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Preface
Sales and Marketing as organizational functions are often referred 
to interchangeably. However, marketing is all about identifying 
and creating value for the consumers, whereas sales is essentially 
about delivering value to the consumers in return for a price. At the 
same time, sales management involves many sub-activities, making 
it a specialized function within an organization that holds as much 
importance as marketing. 

‘Sales Management Essentials You Always Wanted to Know’ is 
a book that explains all the facets of sales in a detailed and lucid 
manner. It is a ready reckoner that spares one the effort of reading 
through a traditional and voluminous textbook. It has been specially 
designed and written for young executives, graduate students, 
and entrepreneurs who wish to enhance their understanding and 
knowledge of sales management. The book will also help the teaching 
fraternity and industry professionals who teach sales and marketing 
management courses at B-schools. The book contains relevant 
examples, cases, quizzes, and class assignments, thus enhancing the 
teaching experience. 
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Introduction to the book
Sales function acts as the bridge between an organization and the 
final consumers it intends to serve through its market offering. Sales 
is where most of the action in a business lies because it is a crucial 
revenue-generating function. Sales management is critical to meet 
the challenges of increasing competition levels in the marketplace. 
Effective sales management helps an organization optimize results 
from its sales channel management and sales force management and 
achieve the organization’s sales objectives. It is thus imperative for 
one to be familiar with various aspects of sales management.
This book deals with all the essentials of sales management, 
which are required to make decisions about sales channels, selling 
techniques, distribution strategy, sales promotion tools, and sales 
force management to achieve the desired sales objectives.

By the end of the book, you will be able to:

 ● Get a complete understanding of the concepts and 
approaches required for effective decision-making in sales 
management

 ● Implement various sales strategies to maximize sales 
revenue in today’s competitive marketplace

 ● Understand how to select, manage and evaluate the sales 
channel members

 ● Appreciate the importance of sales force management and 
managing the sales force effectively

 ● Learn various sales promotion tools to increase the sales 
revenue of the organization

 ● Understand how to handle conflict situations in sales 
management
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Who can benefit from the book?

 ● Faculty members, professors, and students of marketing/
business/sales management courses

 ● Entrepreneurs who wish to enhance their knowledge about 
sales management practices for the growth of their business

 ● Working professionals like sales managers and marketing 
managers who may wish to learn about sales management 
concepts that they can practice during their career

How to use this book?
This book can be used as a ready reckoner or a handy guide on Sales 
and Distribution Management.

 ● It is suggested to read the chapters in chronological order. 

 ● Readers should use the case studies, case discussions, class 
assignments which are given at the end of each chapter to 
reinforce the concepts mentioned in the book

 ● PowerPoint presentations made available with the book can 
be used as teaching aids during the class
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Chapter 1

Introduction to Sales 
Management

This chapter familiarizes the reader with sales 
management and the set of activities that form a 

part of this function. The chapter provides an overview of 
the relative importance of sales functions in an organization 
and establishes the specialized role of the sales team in 
achieving the revenue generation goals of an organization. 
The chapter states the definitions of selling, marketing, 
and sales management. It outlines the importance of sales 
as a provider of utility to the consumers and explains 
how sales management delivers the value created by the 
marketing process to the customers. It also makes note of the 
difference between selling and marketing functions within an 
organization.

Key learning objectives of this chapter include the reader’s 
understanding of the following:

 ● The nature and concerns of sales management in an 
organization 
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1.1 Definition of Sale and Sales Management

A ‘Sale’ can be explained as a transaction that involves the 
transfer of possession and ownership of tangible goods from 
the seller to the buyer and /or performance of a particular set of 
activities or services by the seller for the benefit of the buyer in 
return for a consideration from the buyer. As per Investopedia.
com, ‘A sale is a transaction between two or more parties in which 
the buyer receives tangible or intangible goods, services, or assets 
in exchange for money or other assets are paid to a seller.’1

Sales management, on the other hand, is defined as planning 
and executing all tasks concerned with selling, selling techniques, 
sales force management, and distribution of goods and services.

According to the Marketing Accountability Standards Board 
(MASB), Sales Management is defined as: “The planning, 
direction, and control of professional selling including recruiting, 
selecting, equipping, assigning, routing, supervising, paying and 
motivating as these tasks apply to the sales force.”2

1. https://www.investopedia.com/terms/s/sale.asp

2. The Common Language Marketing Dictionary, MASB, ©2020, https://marketing-
dictionary.org/s/sales-management/ 

 ● How sales management adds value for both the 
consumers and the organization

 ● The difference between sales and marketing functions 
in terms of their focus areas

 ● How sales management generates utility for the 
consumers
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Sales is the only function in an organization that directly 
generates revenue or income for a company and hence it needs 
to be adequately managed. The financial results of a company 
depend upon the performance of the sales department. Sales 
operations of an organization depend on the sales strategy adopted 
by the organization. Optimal sales management is achieved when 
the sales analysis or desired sales results are aligned with the sales 
strategy and sales operations (see Figure 1.1).

Figure 1.1 Optimal Sales Management

Source: The Investors Book, Prachi M, July 27, 2019, https://theinvestorsbook.com/ 
sales-management.html 

1.2 Selling v/s Marketing

Selling and Marketing are so closely interwoven with 
each other that one can often not identify the differences 
between both functions. In fact, in lean organizations, the 
same team typically performs both sales and marketing tasks. 
Marketing and Selling are both aimed at increasing revenue. 
However, marketing is different from selling, and as an 
organization grows, the roles and responsibilities of sales and 
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marketing teams become more specialized. The differences 
between marketing and sales functions are outlined in Table 1.1.

Table 1.1 Differences between Marketing and Selling

Marketing Selling

Focus • identifying needs of the 
consumers

• finding a solution to 
meet those needs

• communicating the 
solution to them

• offering the solution to 
them

• delivering the solution 
to the consumers in the 
most effective manner 

Objective • build long term 
customer loyalty

• customer relationship 
management 

• ensure lifetime 
customer value

• match market demand 
for the solution

• maximize sales revenue

Scope of 
activities

• market and competition 
analysis

• pricing strategies
• integrated marketing 

communication
• managing product life 

cycle 
• brand management
• capturing the mindshare 

of the consumer

• manage sales & 
distribution channels

• penetrate existing 
markets and develop 
new markets

• sales force management
• increase market share
• demand forecasting

Horizon Long term, with the 
objective of capturing 
customer lifetime value

Short to medium term 
to match supply with 
demand and achieve sales 
targets

Identity Construction of a 
brand identity that gets 
associated with a particular 
need fulfillment

Meeting demand in an 
opportunistic manner 
driven by human 
interaction
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Thus, the goal of marketing is to generate interest and demand 
for a product through the following activities:

 ● Market research to identify the needs of the customers

 ● Product development to design solutions to meet those needs

 ● Advertising the solutions to create awareness and build the 
brand

 ● Capturing customer lifetime value to maximize long-term 
revenue

On the other hand, selling involves directly interacting with the 
prospects or customers to persuade them to purchase the product. 
Hence, sales activities are directed towards converting market 
demand into sales revenue and increasing market share. The set of 
activities that constitutes sales management are as follows:

 ● Appointing sales channel partners to extend the company’s 
reach for its products and deciding their trade margins, 
target incentives, etc., while monitoring their performance

 ● Developing new markets and increasing penetration for 
products in existing markets

 ● Managing the sales force, which includes recruitment, 
training, monitoring, and evaluating its performance

 ● Implementing trade promotional activities to incentivize 
the trade intermediaries to buy the company’s products

 ● Protecting existing market share from the competitors and 
further increasing the market share

Marketing, thus, tends to focus on the general population (or a 
large set of people), whereas selling tends to focus on individuals 
or a group of prospects.
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The selling concept focuses on moving the existing products 
that an organization produces from their source of origin to 
the end consumers. The end objective of the selling concept is 
to generate maximum profits by selling large volumes of the 
products manufactured by the organization. 

The marketing concept, on the other hand, focuses more on 
identifying consumers’ needs and generating profits by satisfying 
those needs. The differences between both concepts are explained 
in Figure 1.2.

Figure 1.2 Selling Concept v/s Marketing Concept

Starting 
point

Focus Means Ends

The selling 
concept Factory Existing 

products
Selling  

and 
promoting 

Profits through 
sales volume

The 
marketing 

concept
Market Customer 

needs
Integrated 
marketing

Profits through 
customer 

satisfaction

Source: https://qsstudy.com/business-studies/contrast-between-selling-concept-and-
marketing-concept

1.3 Sales Management – Delivering Utility Value 

Another way to look at Sales Management is that it delivers 
utility value to the consumers. Utility refers to the usefulness 
that consumers experience from a product. It is imperative to 
understand that consumers seek a set of utilities from the products 
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and services they buy. Thus, selling should necessarily involve 
adding value to a product by providing the following utilities to 
the consumers (see Figure 1.3).

Figure 1.3 Economic utilities sought by a consumer

Form

Place

Possession Economic 
Utilities Time

1.3.1 Form Utility

Consumers generally look for products in a ready-to-consume 
state to avoid spending further efforts, time, and money to 
consume the products. Form utility involves the transformation 
of raw materials into finished goods. Companies process raw 
material components, chemicals, or elements to develop a finished 
product offered to the consumer to meet their specific needs. 
Many attributes define the form utility of a product. Some of 
these attributes are shape, size, weight, packaging, and technical 
specifications. Consumers evaluate the form utility of the products 
they plan to buy. The higher the form utility of the product, the 
higher is the price a person may be ready to pay for the product.
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Example:

i. A consumer who is out to buy a personal desktop computer 
will have two buying options. One is to buy a ready-to-
use computer or buy a kit containing different computer 
parts and then assemble them to make the computer. The 
consumer is most likely to pay a higher price for the former 
offering as it has more form utility than the latter.

1.3.2 Time Utility

Time utility is created when a company makes it possible for 
consumers to buy a product or get it delivered at times that are 
more convenient or preferred. Time utility also involves deciding 
the hours and days of the week a company might choose to make 
its services available. Online purchasing is the most relevant 
example in which consumers choose the most favorable time slot 
for receiving or collecting the goods purchased by them. Another 
example is a pharmacy or a duty-free shop at an airport that is 
open 24 hours a day to cater to the passengers who may arrive or 
depart at any time of the day. Time utility might also include 24-
hour customer service support through a toll-free phone number 
or a website chat function. Companies analyze how to maximize 
their products’ time utility and plan the production process, 
logistics, warehousing, and delivery arrangements accordingly.

Examples:

i. Most e-commerce portals like Amazon.com offer customers 
a choice of delivery speed and time slots to deliver goods 
they have ordered. The customers can choose the time slot 
which is the most convenient for them.
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ii. Another example is Hewlett Packard offering an auto-
replenishment facility for its ink cartridges every few weeks 
so that its customers do not run out of ink.

iii. A working couple may seek more time utility to get the 
product delivered at their convenient time.

1.3.3 Place Utility

Place utility refers to making goods or services available or 
accessible to consumers at a maximum number of places to avoid 
traveling far to buy the products. Examples of place utility range 
from having a retail store or an ATM or a car service center in 
a remote location to how easy it is to find a company’s website 
on the internet. Making a product available at a wide variety of 
stores and locations increases the place utility for the consumers. 
The idea is to be present at multiple touchpoints from where the 
consumer is likely to buy or order a particular product or other 
products that offer similar benefits.

Examples:

i. Samsung sells its products not only from its galleries but 
also through other retail stores and online shopping portals.

ii. Sony PlayStation or Microsoft Xbox are available at stores 
selling consoles and PC games and at toy stores, electronics 
stores, music stores, or stores selling computer accessories 
and peripherals. 

iii. Hot and cold beverages are sold at restaurants, gas stations, 
movie halls, or through vending machines.
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iv. A person living in a remote location may seek more place 
utility so that he/she does not have to travel far to buy a 
product.

1.3.4 Possession Utility 

Possession utility signifies the perceived usefulness of a 
product, which increases by having the right to own and use it 
freely. For example, owning a car may offer higher possession 
utility to a person as compared to that offered by a rented car. The 
reason is that owning a car gives the user the flexibility to use it 
as per one’s choice, a sense of pride for possessing the car, and a 
resale value for the car.

Examples:

i. Companies that sell white goods, consumer durables, 
furniture or apartments increase the possession utility for 
the products they sell by offering installment facilities to the 
consumers who do not have to pay the entire price of the 
product upfront.

ii. A furniture rental company transfers the ownership of the 
rented furniture to its customers after they pay rent for 24 
months.

Marketers or intermediaries offer a mix of utilities to the 
consumers depending upon the category of product or service. 
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Refer to Figure 1.4 to understand form and possession utility.

Figure 1.4  Differentiating goods and services retailing using form and 

possession utilities

High

Possession 
Utility

Supermarket  
Music & Video store

Tailor  
Photo Studio

Video Rental Library  
Book Library  
Car Rental

Hotel  
Airlines  
Night Club  
Theater

Low High

Form Utility

Source: Winsor, Robert & Sheth, Jagdish & Manolis, Chris. (2004). Journal of Business 
Research, Elsevier, vol. 57(3), pages 249-255, March

1.3.5 High Possession Utility and Low Form Utility

Here the intermediaries offer high possession utility and 
low form utility because the form of the products is already 
well defined by the marketer, whereas the intermediaries 
predominantly transfer the possession of the products to the 
consumers. 

Example:

i. A supermarket does not change the form of the physical 
products that it sells and essentially transfers the possession 
of those products to the consumers for a price.
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1.3.6 High Possession Utility and High Form Utility

Some marketers or intermediaries process raw materials 
provided by their customers to make a finished product by 
changing the form of the inputs. This product is customized as 
per the specifications provided by each customer. The possession 
of this finished product is then transferred to the customer after 
receiving the service charges. In this case the customer is getting 
high form utility as well as possession utility.

Example: 

i. Tailoring service providers convert raw materials like 
cloth, buttons, and a zipper into a garment which possesses 
a higher form utility than the individual raw materials. 
The customer is then charged a service fee for the services 
rendered and for the transfer of possession and ownership 
of the final product.

1.3.7 Low Possession Utility and High Form Utility

Here the marketers or intermediaries offer high form utility but 
low possession utility. The product offering is such that a mix of 
physical goods and services is used to generate high form utility 
in real-time at the point of consumption, but the consumers do not 
gain possession utility of the final offering.

Examples:

i. A hotel offers the physical form of its hotel room and 
furnishings to offer output in another form, i.e., rest, 
accommodation, and sleep for the customers. However, 
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the customers cannot take possession and ownership of the 
hotel room. 

ii. A restaurant that offers a dine-in facility converts the 
food ingredients into a meal that is consumed using 
complementary physical amenities like the dining table, 
chair, and tableware, as well as by availing complementary 
services of a cook and a waiter. However, the customers 
cannot gain the possession utility of the physical amenities 
as they have not bought the same. 

1.3.8 Low Possession Utility and Low Form Utility

In the case of certain physical products, the form of the offering 
cannot be changed at the point of sale or consumption. Also, the 
consumers get only temporary possession of the product without 
gaining any ownership benefits. Thus both possession and form 
utilities offered to the consumers are low.

Example:

i. Video or book circulating libraries give temporary 
possession of DVDs or books to their members by renting 
out the same to them. The members have to transfer the 
possession of the DVDs or books back to the libraries after 
using the same for a certain period. 

 In this case, the form of the product does not change at the 
point of sale, nor does the consumer retain possession of the 
product. The ownership of the product also remains with 
the marketer or the intermediary. 

 Before making the purchase decision, a consumer evaluates 
the total perceived quantum of utility that they will get from 
the product or service being offered by the company. This 
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quantum will be different for each consumer depending on 
the mix of utilities, i.e., form, place, time, and possession, 
being sought by each consumer.

1.3.9 To summarize:

 ● Form Utility is about offering products in a ready-to-
consume state.

 ● Possession Utility is about transferring the possession and 
ownership of products to the consumers.

 ● Time Utility is about making products readily available at 
most times.

 ● Place Utility is about taking products closer to the consumer 
from places of production.



www.vibrantpublishers.com

Introduction to Sales Management 15

 ¡ Sales management essentially delivers value to the 
consumers by providing time, place, form, and 
possession utilities.

 ¡ Sales management is a specialized function with a clear 
set of defined objectives and techniques to increase 
sales revenue within an organization.

 ¡ Selling holds a weightage similar to that of marketing 
in an organization.

 ¡ Sales and marketing teams in an organization have to 
work in sync to meet the challenges of the marketplace 
and also to gain from the opportunities available in the 
dynamic business environment.

In the subsequent chapters, we shall explore each sales 
function, selling technique, and sales strategy which are the 
core essentials of sales management.

Chapter Summary
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Quiz 1

1. Form utility is about:

a. Offering products in a ready-to-consume state

b. Transferring ownership of the products

c. Making products readily available at most of the times

d. Taking products closer to the consumer from places of 
production

2. Time utility is about:

a. Offering products in a ready-to-consume state

b. Transferring ownership of the products

c. Making products readily available at most of the times

d. Taking products closer to the consumer from places of 
production

3. Place utility is about:

a. Offering products in a ready to consume state

b. Transferring ownership of the products

c. Making products readily available at most times

d. Taking products closer to the consumer from the places of 
production
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4. Possession utility is about:

a. Offering products in a ready-to-consume state

b. Transferring ownership of the products

c. Making products readily available at most times

d. Taking products closer to the consumer from the places of 
production

5. Sales is about:

a. Finding a solution to consumer’s needs

b. Creating value for the organization

c. Delivering value to the consumers

d. None of the above

6. Marketing is about:

a. Construction of a brand identity which gets associated with 
a particular need 

b. Establishing and managing distribution channels

c. Meeting demand in an opportunistic manner driven by 
human interaction

d. Ability to meet demand at the right time
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7. Offering installment payment facility to the consumer creates:

a. Time utility

b. Possession utility

c. Place utility

d. All of the above

8. Sales management includes:

a. Sales force management

b. Delivering value to the consumers

c. Distribution of products or services

d. All of the above

9. Which form of utility is created when a multiplex cinema 
offers an online seat booking facility?

a. Time 

b. Place 

c. Possession 

d. Options A & B 
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10. Which of the following comes under the scope of sales 
management?

a. To penetrate new markets

b. To ensure repeat purchases by customers 

c. To undertake demand forecasting

d. All of the above 

Answers
1 – a 2 – c 3 – d 4 – b 5 – c

6 – a 7 – b 8 – d 9 – b 10 – d
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Class Activity

The class can be given a mix of ten products. Each student can 
be told to rank the most important and the least essential utility 
that he or she seeks while purchasing each of these products. The 
most important utility can be given a score of four, and the least 
essential utility a score of one. Then calculate the average score of 
each utility for each of the products for the entire class. The utility 
with the highest score for each product is the most sought after by 
the consumers for the respective product. This average score can 
be considered indicative of the consumers’ expectations at large. 




