Sales Management
Development

coping with the changing complexity of the everyday sales situation

Change is a significant factor of life
in every business today. The ability
to master and deal with change has
become an important factor in
sales management development.
Today’s sales manager faces an im-
portant, yet baffling dilemma
. . . how to sell maximum product
volume and to recover maximum
dollars, while controlling the cost
of distribution, to adequately ser-
vice the product in such a way that
builds the company and product
reputation. In our changing socio-
economic environment these ob-
jectives can be challenging and
frustrating to the sales manager.
To accomplish the effort, sales
managers must achieve their ob-
jectives through individuals,
through concerted team effort,
through effective control mechan-
isms and through organizational
leadership. The changing complex-
ity of the everyday sales situation
requires individual as well as eom-
bined group efforts. Sales manag-
ers are often charged, not only
with the responsibility for writing
business volume, but also control-
ling the business in terms of
recovery on the sales, expense of
securing the sales and maintaining

sound customer relations which
leads to increased, sustained or-
ganizational growth. Sales manag-
ers achieve their objectives by de-
veloping and applying the capaci-
ties of the people under their
direction. The sales manager must
practice the techniques of securing
objectives through group effort
directed toward the basic purpose
of the existence of the organiza-
tion, earning an adequate profit on
the invested capital,

Sales managers are charged
with comprehensive, stimulating
and challenging circumstances.
Yet, as they are promoted from
selling, to supervising, to manag-
ing, they recognize that the jobs of
selling and managing are notf
necessarily the same, and do not
call for the same skills. Compe-
tence as a salesperson is no guar-
antee of management success.

Salespersons promoted to the
job of managing are often expected
to perform the management role
with little or no development.
When jobs of selling and managing
are not properly differentiated in
the promotion-selection process,
there tends to be a self-perpetua-
tion cycle of management. Not

Leroy G. Cougle

only are managers expected to be-
have as salespersons, but their re-
placements are selected on the
basis of selling ability and continue
to receive little or no management
training and development. This
pattern of inadequate management
development tends to perpetuate
any ineffectiveness of the sales
management organization.

Today’s sales managers will be
tomorrow’s top sales executives,
and, in all probability, will contin-
ue the cycle under which they
were developed. It may well be
that they know of no other pattern
to follow in developing their sub-
ordinates.

Any sales management training
effort should be directed toward
developing a better understanding
of the job of managing and admin-
istering the sales effort. Ii should
also attempt to provide knowledge
of the concepts, approaches and
methods that can best be uiilized
by the sales managers when per-
forming their managerial function.

The sales management develop-
ment effort should alsc attempt to
develop an awareness and ability
to cope with the changing environ-
mental factors which impact on the
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organization, its product, and the
sales manager’s job. Finally, the
sales management training effort
should provide a framework for
continuing study and development
of the manager.

Influential Variables

The sales management training
effort will be influenced by the fol-
lowing variables: the manager be-
ing trained, based on the personal-
ity characteristics which that man-
ager brings into the sales manage-
ment training situation; the im-
mediate associates and the
interpersonal relationships which
the manager has established
among subordinates, peers and su-
periors, which will be influenced
by the formal, as well as the in-
formal role expectations and group
values of the individuals involved;
the task assigned 1o the sales man-
ager and the behavior change

which should result from the
program will be an important
influencer in determining the ef-
fectiveness of the sales training ef-
fort; and finally, the organization
with its formal and informal
authority structure, work environ-
ment and control system.

If the variables influencing any
sales management training activi-
ty are accepted as the personal
skills, the interpersonal skills, the
task skills, and organizational
skills of the manager invelved, one
can develop a general sales man-
agement training strategy focus-
ing on strengthening any or all of
these skill areas. As we examine
these specific skill areas, it will be
seen that virtually anything which
impinges on the exercise of sales
management can be subsumed
within one of these areas. Virtually
anything that impinges upon the
exercise of effeefive management

can be identified and included
within one of these areas.

Personal skills are those attitud-
inal and motivational dimensions
and areas of general knowledge
which accrue to any sales manager
through the normal education and
socialization processes. The gen-
eral appearance and stature of the
sales manager can be classified as a
personal skill. The sales manager’s
personal code of ethics, though not
specifically measurable, is mani-
fested in daily managerial activi-
ties and behaviors. What is gener-
ally considered to be one’s general
attitude toward life, such as enthu-
siasm, initiative, loyalty and per-
severance would all be included
under the set of personal skills.

A salesperson observing the
sales manager in action develops
insights into the personality of the
sales manager, and these insights
will greatly influence the salesper-
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fluence sales. They can create
favorable buying attitudes by the
image they create of the company
and the product through personal
activities, by use of advertising
and promotional materials, and
perhaps, by manipulation of the
terms of the sale.

Not only do the interpersonal
skills of the sales manager
strengthen the selling skills of the
sales force, but they also help
identify and bring along for ad-
vancement those unusual individ-
uals with management potential.
This aspect of sales management
development can be viewed as ver-
tical loading as opposed to hori-
zontal loading. Sales managers are
in the ideal pesition to watch for
promising candidates, but must be
cautious of building a sales man-
agement team built on their own
images.

Management potential is hard to
measure and reasonable judg-
ments require considerable per-
iods of personal contact. Sales
managers must recognize that in
their interpersonal relations with
their sales force, they greatly in-
fluence their attitudes, knowledge
and work habits. Whether they
choose to or not, sales managers
are constantly affecting the sales-
person’s ability to sueceed.

Motivational Effect

The task skills are those devel-
oped by the manager within the
sales management development
program. The manager can also
develop these task skills as a result
of prior experience. However, the
development of the skills is the re-
sponsibility of the employing or-
ganization. While motivation
might be thought of as a personal
skill, it might be worthwhile to
consider motivation as an aspect of
task skill development.

In general, it can be accepted
that for a given increment of moti-
vation there is a more positive ef-
fect on the performance of sales
managers high in their managerial
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ability, rather than those low in
managerial ability. Motivated
sales managers, when given the
skills and knowledge to perform
the task in a specified manner, but
denied the full opportunity to em-
ploy the task skills, and perhaps
provided negative feedback which
might adversely affect their orig-
inal motivation, will perform less
positively than sales managers
given the opportunity to perform
their task skills.

For this reason, it behooves the
superior to specifically identify
those task skills and knowledge re-
lated to them in such a way that al-
lows the sales manager to develop
an adequate level of performance
within the task skills.

Some of these task skills might
include: the maintenance function
within the organization to maintain
the quality standards required of
the salesperson; the selection and
the training of the sales force; im-
plementation of company plans and
policies; supervision through
direction, motivation and control;
administration of the office and
sales force; and related general
duties expected of the sales man-
ager. The development of these
task skills must be based on the or-
ganizational as well as the sales
manager's needs. It behooves the
superior to provide the techniques
and training strategy best suited
to the particular sales manager
. . . consistent with the prevailing
climate within the organization.

As a part of the task skills devel-
opment, the training program
must be stated in objectives which
are operational and which suggest
the operation’s necessity for re-
sults. The objectives should also
provide some means to measure
the aceomplishment of the sales
manager during his or her task
skills development process. At the
same time, the objectives must be
directed and geared toward the
needs of the organization. The ob-
jectives should be coordinated, not
only with the development objec-

tives of the sales manager, but also
with the overall developmental ob-
jectives of the organization.

“ldeal Climate”

The ideal climate for developing
the sales manager can be thought
of as one in which the objectives
for development are clearly identi-
fied and understood at all levels
within the organization and within
the development process. Also,
that the basic principles, inten-
tions, beliefs and assumptions of
upper management are communi-
cated and understood by the sales
manager. That responsibility and
authority is delegated to the sales
manager in order to promote chal-
lenge, and allow him or her to prof-
it from any mistakes through
guidance from superiors.

Controls are established so that
sales managers can periodically re-
view their own development pro-
cess. Current managerial practices
do not conflict with the sales man-
ager’s development program. The
management must accept the re-
sponsibility for the development
efforts of the sales manager. Mere-
ly sending the sales manager to
training programs, outside semin-
ars and workshops, and expecting
change and improvement to occur,
is not sufficient.

Top management must realize
and accept that improved perform-
ance within the development effort
is not likely to result if top man-
agement does not take an active
part in the sales management de-
velopment program, especially in
the area of developing those task
skills necessary to perform the job
functions. It is the responsibility of
upper management to identify
those task skills and behaviors
which are critical to the success of
the sales manager’s performance.

In carrying out its role, the or-
ganization relies on the individual
inputs which relate closely to per-
sonal skills, task inputs which re-
late to task skills, and organization
inputs which are those elements
that rely on the organizational en-
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purpose and direction, selling abil-
ity, sympathetic understanding,
enthusiasm, tact, and faith.

In addition, the manager brings
to the job personal needs, a need
for security, attention, acceptance,
status, association, responsibility,
accomplishment, friendship and
righteousness.

Education vs. Success

Upper management is increas-
ingly recognizing that the best
salespersons do not necessarily
make the best sales managers, and
that selling and managing require
different skills and abilities.
However, many managers are
being selected for promotion to
sales manager based on their char-
acter traits and sales success.

“Typical” character traits as-
cribed to salespeople since the
early days of the hard sell have
been found to have little basis in
reality. Those traits which make
for success in sales management
are the same as those traits which
win the approval of employers in
other oceupations. In some cases,
we find a high degree of emphasis
on the ievel of education. There
seems to be limited significance or
correlation between level of educa-
tion and sales success. Education
will assist the sales manager in ad-
justing and accepting the training
and development he or she will re-
ceive.

Sales managers must attempt to
update their formal education in
some way by achieving: an appre-
ciation of the quantitative methods
used in business today; an expo-
sure to the social and behavioral
sciences necessary to work with
people and better understand sub-
ordinate behavior; and an under-
standing of the other functions of
the business, especially finance
and production.

The sales management develop-
ment effort will not be to change
these needs, drives and character-
isties, but to build on them by de-
veloping a realistic and compre-
hensive training and development

effort by strengthening those
characteristics which the individ-
ual has which contribute to the
overall success of the organization
sales effort. The point fo remem-
ber in dealing with the personality
skills, is to clearly identify those
skills which are necessary to effec-
tively manage the sales effort and
which are important to the sales
management structure, but not to
try to develop a training program
to develop, modify or replace any
of the personality skills which the
individual brings to the sales man-
agement situaticn.

Interpersonal Skills

Sales managers are responsible
for more than establishing positive
attitudes among their salespeople.
They are important contributors to
the salesperson’s knowledge of
selling techniques, product, work
organization and work habits. Or-
dinarily, a salesperson’s ability de-
pends a great deal on the efforts of
the sales manager. Some compan-
ies run formal training courses and
expose their salespeople to lec-
tures, seminars, demonstrations,
ete. Even in these circumstances,
the sales manager, if he or she is
not, in fact, conducting the train-
ing program, has a great deal te do
with the individual and eventual
success of the formal training
through interpersonal actions with
the salespeople. The sales
manager must give support to the
sales techniques learned in the
training, and must follow up in the
initial training with on-the-job
coaching. It takes time tc develop
skills to learn product adaptations
and improvement, and to practice
new presentation procedures —
and, all along the way, the sales
manager is the key element.

Sales managers contribute to
the development of the salesper-
son’s work habits. They also have
the responsibility of providing
proper field service to the
salesperson. Equally important,
sales managers can personally in-
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fluence sales. They can create
favorable buying attitudes by the
image they create of the company
and the product through personal
activities, by use of advertising
and promotional materials, and
perhaps, by manipulation of the
terms of the sale.

Not only do the interpersonal
skills of the sales manager
strengthen the selling skills of the
sales force, but they salso help
identify and bring along for ad-
vancement those unusual individ-
uals with managemeni potential.
This aspect of sales management
development can be viewed as ver-
tical loading as opposed o hori-
zontal loading. Sales managers are
in the ideal position to watch for
promising candidates, buf must be
cautious of building a sales man-
agement {eam built on their own
images.

Management potential is hard to
measure and reasonable judg-
ments require considerable per-
iods of personal contact. Sales
managers must recognize thai in
their interpersonal relations with
their sales force, they greatly in-
fluence their attitudes, knowledge
and work habits. Whether they
choose o or not, sales managers
are constantly affecting the sales-
person’s ability to succeed.

Motivational Effeci

The task skills are those devei-
oped by the manager within the
sales management development
program. The manager can also
develop these task skills as a result
of prior experience. However, the
development of the skills is the re-
sponsipility of the employing or-
ganization. While motivation
might be thought of as a personal
skill, it might be worthwhile to
consider motivation as an aspect of
task skill development.

In general, it can be accepted
that for a given increment of moti-
vation there is a more positive ef-
fect on the performance of sales
managers high in their managerial
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ability, rather than those low in
managerial ability. Motivated
sales managers, when given the
skills and knowledge to perform
the task in a specified manner, but
denied the full opportunity fo em-
ploy the task skills, and perhaps
provided negative feedback which
might adversely affect their orig-
inal motivation, will perform less
positively than sales managers
giwven the opportunity to perform
their task skills.

For this reason, it behooves the
superior to specifically identify
those task skills and knowledge re-
iated to them in such a way that al-
lows the sales manager to develop
an adegunate level of performance
within the task skills.

Some of these task skills might
include: the maintenance function
within the organization to maintain
the guality standards required of
the salesperson; the selection and
the training of the sales force; im-
plementation of company plans and
policies; supervision through
direction, motivation and control;
administraiion of the office and
sales foree; and related general
duties expected of the sales man-
ager. The development of these
task skills must be based on the or-
ganizational as well as the sales
manager's needs. 1I behooves the
superior to provide the technigues
and training strategy best suited
to the particular sales manager
. . . consistent with the prevailing
climate within the organization.

As a part of the task skills devel-
spment, the iraining program
must be stated in sbjectives which
are operational and which suggest
the operation’s necessity for re-
sults. The objectives should also
provide some means Lo measure
the accomplishment of the sales
manager during his or her task
skills development process. At the
same time, the objectives must be
directed and geared toward the
needs of the organization. The ob-
jectives should be coordinated, not
only with the development objec-

tives of the sales manager, but also

with the overall developmental ob-

jectives of the organization.
“ldeal Climate”

The ideal climate for developing
the sales manager can be thought
of as one in which the ohjectives
for development are clearly identi-
fied and understood at all levels
withio the organization and within
the development proecess. Also,
that the basic principles, inten-
tions, bellefs and assurnptions of
upper management are communi-
cated and understood by the sales
manager. That responsibility and
authority is delegated {0 the sales
manager in order to promote chal-
lenge, and allow him or her to prof-
it from any mistakes through
guidance from superiors.

Controls are established so that
saies managers can periodically re-
view their own development pro-
cess. Current managerial practices
do not conflict with the sales man-
ager’'s development program. The
management must aceept the re-
sponsibility for the development
afforts of the sales manager. Mere-
Iy sending the sales manager o
training programs, ouiside semin-
ars and workshops, and expecting
change and improvement to oeeur,
is not sufficient.

Top management must realize
and aceept that improved perform-
ance within the development effort
is not likely to result if top man-
agement does noi ifake an aetive
part in the sales management de-
velopment prograin, especially in
the area of developing those task
skills necessary to perform the job
functions. It is the responsibility of
upper management to identify
shose task skills and behaviors
‘hich are eritical to the success of
the sales manager’s performance.

In earrying out its role, the or-
ganization relies on the individual
inputs which relate closely to per-
sonal skills, task inputs which re-
iate to task skills, and organization
inputs which are those elements
that reiv on the organizational en-
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vironment and interpersonal skills
practiced by the members of the
organization. It is the interaciion
of these elements which deter-
mines the effectiveness of the or-
ganization and of the sales man-
agement development effort.
Summary

This article has attempted to
identify the need for personal
skills, interpersonal skills, task
skills and organizational skills in
the development of the sales man-
ager. The personal skills are those
attitudes and motivations which
the individual brings to the sales
managemernt job. The interperson-
al skills are those behaviors which
relate specifically to the interac-
tion the sales manager has with
other members of the organiza-
tion, and with persons outside the
organization. Task skills are those
behaviors that deal specifically
with the technical competence of
the sales manager. Urganization
skills are knowledge and abilities
that allow the sales manager to
function within the organization.
No sales management develop-
ment effort can be suecessful with-
out taking into account all four fac-
tors. In each area, the superior
must identify the important in-
gredients to be developed and pro-
vide a climate and strategy for de-
veloping them.

In order to adequately manage
the sales force, the sales manager
must understand the organization
variables and the philosophy exist-
ing within the managerial struec-
ture. The demands that the var-
lous managerial roles make upon
an individual may be harmonious
and confident with each other or
they may be in conflict. In conflict
situations, the organizational ef-
fectiveness, as well as the well-
being of the sales manager, are
placed in jeopardy. It therefore be-
hooves the organization to make
certain that the sales manager, as
part of his or her development pro-
cess, understands the philosophies
and concepts practiced within the

organization.

Any work organization is an
open sysitem consisting of the pat-
terned activities of a number of in-
dividuals engaged in transactions
within their surrounding environ-
ment. These transactions were
discussed in an earlier article in
this journal relating to transac-
tional analysis. The organizational
system operates within a given
boundary which separates it from
its environment. The organization
takes inputs from its environment
and carries these out by way of the
sales manager. The organization
collects information about its mar-
ket, its competitors, ete., and an-
alyzes the information, makes de-
cisions about the quality, quantity
and price of the product, and pass-
es these decisions through to the

sales manager. All of these are a
part of the organizational environ-
ment, and if the sales manager is
to succeed, he or she must under-
stand the meaning, place and utili-
ty of each, as they apply to him or
her and to the total environment.

Leroy G. Cougle, Ph.D., is president
of Associated Training Systems, Lib-
ertyville, Ill. Prior to forming his own
consulting firm approximately six years
ago, he worked for several major corpor-
ations in the area of training and organi-
zation and development. Associated
Training Systems provides services to
client companies in the full range of
training and organization development.
He has provided sales training consult-
ing assistance to major companies. In
addition to ASTD, he is also a member of
NSPIL
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