contribution of profit by sales.

The objective of sales management is to sell the product at the optimum price. Some companies 
might target a premium pricing for a product to make it premium in the market. But if the sales 
team drops the price, then the objectives are not being met and the profit is dropping. This has to be 
kept in check by seniors as price drops directly affect the margin of the product.

Continuous growth – A company cannot remain stagnant. There are salaries to be paid, costs have 
been incurred and there are shareholders to be answered. So a company cannot survive without 
continuous growth. If there is no innovation at the product level or at the company level, then the 
company has to be blamed. But if the products are good, and still the penetration is not happening, 
then it is the fault of sales manager and sales executives.

It is the job of marketing to take feedback and bring new products in the market. But if the sales 
team does not provide the appropriate feedback of “Why the product is not selling”, then growth 
becomes impossible. This is why, more penetration and more growth is in the hand of sales people.

PERSNOL SELLING

Personal selling is where businesses use people (the "sales force") to sell the product after meeting 
face-to-face with the customer. The sellers promote the product through their attitude, appearance 

SI
TM

, R
EW

AR
I



and specialist product knowledge. They aim to inform and encourage the customer to buy, or at 
least trial the product.

Features of Personal Selling: 

1. He must maintain lasting relations between the firm and its customers.

2. It is a creative art. He creates wants in customers. A human need may change into human want 
but because of salesmanship. He should possess the ability to convert needs into wants.

3. He must talk in the point of view of customers and engage their mind to his point of view. That 
is, the ability of the salesman must influence the customers’ mind.

4. He must satisfy the consumers not only by selling products but also provides knowledge and 
assistance to satisfy the needs of consumers.

5. The new type of salesman has to play an important role in the total marketing process. Thus he 
must have the ability to learn and ability to communicate expert knowledge, in which he deals. 
Apart, typically, considerable weight has been put upon the importance of the art of persuasion a 
necessary characteristic of good selling.

Objectives of Personal Selling: 

Personal selling has two types of objectives-long-term and short-term. The long-term objectives, 
which are more or less permanent, are broader. These are also known as qualitative objectives.

The objectives under this head are: 

1. To do the entire job.

2 To serve the existing customers.

3. To search out and obtain new customers

4. To secure and maintain customers’ co-operation in stocking and promoting the product line.

5. To keep customers informed of changes in the product line.

6. To assist customers in selling the product line.

7. To provide technical advice and assistance to customers.

8. To handle the sales personnel of middlemen.

9. To provide advice and assistance to middlemen whenever needed.

10. To collect and report market information on interested matters to company management.

Apart from these qualitative objectives mentioned above, certain quantitative objectives are also 
assigned, known as short-term objectives, to personal selling, and they are: 

1. To obtain a specified sales volume.

2. To obtain sales volume in ways that contribute to profit objectives, by selling proper mix of 
products.
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3. To keep the personal selling expenses within specified limits.

4. To secure and retain a specified share of the market.

Personal Selling-Objectives: (Qualitative): 

1. To do the entire selling job (as when there are no other elements in the promotional mix).

2. To “serve” existing accounts {i.e., to maintain contacts with present customers, take orders etc.)

3. To search out and obtain new customers.

4. To secure and maintain customer’s cooperation in stocking and promoting the product line.

5. To keep customers informed of changes in the product line and other aspects of marketing 
strategy.

6. To assist customers in selling the product line (as through “missionary selling”).

7. To provide technical advice and assistance to customers (as with complicated products and where
products are specially designed to fit buyers’ specifications).

8. To assist with (or hand) the training of middlemen’s sales personnel.

9. To provide advice and assistance to middlemen on various management problems.

10. To collect and report market information of interest and use to company management.

Objectives (Quantitative): 

1. To obtain sales volume in ways that contribute to profit objectives.

2. To keep personal-selling expenses within certain limits.

3. To secure and retain a certain share of the market.

4. To obtain some number of new accounts of given types.

5. To secure a given percentage of certain accounts’ business. — Still and Cundiff

THEORY OF PERSONAL SELLING
There are three main theories of personal selling, which are as follows-
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1. AIDAS Theory

– The proponents of this theory believe that a salesperson should design his presentation in such a 
manner which takes care of all these stages of the process of selling.

Attention: The salesperson should attract the prospect to his presentation before he actually goes 
into the details of the same.

Interest: Once the salesperson has successfully gained the prospect’s attention, he/she should 
maintain interest of the prospect throughout the presentation.

Desire: The next step in the sales process, as per the AIDAS theory, is to create a strong desire in 
the prospect’s mind to purchase his product.

Action: Once the salesperson has been successful in taking his prospect through the three stages. It 
would be interesting for us to understand that even after going through three stages attention, 
interest and desire; the prospect may still have some doubt or some inertia which will stop him for 
taking the final decision of actually buying the product. Now it’s important task to salesperson to 
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help his prospect in taking the final decision.

Satisfaction: Once the prospect has placed an order, the salesperson ensures that the prospects carry 
the impression of having the right decision. He should always thank the prospect and even go to the 
extent of saying “I appreciate your choice sir, you have taken an excellent decision”.

This is how AIDAS theory works to become a successful salesperson.

2. Right Set of Circumstances Theory –

If the salesperson is successful in securing the prospect’s attention, maintaining his interest and 
including his desire to buy the product, sales will result. Moreover, if the salesperson is highly 
skilled, he will control of the presentation, which would lead to sale.

3. Buying Formula Theory –

The buying formula theory is based on the analysis of the sequence of events that goes in the 
buyer’s mind during the sales presentation. The sequence of events in a prospect’s mind can be 
represented as-

The Process of Personal Selling
1. Prospecting: 

Searching for prospects is prospecting. Here, prospect is a person or an institution who is likely to 
be benefited by the product the salesman wants to sell and can afford to buy it.

Prospecting is the work of collecting the names and addresses or persons who are likely to buy the 
firm’s products and services. Provide encompasses even the discovery of special needs and 
multiplying the sales with existing clientele.
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While collecting the details, ‘suspects’ must be separated from ‘prospects’ to avoid or reduce waste 
of time, treasure and talent. There are definite methods of prospecting.

1. Endless chain method,

2. Centre of influence method,

3. Personal observation method,

4. Spotter’s method,

5. Cold-canvas method;

6. Direct mail and

7. Telephone method.

2. Pre-approach: 

Pre-approach is to get more detailed facts about a specific individual to have effective sales appeals 
on him or her. It is a record round effort to get details regarding the prospect such as his ability, 
need, authority, accessibility to buy; it is a closer look of prospects, likes and dislikes, tastes, habits, 
financial status, social esteem, material status, family background and the like.

The objectives of pre-approach are to providing additional qualifying information; to design an 
effective approach strategy; to better the planning information; to avoid serious errors and to build-
up confidence.

The sources of information are his fellow salesmen, customers, local newspapers, special 
investigators, sales office, directories, observation and the prospect.

3. Approach: 

Approach means the meeting of the prospect in person by the salesman where he makes face to face
contact with prospects to understand them better. Approach is such a delicate and critical stage of 
the sales process that the sales are either won or lost.

Approach is stepping stone for sales presentation. It is because of this delicacy that sales are likened
to a chain where break of one link will break it into useless lump of hooks.

Success follows the salesman who possesses courage, courtesy and confidence. The objectives of 
approach are: To help the salesman to make a favourable impression; to amplify the detailed 
information obtained by the salesman at pre-approach level; to convert the favourable attention of 
the prospect easily and smoothly into the sales proposition.

4. Presentation and demonstration: 

Presentation implies an array and decoration of articles in the shop. It is the heart of selling process. 
Effective presentation has the capacity to convince the customer of his sales proposition. It creates 
and holds the interest of customers towards the products. It would be wrong to assume that all those
who enter the shop do buy the products.
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Normally, most of the prospects visit the shop to see prior to their decision to buy. This casual visit 
can be a commitment visit provided products are displayed, presented and demonstrated by the 
salesmen in an appealing manner. Demonstration is a part of presentation because, more description
is not enough.

Demonstration is the crucial task of providing the proofs and providing the statements about quality,
utility, performance and service of a product by evidences of experiment, operation or a test.

The significance of demonstration lies in reducing the sales talk, facilitating the comparison, 
appealing to senses, fortifying the sales talks and convincing the fastidious customers. Here, A-I-D-
A approach works wonders.

5. Overcoming objections:

For a creative and persuasive salesman, the process of selling really starts when the prospect raises 
objections. In absence of sales resistance the salesman is merely an order booking clerk. For every 
action of salesman there is prospect’s pro-action or reaction that is, approval or disapproval.

Each salesman should understand the reasons as to why prospects raise objections because; each 
objection has its roots in the buying decision. An objection is the expression of disapproval of an 
action taken by salesman; it is an adverse reason or an argument indicating clearly that the prospect 
is not yet ready to buy.

These objections may be genuine or mere excuses. Overcoming objections is really a delicate stage 
that makes or mars the unbroken chain of selling process.

Being a very crucial aspect, the experts have a set procedure for overcoming the objections namely, 
listen to the prospect cushion the jolt anticipate the objections and prevent their occurrence. It is the 
creative task of bringing the customer to the sales track once again.

6. Closing:

All the earlier stages of sales talk namely, prospecting, pre-approach; approach, presentation and 
handling the objections have been designed to induce the prospect to make decision to buy so that a 
sale can be concluded.

The success in earlier stages will lead to the last stage of closing the sale and clinch the deal. Here, 
‘close’ means the act of actually getting the prospect’s assent to the sales proposal or he gets an 
order.

The underlying point of closing sale is to persuade the prospect to act right now than postponing or 
delaying the action. It is here that the prospect is turned into a customer desire into demand.

SIZE OF SALES FORCE

In most companies, the sales force is the most critical part of the business; thus determining the 
sales force size is critical in planning for sales governance. Although the corporate sales team is one
of the most valued assets of the company, it can also be expensive to maintain. Increasing the size 
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of the sales force may increase sales volume but at a higher cost to the company. It is therefore 
necessary to determine the optimal sales force size. The size of the sales force will also affect 
territory design.

The three most commonly used methods to determine sales force size are as follows:

Breakdown Method

This is the simplest method among the three. In this method, each member of the corporate sales 
team is assumed to possess the same level of productivity. In order to determine the size of the sales
force needed, the total sales figure forecasted for the company is divided by the sales likely to be 
generated by each individual.

However, this method fails to account for differences in the ability of salespeople and the difference
in potential of each market or territory. It treats the sales force as a function of the sales volume, and
does not take profitability into account.

Workload Method

The workload method is also known as the buildup method. In this method, the total workload (i.e., 
the number of hours required to serve the entire market) is estimated. This is divided by the selling 
time available per salesperson to forecast the size of the sales force. This method is commonly used 
since it is easy to understand and to recognize the effort required to serve different categories of 
customers.

However, this method also has some shortcomings. It assumes that all accounts in the same 
category require the same effort. Other differentiating factors such as cost of servicing, gross 
margins, etc. are not considered after the accounts are categorized. It also assumes that sales persons
are equally efficient, which is generally not true.  One way to overcome this shortcoming is to 
adjust the sales force size, determined in the last step, for efficiency. The sales force can be 
classified into different categories based on their efficiency and the actual number of sales persons 
required can then be calculated with this adjusted number.

Incremental Method

The incremental method is the most precise method to calculate the sales force size. The underlying 
concept is to compare the marginal profit contribution with the incremental cost for each sales 
person. The optimal sales force size as per the incremental method is when the marginal profit 
becomes equal to the marginal cost and the total profit is maximized. Beyond the optimal sales 
force size, the profit reduces on addition of an extra sales person. Therefore, sales people need to be 
added as long as the incremental profit exceeds the incremental cost of adding sales people. The 
main shortcoming associated with this approach is that it is difficult to estimate the additional profit 
generated by the addition of one salesperson and is therefore difficult to develop.

Thus sales force needs to be properly organized, motivated and compensated in order to have the 
right size to do the workload, alignment to cover all needs, and keeping them happy and selling. At 
the end of the day, they are the ones who get the customer to give up their money for the company’s
product or service. 
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Ethical and Social Issues in Sales & Distribution Management 

Everyone, at some time or the other, must surely have been sold a product that he or she 
did not need. Selling is a profession that has been widely criticized for the unethical 
dimensions associated with it. Ethics is the set of rules or standards that govern the 
conduct of a person or members of a profession. Ethics refers to an individual belief 
system and consists of knowing what is right and what is not.

It forms a very important part of sales and is essential for lending integrity to a 
salesperson's behavior. No discussion on ethics is complete without a reference being 
made to social responsibility. Social responsibility exemplifies ethical behavior and is 
defined as an individual's or institution's concern for the consequences of his/its actions as 
these might affect the interests of others in the society.

Companies doing business with no regard to social responsibility run the risk of attracting 
the attention of environmental groups, earning negative publicity, and losing the goodwill 
of society. 

Therefore, companies try to instill a sense of ethics in their employees and conduct business in a 
socially responsible way. Indian companies are now more concerned with corporate social 
responsibility than ever before. Companies in the past were concerned more about making profits 
than anything else.

But in recent times, firms have realized the importance of corporate social responsibility. Corporate 
social responsibility has been defined as the commitment made by businesses to contribute to 
sustainable economic development, to work with employees, their families, the local community, 
and society at large to improve the quality of life. CSR is a process that helps a firm to function 
ethically and make a positive contribution to the welfare of society.

All companies are expected to imbibe values pertaining to corporate social responsibility in their 
mission and make CSR a part of the organizational policies. In order to fulfill their social 
responsibility, companies need to effectively communicate to the public about the company's ethical
policies, set high ethical standards for themselves, and evaluate themselves on ethical performance 
from time to time through means of ethical audits. 

Several countries have passed declarations and policies regarding CSR. The Indian Government has
amended the Indian Companies Act, 1956, making it mandatory for companies to conform to 
certain provisions of this law in order to be accepted as responsible corporates. Although Indian 
companies have been indulging in philanthropic activities of some kind or the other, corporate 
social responsibility is a totally different field altogether. 

There is a much wider scope for corporate social responsibility in the Indian corporate scenario with
its coverage extending to human rights, labor standards, as well as environmental issues. Companies
in the current scenario are operating in an intensely competitive environment. Especially during the 
past 20 years, competition has been rapidly increasing due to globalization. 

According to the US Chamber of Commerce, companies may conduct business on any of the 
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following four levels of social responsibility – obeying the law, meeting public expectations, 
anticipating new social demands, and leading the way. The ethical behavior of an individual is 
influenced by that individual's stage of moral development. An individual passes through three 
levels of moral development -- preconventional, conventional, and principled.

In organizations, the management is largely responsible for the ethical or unethical behavior of its 
employees. A sales manager faces ethical issues that cover the ethical dilemmas of his sales people 
as well as the ethical aspects pertaining to his decisions regarding hiring and evaluating of 
salespersons, assigning territories, etc. The ethical issues facing a sales manager may be studied 
with regard to the sales manager's relationship with his subordinates, the company, customers, and 
competitors. On the other hand, the ethical issues facing a salesperson pertain to the salesperson's 
accountability to the top management, and his relationship with other salespeople and with 
customers. 
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