
MODULE 11 : CRITERIA FOR SELECTING SALES PEOPLE

Are good salespeople born or made ?

Some of the personal traits required in good salespeople are :
· Stability
· Self-sufficiency
· Goal-directed
· Decisive
· Intellectual curiosity
· Accuracy

While most managers believe the things a firm does to train and develop its salespeople are the most critical determinants of their future success, many alos believe that certain basic needs – such as a strong ego, self-confidence and decisiveness, and a need for achievement – are necessary requirements.

Variables that cause differences in performance across individual salespeople and the actions that management can take to influence them

	S.No.
	Variables affecting performance
	Management Actions

	1
	Aptitude
Native abilities and enduring personal traits relevant to the 
performance of job activities (eg. Mental abilities, personality 
traits)
	
Recruitment and selection policies

	2
	Personal Characteristics
Physical traits, family background, education, work and sales 
Experience, lifestyle and so forth
	
Recruitment and selection policies

	3
	Skill Levels
Learned proficiencies at performing job activities
	
Training and supervision

	4
	Role Perceptions
Perceptions of job demands and the expectations of role partners
	Training and supervision; 
Account Management Policies

	5
	Motivation
Desire to expend effort on specific job activities
	
Compensation and Reward Systems

	
	Organisational and Environmental Factors
· sales potential of a sales person’s territory
· salesperson’s autonomy
· company’s competitive strength
	
Sales Force Organisation
Territory design
Marketing Programmes



Conclusions :
· The performance of a given salesperson is a function of a variety of influences, including both personal traits and organisational factors.
· Different personal traits, aptitudes, and skills are required for different kinds of sales jobs to account for the differences in the type of customer and the kind of product or service being sold.
· On average, factors that sales managers can control or influence – such as role perceptions, skills and motivation – account for the largest proportion of the variance in performance across salespeople. However, enduring personal characteristics – such as aptitude, personal background, and personality traits – are also related to individual differences in performance.

Thus successful salespersons are both born and made.

The Costs of Inappropriate Selection Standards
People who lack the personal traits and abilities to be truly successful in a given sales job are more likely to become frustrated and quit – or be fired – before training and experience can turn them into productive employees.

As firms spend much money and time training and supporting new salespeople before they begin to earn their keep, mistakes in recruitment and selection that lead to high early turnover rates can be very costly. In most industries, it takes three months to one year before new sales reps can generate enough sales to cover their compensation and expenses. Thus, when a frustrated salesperson quits in the first year or two of employment, the firm can never recoup the costs of recruiting and training the individual.

Because mistakes in recruitment and selection can both be costly in the short term and lead to lower productivity in the long term regardless of how well a firm trains, supervises and motivates its salesforce, many sales managers consider evaluation and selection of new recruits to be among the most important aspects of their jobs.

CHARACTERISTICS OF SUCCESSFUL SALESPEOPLE
Characteristics Sales Managers Look For
· enthusiasm
· well-organised
· ambition
· persuasiveness
· verbal skills

Although many executives consider previous sales experience to be important in indicating the sales aptitude of new employees, general experience in selling is typically viewed as more relevant than specific product or industry experience.

Salesperson selection Criteria
· Education
· Interview
· Previous experience
· References
· Psychological Tests
· Social Class
· Ethnic Background
· Religious Background

Research concerning the Personal Characteristics of Successful Salespeople
	Variable Category
	Definition

	Demographic & Physical 
Characteristics
	Classifications based on Physical traits of an individual

	Age
	

	Sex
	

	Physical appearance
	Height, weight, neatness, and general appearance and manner

	Background and experience
	Developmental education and work experience of an 
individual

	Personal history and family background
	Parent’s occupation, no. of siblings, sibling rank, early family
 responsibilities, extracurricular and athletic activities

	Level of educational attainment
	Individual’s year of schooling, degrees earned, grade average

	Sales experience
	Individual’s years of sales experience, number of sales 
experience, number and type of sales jobs, promotions and 
career history

	Educational content
	Individual’s college major, no. of business/sales courses, 
executive development programmes

	Nonsales Work Experience
	Individual’s work history, length of time in past jobs, past 
Occupation most and least enjoyed

	Current Status and Lifestyle
	Individual’s present marital, family and financial status; 
leisure activities

	Marital/family status
	Individual’s current marital status; number and ages of 
dependants; spouse’s occupation

	Financial status
	Individual’s past and current income levels; family income; 
history of sales increases; assets and liabilities; home 
ownership; amount of insurance

	Activities/lifestyle
	



Different types of selling situations appear to require salespeople with different personal traits and abilities.

Categories of Psychological traits and abilities used as selection criteria
APTITUDE : 
enduring personal characteristics that determine an individual an ndividual’s overall ability to perform a sales job

Intelligence : Summary measures of mental abilities

Cognitive abilities : Measures of specific mental processes and abilities; including mental flexibility; ideational fluency; spatial visualisation; inductive and logical reasoning; and associative and visual memory

Verbal Intelligence : Mental abilities related to the comprehension and manipulation of words; verbal fluency

Mathematical ability : Mental abilities related to the comprehension and manipulation of numbers and quantitative relationships

Sales Aptitude : Enduring personal characteristics and abilities thought to be related to the performance of specific sales tasks

PERSONALITY
Enduring personal traits that reflect an individual’s consistent reactions to situations encountered in the environment

Responsibilty : The person is dependable,, emotionally stable, punctual, adjusts well to frustration, keeps promises, follows plans

Dominance : The person takes command, exerts leadership, pushes own ideas, wants power versus being submissive, is egoistic

Sociability : The person enjoys social activities and interaction, likes to be around people, is talkative and gregarious, enjoys attention.

Self-esteem : The person is confident physically, personally, and career-wise; can stand criticism, claims to have abilities and skills, is confident of success, believes others have a positive attitude towards him/her

Creativity/Flexibilty : The person is innovative, flexible, ready to entertain new ideas and ways of doing things, individualistic, tolerant of human nature

Need for achievement/Intrinsic rewards : the person works hard, likes to do his/her best, seeks success in competition, wants to produce something “great”, gains satisfaction from accomplishment and personal development

Need for Power/Extrinsic Rewards : the person is motivated primarily by desires of money or advancement, has strong need for security, desires increased power and authority

SKILLS
Learned proficiencies and attitudes necessary for effective performance of specific job tasks; skills can change over time with training and experience.

Vocational Skills : Job and company specific skills, technical knowledge and vocabulary related to the firm’s product line, knowledge of the company and its policies

Sales presentation : Job and company specific skills, technical knowledge and vocabulary related to the firm’s product line, knowledge of the company and its policies

Interpersonal skills : Skills related to understanding, persuading and getting along with other people

General management skills : Skills related to organising, directing and leading other people

Vocational Esteem ; Degree of liking or preference for the tasks and activities associated with sales jobs


The Implications of Increasing Cultural Diversity in the Salesforce
Traditionally, managers selected their salesforce so that it would match the demographics of their customers, with the idea that similar backgrounds would stimulate interaction. However, since the new demographic trends will also affect their customer’s workforces and purchasing departments, sales managers who do not anticipate this trend by changing the complexion of their sales forces are likely to find it harder to build close reletionships with those customers.

Sex and Race
Also, there is no difference in the productivity of men and women in industrial sales. The attitudes of sales managers and industrial buyers towards women sales reps have also become more positive over the years.

Physical Characteristics and Customer Similarity
Salespeople are more likely to be successful when they are dealing with prospects who are similar to themselves in demographic characteristics, personality traits, and attitudes than when their prospects have characteristics different from their own.

Thus, managers should hire salespeople with demographic and personality characteristics as similar as posssible to those of the prospects they will be calling. However, this principle is often impossible to implement.  Also, there is only very little variance in the amounts purchased by different customers that can be attributed to salesperson-cutomer similarity.

Background and Experience
Things such as whether a salesperson has held part-time jobs or had substantial family responsibilities as a youngster provides a good indication of likely emotional maturity and motivation.

Current Status and Lifestyle Variables
The personal history and family background, a person’s current marital and family status, income level and financial obligationsalso appear to reflect emotional maturity and motivation and are extremely good predictors of sales performance.

However, lifestyle and activity variables do not appear to be closely related to their likely performance as salespeople.

Aptitude Variables
A person’s ability to think logically and display flexibility in solving problems – an ability measured by tests of cognitive ability – is a relatively good indicator of likely success in selling.

Personality Variables
Some newer personality traits that focus on only a few broad, stable traits – such as extroversion, openness to experience, and conscientiousness – maybe more strongle related to success.

Skill Variables
Vocational skills encompass a salesperson’s acquired knowledge and abilities directly related to the company, its products and customers. The more skills a salesperson has, the better his performance is likely to be. 

Neither interpersonal skills related to understanding and getting along with people nor the salesperson’s vocational esteem – the attitude towards the task and activities involved in selling – are strongly related to ultimate sales performance.

JOB SPECIFIC DETERMINANTS OF GOOD SALES PERFORMANCE
Selling Different Types of products and services
	Variables Affecting Performance
	Industrial Goods
	Consumer Goods
	Services

	Personal History & Family background
	Weak
	Weak
	Strong

	Marital/Family Status
	Weak
	Moderate
	Strong

	Sales Aptitude
	Strong
	Moderate
	Weak

	Dominance
	Weak
	Weak
	Moderate

	Self-Esteem
	Strong
	Moderate
	Moderate

	Sales-Presentation Skills
	Strong
	Moderate
	Weak

	Interpersonal Skills
	Moderate
	Moderate
	Weak



This suggests that for people selling industrial goods to institutional customers, professional skills and traits – such as sales aptitude, sales presentation skills, interpersonal skills, and self-esteem – are relatively good predictors of successful sales performance.

For jobs involving the sale of services, such job-related skills appear to be relatively less important. Traits related to aggressiveness and motivation, such a s dominant personality and family obligations, are better indicators of success in selling services than they are for jobs involving consumer or industrial goods.

Different types of sales Jobs

	Types of Sales Jobs
	Relatively important characteristics
	Relatively less important characteristics

	Trade selling
	Age, maturity, empathy, knowledge of 
customer and business methods
	Aggressiveness, technical ability, product 
knowledge, persuasiveness

	Missionary selling
	Youth, high energy, stamina, verbal skill,
persuasiveness
	Empathy, knowledge of customers,
[bookmark: _GoBack] maturity, previous sales experience

	Technical selling
	Education, product and customer 
Knowledge – usually gained through 
Training, intelligence
	Empathy, persuasiveness, aggressiveness, 
age

	New Business selling
	Experience, age, maturity, aggressiveness, 
persistence
	Customer knowledge, product knowledge, 
education, empathy




Trade Selling
The primary responsibility of the trade sales force is to increase the volume of a firm’s sales to its customers(usually wholesalers or retailers). It does this by providing them with merchandising and promotional assistance to help them become more effective at selling to their customers. The trade force sells through, rather than sells to its customers.
Trade selling is common in industries, but it predominates in such other consumer goods fields as food apparel and in selling to wholesalers in general.

Products sold through trade selling tend to be well-established; thus a company’s personal selling effort is often less important than its advertising and promotion efforts. The exception is when a new item is being introduced and the trade must be persuaded to stock it. Trade salespeople are usually not so highly pressures by management as salespeople in other fields, such as new business selling. However, the trade sales job can be dull and repetitious if it involves nothing else but stocking shelves and taking orders, although this problem is becoming less prevalent than computerised reordering systems.


Long-term personal relationships are critical for successful trade selling. Technical competence is less important than getting along with customers, and aggressiveness is less important than maturity. Consequently, successful trade salespeople tend to be older than successful salespeople in other types of sales jobs.

Missionary selling
The primary responsibility of the missionary salesperson is to provide the firm’s direct customers (wholesalers, retailers) with personal selling assistance. This is done by providing product information to indirect customers and persuading them to buy from the firm’s direct customers. 

Like trade selling, missionary selling is low key and low pressure, but it differs in its primary objective; the missionary sales force sells fo9r its direct customers, whereas the trade sales force sells through them. This type of selling is common in many industries, particularly foods, pharmaceuticals, chemicals, transportation and the utilities.

Good coverage of potential indirect customers and the ability to make a succint, yet persuasive, presentation of product benefits is vitally important in missionary selling. Missionary salespeople tend to be more communicators and persuaders than problem solvers. Consequently, missionary salespeople should be energetic and articulate. They need not be particularly aggressive at closing sales because people to whom they talk do not buy directly from them.

Also, while it helps to have a pleasaaing personality, missionary salespeople need not be particularly empathetic to customers because the development of long-term relationships is not so important.

The lack of an opportunity to develop satisfying relationships with customers and the lack of intellectually-challenging problem-solving activities are two unattractive aspects of the missionary sales job. Thus, missionary salesforces consist of young people with energy and stamina to make a lot of calls.

Technical Selling
The major job of the technical sales force is to increase the volume of sales to existing customers by providing to existing customers by providing them with technical advice and assistance. These salespeople sell directly to the firms that use their products. Technical selling is especially important in industries such as chemicals, machinery and heavy equipment.

Technical selling is much like management consulting in that the ability to identify, analyse and solve customer problems is vitally important. Technical competence and knowledge of both product and customer are necessary for such salespeople since they need to discover customer problems and then explain the product’s benefits for solving the problems. However, too much aggressiveness can undermine the customer’s confidence in the objectiveness of the salesperson.

Because of the need for technical competence, the successful technical salesforce tends to be relatively young, with a high proportion of recent college graduates. To provide product knowledge, successful firms give technical salespeople extensive training and company support.

New Business Selling
The primary responsibilty of the new business sales force is to seek and persuade new customers to buy from the firm for the first time. Persuasiveness, aggressiveness, and persistence are important attributes for success. 

The greatest difficulty in new business selling is the frequent rejection, and consequent deflation of the ego, that salespeople experience.

Young, inexperienced people typically do not perform well in this kind of selling; they are too easily discouraged and their turnover rate is very high.

Consequently, successful new business salespeople tend to be older persons with substantial sales experience. They like the challenge and independence from supervision from supervision that goes along with “cold canvassing” potential new accounts.



