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“What factors contribute to building a successful sales force?”

Our research shows that building a successful sales force requires attention to seven critical factors.

In order of importance the factors are:
People:

Certain individuals possess more of the skills,  abilities 




and characteristics to be successful in sales than others. 

Management:
Some sales managers are naturally better able to train, develop,  


and lead  individuals to be successful sales representatives.  Other 


sales managers can develop this skill.

Tasks:

Sales tasks can be defined in terms of the skills necessary to be successful. These skills are often independent of specific industry experience.

Training:

Training programs are designed to close the gap between a person’s current level of skill, knowledge and ability and the levels necessary to be effective in the position.

Compensation:
Money motivates most working people. The exact 
form and timing of the compensation package motivates salespeople differently.

Structure:
The structure and especially reporting relationships within the sales function will influence the success of 
the salespeople.

Environment:
The social environment that surrounds the salesperson will 



influence how effective the person can be in the sales process.
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  Overachiever
    Entrepreneur
       Active
    Aggressive
   Compulsive
  Passive      Sensitized
Our initial research indicated that seven traits define people:
The traits are defined as:

Overachiever:
Stable, reliable, diligent, and self-controlled.


Entrepreneur:
Money-driven, competitive, and risk-taking. 


Active:

Happy, sociable, team oriented, and alert.


Aggressive:
Determined, tenacious, assertive, and suspicious. 


Compulsive:
Precise, thorough, methodical, and systematic. 


Passive:

Sympathetic, empathic, apprehensive, and cautious. 


Sensitized:

Reserved, introverted, perceptive, and intuitive.

Our initial three-year research program studied (via in-person interviews) over 1000 individuals.  We analyzed the factual life histories of people whose actual behavior patterns reflected each of the traits defined above.  We found that individuals representing each trait responded to our questionnaires with statistically unique patterns.

Subsequent multiple-year research studies with different groups of sales personnel have demonstrated the importance of the seven traits above (in  descending order of contribution) in predicting success among sales personnel.
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Three commonly found sales manager styles are:
Overachiever- 

Entrepreneur:
Sales manager is likely to develop comparatively small, like-minded


teams of individuals who are generally disciplined but highly money motivated.

Active- 

Passive:
Sales manager selects a variety of people, but may have difficulty in 


effectively leading them to success.

Active- 

Aggressive:
Sales manager enjoys all types of people and group activities, and sees him/herself as the natural leader of a "diverse" group of sales personnel.

Selecting sales personnel with the right combination of traits is the first step in building a successful sales force. The interaction of the sales personnel and sales management is the next important step. Our research indicates that the sales manager's Behavioral Style will greatly influence the composition and success of the sales force.
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General  Management
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Selling New Products/Services to New Client
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Selling Existing Products/Services to New Clients
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Selling New Product/Services  to Existing Clients
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Selling  Existing Products/Services to Existing Clients

            


1     Technical Competence



Sales tasks are divided into a series of level:
Level 1:
Level 1 is the simplest. It defines a person as possessing technical competence in some administrative, technical or professional area. Individuals at this first level are, typically, candidates for sales positions, but currently function in non-sales roles. 

Level 2:
Level 2 involves marketing existing products and services to existing clients or customers. This level is typical of route sales personnel who call on a known set of customers and sell a defined list of products or services. 

Level 6:
The sales levels rise in complexity to the level of general management 
which by definition supersedes the sales functions per se.

Different sets of traits are required for each step on the ladder. The single most important trait is the Overachiever. As the task complexity rises, so must the individual sales person's level of the Overachiever and/or Entrepreneur, Active and Aggressive traits. 
The importance of direct sales management is more critical at the lower levels of the scale. As the task complexity increases the (relative) importance of the sales manager decreases.

    DEVELOPMENT





People:
Some people are seemingly “naturally” effective at sales activities.  Most salespeople can improve their performance with training. 

Management:
The primary purpose of the sales manager is to increase the productivity of the sales personnel within the group.  The first step in this process is the understand the salespeople as individuals.

Tasks:

Effective training programs are focused on learning specific types of tasks.  The better the sales task in understood the more effective the sales training.

Successful training starts with a needs analysis of the sales force.  This analysis helps determine the most appropriate training for the sales personnel.








   Commission






   Salary

   Bonus



The three main components of compensation are:
Salary:
This form of compensation is most commonly used with levels 1 and 2 sales tasks. It allows for maximum company control of the sales person's behavior and it provides maximum financial security for the sales person. However, it is the least motivational and frequently fails to distinguish the better from the average salesperson.

Commission:
The straight commission form of compensation is commonly used with levels 3 and 4 sales tasks. It enables the salesperson to feel that he/she is self-employed. It is sometimes called the most efficient means of pay for performance, but it can invite pressure sales tactics and limited follow-up.

Bonus:
The bonus is most frequently used with levels 5 and 6 sales tasks. The 
bonus form of compensation is generally used in conjunction with 
salary and or commission. It can be computed on an individual or group 
basis -- thus it can reinforce either individual or team 
accomplishments.
The type, form, and timing of the compensation package that will motivate a given sales force is a function of their individual traits, the style of sales management, and the products and services they sell.







The difference between specialist and generalist personnel is:

Specialist:
The specialist functions at sales task levels 4 and 5. He makes cold calls and opens new doors and sells new products. His job is difficult and requires special skills and abilities. He is frequently selling a specialized product or service that the client or customer uses infrequently.

Generalist:
The generalist functions at sales task levels 2 and 3. He makes semi-service calls on reasonably warm and existing accounts. His job requires the ability to build a long term relationship and general knowledge of the field.

The specialist is generally more focused on a particular product or service, and should be encouraged to make "joint" sales calls with the generalist. The generalist has access to a number of clients who have an occasional need for the unique knowledge of the specialist. If the sales call is successful, the specialist and the generalist salesperson then share the sales (points, commissions, bonus, or dollars) according to an exact formula. Each person is equally useful to the other. The specialist possesses unique knowledge or skills, while the generalist controls access to existing clients.









The two principal components of the sales environment are:
Clients 

and Customers:

The salesperson's clients and customers are both the center and boundary of the salesperson's world. Their opinions, (valid or not) will influence the sales relationship.

Sales and Sales


Support Personnel:
Every person involved in the sales process can influence the attitude of the clients and customers.

No successful salesperson is an island onto him or herself.  Each person works within an environment of other people, systems, and structures.  The best sales personnel work with their subordinates, peers, and superiors both within and outside the organization.  At the same time “feedback” from each of these sources of information can be useful to the salesperson in terms of becoming more effective in the sales process.  

One useful way to obtain this feedback is through surveys and focus groups.  The information obtained using these sources can provide the salesperson information on how to improve his or her performance.










       


















Our research (across a variety of industries, companies, and sales positions) indicates that the relative importance of each of the factors discussed in Building a Successful Sales Force is:




Factor


   % Variance




People

         35-55




Management
         15-35




Tasks 
 10-25




Training
   5-30




Compensation
  
5-15




Structure

  
5-10




Environment
  
5-7

Overachiever:
Stable, reliable, diligent, and self-controlled.


Entrepreneur:
Money-driven, competitive, and risk-taking. 


Active:

Happy, sociable, team oriented, and alert.


Aggressive:
Determined, tenacious, assertive, and suspicious. 


Compulsive:
Precise, thorough, methodical, and systematic. 


Passive:

Sympathetic, empathic, apprehensive, and cautious. 


Sensitized:

Reserved, introverted, perceptive, and intuitive.
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Traits Defined:
Traits
Low
Medium
High

Background










Education










Work Experience Gen.












Industry Experience










Sales Experience










Leadership










Maturity










Decision Making










Managerial










Overachiever










Consistency










Reliance










Discipline










Entrepreneur










Competitive










Risk Taking










Persuasion










Active










Activity










Enthusiasm










Alertness










Passive










Moodiness










Inferiority












Anxiety










Sensitized










Seclusiveness










Withdrawal










Few Interests










Aggressive










Fixed Opinion










Suspicious










Rebuttal










Compulsive










Systemization










Detail Minded










Goal Directed










Traits Measured:
Traits
Low
Medium
High

Background










Education
1
2
3
4
5
6
7
8
9

Work Experience Gen.


1
2
3
4
5
6
7
8
9

Industry Experience
1
2
3
4
5
6
7
8
9

Sales Experience
1
2
3
4
5
6
7
8
9

Leadership
1
2
3
4
5
6
7
8
9

Maturity
1
2
3
4
5
6
7
8
9

Decision Making
1
2
3
4
5
6
7
8
9

Managerial
1
2
3
4
5
6
7
8
9

Overachiever










Consistency
1
3
5
7
9
11
13
15
17

Reliance
1
3
5
7
9
11
13
15
17

Discipline
1
3
5
7
9
11
13
15
17

Entrepreneur










Competitive
1
2
3
5
7
9
10
11
12

Risk Taking
1
2
3
5
7
9
10
11
12

Persuasion
1
2
3
5
7
9
10
11
12

Active










Activity
1
2
3
5
7
9
10
11
12

Enthusiasm
1
2
3
5
7
9
10
11
12

Alertness
1
2
3
5
7
9
10
11
12

Passive










Moodiness
7
5
3
2
0
0
0
0
0

Inferiority


7
5
3
2
0
0
0
0
0

Anxiety
7
5
3
2
0
0
0
0
0

Sensitized










Seclusiveness
7
5
3
2
0
0
0
0
0

Withdrawal
7
5
3
2
0
0
0
0
0

Few Interests
7
5
3
2
0
0
0
0
0

Aggressive










Fixed Opinion
1
2
3
5
7
9
10
11
12

Suspicious
1
2
3
4
5
6
6
6
6

Rebuttal
1
2
3
5
7
9
10
11
12

Compulsive










Systemization
1
2
3
4
5
6
7
8
9

Detail Minded
1
2
3
4
5
6
7
8
9

Goal Directed
1
2
3
4
5
6
7
8
9

Traits Compared:  Mr. John Jones, Sales Representative  
     National Norms


      ABC Corporation



     Regional/Office Norms









     Mr. Jones’ Scores
Traits
Low
Medium
High
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Entrepreneur










Competitive










Risk Taking










Persuasion










Active










Activity










Enthusiasm










Alertness










Passive
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Inferiority












Anxiety










Sensitized










Seclusiveness










Withdrawal










Few Interests










Aggressive










Fixed Opinion










Suspicious










Rebuttal










Compulsive










Systemization










Detail Minded










Goal Directed











RELIABILITY:
Studies to show consistency of scores

VALIDITY:

Research to demonstrate Content and Predictive Validity

EEOC:

Called “best design ever seen”

GAMA STUDY:
Consistent results of Explained Variance 




LIMRA
Pearson r. = .19
validity coefficient = .036




B&W

Pearson r. = .53
validity coefficient = .28






      Graphic Demonstration




Limra Explains


B&W EXPLAINS




(Career Profile)



(Questionnaires only)





  3.6%




28%

Source:

A. Zinsser Consultancy Report to GAMA:

LIMRA Career Profile compared to the B&W Questionnaires 

                               B&W Score by First-Year Total Commissions



                             LIMRA Score by First-Year Total Commissions



Source:

A. Zinsser Consultancy Report to GAMA:

LIMRA Career Profile compared to the B&W Questionnaires

CONFIDENTIAL

ASSESSMENT REPORT

CONCERNING

Mr. JOHN JONES

FOR

Sales Representative
PREPARED FOR

ABC Corporation
Mr. JOHN JONES

SALES REPRESENTATIVE

ABC CORPORATION

The candidate named above is rated on a five point scale for each Behavior Trait. Ratings between 4-5 are generally considered Primary Assets. Ratings between 3-4 are generally considered Developmental Issues. Ratings below 3 are considered Serious Limitations. 

PRIMARY ASSETS 

Competitiveness 

Rating: 4.8

Mr. Jones is competitive in the athletic sense of the phrase. He likes to think of himself as a player who strives to do his best on every play of the game... and generally does. He sees sales in the same light. If he is prepared, if he musters his energy and directly pushes his program then he will succeed a good portion of the time. This is his plan. Be prepared, focus your energies, and spend the time necessary to complete your goals, and you will achieve. He sees himself in this mold, which is a generally accurate self assessment.

He likes to think that he possesses a reasonable amount of natural talent for sales, and he does. But, he needs to take some time to refine his presentation and make more effective use of his time in front of the client. He knows he can and will "put in the hours" to succeed. Now he needs to learn to use increasing amounts of finesse in order to maximize his presentation skills once he is on the stage.

Interpersonal Skills 

Rating: 4.5

Mr. Jones is certainly personable and well meaning with people. He shows a high concentration level and reads others reasonably well. He is companionable, well-meaning, and considerate of their feelings and aspirations -- despite the fact that he sees himself as an obviously well qualified leader. He is ready, willing, and eager to take charge of the group, and generally demonstrates the skills necessary to encourage others to follow him.

Acceptance of Criticism 

Rating: 4.1

Mr. Jones' education and work experience have included positions of leadership and group responsibility. However, they also include opportunities for criticism and "coaching." These experiences no doubt taught him to bear-up under the helpful scrutiny of more experienced personnel. He will, at least initially, will accept criticism of his performance.

DEVELOPMENTAL ISSUES

Self discipline 

Rating: 3.8 

Mr. Jones is reasonably self disciplined. He is controlled and achievement oriented when it is necessary to gain an additional goal. However, when the outside pressure, or incentive is reduced, he may show a moderate drop in his self control. He is very capable but may need to be occasionally pushed in order to reach his full potential. 

Administrative Follow-Up 

Rating: 3.4

Mr. Jones is reasonably detailed and methodical. He instinctively knows the value of being organized and strives to achieve greater efficiency by systematically preparing for each presentation. Also, he derives unique pleasure from completing his assigned tasks, and so the very act of completion provides him additional incentive to accept responsibility for additional work.

Social Aggressiveness 

Rating: 3.2

Mr. Jones is competitive in the sense that he will determinedly plug away at the sales task. He is socially aggressive in the same manner. His opinions can appear "fixed" on some issues and he will almost doggedly persist in presenting his position on a given topic. This is an attribute in sales, but he may need to learn to balance this sense of determined persistence with increased diplomatic persuasion. He needs to listen slightly more carefully to the client and present his material in a way that will fit their preconceived opinions. The result will be the same, (increased sales), but he will have more energy for additional calls etc.

Team Commitment 

Rating: 3.1

Mr. Jones is committed to the team as a vehicle for his advancement. He recognizes that any large scale undertaking such as the sale of a new product requires the coordination of a large number of people. He is willing to play an appropriate role in the delivery of that product but he also tends to see his contribution as being fairly unique to the others in the organization. Again, this is fairly typical for a salesperson, but he may need to be aware of the fact that, although he may gravitate toward positions of leadership among his peers that such positions include a responsibility for the entire group.  

MANAGEMENT / MOTIVATION 

Mr. Jones tends to be motivated by the dual incentives of money and social power. He may vacillate between these two goals. Most any combination of a bonus package that includes these two factors will improve his performance. He sees himself as a competent and driven salesperson, but probably actually yearns for a post of sales management. He sees himself as an effective team player -- which is true as long as everyone is working hard, and to some extent as a uniquely well qualified team leader. He likes being in charge and ultimately will strive for a position of social importance and dominance.

He is best understood in terms of the Entrepreneur-Aggressive, Chapter 13, Page 59 of the BLUE BOOK.

His behavior profile is graphically presented below:
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Low
Medium
High

Overachiever










Entrepreneur










Active
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Sensitized










Aggressive










Compulsive











Category
B & W    
Others

1.
EEOC Approved Methods




(  Scientific Methods
Yes
Not Always


(  Content Validity
Yes
Seldom


(  Construct Validity
Yes
Sometimes


(  Reliability Data
Yes
Usually






2.
Instrument Construction




(  Based on Life Types
Yes
No


(  Personality & History
Yes
Seldom


(  Advanced Statistics
Yes
Sometimes






3.
Comparative Norms




(  Industry
Yes
Maybe


(  Company
Yes
Seldom


(  Office
Yes
Seldom


(  Manager
Yes
No






4.
Ease of Use




(  Variable Report Size
Yes
Sometimes


(  Variable Report Fees
Yes
Sometimes


(  Turn-around Time
24 Hours
2-10 days


(  Office Time Required
None
May be needed






5.
Report Preparation




(  Evaluation
Psychologist
Unknown


(  Report Writing
Individually
Unknown


(  Phone Discussion
Yes
Sometimes






6.
Content




(  Highly Predictive
Yes
Marginal


(  Descriptive
Yes
Yes


(  Quantitative Score
Yes/Optional
No


(  Hire/No-Hire Recommend
Yes
Sometimes


(  Supervisory Guidelines
Yes
Seldom






7.
Part of Overall HR System




(  Fit with Manager
Yes
No


(  Fit with Compensation
Yes
No


(  Fit with Task
Yes
No


(  Benchmarking
Yes
Possible

Sales Team Selection:

Selecting salespeople and sales managers






Matching salespeople with sales managers

Sales Performance:

Sales performance audits






Design of high performing sales environments

Assessment:


Managerial and executive assessment





Employee counseling and development

Organizational 

Effectiveness:


Organizational effectiveness studies




Employee attitude 
and market research surveys 


Management training 








Instruments for employee selection

Books:
Evaluating Interpersonal Skills in the Job Interview:  A Guide for 
Human Resource Professionals, James B. Weitzul, Ph.D., 1992, 

Quorum Books, Westport, CT.


Sales Force Dynamics: Motives, Management, Money, 


Marketplace, James B. Weitzul, Ph.D., 1993, Quorum Books,

Westport, CT.


Personality Traits in Professional  Services Marketing:  James B. 
Weitzul, Ph.D., 1994, Quorum Books, Westport, CT. 

Manuals:
The Blue Book: A Supervisory Guide, James B. Weitzul, Ph.D., 

1991, Banks & Weitzul, Princeton, NJ.


320 Questionnaire Validity Study: Validity, Reliability and 

Construction, James B. Weitzul, Ph.D., 1980, Banks & Weitzul, 
Princeton, NJ.

Contact:
Jim Weitzul, Ph.D.
Banks & Weitzul
P.O. Box 2351

2 Research Way

Princeton, NJ 08540

Tel: 609-452-1192

Fax: 609-987-0033

E-Mail: JWeitzul@princeton.com
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