
 

 

 

 

 

3) Basics to Sales Management & its OrganizaƟon 
 
SALES MANAGEMENT - 
 DefiniƟon and Meaning - 
 
1) The American MarkeƟng AssociaƟon defined Sales Management  - "The planning. direcƟon, and 
control of personal selling including recruiƟng, selecƟng equipping. assigning, rouƟng, supervising, 
paying, and moƟvaƟng as these tasks apply to the personal sales force". 
 
2) Rachman and Romano - "Sales Management includes recruiƟng. selecƟng, training, supervising, 
moƟvaƟng and evaluaƟng the sales-force." 
 
3) According to B.R. Canfield  - "Sales Management involves the direcƟon and control of salesmen, 
sales planning, budgeƟng, policy making, coordinaƟon of markeƟng research, adverƟsing, sales 
promoƟon and merchandising and the integraƟon in the markeƟng program of all business acƟviƟes 
that contribute to the increased sales and profits." 
  

Sales management is the process of developing a sales force, coordinaƟng sales operaƟons, and 
implemenƟng sales techniques that allow a business to consistently hit, and even surpass, its sales 
targets. It is a business discipline which is focused on the pracƟcal applicaƟon of sales techniques and 
the management of a firm's sales operaƟons. It is an important business funcƟon as net sales 
through the sale of products and services and resulƟng profit drive most commercialbusiness. 
 
Sales management refers to the management of sales personnel, though someƟmes, in a broader 
sense, it covers adverƟsing, distribuƟon, pricing and product designing, all elements of markeƟng 
management. In other words, sales management deals with the formaƟon of sales strategies; 
product merchandising and pricing: sales promoƟon acƟviƟes; distribuƟon funcƟon; and planning, 
staffing, supervising, moƟvaƟng and controlling of sales personnel to aƩain the desired sales 
objecƟves. Sales management, today, plays a significant role in organizaƟonal success. 
 
 ObjecƟves of Sales Management - 
(i) Achieving Sales volume: Achieving sales volume is the first objecƟve of sales. The word "volume" 
is criƟcal because whenever a product sales start, the market is supposed to be a virgin or new 
market. Thus there needs to be opƟmum penetraƟon so that the product reaches all corners of the 
region targeted. UlƟmately, penetraƟon levels can be decided on the basis of sales volume achieved. 
 



(ii) ContribuƟon to profit: Sales brings turnover for the company and this turnover results in profits. 
But there is one more aspect to the contribuƟon of profit by sales. The objecƟve of sales 
management is to sell the product at the opƟmum 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 objecƟves is 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. 
 
(iii) ConƟnuous 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 
conƟnuous growth. If there is no innovaƟon at the product level or at the company level, then the 
company has to be blamed. But if the products are good, and sƟll the penetraƟon is not happening, 
then it is the fault of sales manager and sales execuƟves. 
It is the job of markeƟng 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 penetraƟon and more growth is in the hand of sales people. 
 

(iv) Sales Management and financial results: Financial Results are another objecƟve of sales 
management and are closely related and therefore sales management has financial implicaƟons as 
well. 
Sales-Cost of Sales = Gross profit 
Gross Margin-Expenses Net profit.  

 Thus the variaƟon in sales will directly affect the Net profit of a company. Hence maintaining and 
managing sales is important to keep the product / service / organizaƟon financially viable. 
Generally, objecƟves of sales-management are decided on the basis of where the organizaƟon stands 
and where it wants to reach. They also have to cover various sales- funcƟons, in an integrated 
manner and are to be expressed, as far as possible, in measurable and quanƟtaƟve terms, and 
should also be realisƟc and achievable. 
 
 Sales Research  - 
MarkeƟng management depends heavily on Sales Research for formulaƟng markeƟng policies, 
planning and controlling markeƟng operaƟon. Sales Control Research is the idenƟficaƟon and 
measurement of all those variables which individually and in combinaƟon have an effect on sales. 
                 Sales Research comprises substanƟal research work conducted by companies' markeƟng 
research departments. This includes the markeƟng studies pertaining to sales forecasƟng, market 
potenƟals, market share analysis, and determinaƟon of market characterisƟcs and sales analysis. 
Sales research heavily relies on secondary data and expert opinion. The real key to sales research is 
to ascertain the accuracy of exisƟng data, gather some new data and then convert it into intelligence 
which a company can use to increase sales. 
 
 Sales ForecasƟng Methods - 
A sales forecast is a predicƟon based on past sales performance and an analysis of expected market 
condiƟons. Sales ForecasƟng is the process of esƟmaƟng the number of sales for your business over 
a future period of Ɵme. This forecast period can be monthly. quarterly, half-yearly, or yearly. 
                 Accurate sales forecasts enable companies to make informed business decisions and 
predict short-term and long-term performance. Companies can base their forecasts on past sales 
data, industry-wide comparisons, and economic trends. ConducƟng a sales forecast will provide the 
organizaƟon with an evaluaƟon of past and current sales levels and annual growth, and allow it to 



compare itself to industry norms. It will also help establish policies to monitor prices and operaƟng 
costs to guarantee profits, and make you aware of minor problems before they become major 
problems. 
 
Methods of Sales ForecasƟng: 
(a) QualitaƟve methods 
(b) QuanƟtaƟve methods 
 
(a) QualitaƟve methods: The qualitaƟve methods are known as intuiƟve, subjecƟve, and judgmental 
methods of forecasƟng. These methods are used when there is liƩle or no previous data on the 
demand for the product or service and the horizon for the forecasƟng is long and may be above 
three years. In such cases the observed trends may not conƟnue as before. Types of qualitaƟve 
methods are: 
 
(i) Jury of ExecuƟve Opinion Method: This is a convenƟonal approach to sales forecasƟng. Under the 
Jury of ExecuƟve opinion method, sales forecasts are made based on the opinions of the top 
execuƟves of the company. The execuƟves will take into account the past performance of the 
business, the present market condiƟons and the future trend before arriving at a conclusion. This is a 
very simple method of sales forecast and the approach is mainly subjecƟve. 
 
Merits of execuƟve opinion method: 
1. It is a very simple method. 
2. Detailed analysis is not required to arrive at a conclusion. 
3. Indirectly, the execuƟves who have made the esƟmaƟon become responsible for its achievement 
also. 
 
Demerits of execuƟve opinion method: 
1. It is merely based on opinion rather than on facts and figures. 
2. ObjecƟve analysis is not done. 
3. It is a mere guess work and the approach is unscienƟfic. 
4. It is a general esƟmaƟon of future sales and the predicƟon is not done area-wise, product-wise 
and customer-wise. 
 
(ii) Sales Force Opinion Method: In this case, the sales representaƟves of the business are asked to 
forecast sales for their respecƟve areas. Their views will be combined with those of the sales 
managers in arriving at an esƟmate. The sales representaƟves have sound knowledge of the trend in 
their respecƟve sales territories and their views are important in sales forecast. This method is oŌen 
used to generate forecasts in the industrial equipment industry. For example, a company selling 
forkliŌs priced at Rs.10,00,000 cannot afford to carry a large inventory and requires that its 
salespeople contact all potenƟal customers. The territory managers formulate a forecast that is 
passed on to the senior managers at corporate office. Corporate management thus uses the sales 
force composite forecast to determine how many forkliŌs should be produced for the next year. 
 
Merits of Sales force opinion method: 
1. It is a very pracƟcal approach. 
2. Each sales territory gets focus. 
3. The sales representaƟves who have made the esƟmaƟon also become responsible for aƩaining the 
target. 



 
Demerits of Sales force opinion method: 
1. The success of this approach depends on the efficiency of the sales people. 
2. Some salesmen may be non-commiƩal and may not give correct informaƟon. 
 
(iii) Customers' ExpectaƟon Method: Under this method, the customers are directly approached and 
their requirements in the near future are ascertained. This approach is parƟcularly suitable in the 
case of industrial goods where the number of buyers is limited and can be personally contacted. In 
the case of consumer products, only sample approach is possible, as there are a large number of 
such buyers. 
 
Merits of Customers' expectaƟon method 
1. Firsthand informaƟon can be obtained. 
2. This approach will certainly work in the case of industrial goods markeƟng. 
 
Demerits of Customers' expectaƟon method 
1. It may not give reliable informaƟon in the case of consumer goods markeƟng. 
2. The expectaƟons of the buyer may change in future. 
 
(iv) Delphi technique: In this method, a group of experts and a Delphi coordinator will be selected. 
The experts give their wriƩen opinions/forecasts individually to the coordinator. The coordinator 
processes, compiles, and refers them back to the panel members for revision, if any. This to-and-fro 
process conƟnues for several rounds (usually three). Generally, this process will stop when a 
consensus has been obtained or when explanaƟons for deviant opinions have been given. Now, the 
coordinator will carry out staƟsƟcal analysis of the responses deriving average answers, variability, 
predicƟon intervals, etc. Only the coordinator will know all the members of the team and only 
he/she will have access to all the responses. 
 
(v) Historical Analogy Method: This is used for forecasƟng the demand for a product or service for 
which there is no past demand data. SomeƟmes, the product may be new, but the organizaƟon 
might have marketed other products earlier with features similar to those of the new product. So, 
the markeƟng personnel may use the historical analogy between the two products and derive the 
demand for the new product using the historical data for the earlier product. 
 
(b) QuanƟtaƟve methods: When relevant sales data as well as factor informaƟon are available, the 
sales managers use mathemaƟcal or quanƟtaƟve methods of forecasƟng. 
(i) Time series analysis: Under this approach of sales forecasƟng, long-term trends, cyclical changes, 
seasonal variaƟons and irregular fluctuaƟons in the sales of a concern are isolated (ignored), and the 
sales forecast is made on the basis of normal trends. This approach is inexpensive so it is widely 
used. 
 
(ii) Test MarkeƟng Result: Under the market test method, products are introduced in a limited 
geographical area and the result is studied. Taking this result as a base, sales forecast is made. This 
test is conducted as a sample on pre- test basis in order to understand the market response. 
 
Merits: 
(a) The system is reliable as forecast is based on actual result. 
(b) Management can understand the defects and take steps to recƟfy. 



 
Demerits: 
(a) All the markets are not homogeneous. But study is made on the basis of a part of a market. 
(b) It is a Ɵme-consuming process. 
 
(iii) Econometric Model Building: This is a mathemaƟcal approach of study and is an ideal way to 
forecast sales. This method is more useful for markeƟng durable goods. It is in the form of equaƟons, 
which represent a set of relaƟonships among different demand determining market factors. By 
analyzing the market factors (independent variable) and sales (dependent variable), sales are 
forecast. This system does not enƟrely depend upon correlaƟon analysis. It has great scope, but 
adopƟon of this method depends upon availability of complete informaƟon. The market factors 
which are more accurate, quick and less costly may be selected for a sound forecasƟng. (iv) StaƟsƟcal 
Methods: StaƟsƟcal methods are considered to be superior techniques of sales forecasƟng, because 
their reliability is higher than that of other techniques. 
 
These include: 
(i) Trend Method 
(ii) Graphical Method 
(iii) CorrelaƟon method 
(iv) Regression method. 
 

SALES PLANNING AND CONTROL - 
Sales Planning is a key funcƟon in the procedure of sales management process. Sales planning is an 
effecƟve method that involves sales forecasƟng, demand management, seƫng profit-based sales 
targets, and the wriƩen execuƟon steps of a sales plan. It is the process of organizing acƟviƟes that 
are mandatory to achieve business goals. A sales plan contains a strategic document that figures out 
your business targets and several resources. 
           Sales control is the analyzing and measuring of performance of sales force and comparing it 
with the standard performance, noƟcing and poinƟng deviaƟon and determine its causes, and taking 
suitable correcƟve steps to tackle with different situaƟons. Mostly Ɵme, sales volume, discipline, 
expenses, and acƟviƟes, etc. are considered bases for analyzing and comparing performances of 
team members. 
           Control on sales force keep them alert, creaƟve, and acƟve and make consistent them in their 
acƟons. An effecƟve and suitable sales control system is essenƟal for both companies as well as 
salespeople. However, a sales control system should be devised with care because the too liberal or 
too strict system can be damaging for your sales team's performance. 
 
Steps involved in Sales planning and control are: 
(i) Goal Seƫng: Goal seƫng is the first step in sales planning and control. It involves the manager 
seƫng sales goals or target for the individuals and/or the team. These goals or targets should be 
SMART (Specific, Measurable, RealisƟc, Achievable and Time bound). A goal or performance standard 
should be clear and specific rather than generic so that there is no confusion. It should also be 
realisƟc and achievable. A very high standard is of no use as it will be unaƩainable and will only 
demoƟvate people. 
              Standards should be designed by keeping in mind the resources of an organizaƟon and it is 
important that standards must be set in numerical or measurable value. For example, Rs. 1 crore 
standard sales per annum, 5 lakhs standard profit per annum, or minimum 4% reducƟon in cost. 



Moreover it is important to specify a Ɵme limit within which standards must be achieved. 
 
(ii) Performance measurement: Once the standards are set for salespeople to follow, their 
performance is measured on the basis of work done by them. A performance which can be 
measured in numbers is usually easy to measure than the other performances. However, measuring 
qualitaƟve as well as quanƟtaƟve performance is equally important. 
 
(iii) Diagnosis: Next the actual performance is compared with the standard performance. In case of 
mismatch, the manager puts in efforts to find out the reason behind the deviaƟon in performance 
(the targets or goals are not met). A minor deviaƟon in performance can be ignored, however, 
necessary acƟons need to be taken when there is a major deviaƟon between both actual and 
standard performances. 
 
(iv) CorrecƟve acƟons: AŌer the diagnosis is completed and the cause of underperformance is found 
out, the final step is taking the desired steps and acƟons needed for subsequent improvement in 
actual performance. CorrecƟve acƟon should be taken immediately, without any loss of Ɵme. 
CorrecƟve acƟon may be improving the methods and techniques, training and remuneraƟon of 
workers, or even effecƟve communicaƟon and successful moƟvaƟon. 
 
 SALES ORGANIZATION - 
IntroducƟon 
A sales organizaƟon must be in line with the philosophy of markeƟng concepts. "A good sales 
organizaƟon is one wherein the funcƟons of the departments have each been carefully planned and 
co-ordinated towards the objecƟve of puƫng the product in the hands of the consumers - the whole 
effort being efficiently supervised and managed so that each funcƟon is carried out in the desired 
manner." 
            The organizaƟon developed today may be inadequate tomorrow because of the changes in 
markeƟng situaƟon. Markets themselves are changing because of changes in income, populaƟon, 
consumer interest, consumer behavior, technology, coupled with flow of new products, and 
development in mass communicaƟon media. ProducƟon on a large scale is carried out in anƟcipaƟon 
of demand. Under such changing condiƟons in the market factors, the organizaƟonal structure 
should not only serve the market needs but be a vehicle for achieving the firm's objecƟves. By the 
same token it is necessary to emphasize that regular re-approval of organizaƟon effecƟveness is 
necessary. 
 
Need for Sales OrganizaƟons - 
So long as the firm is a small one, there is no need for sales organizaƟon, as the proprietor himself 
can sell all the output or in certain cases, he is assisted by one or two salesmen, under his direct 
control. But when the firm or the business itself expands, because of extension of markets, 
producƟon in large-scale, compeƟƟve market etc., the need for a sales organizaƟon is felt. 
 
The need arises because of the following factors: 
1. ProducƟon in anƟcipaƟon of demand, which must be sold. 
2. To create demand for the products through efficient salesmen. 
3. ExecuƟon of orders without delay. 
4. SaƟsfactory acƟon against complaints from customers. 
5. CollecƟon of credit sales. 
6. Keeping enough stock by looking at the future demand. 



7. Maximum contribuƟon to profit. 
8. To enforce proper supervision of sales-force. 
9. To divide and fix authority among the subordinates. 
10. To locate responsibility. 
 
 
 Structure of Sales OrganizaƟon - 
The basic purpose or objecƟve of forming the organizaƟonal structure is to uƟlize the talents of the 
firm's personnel to the opƟmum level by idenƟfying their talents and defining the responsibiliƟes 
and assigning to each member the task for which they are best suited. The organizaƟonal structure 
should be tailored to all the individuals involved. 
 
Basically three kinds of organizaƟonal structures exist: 
1. Military line of organizaƟon 
2. FuncƟonal organizaƟon. 
3. Line and staff organizaƟon.  

These structures can be adopted in the case of markeƟng organizaƟon depending upon the 
markeƟng acƟviƟes, products, area of operaƟon and objecƟves of the business and specializaƟon 
carried out by the firm also. 
 
Size of Sales OrganizaƟon and Factors determining the Size of Sales OrganizaƟon  

In designing the sales organizaƟonal structure it is to be remembered that the sales organizaƟon 
must: 
1. Achieve sufficient sales volume, 
2. Provide ample contribuƟon to profits, and 
3. Experience conƟnuous growth. 
 
Exhibit A represents a military or line type of organizaƟon. 
Exhibit B is a funcƟonal sales organizaƟon. 
Exhibit C is a formal type of line and staff sales organizaƟon. 

Exhibit D is a geographical or area type of organizaƟon. 
Exhibit E is a product type of organizaƟon.  

Exhibit F is a consumer type of organizaƟon. 
 
 
          In a line authority of a sales organizaƟon the vice-president is regarded as the chief execuƟve. 
He delegate his authority to general manager. When the sales force becomes larger the line authority 
gets divided. The authority is further delegated on regional basis to regional manager (Zonal 
manager). In the hierarchy the authority gets delegated and relegated from vice-president to field 
supervisor sales who exercises control over salesman. Such a division helps in control and beƩer 
performance by salesman. There is an effort on the part of each execuƟve in the line of authority to 
improve the performance of salesmen. (see organizaƟonal structure exhibit A). 
 
          It is to be noted that the sales organizaƟon a wing or department of the total organizaƟonal 
structure - can be organized on the basis of funcƟon, product, territory, or customer. 
 



            The funcƟonal structure is the grouping of various similar acƟviƟes of the firm into major 
departments. The markeƟng acƟviƟes are grouped into product planning markeƟng research, 
adverƟsing and sales promoƟon, sales control and budgeƟng, sales personnel (recruitment, training 
assignment of job, compensaƟon, evaluaƟon of performance) product sales and planning (channel 
distribuƟon, customer relaƟons, service, new product introducƟon). The organizaƟonal structure is 
depicted in exhibit B. 
 
           The markeƟng department is divided according to funcƟons. Each division will be under the 
control of an execuƟve who will report to a markeƟng vice-president. The managers responsible for 
various markeƟng operaƟons, sales, customer service, adverƟsing market research, sales forecasƟng, 
new product planning, report to markeƟng vice-president. The markeƟng vice-president has only two 
major funcƟons- planning and operaƟons. A raƟonale for these divisions is to give equal Ɵme to 
'doing' and 'planning'. 
             The funcƟon-oriented markeƟng, organizaƟon is based on the principle that each funcƟon 
needs varied skills for handling its affairs. In a funcƟonal organizaƟon sales people receive 
instrucƟons from several execuƟves but on different aspects of work. The co-ordinaƟon of work of 
funcƟonal execuƟves is made only at the top level of the structure. All the specialists in the 
funcƟonal structure have line authority. InstrucƟons and policies can be put into effect with or 
without prior approval execuƟve of the top level co-coordinaƟng execuƟve. 
 
In actual pracƟce the number of execuƟve on this level will be much larger and their areas of 
responsibility are broken down as shown below. 
 
Staff OrganizaƟon - 
Thus, this structure benefits specializaƟon in each line of markeƟng acƟvity. It is easy to have inter-
departmental co-operaƟon. There will be experƟse in each funcƟon area. Staff authority in the 
organizaƟonal structure merely performs advisory roles. market research and product planning are 
some of the tasks of staff authority. Mostly they are placed under markeƟng headquarters. 
 

A FuncƟonal Oriented markeƟng OrganisaƟon - 
 
Line and Staff OrganizaƟon: 
 
MarkeƟng organizaƟon may consist of staff and line execuƟves (Exhibit C). This is a formal type of 
sales organizaƟon indicaƟng segmentaƟon of various funcƟons coupled with control and authority. 
CoordinaƟon and specializaƟon are possible. The staff funcƟons are market research and sales 
promoƟon divisions. The FuncƟons are performed by other departments or secƟons. 
 
1) Product Type - 
The product type of organizaƟonal structure may have number markeƟng managers for each product 
or group of products in the product line. Each will have its own organizaƟon to perform the sales 
tasks - Exhibit-E Product type is common when a firm markets different types of goods. The product 
manager can focus his aƩenƟon on his product sales are on the markeƟng strategies to be followed 
for the purpose. 
 Product division is considered when: 
1. Product differences are greater. 
2. Different methods of selling are to be used. 



3. Technical knowledge of different context is needed for selling of each product. 
4. Special efforts are needed to sell the products. 
 
      However, maintenance of separate sales force for each product is expensive: 
The advantages of this structure are the following: 
1. The salesman can render beƩer customer service as they will have inƟmate contact. 
2. The profitability in each product can be found out easily. 
3. A new product introduced may be placed in the market without affecƟng the markeƟng structure. 
4. The top execuƟve can have detailed informaƟon on the markeƟng condiƟons of each product. 

 5. The organizaƟonal structure is more suitable when there are product differences, when the 
product lines are complex and diverse, and when specialized knowledge for selling each product is 
necessary. 
 
Disadvantages: 

1. Many salesmen of the firm will be visiƟng a customer care represenƟng a product. This may cause 
confusion to the customer. 
2. Such an arrangement is only expensive and waste of Ɵme of sales-personnel. This involves only 
duplicaƟon of efforts. 
 
2) Geographical type - 
The sales organizaƟon will be structured on area or geographical basis for those products having a 
wide market area. The total markeƟng area will be divided into territories. Each territory will be 
under the control of separate execuƟve manager or director. He will be assisted by a separate set of 
sales force. There will be division of authority on territorial basis. Each territory is subdivided 
according to the nature of market or consumers or both. The sales territories may be called Zones, 
regions, districts or divisions - Exhibit D. 
 
         Thus, the differing needs of the customers in different territories can be idenƟfied and served. 
Advantages: 
1. The regional manager will have complete knowledge of his territory and of his customers. This will 
help him to direct the sales force to tap the potenƟal leŌ untapped and improve sales. 
2. A comparison of sales among territories is possible. Such a comparison will help tap the 
performance of sales force in each territory and find out the reasons for shortcomings. 
3. A compeƟƟve spirit among the sales personnel of different territories can be built up. This will 
ulƟmately lead to effecƟve uƟlizaƟon of the skills of the salesmen and maximizaƟon of products. 
 

Disadvantages: 
1. The division of the total markeƟng into territories requires huge sales force and number of 
execuƟves to cover the markeƟng area. This will increase the administraƟve and selling overhead 
costs. 
2. It is difficult to co-ordinate the acƟviƟes of the territorial sales force from the head office. 
3. Territories differ in sales potenƟal. Even in the case of actors having less potenƟal for sales, the 
markeƟng efforts all have to be the same as to ferƟle territory. So much so the profit earned in one 
territory will get absorbed by way of sales cost in the territory, having less potenƟal. 
 
3) Customer basis: 



Sales organizaƟon may be organized on consumer basis. Many may sell their commodiƟes to a highly 
diverse set of markets, such as customer, industrial and government markets. In these cases the 
Customer may fall into disƟnct groups in terms of buying pracƟces or product preferences. Market 
specializaƟon will be achieved in dealing with these customers in the organizaƟons. 
 
4) Sales OrganizaƟon - 
The sales organizaƟonal structure will consist of market managers along with funcƟonal specialists 
reporƟng to general managers. Each market manager supervises a sales force. The funcƟonal 
specialist will concentrate on the problems of markeƟng. In this type of markeƟng structure there is 
experƟse in each market. The sales force and researchers will know of the preferences of buyers, 
compeƟƟve forces at work, buying pracƟces and so on. This results in beƩer overall markeƟng effort 
to boost sales and serve the customers according to their varying needs. This kind of markeƟng 
structure presents some difficulƟes. Some firms may sell to homogeneous group of customers. They 
may exhibit individual differences but they may not be sympatheƟc to group differences. 
               The customers may fall into disƟnct groups: Hence it may be too costly to specialize the sales 
force or other markeƟng condiƟons. 
               In case the customer group is widespread the salesmen have to crisscross the country 
increasing the expense over travel and selling. 
               A customer-oriented organizaƟon is most consonant with markeƟng concept but it is not 
desirable in all circumstances. 
               A firm may choose its markeƟng organizaƟon and funcƟons, Products or regions and sƟll 
aƩend to customers' needs. 
 
Advantages: 
1. The customers can be paid special aƩenƟon and service according to their varying needs 
effecƟvely. 
2. The potenƟal could be completely tapped as markeƟng programs are drawn for each group of 
customers separately. 
 
Disadvantages: 
1. The sales force may remain idle as there may not be much sales work. 
2. Equal services may not be rendered to all customers. This ma foster unequal development of 
customer relaƟonships. 3. The co-ordinaƟon of departments becomes difficult each group of 
customers is to be served according to their schedules to maintain beƩer customer relaƟonship, 
The long, customers may try to influence the sales policies of the organizaƟon. 
 
5) Matrix type - 
This type of organizaƟon is a combinaƟon of line and staff authority and verƟcal authoriƟes. The 
basic method of control is that the resources usage is reviewed, controlled and directed by two 
opposite set of managers. Firms that have product type use matrix type structure. The reasons for 
existence of matrix organizaƟon may be that the top management may desire individual 
responsibility for profit to exist for a parƟcular product or brand. In case of mulƟple products 
technology and economics can indicate that the firm can have sales forces for each product. The only 
way to get a degree of profit responsibility is to overlay in some way a product manager with 
responsibility for profit. Similarly sales promoƟon managers are held responsible for sales promoƟon 
and cost and adverƟsing effecƟveness. Product promoƟon managers are held responsible for sales 
and so on. 
 



Advantages: 
1. There is a blend of verƟcal authority and line and staff authority This will result in effecƟve 
administraƟon and operaƟon of sales acƟviƟes. 
2. There will be beƩer interrelaƟonship between different divisions and beƩer coordinaƟon among 
the departments. 
3. It represents a compromise between funcƟon and product departmentaƟon. 
 
Disadvantages: 
1. The responsibility lies with two execuƟves for each acƟvity. The acƟviƟes cannot be quickly carried 
out unless both the execuƟves think on the same lines. 
2. Matrix organizaƟon is a case of dual command. If something is wrong with the product, it is 
difficult to fix up the responsibility for the fault. 
3. SomeƟmes there will be no coordinaƟon among the execuƟves because the responsibility cannot 
be traced. This may result in fricƟon and confusion. 
 
 Sales Managers FuncƟons and ResponsibiliƟes - 
Sales manager is the chief execuƟve of a markeƟng organizaƟon. Some firms designate him as sales 
director known as the person connected with planning and manager himself manages the whole of 
markeƟng operaƟons. In a big business house most of the markeƟng funcƟons such as market 
research, adverƟsing and sales promoƟon are assigned to his subordinates. Sales manager is 
assigned the responsibility of direcƟng, execuƟng and controlling the markeƟng acƟviƟes through his 
subordinates or other execuƟves. 
              The sales manager manages sales of big organizaƟons consisƟng of regional, district and 
territorial sales force. In certain firms he is highly powerful as the vice-president of the firm. He takes 
the responsibility for achieving the sales targets decided by the commiƩee of management. He 
reports to vice-president of the firm on markeƟng operaƟons carried out by his subordinates and of 
the results thereof. 
 
General duƟes of a Sales Manager: 
 
The duƟes of the sales manager depend on the nature of the posiƟon he holds in the markeƟng 
organizaƟon as referred to earlier administraƟve sales manager or operaƟons sales manager - a 
combinaƟon of both or field sales manager. 
     As the size of the organizaƟon grows and specializaƟon is Introduced the sales manager only 
manages the funcƟons assuming the ulƟmate responsibility for those funcƟons. He does the 
following: 
 
objecƟves of the firm. 
1. (a) Plans the objecƟves of the sales organizaƟon in tune with the general 
     (b) Delineates the necessary objecƟves. 
     (c) Groups those objecƟves into jobs or posiƟon. 

(d) Assigns the jobs to suitable personnel, and provides for co-ordinaƟon and control. 
2. Coordinates and collaborates with other departments to ensure implementaƟon of overall 
markeƟng strategies. 
3. Reviews and approves sales policies, sales strategies and pricing policies for the products and 
meets compeƟƟon in the market effecƟvely. 
4. Ensures that short operaƟons are in accord with plans of long term profitability and do not 



obstruct other phones of firm's operaƟons. 
5. Establishes long range sales objecƟves of division and makes search for profitable markets and 
new customers. 
6. Executes sales programs and sales policies. 
7. Manages subordinate sales execuƟves and through them the sales personnel.  

8. Involves himself in disƟnct acƟviƟes concerned with sales force management. 
(a) Recruitment and selecƟon of right type of salesman. 
(b) Planning and conducƟng sales training programs. 
(c) MoƟvaƟng individual salesman. 
(d) CommunicaƟng with salesman for building up morale. 
(e) Devising compensaƟon plans and arranging for compensaƟon payments. 
(g) Assigning the area of operaƟon of salesmen. 
 (h) Supervision and evaluaƟon of salesman performance. ( 
(g) Administering and controlling expenses of markeƟng 
9. Decides the markeƟng channels and physical distribuƟon of goods and manages them. 
10. Advises top level execuƟves and commiƩee of management of the firm on maƩers pertaining to 
locaƟon and layout of sales organizaƟon and opening of branches. 
11. Plans sales forecasts and lays down targets of sales for each territory, products and salesmen. 
12. Plans market research program, studies the findings of market research and adjusts sales policies. 
13. Suggest improvements in product designs and helps the firm in product planning. 14. Keeps in 
touch with top level execuƟves and reports on the tasks executed by him. 
 
           The sales manager, therefore, is to perform all those acƟviƟes connected with markeƟng of 
goods either directly as in the case of small business houses or by delegaƟng his authority to other 
personnel in his organizaƟon and managing the same. In big business houses each markeƟng acƟvity 
is assigned to a manager and the sales manager is entrusted with the work of organizing the sales 
force and managing them besides sale of products. The sales manager is the key to the markeƟng 
organizaƟon. 
 

 Planning for Major Customers and Sales Budget - 
The sales organizaƟon should plan for any major customers that it intends to target. The planning 
involves determining the needs of the customers and trying to build the product according to the 
needs of the customers. It also involves assessing whether the organizaƟon has the resources to offer 
the desired product and what would the cost implicaƟons be. The organizaƟon should iniƟally build a 
short-term plan, implement it and then convert it into a medium-term plan, if the results meet the 
expectaƟons. 
 
Sales Budget: A sales budget provides an esƟmate of the volume of goods and services that a 
company proposes to sell in a future period. It shows the expected number of sales units and also 
and the expected price per unit. It is generally made for the following year. The main purpose of a 
sales budget is to plan for maximum uƟlizaƟon of resources and forecast sales. A more accurate sales 
forecast in turn means higher profitability and less wastage. Accurate sales forecasƟng is very 
important because the budgets of other departments are based on the sales budget. For example, 
the producƟon is manufactured as per the sales forecast, but if the sales forecast is not accurate, 
either the producƟon will be less or more than desired. 
 
        InformaƟon for preparing the sales budget is gathered from various sources such as esƟmates 



provided by regional or branch offices, previous year's sales figures, salespersons who deal with the 
products on a daily basis, etc. The management also takes into account factors such as plant 
Capacity, availability of raw materials, general trade prospects, and seasonal fluctuaƟons while 
preparing the sales budget 
          E.g. of a sales budget - ABC SporƟng Goods, a manufacturer of sports gear, prepares its sales 
budget for 2021. 
 
 Specific CharacterisƟcs of a Successful Salesman - 
Tosdal gives the following list of characterisƟcs that a successful salesman should possess: 
*Good character 
*Personality 
*Health 
*Mentality or mental ability 
*ConcentraƟon 
*Industry 
*Self-confidence 
* Punctuality 
*Tact and Diplomacy 
*IniƟaƟve 
*Resourcefulness 
*Knowledge of goods 
 
     However, in this direcƟon a more exhausƟve list is given by T.A.A. LaƟf that includes following 
twenty characterisƟcs: 
*Earnestness 
*Honesty 
*Ability to think quickly 
*Extroversion 
*Gregariousness 
*Dominance 
*Tact 
*Self-confidence 

*Ability to learn 
*Perseverance 
*IniƟaƟve 
*EmoƟonal Stability 
*Interest in selling 
*Ability to judge human nature 
*Sense of humor 
*Personality 
*Aggressiveness 
*Energy 
*Intelligence 
*Health 
 
Thus, a good salesman must possess the following essenƟal qualiƟes: 
*Intelligence 



*PercepƟon 
*Self-confidence 
*Self-MoƟvaƟon 
*Expression 
*Enthusiasm AmbiƟon 
*Discipline 
*Self-CriƟcism 
*IniƟaƟve 
*Honesty 

*Tact 

*Resourcefulness 

 


