MANAGEMENT OF SALES FORCE IN OIL INDUSTRY
A CASE STUDY OF ELF OIL NIGERIA LTD

BY

OLADUNJOYE FEMI

BEING A PROJECT SUBMITTED TO THE POST-GRADUATE SCHOOL
OF AHMADU BELLO UNIVERSITY, ZARIA IN PARTIAL
FULFILMENT FOR THE REQUIREMENTS FOR THE AWARD OF THE
DEGREE OF MASTER OF BUSINESS ADMINISTRATION (M.B.A))

DEPARTMENT OF BUSINESS ADMINISTRATION
FACULTY OF ADMINISTRATION
AHMADU BELLO UNIVERSITY, ZARIA.

OCTOBER, 1999.



DECLARATION
I hereby declare that all information used in this project were obtained from personal
research and interview readings and all refercnces are duly referred to.

All mistakes in thought or sequence or omissions are entirely mine,

---------------------

NAME OF STUDENT SIGNATURE DATE



CERTIFICATION

This project titled "MANAGEMENT OF SALES FORCE IN OIL INDUSTRY., A
CASE STUDY OF ELF OIL NIGERIA LTD, meets the regulations governing the award of
degree of Master ol Business Administration(M.B.A.) of Ahmadu Bello University, Zaria and

is approved for its contribution to knowledge and literary presentation.

..................... T e S 2=t AT
NAME AND-SIGNATURE OF SUPERVISOR DATE
i(‘___"__'-’:;’..{g,\«\_tg_,g,%,.'l VA b ot

C- . ol 7f7fio
NAME AND SIGNATURE DATE
OF EXTERNAL SUPERVISOR

----------------------

DEAN, POST GRADUATE SCHOOL DATE
A.B.U., ZARIA.



DEDICATION
_This project is dedicated 1o my parents, the entire inembers of my family, my wife Mrs.

F.M. Oladunjoye and my son Master "Tosin Oladunjoye.



ACKNOWLEDGEMENT |
A | I .wish to eﬁ;rgs; my iirdfou;ﬂ gratitudé to Gjocli Allmighty for given me the Igracc‘to -
-undergo ihe M.B.A; Progralﬁlﬁé. I éherished the unrelentléss efforts of Mr. Ubom, E.J Iwhose
supervision le%lds "to th.e success of this project.. I also commend the effort of the M.B.A. co
ordinator Mal, Sani Abdullahi thr.ougb;hout thie programime. | |

My special thanks goes to Mr. M.O. Oladunjoye of N.L Finance Ltd. Lapos and Mr.
Mudah B. Kchinde of Lion Bank Plc Lagos who are iy source of inspiration.

I am indebted to Mr. Jackson Tunde, Mr. Biodun Osundiji, Mr. Funshe Garba and Mr.
D.O. Osokoya of Livestock Feeds Plc Kaduna, all whom together we sailed through.

Lalso appreciate the assistance rendered by the management of Elf Oil Ltd, Kano district, -
staff of Davab Computer Service, ABU Zaria and sﬁff of Oyes Ventures Zaria. 1 am indeed
grateful to Mr. D.A. Bode for his moral and financial support towards the success of this
project, and Mr. Abdul Ganiyu B.S. who assisted in typing the manuscript.

Thanks to Mr. & Mrs. Omosebi of Police Affairs Abuja, Mr & Mrs. S.0. Oladunjoy&
of 0.5.8.C.E Ua-Orangun, Mr & Mrs. P.C. Ajayi, Mr & Mrs. K. Adegoke, Miss. Kikclomo
Oladunjoye of N.M.D.C Jos, Mr. Gbolahan Oguntoyinbo, Mr. Abdulkadir Adeleke, Mr. Modiu
Kehinde, friends, brothers and Sisters who have contributed in one way or the other towar;:is this - -
research work,

| Finally, my iove and gratitude goes to my wife, Mrs. F.M. Oladunjoye who stodd

solidly by me during the programmne,



ABSTRACT
This project titled the management of sales forces in oil industry. A case study of Elf
oil Nigeria Ltd., attempts to examine the role of the sales force and the important of the sales
person in marketing. The role of the sales person in marketing oriented sector of the ail

industry, with particular focus on Elf oil Nigeria Ltd.

The study attempts to look at the sales force management in areas of selection, training
and motivation of sales force. The role of salesman is very important in marketing practice.
Production will not be in existence unless it is believed that the products to be produced can be
sold at a profit.

The researcher conducted two types of interview to be able to find out how well the sales
force in EIf oil is managed. Questionnaires and oral interview were conducted.

The mgor findings from the two types of interview reveaed that elf oil has a well
experienced and organised sales force. The company also has awell established training centre
elf Academy for the sales force. Inspite of the training school, the company still has provision
for externa training programmes.

The researcher revealed that despite the well organised sales force, they are
comparatively better motivated amongst competing oil companies.

The research also looked at the quality of sales assistance and services rendered in retail
outlets in the oil marketing industry. It also revealed that df oil has high quality staff and
services compared to other competitors. In order for ef oil to maintain its high standard the
study recommend that the sales force should never relent in sales efforts, and should strive for,
still higher performance while management should look for areas of improvement to further

motivate the salesteam.

Vi
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' CHAPTER ONE
GENERAL INTRODUCTION
1.1 EIf Oil Nigeria Limited is one of the eight major petroleum markiﬁg coupanies operating
in Nigeria. The other seven are:

National Qil
' Agip Ol

Texaco

-Mobil

African Pctroieuﬁl _

Total and Unipetrol,

Elf Oil after incorporation, started full operﬁtion in February 1983 as a joint_ ventur'e'
between Elf Aqyitaine of France (Parent Company) ancj the Nigerian partners, The first target
of the commpany was to develop her image in Nigeria to the level of respect and reputation it
enjoys in France where the group (E4 Aquitaine( is the leader).

Elf Aquitaine has an international reputation for.its production and sales of high Iqixallity
lﬁbricants for marines, automobile and industrial purposes. EIf oil Nigeria Ltd. is committed

_to new products development to meet the requirements of new standard and applications, test -
.and improve the products already in the market aﬁd protects the environmenlt by eliminating
poliutants. This explains Why elf products are carefully formulated with efficient and modern

adictive combinations to meet the latest of international standards. Some of these quality



pfoducts are:

- EIf Sports 20W50 for petrol engine;

- Elf Competition 20W50 (Super Multigrade Oil) for petrol engine
- Elf dua a IS 63 (Hydraulic Oil HM) etc

The performance of these products are fully certified to quarantee excellent operations

under very severe Iconditions. The other set of Elf oil products are white products (ic PMS,
,. AGb, and DPK these ﬁre petrol, diesel and kerosine respectively). These secon.d' set of products
are produced by Nigerian National Petroleum Company(NNPC ) and supplied to oil marketi.ng
companies through the product Pipeline Marketing Company (PPMC) a subsidiary of NNPC.

The fundamental aims of EIf oil are to be a leading markctel; of petroleum product, at
the same time providing excellent customer service 'through the network (ie petrol filling
stations) and to the company’s numerous industrial customers.

In 1994, the Managing Director of the company in a visit statement stated thus, " Elf Cil .
Nigeria Ltd. is a multinational oil and chelmica‘l marketing company providing top qﬁality
products through a strong marketing base nationwide and a superior sales network. We are
commlittr.d to our numerous customers both retail (filling stations) and customers (industries) and -
reputed for unbeatable customer service. Our resolve is to be one of the top three in the

industry with returned on investment comparable with the best by the year 2000

1.1.1 Areas of Operation
'EIf Oil Nigerian Ltd as earlier stated is involved in the marketin'g of:

a) Petroleum product: Refined petrol diesel and kerosine
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b) Chemical product: Polymers industrial chemicals and in;ecticidc. ,
c) Production and distribution of high quality lubricants ie engine oil)
1.1.2 Company’s Organization Set-up
The company is broken down into six major dcpaftments viz:
- . Commercial
- I_Fingnce.;and Management Sérvices
-  Human Resburces :
- Supply and Distribution
- Production and Business jD(:velco[;rment..
-The research work on the company will be coflceutrated on the sales force within the
commercial department of the company. -
Before the detail study into the manaQement of the sales force, the organisational :sét ﬁp :

of the department is shown below:

|

MD

- HRM Fa&M8 | : CM BADM . M- oM’

—— ] 1

RM RM BM RM

WEST - NORTH  EABT - MID - WEST

o l ] ! l
‘ ARUIA ] Jos - RADUNA EANO GUSAU MATDUGUAL

Source: Elf Qil Nigeria Limited

b



'i.3 . Retail outlets in the general marketing sense means physical point or premises at which

petroleum products are retailed, usually associated with a specialized service or category

of business. In EIf Oil the term simply means petrol filling stations ie the final point . .

where motorist drive in and buy petrol. These outlets are standard in nature. The

commercial department has the sole responsibilit;lf of co-ordinating the whble retail outlet
~network, This dcpartmeﬁt is responsible for drawing up plan for the total network.

Details of this will be discusséc_l later in this -chaptef.

The co_mmércial 'departmem is broken down into saies fegion {see organization) he_a_ded
by a Regional Manager. Each regi011_ is also broken down into territoriés headed by sales
representatives.

1.1.4 Northern .Region
As the research cover this Sales Region, it is essential to discuss _. it in details

(Organization chart below).

RM(NY -

MRA NS & D R . MRE B

ABUJA 08 KADUNA KANO GUIAU FMDUGU Rl

Source Elf Qil Nigeria Limited.



Source EIf Oil Nigeria Limited.

The Northern Region, with headquarters in Kaduna covers the whole of the northern '
' states except Kwara and Benue states.

The Regional Manager (N) has under him line personnel viz:

Manager, Regional Account - MRA
Manager, Supply and Disuibution - MS and D
Manager, Regional Engineering - MRE
Manager Sales | _’ - MS

The Kano District office is headed by Deputy Regional Manager with the location sales
representative for Kano, Gusau, Maiduguri and Yola reporting to him.
. Each of these Sales Representative has a number of rctail outlets or petrol station as well

as industrial consumers (eg Flour mill,s Nigerian Bottling Company etc) under his control.

1.2 THE ROLE, FUNCTIONS AND RESPONSIBILITIES OF THE SALES
REPRESENTATIVES.
The Sales Representatives in EIf Oil has certain roles, responsibilities and functions for

the achievement of his sales objectives.

1.2.1 ROLES OF SALES REPRESENTATIVE:

- He is the intermediary between the company and dealers



1.2.3

1.2.4

Interprets the company’s rules and regulatons to dealers

Co-ordinates the activities of the company within the area of his operation.

RESPONSIBILITIES:

Responsible for the proper and effective management of his territory.

He is responsible for ensuring strict compliancc with companys rulers. and
regulations by dealers.

He is responsible for the appointment and training of dealers; as well a s_tatiou '
personnel.

Responsible for acquisition and development of new sites ie identifying good
locations for petrol filling station construction.

He is responsible for the achievement of the set target or quota of his territory.

FUNCTION’S OF THE RETAIL SALES REPRESENTATIVE

He ensures good house keeping in all retail outlets of his territory in line_ with "
company ruler and regulations. |

Ensures good and Ieffcctive management of all retail outlets in his territory.
Ensures that all safety .procedures and guidelines of the company are adhered to
in order to ensure :}ccidcnt free operations in aI! retail outlets,

Ensures adequate stocicing of all petroleum products in ali oﬁtlets.

Ensure good cuétomer service in all retail outlets through the implelﬁentation of

the Elf’s size points of service.



- Period_ic appraisal of the performance of each retail outlet against sct targets, -

- Monitoring and reporting competitor’s activities in his territory .with regards to -
sités, dévelopments and .their sales performance, |

- Ensures that the c_oﬁlpany operators in his tcrritofy within the iﬁdustry guidelines,

ew.

1.3.1 SALES FORCE SELECTION, RECRUITMENT AND TRAINING

The sclection of Sales Representatives in Elf Oil Nigeria Ltd.. The normal prbcedurc
for selection is through adverts which may be internal or external or both. Thé advert
will specify the qualification required, the discipline of study, age limits and othér
requirements. | On receipt of application, applicants are screened to select the béstl
qualified candidate for the jobs advertised. The selected appiicantéﬁre invited for
interview.. At this invitgtiqn the company’s standard applicatiop forms are now .
completed and submitted.

The Human Resource Department in coliaboration with the commercial Department fs

responsible for the selection and recruitment of the sales force.

RECRUITMENT
1.3.2 The selected candidates sometimes may be within the company, ie staff already working
in the company and wants to change to the sales department.

External candidate are usually selected, graduates from University or already working -

in the sales department of othcr companics,
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1.3.3

The interview is usually in two stages:
- Written aptitude tests

- Oral test.

~ Written Aptitude Test: In the written tests, general written questions are asked. Those -

who pass the written tests are now invited for the oral interview,
Oral Interview: During the oral interview, questions specifically, on the vacant jobs are

asked. At the end of the final interview the best candidates are selected for the sales job.

THE TRAINNING OF SALES REPRESENTATIVE

The training of Sales Representatives is the responsibility of the training division, head.ed
by the Manpower Development and Training Manager'. Training of | Sales . -
Representatives © usually conducted within and externally, For fresh Salcs
Representatives, the initial training is usually organized internally, in the form of

induction. In other to acquaint the new employes with the company’s rules and

regulations, difterent departments and their operational activities.

This is followed by specific job training which includes actual field training with

experienced Sales Representatives, Refreshment courses are also organized for Iexisﬁng field

Sales Representative to refresh them on their sales jobs. Other courses are also organised

through external consultants on other field, eg managerial skills, territorial management and

other management development courses.

’

However, it was identified that training of Sales Representatives is a continuous process -

¢



and about 5% of the sale budget is devoted to training..

The Commercial Department has been found to be given good attention to training, which
is evidenced in efficiency of the sales force. For instance about 20 Sales Representatives were
able to sell even 7000 million litres of petroleum products in 1996, indicating a 20% growth in

the retail sales industry.

1.3.4 SALES BUDGET, PLANNING, AND IMPLEMENTATION
As any other company, EIf Oil also set as sales budget target as to what the company - -

will sell that year.

.1.3.5 SALES BUDGET PLAhiNlNG

Sales budget a're set at the corporate level and broken to regions. Each region on

receipts of its target now b-reaks it down by territories or sales excess. Every retail Saie

Representatives now break dﬁwn his target to each. retail and industrials outlet.

Sales budget planning is two-way, inputs at the end of each year or quarter are received
from each territory through the region to the head office. The input from the Sales
Representative of each territory is usually based on historical data, ie. sales of previous y ears
and projects based on economic trends.

The other way of sales budget planning is that the head office draws up a projection fclmlr

the company based on previous historical data and future economiic trends. These targets, are



now broken down and sent to each region. Each region now breaks down to each territory or
sales area. The Sales Representatives of each area or territory now breaks it down to cach

qutlet,

1.3.6 IMPLEMENTATION
The actual Sales budget or target implementation is at the field. This is actuaily done
by the Sales replresentative who are involved in the daily execution of the sales ﬁclivities L
through one, the supcrvision of the dealers wll10 do the actual selling at the filliﬁg
_ stations and two, direct sales to industrial users.
The successful implementatioﬁ of target is clependenlt on cffective imple';ﬁentation ._of the

roles, responsibilities and function of the Sales Representatives.

At the end of the planned period actual performance is compared against budget, if the
budget is achieved, reasons {or achievements are highlighted, if there are shortfalls, reasons for
failure are identified and corrective steps taken against future occurance. Even if success is

achieved, more strategies are planned for greater achievement.

1.4 ASSUMPTIONS
Two assumptions have been postulated in this study:-
.a) That the Eif oil Nigeria Ltd occupies a lcadcrship position in the oilo industry in this
counfry, and by im.plication therefore, acts as a price leader.

b) That despite the pre-absence of sellers’ market, consumer satisfaction appears to be

10



1.5

uppermost in the company’s policy and decision making machinery, hence the

establishment of regions in various places to serve many different markets.

STATEMENT OF PROBLEM

The present day Sales Manager must be a good planter. His principal task is to plan =

and organise an efficient and effective sales force and to plan the selling effort which

- makes him to spend 60-80% of his time in the office rather chan in the field. This

change has brought about the recognition of four field for modern sales management.

They are:

a)

b

Improvement of individual produciion. This deals with tl;ne effectiveness and the
quality of the field of sales force. This has always been personal contact with the
man in the field, it means the filed salcsman has greater delegation and
responsibility. The improvement pf the productivity of the field salesman will
require the selection training and development, supervision, compensation and

motivation of the sales force.

Competition

Another problem confronting sales ménagcnmnt is competition. | Today théir are
more peopl(;. selling product and services than making them. - As the income of
consumers diminishes with high rate of inflation and reduction in total purchaé.ing

power of the consumer; more people have less to spend as they choose, hence

11



,C)

competitibn becomes keener.
The consumer has a variety of alternative production to choose from.  In view
of available alternatives, the consumers go for cheaper alternatives that can give
then the same satisfaction. It has become necessary that sales management re-
examine the product offerings, sales policies seliing techniques, channels .of .

distribution and company practices in the height of fierce competition.

Increasing Technblogy

Another problem facing present day sales management is technology. Today's
Sales Managers must acquaint themselves with the use of electronic .data
processing for business operations. This is the present situation in developed
countries e.g UK, USA, etc. high technology is now used for marketing,
information findings, and inventory control, etc. The p'rcsent salesman should
be able to know the technical aspects of the product he is selling in tér_ms of

specifications, and efficiency etc.

Increasing Cost of Production

Management is conscious of the high-distribﬁtion cost and the need to reduce it
The more the chanpels of distribution involved, ;he higher the cost. There is the
need to reduce the cha;lnel of distribution to the ultimate consﬁmer, the more the
channels, in the final analysis the final consumer price is very high compared

to production cost.

12



The major problems confronting the sales force management are centred around the
marketing mix, i.e. distribution, pricing, promotion and the product iiself. The effectiveness
of the manipulation of the marketing mix determines, to a great extent, the success of any sales
programme. '

The Elf oil Nigeria Ltd, for instance, reaches its consumers through various institutions:
the sales representatives, sales managers, and distributors, There are bound to be problem -
associated with this effort; the way the management view its customers will gre;my inﬂucﬁce its
policy. To the consumers, are the EIf oil scrvi_ces adequate ‘or inadequate? What are their
reactions to the infiationary trends? The existing products may need further improvement to
meet the customers’ taste.

- Above all, the major problerh confronting the Eif oil Nigeria Limited, is that of an accute

competition arising from the proliferation of oil industries in the country today.

1.5.1 SALES FORCE: OBJECTIVES AND STRATEGIES
The Objectives:

| The sales force is part of the marketing mix and; as such, is capable of achieving
“marketing objectives much better than other tools in the marketing mix. Many companie§ have
described their sales force objecti'ves' in different ways. Sales. forcé objectives for a company
could be that company charges its sales representatives to be responsible for selling, installing
and upgrading customer computer equipment. Another company may probably want his sales
representatives to be responsible for developing, selling aﬁd protecting éccounts.’

The Sales-Force Objectives for the Elf oil Nigeria Limited, are as follows:

13



1ii)

iv)

vi)

Prospecting: Sales representatives are expected to find and cultivate new customers.
Communicating: Sales force is supposed to be skitltul in communicating information

about the company’s products and services to be existing and potential customers.
Selling: Sales representatives are expected to be effective in the art of salesmanship, that
is being effective in approaching, presenting, answering objectives and closing sales.

Servicing: Sales forces must provide various services to the cusiomers, including

expediting delivery.

Information Collection: Sales representatives are supposed to carry out some market . -

research and intelligent work, and supply sales on their customer calls.

Allocating: Sales representatives are expected to evalyate customer profitability and

advise the company on allocating scarce products to their customers in times of product

shortages.

The Elf oil Nigeria Lid. is specific in spelling out norms for how much time that should

be spent on each activity. It makes sure that its sales representatives spend more, say 80%

(Eighty percent) of their time with current customers and 20% (Twenty percent) with prospects.’

Prospects are those enlisted to become customers of the company. The sales representatives are -

supposed to spend (85 % (Eighty-five percent) of their time selling the company’s products’ - and

15% (Fifteen percent) on research and intelligent work.

"Sales norms are established so that sales force would not be tempted to spend most of

its time selling established products to current account to the utter neglect of other important

14

- consulting on their problems, rendering teaching assistance, arranging financing, and



market development activities."
In addition, the Elf oil Nigeria Limited requires its sales representatives to carry out mor'e.
marketing tasks in order to prodﬁce the Budgeted sales volume thereby increasing profits for
"their company, vis avis the customer satisfaction. The EIf oil S_ales force is also expected.to
be skillful in analysing sales data, ineésuring market potential, gathering market intelligence and

developing market strategies and plans.

The Strategies;

Once the company has established salés force abjectives, it is equally ready to tz{ckle the
problems of sales strategies. “The EIf oil develops its sales-force strategics throﬁgh the
undertaking of the customer buying process, and hoﬁv it can best position itself if it sees
competitors pursuing the same business.”

To this effect, two main typc§ of selling situations l;ave been established:

i) Sales représentative to buyer, a situation whereby a sales force talks to a single prospect
or customer in person or over the phone. |
ii) Sales representative to buyer group. Here a sales force appears before a buying

_committ_ee to make sales presentation about a specific product.®

Thus we can see a sales force as match-maker, bringing together the company and the
customer personnel, He has the responsibility of initiating and facilitating interactions between
various people in the buying and selling orgﬁnizations. _“ln order to succeed, sale; forcés need
the unanimous supports of the top management, technical people, customer scrvilce
representatives, and the office staff such as sales analysts, other expediters, and secretarial

personnel.” . . -

15



Having classified the types of selling situation it must perform, they embarks upon the
use of ’direct sales force’, which consists of full-time paid employees who work exclusively for

the company. This sales force category includes:

a)  Insidg Sales Personnel - who conduct business from their offices, using the telephone and

receiving visits from prospective buyers.
b) Field Sales Personnel - who travels and visits customers. They transact their business

mainly in the fields.*

1.6 PURPOSE OF THE STUDY
The purpose of the research work are to:
1) Identify the importance of the sales force in an oil marketing oriented

organization like EIf Oil Nigeria Ltd.

2) Examine the procedure for selecting, training and motivating the sales force in the
company.
3) examipe the role of the sales force and its contribution to the overall profitability

of the company.

v 4) Investigate how properly the sales force is motivated.

1.7 SCOPE AND LIMITATIONS OF THE STUDY |
The study i$ to cover the activities of the sales force in EIf Oil Nigeria Lid. Limiting

the study to the Northern Region i.e Kano district. The research study is made on the
general management of the sales force in any marketing oriented organization

highlighting the roles and functions of the sales force. The study will also try to look
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1.8

i)

iv)

- at the sales force contribution to the profitability of the organization. Research books

will be consultéd on the study. .

DEFINATION OF TERMS

Management

_The generic term employed to designate thosc executive tasks in any business which

ensures that resources are utilized in such a way that preplanned corporate objectives are
met, |
Sales management
This is defined as the planning, organizing, directing and controlling the activities of
sales personnel,

& nager’
An executive responsible for planning directing, controlling and organizing the acti\}ities |

of sales force.

Marketing

The performance of all business activities directed at accelerating the movements of

goods and services from manufacturers to consumer with the aim of satisfying their needs

or wans at a profit sales.

ales force

~ Group of sales men who contact potential buyers of goods or services and attempt to

persuade consumers to buy items to be sold..

17



vi)

vii)

viii)

| xi)

Xi1)

Retail Outlet
Physical point or premises at which petroleum products are sold in EIf Oil Nigeria Ltd.

It is used to describe petrol filling stations.

Follow-up

Completing necessary details on delivery of goods by the sales representatives.
Cloging
Recognising specific and signals from the buyer including physical actions, statements

such as asking the prospects for an order.

- Prospects

Finding out new customers by slaes represcntatives.

Inside Sales Personnel

Those who conduct business from their offices, using the telephone and receiving visits
from prospects buyers.

Field Sales Personnel

i . b

Those who travel and visit customers. They transact their business mainly in the fields.

Target

Reflecting the Sales volumes specified for a particular period.
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CHAPTER TWO
'LITERATURE REVIEW
2.1 Evcry cbmpany irrespective of her size has the fundamental task of 'fil.ldil]g,
traininé, developing, and ﬁlotivating of people to undertake roles or seiling of the ﬁ;ant
to achieve her objectives. The people who are selected to undertake these tasks of selling
for company are at the very spear head of its selling activities, and their importance in
| cortributing to the company’s overall profitability cannot be ovér estimated.!
Under the present dispensation highly competitive conditions exist in all econdmics of
the world. Only few companies can market goods and services without the aid of efficiént,sales o
force. Therefore the Salesman is the representative of the company to customers and the outside_
world. People form their opinions about the company from the way the salesman conducts
himself and his negotiation skills. The salesman in most casés operated under liitle control over
his activities becaﬁse he is independent.

- Over the past years there has been compl'qte re-orientation of the marketing thinking it
is now recognised that no matter how technical or non-technical the product is, the success of
its sales is dependent on the ability of the sales people to convince the prospects or habitual
buyer. The good of all marketing is to increase profitability by offering wants satisfa_ction to
the market overall the long run. Personal selling is the major promotional method used to

achieve this sales objectives.?
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Personal selling is the most effective way 61" generating a sales, compared to advertising,
whose effectiveness cannot be easily accessed. In personal selling the salesman can tailor his
sales preparations to fit the needs, motives and behavior of the customer. Also the salesman can
have direct contact with tlhe customer, by so doing he can access the reaction of the customer
and adjust to his needs, whereas in advertising most of the cost is devoted to sending the -
message (o people who may not be the real prospect. In personal selling the actual salcs. can be
ﬁxade while advertising can attract attention and rouse desire but may not get buying actions.-

' Personal.selling_ can be successful with only and cfficient and effective sglcs force. The
sales force also get the direct reaction of customér on the product they setl. Sales people
therefore can be considered as the intermediary between their companies and the customers.
They advice the company on wﬁat the customers needs and how these needs can be satisfiéd.

It is for this reason that the sales job of today is different from that of yester years. As
part of the implementation of the tﬁarketing concept in modern time marketing, we see a new
breed of sales people. The new marketing concepts is not selling what the firm produces but
what the consumers wants, the new breed sales people interpret customers’ want and relan them - -
back to the firm so that appropriate products are develoﬁed to meet the need of consumers. The
new b_reed sales people are now engaged in a total selling job, servicing customer and territoriﬁl
sales managers acting as observe.rs of the market as may feed back marketing information to |

 their management'. Tile role of the new breed sales man is divergent, they are persuaders, | )
service people, information gather‘ersll, expenditures, coordinatiﬁg problem définers, customers-

ego-builders.
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. Historically, Marketing chcloped as society moved from one stage of human self-
sufficiency to the poin't where trade Qras needed. Trade developed when there was division of
labour, factory industrialisation and urbanization of the population. Marketing is practised today
in all modern nations, regardless of their political philosophy. United state of America for
example, marketing has developed to its highest level, because America has an economy of
abundance backed by superior technologies.

The philosophy of the marketing concept is built that a company should be
(1) Profit oriented

(2) should strive for profitable sales volume

('3) Co-ordinate all its marketing activitics.

- Marketing management is the vehicle which is used to activate the markgting concept.

. As marketing practices-developed with economic ad#ancement the job of the sal.e.sman continued
to be vital to the growth of the well being of the work nation economy. The selling methods
employed continually change with these development to meet the needs of changing il]dustrit;s
in a changing economy and technology. The prolifiration and increase in the number and size
of corporations operating nationwide has made possible for salesman to handie economic
;‘esponsibilities.

The high level of education of customers, couple with experience and more anWﬁrcness .
of the products they are buying now call for more educated, highly skilled and technically
oricnted salesman on the products they sell. In most case these customers aticmpt to test th'e.
competence of the salesman knoWledge and experience. It is for this reason that the modern '

“salesman must be lea.med, and experienced enough to make good sales presentatioﬁs and

overcome any difficulty.

22



2.1.1 SALES FORCE DEFINED

"Every organization has one or more people who have responsibility for comacﬁng and
selling to prospects and customers. We refer to this group of people as Sales force. Sales force "
therefore is a collection of persons men and or women whose primary responsibilities affz
contacting and selling the company’s products and services to prospects and customers.™

Sales forces are found not only in business organizations but also in non .profit oricnted
organizations. College recruiters represent a sales force arm of the collcge seeking to sell
prospective students coming to that college, chﬁrches form membership commitice who are
responsible for attracting new members. The lower River Basin Authorities in Nigeria consiét
of agricultural specialists who try to educate and sell farmers on using the latest technology.
Hospitals, museums and other organizations use a staff of fund raisers to contain prospective
donors 'ﬁnd selling them on supporting the organization.

The traditionﬁl term used to describe persons in the sales force is fsaleSJHellf but
nowadays, the term has become obsolete because of the increasing women who have taken up
sales responsibilities. Although the traditional term, salesmen, will occasionally be used where -
and when appropriate; we will use the conventional term, "Sales representative” and "Sa]es
persons”. Many other terms suclt as accourtt executives, Sales consultant, field representaﬁvc, |
manufacturers representative, agent, service representative and marketing representative hav_e

come into use to describe people who work in sales.

Sales representatives are typically pictured as loving sociability inspite of some recent
evidence that many sales representatives actually dislike it. Sales force are often criticized for . -

agpressively forcing goods on people inspite of the fact that buyers often search out sales
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representatives. "Actually, the term sales representative covers a broad range of positions in -

our economy, within which the differences are often greater than the similarities. "*

McMurry’s classification of sales positions (THE MYSTIQUE OF SUPER-

SALESMANSHIP, 1961 PP. 114-1 17) are as follows:

i

iil

ili,

iv,

vi.

'Pos'ition's where the Sales persons job is predominantly to deliver the prodycts,
e.g. milk, bread, fﬁel, etc. |

Positions where the saies person is predomihantly an inside-order-taker, e.g. the
haberdashery sales person standing behind the counter.

Positions where the sales person is also predominating anl inside order-taker, but
works in the field, as the packing house, soap or spice sales persons doés_.
Positions where the person is not expected or permitted to take on order but is )
called on only early to build good will or to educate the actual or potential user.
Food in this group of sales force are the distiller’s ‘missionary persons or the \

medical'dealer, representing an ethical pharmaceutical house.

Positions where the major emphasis is placed on technical knowledge, ¢.g., the

engineering sales of tangible products tike drinks - beers and soft drinks.

Portions requiring the creative sales of intangibles such as insurance, adlvcrtisin.g
services or education. These practices are seen above, move along a spectrum,
ranging fro_m the lcast (o t_hc most creative topics of selling. The earlier jobs call
primarily for maintaining acéounts are taking orders while the later. r'equirc -
limiting down prospects and creating new.sales. On the whole the 'd_iscussi.oﬁ will

be primarily concerned with the creative types of selling.
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Personal selling is the most effective tool at certain stages of the buying process,

particularly in building up buyers preferences, convictions and actions. Personal selling, when

compared with advertising, had three distinctive qualities:

ii.

iii,

you".

Personal Confrontation; Involves an alive, immediate and interactive relationship -

between two or more persons. Each persons is abie to observe each other needs and

. characteristics at close quarters and make immediate adjustments.

Cultivation: Permit all kinds of relationship to spring up, ranging from a matter of fact

selling relationship to a deep personal friendship. In most cases, the sales person must

use art to woo the buyers. The sales force will at times be tempted to put on pressure

to get on order but will normally keep the customers long. Keen interests at hearts.

Response: Makes the buyer feel under some obligations for having listened to the sales
talk or using up the sales representative’s time.

The buyer has the greater need to extend and respond, even if it means saying, "thank

These distinctive qualities come at Cost. Personal selling seems to be the company’s

most expensive contact and communication tool, all over the world, looting companies millions

of naira yearly, e.g. in 1977, American firms spent well over (4100} a hundred million of naira

on personal selling.



2.1.2 HISTORY OF SALES FORCE

Everyone lives by selling something., Selling fs one of the world’s oldest professions.
Paul Herman describes the discovery of a Bronze Age (1000BC) training salesman sample case
as “A old wooden box, 26 inches in legth, containing in specialy hollowed compart_l.ncnts, .
various types of axe, sword blades and buttons™.® |

Early sellers and traders, though, were not always held in high esteem. The Romanl
word fpr salesman means " cheatér" and mercury, the god of cunning and boated was regarded |
as the patron deity of merchants traders. The buying and selling of commodities flourished over
the centuries and became institutibnalised in market town. With time, peddlers began to carry
goods to pair in their homes and thus Scrved those who wcré not able to get to the market towns.

The first salesmen in the United States were the Yankee peddlers (pack peddlérs) who,
begimﬂng in the late 1700s, carried such things as clothing, spicers, hoﬁsehold and wares from
distributors and manufacturing centres in the East Coast Colonies to sellers in the .western
frontier regions. |

The pack peddlers would also trade with the Indian, receiving fur'in exchange for kriive;;,
beads and ornaments. Many of the traders came to be regarded as shrewd un principlcdl
tricksters who would Ijot think twice about putting sand in the sugar dust in‘tﬁe pepper, and
chicory in the coffee. They often sold coloured sugar water as "medicine” guaranteed to cure |

all possible diseases.
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.In the early periods of 1800s, some of the peddlers began to use house-drawn-wagons
to stock heavier goods such as clock, dishes, furniture, weapons, and ammunitions. Some of
these wagon peddlers settled down in frontier villages and opened the first general stores ahd .
trading post. It became customary for some of the larger relatives to travel once or twice dyear
to the market major city to replenish their stocks. "Eventually, wholesalers, and manufacturers

_began to employ greeters, or drummers, who would seek out retailers in their hotels and_invite '
them t;) visit the particular displays ofl' their respective employers"” These drumimners began
to employ increasingly insistent techniques to attract attention to their ﬁrms, such as meéting
incoming trains and ships, and even riding out to meet incoming merchants so as to beat their
competitors to the draw. In time, this pursuit of one-upmanship led drummers to travel all the.
way their customers’ places of bﬁsiness, and these early travelling salesman became as an
unportant part in the United States Marketing System in the late 1800s Prior to 1960, there were
about one thousand travelling salesmen, many of whom were primarily credit invcstigatbrs who
collected credit data, collected on part account,_and pnl‘y secondary took orders for goods. By
1870, the number of travelling salesmen had increased to about seven thousand, and in 1880.,
it salesmen wﬁs about ninety-three thbusand.

"One of the firs't businessmen to develop modern selling and sales management techniques :
was Johin Henry Patterson sow who was widely regarded as the factor of rnoﬁern salesmanship.
At the age of forty, Patterson bought controliing interest in a company that manufactured one
of the earliest cash registered and which later became known as the National cash-Register

Company (NCR).
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He built this small, barely surviving firm into the market leader of the cash _register
industry controlling at one time 90% of the market. The key to his successes was, that of
professionalizing the sale management function. He would ask his best salesmen to demdnStrate
sales approaches to the others. The best sales approach would be written down and printed in
a "sales primer”, and distributed to all NCR salesmen to be followed to the letter. ‘This was the -
beginning of the canned sales approach. In addition., Patterson assigned his sallesmen exclusive
territories and sales quotas to stretch their efforts. His company held frequent sales meetings
that served double purpose of sales training and play. In between the sales meetings, he sent
his salesmen regufar communications on how to sell.

."I " One of the young men whom Patterson trained was Thomas J. Watson who later founded
IBM Patterson had truly shown other companies the way to turn their sales forces into effective
instruments for growth and profit”

Part of sales force strategy is how to structure the companys sales force in order to have
maximum impact on market. This is relatively simple if the company sells only one produétl
hire to one end-using industry wifh customers found in many locations. the answer then would |
be the use of a territ(;)rial_- structured sales force. The case would, however change .if the
company sells many different product to many types of custoﬁlers. Here, the company might
have to develop product structured sales forces. these alternative structures are briefly discussed

the later part of the study.
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2.2 SALES MANAGEMENT IN A DEVELOPING ECONOMY.
| Sales management can be simply defined.as organi_zing directing, controlling recruiting
training and motivating of the field selling effort Witlilil-l the 'p:Ianncd marketing strategies *
The management of the sale forccs‘ is elitireiy‘ the responsibilitics of the sale 1ﬁa.11§ger, o
who is responsible for recruiting training, motivating controlling and co-ordinating all the
activities of the sales force of any organization be it in a developing economy such as Nigeriﬁ.
Sale force management keep on (I:han-ging moving from sales product orientation to customers |
orientation. In the eal:ly years, sales was focused on what the firm has to offer and the .'
salesman were only selling what thc-firm had produced. Today because of .the existence of a
wide range of products giving the same satisfaction, the sélling effort has moved to customer
focus, i.e finding out what the customer want and producing the product to meet thé specific
needs of the customer at a profit.
It is in line with fhc new selling approach that sales force management is givling new

approach, These new approach are taken in three steps as shown below

1. Designing the sales force . .

. Sales forcq objéctives

b. Sales forcc strategy'

c. Sales force structure

d. Sales force size

e. . Sales force compensation]
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- 2. ing the sales force.

a.  Recruiting selecting sales represcntatives.
b. Sales force training

e.".  Directing zind co-ordinating the sales force
d. Motivating the sales force |

e. Evaluating the sales force

3

Improving sales force Effectiveness

Sales force training

2

Negotiating . ' | .

2]

Relationship building skill"?
" The basic success of the sales manager will depend on his successful ability to properly .
follow the steps in Designing and managing his sales force. |
The sales manager in developing economic have failed because of the incompetence in
following these steps properly. It is mainly because they do not have the basic managerial

approaches. Many salecs manager today in Nigeria are faced with these problems becausc they

rose gradually through the ranks and here no training skill to back them up.

Developing economies are often faced with product shortages and so the sales force find
themselves with nothing to sell, and some times management feels there is need for only féw ,
salesmen forgetting other roles the sales men can performn, e.g. counselling unhappy custm‘ners,

communicating to customers campaigns plan to remedy these shortages.
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As companies move towards market orientation their sales force need to become more
market focused and customer oriented. The new generation salesmen should know how to
provide customers’ satisfaction and conﬁpany profitability. They should be able to analyse sales
data, measure market potentials, market intelligence rcports and developing new strategies and -

plans.

2.3.1 SELECTION

No matter how well established the organization is in terms of products offering, if the
organization dges not have a clcarl.y well defined procedure for recruiting, sclecting, training,
directing and motivating the field sale force, the organization is bound to fail.

At the heart of a successful sales force operation is the selection of an effective Isales o
force. The cmﬁpany must have a proper guideline for the seleétion of salesmen. Some of these
procedures are, asking customers the traits they would like salesmen to possess. Anothér
approach could be to look at the traits common to successftil salesman already in the company.

In our pasf pree.;ent day developing cconomy, many organization have not been able to
select the right calibre of salcsmeﬁ blecause of lack of proper guidelines for.their selection the
basic traits of a good salesman should be spelt out before any selection is conducted. However,
many marketing experts have identified some of the traits required.

McMurry wrote that "the possessor of an effective sales personality is a habitual wooer, an
individual who has a compulsive need to win and hold the affection of others”. The bas;ic traits
he listed were "a higli level of energy, abounding self confidence, chronic hunger for money,
well established habit of industry and a state of mind that regards each objectioh, resistance or

obstacle as a challenge”. '
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2.3.2 The Importance of Careful Selection

"At the start of a successful sales force operation is the selection of effective sales
representatives"'’  The performance levels of an average and a tope sales representative are
quite different. Personnel selection is the most important, in the writer’s opinion, activity in the
management processes in any organisation. This is true whether you are managing a sales force,
an atheletic team, a college faculty, a political party or any other group. carrying this philosphy
close home, your happiness and success in life depends, to a great extent, on how well you do
in selecting your mate. So also your pleasure, as a manager, depends very much on how well
you do in selecting an effective sales force for your organization,

"Several benefits accrue from having a good sales selection programme. First, it
increases the company’s chances of getting the type of sales representatives needed. This is
important because there is a shortage of good sales people, and they are hard to come by.
secondly, when running a sales force, sales manager’s performance can be no better than the
material he or she has to work with. No matter how well managed a sales force is, if it is
distinctively inferior in quality to that of competitor, the competitor will win out. Thirdly, if
a sales force is well selected, many other tasks in sales management, such as training and
supervision, are made easier, and fourthly, a well selected sales force will be more productive,
and will build better customer relations than a poorly chosen group.""

There are three major steps in sales force selection. These steps are as follows:-

a) Determine the number of type of people wanted. This step includes the preparation and

a written job description. Management must also determine what specific qualifications

that are needed to fill the job as it is described.
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b) Recruit an adequate number of applicants.

c) Select the qualified persons from among the applicants.

Qualities of Good Sales Representatives

The key to success in the first step is to establish a.proper hiring specitications, just as
if the company were pﬁrchasing cquipmernt or sﬁpplies instead of manpower. To establish these
specifications, management must ﬁrsf know what the particular sales job entﬁils. This calls for
a detailed job analysis and a written description. It should. include specific statement regarding
job duties and applicants’ qualifications. This written description will later be invaiuable in
training, compensation and supervision,

Determining the ciualifications_ needed to fill the job is the most difficult par:t of the
selection function. we still do not know exactly all the characteristics that make a good sales
person. We cannot measure to what degree each quality should be posSessed, nﬁu“ do we know.
to what extent an abundance of one can offset the lack of another.

Over the years, many myths have arisen about what traits lead to ﬁuccé.s.s in selling. A
good sales force or representative is supposed to be aggressive, extroverted articulate, wéll- -
groomed, and endowed with a great physigue. Yét in actual fact, many outstanding sales people
have been mild-mannered and introverted. Other good ones have been somewhat articulate anﬁ
carelessly dressed. Many good sales people are of the'average or even small size.

The search for the qualities that make a good sales person continues. Some companies
have analysed the personal histories of their past sales representatives in an effort to determine .
the traits common to successful (unsuccessful) performers.

However, one psychologist, Robert McMurry (in his mystique of supersalemanship,

1980) who has worked extensively in Sales Management, concludes that people who are’

3
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outstanding sales successes inevitably possess the following taits:-

i) A high level of energy

i) A bounding self-confidence

iii) A chronic hunger for money, status, and the good things in life.

v) A well csmblisl'md habit of industry

V) The habit of perserverance - each objection or resistance is a challenge.

vi) A natural tendency to be competitive.

Mc-Murrcy maintains that,"the sine-qua-non of sales success is an intangible, largely
intuitive sensitivity to people. Super-sales people are, in effect, quite habitual and constnt
wooers. They have an inherent flair for winning the acceptance of other""

In another approach to the question of what makes the quality of a good sales
representative, Mayer and Greenberg, "What makes a good salesman”, 1964, pp.69 conclude;
"After some years of research, that two personating traits are basic to salesmz_m success: (a)
Empathy- ability to identify with customers and their feelings. Ego-drive - The personal need
to make a sale, as a measure of self-fulfillment, and not just for the money".

2.3.3 RECRUITMENT: According to Kotler (1991) "At the heart of a successful sales force
operation is the selection of effective sales representatives. The difference in performance
between an average and a top sales representative can be considerable. One survey revealed that
the top 27% of the sales force brought in over 52% of the sales. Beyond the differences in sales
productivity are the great wastes in hiring the wrong persons. The average annual sales force
turnover rate for all industries is almost 20%. When a sales person quits, the cost of finding
and trainning a new salesperson plus the cost of lost sales - can run as 80,000 to N75,000. And

a sales force with a lot of new people is less productive.""
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After management develops itS sclection criteria, it must recruit. The personnel
department seeks applications by various means, including soliciting names from arrest current
representatives, using employment agencies, placing job and contacting college student. Kotler
asserted that few students wants to go into selling as a career the rcluctant ones give Isuch
reason as "Selling is.a job and not a profession” "It calls for deceit if the person wants to
succeed” and "there is insecrutity and to much travel” ‘ To counter these objectives, companys
recruiters emphasize starting salariés and income opportunities,

Recruitment methods also differ from company to company depending on the'type of
products it sells. The method of recruitment of consumer goods will differ from that olf- highly ~
technical products, e.g. industrial equipments, e.t.c. Evén though the basic methods may be the

same, the technicalities will differ.

| 2.3.4 Traini.ng Sales Representatives: An Over-View
In the past, many companies \;verc used t_o' sending newly employcd séles represcntatives
out into the field almost immediately after hiring them. The sales representatives then would
be supplied with a pack of samples, order books and instructions to sell, _"Training programines
were considered luxuries. A training programme meant large outlay for instructors, materials
and space; the payment of basic salary to a person who was not yet selling; and lost opportunity

because lie or she was not in the field,
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But nowadays, a reverse is the case because newly selected sﬁlcs represefitatives can
expect to spend from a few weeks to many months in the limbo state known as trainirig_. The
median training period in weeks is twenty-eight in industrial products companies, tﬁf'elve in
service companies and four in consumer product companies. [n some companies, such as steél
or data processing companics, the new sales representatives are not on their own for two |

years. "3

Othef com].Janies expect their sales representatives to spend fifteen per cent of their time
each year in additional training. The annual sales - training for a major U.S. Corporation, for
instance, can run into mil{ions of naira. Several factors have convinced sales mahagcment thét
extended training may add more value than cost. The sales representatives of today are selling
to more cost-canscious and value-conscious buyers. Furthermore, they are selling a host of
products, often loosely related, aund sometimes technically complex. More reporis are expected

of these people.

The purpose of the training is to create the following knowledge, skills and attitudes in the sales

forces:-

. The sales representatives should know the corhpany and identify with it. 'Most compmﬁes
devote the first part of the training programme to describing the history and objectives
of the company, the orgénizational set up and lines of authority, the names of the chief
officers, the companies, the financial structure and facilities, and the company’s chief
products and their sales volume. |

il. The sales representative should know the company’s products. The sales train is slmwn

how the products are produced, and how it function in various uses.



iik. The sales representative should know customers’ and competitors’ characteristics. He
is introduced to different customers and their needs, buying motives and buying habits.

He learns about the company’s and competitors’ strategies and policies.

iv. The sales representative should learn how to make effective presentations. He it tr.;iined
in the basic principles of salesmanship. Part of the training time is used to develop the
sales representative’s perSoneility and impersonal skills. In addition; the company
outlincs the ma:jor sales arguments for each product, and some go so far as to provide

a sales script.

V. The sales representative should be introduced to field procedures and responéibilities.
The sales representative should know how to divide time between active accounts and
potential accounts; how to use the expense account, prepare reports and routine

effectively.'®

iples of Sales i
One of the major objectives of sales training programme is to train the company's sales
personnel in the art of selling. The sales training industry today involves expcnditures of

millions of naira in training programmes, books cassettes, and other related materials.
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All of the sales training approaches are designed to convert a sales person from being a

passive order taker to an active order getter. Order takers operate on the following assumptions:

a) = - Customers are aware of their own needs;
b) They cannot be influenced or would resent any attempt at influence;
) Customers prefer sales representatives who are courteous and self-effacing.

In training sales persons to be order getfer, there are two basic approaches; a sales -
oriented approach and a customers-oricnted approach. The first one trains the sales person to
be adopted in the use of high-selling techniques, such as those used in selling encyclopedias or
automobites. The teChﬂiQHJC includes overstating the product’s merits, criticising competitive
broducts, using. a "slick" canned presentation, selling yourself and offering some conccss'ion.to N
get the order on the sbot. The assumptions behind this type of selling are that: |
i) The customers are not likely to buy except under pressure;

i) | They are influenced by a "stick” presentationland ingratiating Mmanners; |
-iii)  They will not regret the transaction after siéning the order, or if they do, it does not
matter,

The second approach attémpts to train sales personnel in customer problem solving. Hcrp
the sales person studies the customer’s needs and wants, and proposes profitable solutions to
his/her (customer’s) problems. For example, a sales representative would examine the
customer’s problem and prbpose a plan that would solve that problem. Thus the sales person
does what is good for the customer, not what is immediately good for himself. The assu'mlptions o

behind this approaches are that:
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a) Customers have latent needs that constitute opportunities for the sales representative;]

b) They appreciate good suggestions;

c)  They will be loyal to the sales representatives who have their long-term interests at heart.
Surely the problem solver is a more compatible image for the salesperson under the
marketing concept than the hard seller or order taker.

Most sales training programmes view the selling process as consisting a set of stéps_ that
the sales representative has to carry out, each involving certain skills. These steps are

sometimes referred to as sales force activities.

Sales Force Activities

"Sales force activities consist ‘of process steps that sale representatives are expected to

carry out, involving certain skills:-

i) Prospecting and Qualifying:- The first step in the sales process or sales activities is to

identify prospects. Although the company can supply leads, the sales representatives also need .

skill in developing their own leads. Leads can be developed though asking current satisfied
customers, for the names of other potential buyers, cultivating other referral sources; such a's.
suppliers, dealers, and bankers;. joining organizations where there is a high probability of
“meeting or learning al;out_new prospcéts; engaging in speaking and writing activitics th.a‘t are
likely to increase the salespcrso‘n’s' visibility; and using tﬁe tetephone and mail to track

downleads.
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Sales representatives also need to know how to screen the leads to save time on poor
leads. Prospects can be qualified by examining their financial ability, volume of business,
-special requirements, location and likelihood of continued business. The salesperson should

phone or write to prospects to see if they are worth pursuing any further.

ii) Preapproach:- This step invollves the salesperson iﬁ learning as much as possible about
the prospect company (what it docs, who is involved in the purchase decision) and its buyers.
He can consult standard sources, acquisitance and others to lcarn abdut the company. The
salesperson could desi,c:.v,n call objectives to qualify the prospect, or gather information c')rl make
an immexiate sale. He might decide on personal visit, a phone call or letter. On the wi;ole, the

salesperson should think well on the best timing and overall strategy to use.

| iii) o Approach;- Im.}olves the sales force in knowing how to meet and greet'fﬁe buyer.to get
rclationshib off to a good start. It consist of how the salesperson l.ooks, the opening .

lines, and the follow-up remarks. The salesperson’s looks include his/her appearance,
manners and mannerisms. The salesperson is encouraged to wear clothes simila_r to what
_buyers usually wear, such as open shirts and no tie; to show courtesy and attention to the

buyer, and avoid distracting mannerisms such as pacing the floor or staring at the
customer, The opening line should be positive and pleasant, such as, "Mallam
Mohammed, T am Fred from the MBA Company. My Company and [ apprccia‘tc'your
willingness to see me. | will do my best to make this visit profitable and worthwhile for

" you and your company."
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This could be followed by some light talk to further the acquaintance, some key
questions, or the showing of a display or sample (o attract the buyer’s attention and curiosity.

iv) Presentation and Demonstration - after getting acquainted and ’sizing up’ the buyer, the

sales representative attempts to tell the company “story’ to the buyer, showing how the product
will make or save money for the buyer. The sales representative covers the features of the
product but concentrates on selling the benefits. The aim is to demonstrate the want-satisfying
characteristic of the company and its products. The salesperson will then follow the AIDA
formula in presenting the product: get Attention, hold Interest, arouse Desire and obtain Action.
Companies use three different styles of sales presentation. These are:
a) The Canned Approach: This is a memorised sales talk covering the main points deemed
important by the management. It is based on stimulus - response thinking, i.e. the buyer is
passive, and can be moved to purchase by the use of the right stimulus words, pictures, terms
and actions. Canned presentations are used primarily in door-to-door and telephone cold

conversing.

b) Formulated_Approach: . This is also based on stimulus response thinking, but -
. attempis Lo identify early the buyer’s need and buying styles, and then use a formulated approach

to this type of buyer. This is not canned but follows a general plan of a formulated prcsentaiion. |

c) The need-satisfaction Approach - does not start with a prepared presentation des igncd.

to sell the customer but rather a research for the customer’s real needs. The customer is

encouraged to do most of the talking so that the salesperson can grasp the customer’s real needs
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and respond accordingly. The need-satisfaction approach call for good listening and problem-
solving skills.
Sales presentations can be improved considerably with various Demonstration aids, such

as booklets, flip charts, slides, movies and actual product samples. To the extent that the buyer
can participate by seeing or handling the product, he or she will better remember its features and

possibilities. ' : .

v) Handling Objectives - Cus‘_tomcrs will almost Ialways pose objections during - the
presentations or when asked to place an order. The customer’s sales resistance is due basicall'y
to cith:r psychological or logical form.

Psychological resistance may include resistance to interference, preference for established
habits, apathy, and others, The logical resistance takes the form of objections to the price,
delivery schedule, certain products or company characteristics., |

To handle these dbjection, the salesperson should use such techniques as maintaining a
positive approach, trying to have the buyer clarify and define the objections and guestioning the .
buyer in such a way that the buyer has to answer his or her own objcctions, )

The salesperson needs training in the broader skill of negotiation, of which handling

objections is a part.

vi)  Closing - Here, the sales répresentative attempts to close the sales. Some salespersons
never reach this stage or they do not do it well, perhaps because they lack confidence in

temselves or their company or product.
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Salespersons should be trained to recognize specific closing signals from the buyer,
including physical actiqns statemenis, or comments and questions signaling a possible readiness -
.to close. Salesperson can now use one of several closing techniques such as:
Asking the prospects for an order
Asking whether the buyér waits A or 3
Getting the buyer tol make minor choices or
“Indicating what the buyer Will lose if he does not order.
The sales representatives may offer the buyer specific inducements to close, such as a
special price; an extra quantity at no charge or even a gift.
vii)  Follow-up: This is necessary if the salesperson wanis (o ensure customer satisfaction atid
repeat business. Immediately after closing, the sales representative should attempt to complete
any necessary details on dcliveryltime, purchase terms, and other matters. He. should consider |
‘schedulingl a folléw—ui) call when the initial order is received to make sure there is proper

installation, instruction, and servicing."

Directing Sales Force

The new sales representative is given more than a territory, a com.pensation package, and
training - he is given supervision. Supervision is the fate of everyone who works for émneonc
else. It is Lhe experience of the employer’s natural an_d continued interest in the activitics of
their agents. Through supervision, employers hope to direct and motivate the sales force to do

a better job.
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Companies differ in the extent to which they try to prescribe what their sales reps shouid
be doing. Much depended on the nature of the selling job. Sales representatives are paid
mostly on commission and are expected to hunt down their own prospects.
they are generally left on their own. But those who are salaried and must cover a definite set
of accounts are likely to receive substantial supervision.

A major purpose of supcrvision is (o help the sales representatives use their time
effectively and efficiently. The effective use of the time means that the salcs_ representatives -
make sound decisions on which customers and prosﬁects to spend the time on in the first place.
"The efficient use of time means that the sales representatives are able to plan their call time so

as to maximize the ratio selling to non-selling time.

a) Developing Customer Targét and Call Norms: Most companies classify their customers
into account types, such as A, B and C, reflecting the sales volume, profit potential ‘and the
growth potential of the different accounts. They establish a certain number of calls per period
that their sales force should make to each account type. Thus A account may receive nine calls
a year, B, six calls and C, three calls. The exact level that are set depend upon competitive call
norms and expected account prufitability.

The real issue.here is how much sales volume could be expected from ﬁ particular

account as a function of annual number of calls made to that account,

b) Developing Prospect Target and Call Norms: Companies often like to specity how much
time their sales force spend prospecting for new accounts, For example, scctor Freight wants
its sales representatives to spend 235 per cent of their time prospecting, and to stop calling on a

prospect after three unsuccessful calls.
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It is quite necessary o set  up a minimum requirement for the canvassing of new
accounts because, if left alone, sales representatives will spend most of time in the offices of
current customers who are better known quantities, and upon whom the sales representatives can

depend for some time.

c) Using Sales Time Efficiently; Sales representatives should know how to schedule the
planned sales calls and use their time efficiently. One tool 1s the preparation of an annual call
schedule,. showing which customers and prospects to call on, in which months, and which
activities to carry out. The activities inciude such things as participating in trade shows,
attending sales meetings and carrying out marketing research projects. The other tool is time-
and -duty-analysis to determine how to use sales call time more efficiently. The sales

representatives time is spent in the following ways:-

(1) [ravel - travel time is the time spent in travel between rising in the morning and
arriving at a lodging in the evening. Travel time can be cut down by subslii.ulixlg faster for
slower means of transportation, recognizing however, that this will increase costs. Some
companics encourage air travel - commercial or private - for their sales forces in order to
increase the ratio of their selling to total time.

1) Food and Breaks - Some portion of the sales force’s workday is spent in eating and in taking
breaks. If this involves dining with a customer, it will be classified as selling time, otherwise

as food and break time,

(1ii) Waiting - consists of time spent in the outer office of the buyer. This is "dead” time unless

the salesperson spends it to plan or to fill out reports.
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(iv) Selling - is the time spent with the buyer in person or on the phone. It breaks down into

"social talks" and "selling talks".

(v) Administration - is a miscellaneous category, consisting of the time spent in feport wﬁtiﬁg
and billing, attending sales meetings, and talking to others in the company about production,
delivery, billing, sales performance and others. |

Helping the sales representatives to use their time more efficiently takes the form of -
training them in the effective use of the telephone, siinplifying the account keeping or record
keeping forms and requirements, using the computer to develop the call and routing plans, an.d

supplying them with marketing research reports on the customer."'*

Motivating Sales Representatives:

"A small percentage of sales representatives in any sales force can be expected to do their
best withiout any special prompting from management. To them, sclling is the most tascinating
job in the whole world. They are ambitious and selistarters.

But the majority of sales representatives asl nearly every sales force require personal
encouragement and special incentives to work at their best level, more especially in the creative

field selling for the tollowing reasons:

(@) The Nature of the Job - The selling job is one of frequent frustrations. Sales
representatives usually work alone, their hours are irregular and they are often away from home

they conlront aggressive competing salcs representatives; they an inferior status relative to
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buyer; and they at times loss large order that they have worked hard to obtain.

(b) Human Nature - Most sales persons operate below capacity in the absence of some special
incentives. They will not "kill themselves™ without some prospect of financial gain or soctal

recognition.

(c} Personal Problems - The sales represcntatives, like everyone elsc, is occasionally

preoccupied with personal problems such as sickness in the family, marital discord and/or debt.

Management can affect the morale and performance of sales force through Iits
organizational climate, sales quotas and positive incentives.""®

Organizational climate describes the feelings that the sales representatives get from their
compﬁny regarding opportunities, value and reward for a good performance.

ISome companics' {reat sales representatives as if they were of minor importance to the
organization, while others treat their sales representatives as the prime movers and albllow
unlimited opportunity for income and promotion. The quality of personal treatment given sales
representatives by the management is an important aspect of the organizational climate. An
effective sales manager keeps in touch with the members of the sales force through regular
correspondence and phone calls, personal visits in the field, and evaluation sessions in the office.
At different times, the sales manager is the sales representative’s boss, companion, coach and
confessor.

"Sales quotas are set by many companies for sales representatives, specifying what thc;\,'

should sell during the year and by product. Their compensation is often, though not always,
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related to their degree of quota fulfillment, Sales quotas are developed cach year in the process
of developing annual marketing plan."® The company first decides on a sales forecast that is
reasonably acliieved. This becomes the basis of planning production, workforce - sizes, and
financial requirements. The management establishes quotas for all of its regions and terlrit'orics
which typically add up to morc than the sales forecast. Sales quotas are sct higher than the sales
forccast in order to streteh the sales managers and salespeopic to their best efforts.  If they tail
o make their quotas, the company may make its sales lorecast.

Each District Sales Manager takes the assigned quotas and divides them up among the
sales representatives. According to Heckert (1946) "Actual experience with sales force quotas,
as with all standards, will reveal that sales representatives react to them somewhat differently,
particularly at first. Some are stiﬁw]ated to their highest efficiency, others are discouraged.”
Some sales executives place considerable emphasis upon this human element in setting their
quotas. In general, however, good men will in the long run respond lavorably to intelligeotly

devised quotas, especially when compensation is fairly adjusted to performance.,

Positive Incentives - Companies use a number of positive motivator to stimulate sales |
force effort. Periodic l'ncctings provide a social occasion a break from routine, a chance to meet
and talk with 'company brass’, anﬁ a chance to air feelings anci to identify with a larger group.
Caimpanies also sponsor sales contestIs when they want to épur the sales force to make a special
setting effort above what would be normally expected. Other motivator include hoﬁours and

awards, profit-sharing plans, and vacations with pay.
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2.3.5 EVALUATION OF SALES REPRESENTATIVES

"Management obtain information about its sales representatives through number of
channels. Probably the most import source of information is to the sales representative’s
periodic reports.  Additional information is obtained through personal observation, customers’
letters and complaints, and conversations with other sales representatives. A distinction can be
drawn between reports that represent plans for the future and those that represent write-up of
completed activitics. The best example of the former is the sales person’s work plan, which
most sales representatives are required (o submit for a specified future period, usually a week
or a month in advance, The plan describes the calls they will make and the routing they will
use."?" These rcports.serve the purposes of encouraging the sales force to plan and schedule
their activities, informing management of their whereabouts, and providing a basis for comparing
their plans with their accomplishments. Sales representatives can be evaluated on their ability
to plan their work, and work their plans. Occasionally, management contracts individual sales
representatives after receiving their plans to suggest improvements,

Companies do require their salespersons to draft an annual territory marketing plan in
which they outline their programme for developing new accounts and increasing business from

e

the existing accounts. "The formates vary quite considerably: while some ask for general ideas
on territory development, others ask for detailed volume and profit estimates. This type of
report casts sales representatives into the role of market managers and profil‘(.:cmrcs."“ The
plans are studied by their sales managers and become the basis for rendering constructive

suggestions to sales representatives and developing branch sales objectives and estimates for

higher-level management.
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Several reports are used by the sales representatives to write up their complete activities
and abcomplishments. The best known type is the call report’ in which the rqcords pertinent
aspects of his dealings ‘with customers, including competitive brands used, best time for calling,
degree and type of assistance, and future account promise.*

Call reports serve the objectives of keeping the sales Management informed of the
salesperson’s activities, including the status of the customers’ accouuts, and providing
information that could be useful for future call. Sales representatives also report expenses
incurred in the performance of selling duties, of which they are partly or wholly reimbursed.
"The objective from the management standpoint is primarily to exercise and control 6v§r the -~
type and amount of expenses and secondarily to have the requisite cxpense data for income-tax
purposes. It is also hoped that the sales representatives will exercise more care in incurring
expenses when they must report ihem in detail. Additional reports may include reports on new

business, local business and economic conditions. "

k]

These various reports supply the raw data from which sales management can extract key

indicators of sales performance. The key indicators which the management may carelully watch

are:

1) Average number of sales calls per salesperson per day.
2) Average sales call time per contact

3) ' Average revenue per sales call.

4) Average cost per sales call.
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5} LEntertainment cost per sales call,

6) Percentage of orders per hundred sales call.
7} Number of new customers per period;

8} Number of lost customers per period;

9 Sales force cost as % of tota] sales.

Formal Evaluation of Performance

| The Sales lorces reports along with other reports from the field and the manager’s
personal observations supply the raw material for formally evaluating members of the sales
force. Formal cvaluation procedurcs fead to three benefits:  [First, they lead Managcmcﬁt o
develop specific and uniform standards for judging sales performance. Second, they lead
management to draw together all its information and impressions about individual sales
representative and make morc systématic, point by point evaluations, And third, they tend to
have a constructive effect on the performance of sales representatives. The constructive effect
comes about because the sales representative know that they will have to sit down one morning
with the sales manager and cxplain certain facets of thc.ir routing or sales call decision of their

failure to secure or maintain certain accounts, ¥’

"Types of Evaluation
There are four principal types of evaluation of the sales force’s performance, and these
are salesperson - to - salesperson comparison, current-to-past-sales comparison, and the

qualitative e¢valuation of sales representatives, and quantitation type of evaluation,
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(a) Salesperson to Salesperson Comparison - One type of evaluation frequently made is to -
compare and rank the sales perfbrmance of the varioﬁs sales representatives. Su-ch comparisons,
however, can be misleading. Relative sales performances are meaningful only if there are no
variations from territory to territory in the market potential, workload, degree of compctition,
company promational effort, and so forth. Furthermore, sales are not the best denominator of
achievement,  Management should be intercsted in how much cach sales representative
contributes to net profits.. And this cannot be known until the sales representatives’ sales mix
and sales expresses are examined. A possible ranking criterion would be th'el sales
representative’s ratio of actual contribution to company net profits to potential contributién to
company net profits. A ratio of 1.00, for example, would mean that the sales representative
delivered the potentiai-sales in llis or her territory, The lower a sales representative ratio, the |

“more supervision and counseling he or she needs.

(b) Current-to-Past-Sales Cump'arison - The sccondltypc of evaluation is to compare the
sales representative’s current performance with his or her past performance. This should
provide a more direct indication of progress.

The sales manager, from the comparison, can learn many things about h.is_ sales
representatives. The sales manager may discover that his sales representative’s total sales
increase every year for two or three consccutive years. 'This is an indication that the salc-rls

representatives are not doing badly.

52



(c) Qualitative Evaluation of Sales Representatives

The evaluation usu_ally extends to the salesperson’s knowledge of the company, products,
customers, competitors, territory and responsibilities. Personality characteristics can. also be
rated, such as general manner, appearance, specch and temperament, The sales managci' can
also consider any prul)lcms'in motivation and compliance. Since an alimost endless number of
qualitative factors might be included, each company could decide what would bb most useful to
know.. It also should communicate these criteria tb the sales representatives so that they are
aware of how their performance is judged, and can makc an effort to improve it,

It would be better if the entire performance evaluation could be based only on quantitative
factor, thus minimizing the subjectivity and personal bias of the evaluator, but it not possible this
way. |

There arc many qualitative factors that can influence the performan.cc of a sa!cs

representative, and they are worth considering: These factors include:

() The sales representative’s knowledge of the products, company policies, and l.hé
competition.

(i) The managcme;u of the sales representative’s time and the preparation for calls.

(iii)  Customer relations | |

(iv)  Personal appearance and healfh;

{v) Personality and attitudinal factors such as co-operation, resourccfuiness, and ‘;lbiIity to

analyse logically, and make decisions.



(d) Quantitative Evaluation of Sales Force

Sales performance should be evaluated on the bésis of both input {(or efforts) and output
(or result). A person’s productive effectiveness is a combination of the two-output as measured
by sales volume, gross margin, eic. and input as indicated by call rate, counselling actilvitics,
etc,

In a performance evaluation, the importance of oulput factors is readily recognised.
Sometimes, however, the values of input factors is underestimated. Actually,.the analysis of '
input factors is often effective in locating trouble spots. If a person’s output is not satistactory,
very often the .course lies in the ]léndling of the various input factors over which the salesperson
has control.

Some output factors (results) that ordinarily are quite useful as bases for evaluation are
as follows:

(a) Sales volume - by products, cuslomer group ctc.
b) Sales volume - as a percentage of quota or territorial potential.
(c) Gross margin - by product line, customer group, etc.
{(d) Orders;
Nu_mber;,
_Avc;.rage size - naira volume
Batting average - orders divided bjf c_alls.
(e) Accounts:
Percenlage of accounts sold

Number of new accounts called on and sold.
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The following are some useful input factors (effort) to measure:
(a) Calls for per day (call rate)
(b) Direct selling expenses, as a percentage of sales volume or expense qu.o.ta.
() Non-selling activities:
Advertising displays set up
Number of training sessions held with dealers and/or distributors.

One key to a successful evaluation programme is to appraise the salesperson’s
performance on as many different basis as possible,  Otherwise, management misled. A high
daily call rate may look good, but it telfs nothing about how many orders per cali are being
written up. A high batting average (orders divided by calls) may be comauglaging a low

average order size or a high rate volume on how profit items. "*
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CHAPTER THREE

RESEARCH METHODOLOGY
3.1 DATA SOQOURCE

For the purpose of the study, the rescarch employed the two major ways of generating

data for a research, namely primary and secondary sources of data collection.
These primary data was obtained from the management of ELF oil and its field sales force by
the researcher himself through the research instruments. They consisted of original information
gathered for the purpose of this study. To accomplish this mission, the method of primé.xly data - -
collection used was the administration of qucstionnaii‘c. In addition, interviews were also
conducted with some of the respondents, most especially with the managers and staff of ELF
oil Nigeria limited. - | ‘

Similarly, Scco'ndary data were also made use of and these consisted of information that
already existed, having been coll-ected for similar or other purpose by ELF oil limited the
sources of this information consisted of the company’s journals and pamphlets. This in essence,
hblped the researcher to marry the various information and facts gathercd forim othcf SQUrces

together.

3.2 RESEARCH INSTRUMENTS
Two important instruments used for this research work are questiotinaire and interview,
(a). - Questionnaire: a sets of quessionaire was compiled and administered by the researcher.

The objcctive of this was (o enable the researcher collccts relevant information on the

59



management of sales force in ELF oil limited the form of these questionnaires include | .
diclotomons (yes\No} and multiple choice these various forms wherc used to give room for

flexibility on the part of the respondents,

'33  SAMPLE SIZE
A sample size of fifty (50) respoﬁdcﬁts where selected for thc'administratioﬁ of questionnaire,
this include the Northern Regional manager for ELF, Depuly Regional managers, territorial
sales representative Tor Abuja, Jos, Kaduna, Kano, Gusau , Maunder and Yola who are dircetly
involved in the ficld of operations of the coinpany, other arc Sales Assistants and other company

staff directly or indircctly involved in sales.

3.4 OBJECTIVES OF THE STUDY
. The researcher intended to investigate into the sales force activities in the art of scllilng

and marketing, and ho}y their activitiés are guided towards Iachieving the compéﬁy's objectives
and goals, hence the title, Sales Force Management, "The sales force activities in the ficid
include:- |

Prospecting;

Communicating;

Servicing;

Collecting information, and

Allocating scarce products.



.CHAPTER FOUR
4.1 DATA COLLECTION ANALYSIS AND INTERPRETATION
This chapter deals with the data collected from the ficld and analysed for interpretation.

Some of the major issues covered by questionnaires focused mainly on:

a) Sales force recruitment
b Sales force training
c) Sales force motivation

d) Sales budgeting and planning -

c) Competition

Oral interview covered areas on:

a) Competitors performance
b) Stafl remuncration
) Cuslomer service in retail outlets of elf oil vis-a-vis competitors,

d) Quality of staffing in the oil marketing companies

4.2 SALES FORCE QUESTIONNAIRE
Out of fifty qucstionnaires distributed to respondent. 46 were returned representing 92 %.

| Forty people were orally interviewed and all responded (o ali questions representing 100%.
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The questionnaires completed by the field sales force of the company are used to evaluate

how well managed is the sales force. The data is analysed under the following headings.

a) Recruitment
b} Trainning

c) Motivation
d) Enumeration

e) Target setting/planning.

4.2.1 RECRUITMENT

The questions asked on recruitment was, what is the source of recruitment in the
company? Is interpal, external or both? 30 respondent. (65%) said that the source is internal. -
12 (26%) respondent that recruitment is done extefxmlly. While 4(9%) rcsp(;ndents said that
both method of recruitmeﬁt are used. However the major source of recruitment is internal ie
staff who have stayed long and have acquire additional qualification are converted to do sales
jobs., That means that basc.d on this research, the bulk of the sales force are recruited from

within the company.

4.2.2 TRAINNING
The question asked was whether the company conduct the training of sales face
internally, externally or both 34,(74 %) respondent that training is conducted both internally and

externally. It was found that the company has trainning school for both the company sales force
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and other stalf, However, the company occasionally provide external training for the sales face

y With some training consultants. The questions was lap asked if training has a nay significant

impact on the sales of the company. All respondents (100%) agreed that it has an impact.

Suggested Answer No of Respondent %

Internal 12 26
External - "
Both 34 74
Total 46 100

4.2.3 MOTIVATION

The question of how well motivated is the sales force?

~ || Suggested Answer . No of Respondent %
Well motivated 30 65
Fairly motivaied i4 3]
Not motivated 2 4
Total 46 100

The research or from the responses found are that the sales force is well motivated 30,(65 %)
responded that the sales force is fairly motivates while 2,(4%) responded they are not well
motivated. There responses were based on what the respondent feels obtains in competing oil

marketing companies.
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Motivating Salesforce in Fif Qil Kano District
supervision: The job of supervision of sales in Kano District, rests squarely in the hands of the
District Sales Managef. He undertakes tour 10 see the sales rcprescntativcs.lil.l their various
territories. lle cross-checks their call documents and gives advice where necessary., The Saics
Manager encourages his sales representatives to communicate with his oftice regularly, reporting

their sales activities with their different distributors and individual customers,

Motivation - "The EIf Qil plans welfare facilities for its employees including the sales
force. These facilities inclu&c the award of Secondary and University scholarship to dcservihg
children of its employees, the provision of a fully-staffed clinic, which caters for the hcalth
needs of the sales force, the management of staff canteen and a lively house magazine.

Other forms of incentives include fixed amount which is usually in th(':_ form of salary
which is intcuded 10 satisly the sales representative’ need for some stability of income.  The
variable amount takes the form of commission, bonus, and profit sharing., The vziriahlc amlount
is intended to stimulate and reward greater efforts. Expense allowances are intended to enable
the sales representatives to undertake the selling efforts that are considered necessary or
derivable. Fringe benefits, on the other hand, are paid vacations, sickness or accident benefits,
pensions and life insurance and are intended to provide security and job satisfaction to the sales

force and other workers in EIf oil,
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4.2.6 REMUNERATION

The question asked was: Is the sales force compensation commensurate with the

performance of the sales when compared with competing oil marketing firms?

Suggested Answer No of Respondent %
Well compensated 34 74
Fairly compensated 12 26
Not well compensated - »
Total 46 100

From the respondents, it was found that 34(74 %) fell that the sales force compensation
is commensurate with their performance while 12(26%) of all the respondents fell that they are
Just fairly compensated in relation to what obtain in competitive firms. The researcher feels that
since compensation is essential to good performance, the company should motivate its high

profile and also strive for improvement to elicit still higher performance from the sales force.

4.2.6 BUDGETING SETTING/PLANNING
This is also very vital to the rescarcher, since budget setting and pl:mnihg is essential o

successful selling and the planning method adopted.

Suggested Answer No of Respondent %
Upward planning 20 43
Top down planning 15 33
Both 10 24
Total 46 100
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Of the 46 respondents, all of the 100%) ;1grccd that (he sales force is involved in the

, budget setting/planning process of the company. |
In the planning procedure adopted by the company, 20(43 %) respoudents indicated that |

.upward planning .is a;iopted by the company, 15(33%) respondent indicated that op down

planning is used while 10(24 %)_rcspéndcm indicated that both methods are used. This is today

that the company uses both methods. Inputs on budget setting/planning are received from the

filed and incorporated into the top management budget setting /planning process.

4.3 ORAL lNTERVIEW_
As earlier mentioned, 40 pcople were orally interview and all responded, rcprcécnting
100%.
The oral interview was conducted on:
a) Remuneration of staff.
b) Customer service in retail outlets of elf oil in relation to competitors.

c) Quality of staffing of the station staff ie (pump attendants)

4.3.1 REMUNERATION
The general opinion of all respondents is that in terms of staff remuneration, it is
adequate compared to what obtains in other oil marketing companies. THowever, it was their

fecling that the company can do better in terms of station staff remuneration.
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4.3.2 CUSTOMER SERVICE

The general opinion of all réspondents in terms of customers service in the network
{petrol station) is that the service iulmost elf oil petrol station is as good as in some conipetitors'
outlet like TOTAL, Mo.bil and AP. The gencral opinion is that custmlncrs' service in elf ol

station is very good,

4.3.3 QUALITY OF STATION STAFF
- The question of the quality of station staff (pump attendants) was asked. The general
opinion of all respondents was that elf competers favourably with TOTAL, Mobil_ and Ap in

terms of quality of staff.

4.4  Findings
The research conducted has revealed that there are six major steps by which sales force
can be managed into achicving the company’s aspirations, goals and objectives. The six major

sleps are:

(Ia) Establishing sales force objectives - Investigation revealed that sales force, being part
of the marketing mix, is capable of achieving certain marketing objectives better than other tools
- in the marketing mix. -

"As companies have become more market oriented, they require their sales forces to carry out
more marketing tasks. The traditional view of the sales force is that they arc supposed (o

produce the targeled sales volume while the company worries about prolits.”

67



Their training consists primarily the Jearning of the art of salesmanship. The conventional view
is that salespersons are supposed to produce customer satisfaction and also company profits.
They should be skillful in analysing sales data, measuring market potential, gathering market

intelligence, and developing marketing strategics and plans.

(b) Designing Sales Force Stfﬁtegy - The research studics show that sales force can be
efficiently and effectively managed by designing sales force strategy. The researcher di_scov_er
that sales force strategy can be developed by the company through understanding of the c.ust_omcr
Luying pracess and how the company can best positioﬁ itself against competitors pursuing tlie.
same business. The first thing to clarify here is the type of selling situation that must be handle;i
by the sales forcc. "There are five typcs of selling situations: L
* Sales rcpresentative to buyer - hiere, a single sales representative talks to a single
buyer, prospect or cus.tomcr in person or over the phone.
* Sales rcprésemative to buyer group - there, a sales representative appears before
a buying committee to make a sales presentation about a specific product.
" Sales team to buyer group - here, a sales team such as the (company officer) sales
manager, séles representative, etc, make a sales presentation to a buying group.
* Contference selling - here the sales representative brings resource people from hlis
company to meet, and discuss problems and mutual opportunity with one or more
buyers,
Seminar. selting - here, a company tcam of technical peo;;ie conducls an

cducational sciminar for a technical group in a customer company.”
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Once the company has clarified the types of selling it must perform, it can use either a
dircct or a contractual sales force. The EIf oil limited uses a direct sales force. As part of its

sales force strategy, Elf has structured its sales force on the territorial basis.
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. CHAPTER FIVE
SUMMARY, CONCLUSION, AND RECOMMENDA’I_‘ION
5.1 SUMMARY

The researcher commenced the research work with an introduction of what selling is a.nd
its importance. The role of the sales person is paramount since he is in direct contact with the
customers the sales person is always seen by the customer as the company’s representative.
Any opinion formed about his company is based on how he presents himself. The product he
sells can be accepled or rejected based on his selling skills or ability.

However, over the years, selling skills are for changing becausc of the increase
competition as a result of the large range of identiczﬂ products available in thc.markct. ft is in
this regards now that the selling techniques is moving from market to customer orientation.
It therefore calls for greater aggressive and efficient selling skills from salesmen. The rﬁor_c
skillful the salesperson is in adopting selling techniques, the more he can sell for his
organization. |

The researcher attiempted to identify a statement of the research problems, rccognizilng

four key arcas in modern sales management, namely:

i ITmprovement of individual productivity
ii) Competition
i) Increasing technology B ‘ ‘ |

V) Increaﬁing cost of distribution

-
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In conducting the research work the research used two main sources of data collection:
i) use of questionnaires
i) oral personal face to face interview.

The main source of data for the rescarch work were both primary and sccondary, The
primary source was directly from the company on which the research was conducted, ie elf oil
Nigeria Limited, while books written on sales force management by different authors were also
consulted.

The researcher also, as the core objectives of the research work, tried to bring out the
aims and objective of the research study which are:

a) To identify the importance of the sales force in marketing oriented company like elf oil

Nigeria Limited.

b) To examine the procedure for selecting, trainning, and motivating the sales force.

c) The role of the sales force and its contribution to the overall profitability of the
company.

d) To investigate how properly the sales force is motivated

e) To compare the sales face of elf oil Nigeria Limited and that of competitors.

Part of chapter one of this work focused on the general background of the company.
In the study of the sales force management of the company with particular reference to the

Northern Region the main ares of the study were as already highlighted: the importance of the

sales force, the procedure for their selection, training and how well they are motivated.
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In the causes of research, it was found that the sales force plays a vital role to the
overall profitability of the comﬁany. They are inyolved in the actual sclling and therefore
generate the money for the'company. The sales force with almost twenty sales men in 1997
were able tb make a sale of more than 740 million litres of petfoleum products with a 5.2 grdss
profit of more than N50 million contribution to the company. This in itself shows that the sales
force plays the major role in the profit of the company.

"As to the selection procedure for the sales force, 65% of the qﬁestionnaires responded
that the major foree of selecting salesmen is internal, while 26% said it is exiernal. |

The rescarch also attempted to find out the trainning procedure for the sales t'orcé. 20%
of the respondents said the training is internal. The conlnpany has a training school that handle
the training of the sales force which include trainning on the field. 74% indicated that the
training is both internal and external.. |

The study also looked into_ whether the sales force motivation is commcnsurﬁtc to their
pérformancc. From both the questionnaires and oral illter\(iews, it was found out that the sales
force is adequatcly compensated compared to what other competitors do to théir sales force.
74% of the respondents answered that the sales force is adequately motivated and 26%
responded that they are fairly motivated.

As compared to the sales force of other competing marketing companies, Elf oil salesmen
are top in terms ol quality. A look at thé quality of the pump attendant (station staft) in
comparison {o other oil marketing companies, those of Elf oil were out ¢h average becausc oral
interview conducted revealed that the quality of their service is fair compared to TOTAL, -

MOBIL and AP,
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This is an area that the companies has to address because customer service is very vital

in any selling situation,

5.2 CONCLUSIONS
The rescarch was conducted with a view of looking into how well managed sales force
can contribule (o the profitability of a marketing oriented company like EIf oil Nigeria Limited,

Since the main aims and objectives of the research work is to identify the importance of the

sales force, examine the procedure of sclecting and training and how well they are motivated.

At the end of the day, the researcher attempted to identify the strength and weakness of the
company and offcr necessary suggestions for improvements,
The key areas of strength identified:

1. The company has a large well experienced and well organised sales force.

2. The quality of the sales force is high, comparc to other oil marketing companics.
3. The company has well organised training department, and adequate attention given to

the training of its sales force particularly the training of new salesmen, However, the
" training of experienced salesmen should be done externally through provision of adequate
founds the key areas of weakness identified by the researcher is that network requires

more attention.
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D

2)

3

A

4)

R N
POFLEEFIFE I 3

RECOMMENDATIONS,
rl"hf: . rescarcher - found it necessary  to _mﬁkc -the following suggestions . and

LA e

Th,é ._r::_sleérch;:n. recommends that more-effective management techniques, pla:lming, |
organizing, dirc':ct'mg'and control of the sales force should be maintainéc'l- and improved

upon even though it exists,

The quality and calibre of the sales force alrcady cxisting should be maintained, even

though the research already shows that it is commendable in the company.

The quality of the sales force training within the organization should be improved upon
by localizing the external training of the sales force, e¢.g training the sales force in

mstitution like ASCON, ITF training centers, external training consulting firms, Despite

" the high cost of training abroad the sales force, especially the experienced ones should -

be trained abroad for managerial job on selling.

Anolher recommendation of he research is that the compensation of (he sales force which
was found to be in adequate could still be reviewed. 1 the straight salary meihod of

compensating salesmen is to be maintained, additional incentives should be added to it,
based on excellent performance. If a salesman is not adequately compensated for extra-
ordinary performance, his performance will gradually decline.

It is also observed by the researcher that there are so many salesmen in the ficld for too
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long (over 6 years) they should be promoted and given higher responsibilities. If they are not
y Ppromoted, they should be compensated in such a way that it is motivating, that is internally

equitable and externally competitive in the eyes of the sales personnel,
3) The observation made by those orally interviewed, showed that the quality of the pump

attendants (station stalt) is fair compared to competitors sales assistants. They required

~ to be retrained on good customer service.

75



BIBLIOGRAPHY

1. ALFRED, R. O. (1978): The marketing Audit: Methods, Problems and
Perspectives New York Face Press. PP 37 - 41,
2. BERTUAND CAULFIELD, (1950): Salesmanship: Principles and Practices, Sir Isaac
Pitman and Song New York P 6.
3. BELASCO, J. O. (1966): The Meeting Audit:
Heineman; London.- PP 6 - 1.
4. BOLLING, C, (19‘70): Sales Management South Western Publishing Co. Cincinnati Ohio
PP 145-149
5. DAVID MAYER and GREENBERG, H. M. (1964): What makes a Good
Salesman; Harrord business
Review Press U, S.A.
6. DAVID, S. H. (1972): The Short-Term Marketing Plan. Prentice Hall, Inc. New Jersey
PP69-73
7. DAVID K. R. and WEBSTER F. E. (1968): Sales Force Management The Rohnard Press
Co Face Press N. Y.
8. FREDRICK RUSSEL et al, (1969):  Textbook of Salesmanship l'lDl-l.},“,thIl Mifftein
company, London.
9. GEVE, R. L. et al (1979): 0 Mcmillan
Publishing Inc; New York.
10. JAMES, A. B. (1966): The Salesmanship Role McGraw-Hill Book Coy (U.K) London

JAMES COX (1978): Sales Method New York Amacom,

76



12.

3

14,

15.

16.

17,

18.

19.

20

¥ 5

MARVIN, A. J. (1975): The_Underestimated potential _of the Canned Sales
Presentation PP 75-78 Printic - Hall, Englewood Cliffs,
N.J.,

Mc MURRY (1961):  The Mystiguw of Super-Salesmanship Kent Publishing Company,

A Division of Wadsworth Inc.
Mc MURRY (1968): Dynamics of Sales Organization John Wiley and Souns Inc.
Mc MURRY and ARNOLD, J. S. (1968):  How to binds a dynamic Sales Organization
Business Books Lid London
PAUL HERMANN, (1954): Conquest by Man Prentice Hall, Inc. Englewood CIliffs,

New Jerssey.

PHILIP KOTLER (1980): Principles of Management Prentice Hall, London PP 564-565

POKEMPUER, §. J. and BALLEY, E. L. (1970): Sales Forecasting Principles: An
Approach to Urbana, University of

Winos Press.

SEKELY 1.B(1978):

41. Macmillian Publishing, Co. United Kingdom.

STANLEY, J.P. AND EARL L. B (1970):

Appraisal _ PP 54-60.

STANTON, W.J. (1981): Fundamentals of Marketing.  pp. 401-409 Heineman

Publishing Co. London.



22.

23,

24,

26.

THOMAS, S. R. and RICHARD L. S. (1968):

THOMAS AND MARVA HELDEN,(1962):

WALKER et al (1975):

EIf Oil Lid (1987): "The Success Story" pg. 2.

Elf Oil Lid(1987):

The Sales Process: An Open System
Approach Prentice Hall, Inc
Englewood Cliffs N. J.

The lengthening  Shadow, PP 44

Kent Publishing Company Boston,

Role Conflicts PP. 32-39., Good year Publishing Co. Inc,

Britain.

"EIf Oil At a Glance" PP 1-4.

78



\

APPENDIX

Sir,/Madam

I am Femi Oladujoyc, a Posi-graduate student of the Dept of Business Administratién, -
Ahmadu Bello University Zaria, [ wn cumluctinlg a research on management of sales force in
an oil marketing company, and [ wish to solicit {or your assistance in respect of the following
questions.

Please note that the exercise is strictly for academic pursuit and any answer given will
be restricted for that purpose. Thank you. |

Please provide the appropriate answer by ticking or filling the gaps.

SECTION A

Name of Respondent . . .. ... ... e A, .

Marital Status . . .. .. ... ., e e e e e e
Nationality . ................ B I IR [P
StateofOrigin...........: ............... .. LGA
Educational Qualification . . . . .. .. .. .. i e e s e
Company working for . . . .. ottt i e e e . Ca
Sectionor Dept . . v o i vttt i it i e e e e e

Rancor position inthe company . . .. ... .. 0 i e e Ce

79



\

SECTION B

1.

How long have you been in the sales Department in your company?
[-Syrs | ] 6-10yrs | ]

11-15yrs | ] 16-20yrs | ]

How well organized is your sales Department?

Very Good | |
Good [ |
Poor | |

How do you rate the quality of your company’s sales force?

Very Good | ]
Good | |
Poor | |

How do you compare the quality of your sales force to that of your competitors?

Very Good | |
Good | |
Average | ]
Poor | |
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5.

cight leading major oil marketing companies which one has the best sales force?

Total | | National [ ]
AP | | Unipetrol | S
| Texaco | ] Mobic | ]
Agip L 1 EIf .[ 1

What is your company’s source of rectuitment?
External [ ]
Internatl [ ]

Both [ 1

How down your company conduct her sales force training programme?

External | ]

~Internal | ]

‘Both | ]

Docs training has any significant on your sales force performance?
Yes | |

No | |
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14.

a.

b.

d.

Which is the best method of compensation for your company’s sales force?

Salary only | |

Salary pas commission | |
Commission only | |
Salary pas percentage of target achieved | |
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