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Introduction 
 

This e-Book is written for the vast majority of sales managers who are appointed and anointed based on 
core competencies other than planning and strategy .  Think about it, and you’ll see it’s a “double 
whammy”. 

First, ask yourself “Why did I get into sales in the first place?”.  Chances are it was something to do with 
enjoying a challenge, autonomy, using your communication skills with a diversity of customer types and 
situations.  Maybe the company car?... 

But it is rare to find a sales person who says: 

“I was really motivated by the prospect of analysing spreadsheets, 
 planning my territory coverage and reporting on my activities” 

 
And if you ask successful sales people what factors have contributed to their success, they generally list 
their own “star qualities” in relationships, persistence, hard work, etc.  Very few put it down to strategy, 
planning and organisation.  Sadly, even fewer nominate the assistance and coaching they got from their 
first line manager!  But that’s a story for another time and place... 
 
Strike One – sales people are rarely natural born strategists. 
 
Next, especially if you are reading this as a recently appointed first- or second-line sales manager, think 
about why your organisation asked you to step up and what qualities they see in you. 

There is no doubt that proficiency in selling skills is one of the most common reasons people are promoted, 
and so it should be, since you need to be a competent player to be the coach and leader of the team, yes?  
But all too often, it is the ONLY reason, which means that managers may see their role as “leading from the 
front”, “setting the standard”, “motivating the troops” and other military analogies! 

Even if your organisation has made it clear that they see your potential as an empowering leader-coach, 
rather than a “super-salesman”, and even if your position description covers the broader planning and 
strategic aspects of the role, you have probaly had no specific training or support in how to actually 
implement these key tasks. 

Strike Two – sales managers are rarely supported to become strategists. 

So there you have it – the “double whammy” which makes it something of an uphill struggle for the new 
sales manager to get his or her head around their first sales plan.  Or even the second or third! 

That’s why we have produced this e-Book, and why we are building the sales management pages and blog 
posts on www.harrisonconsulting.net.au  The e-Book is in two parts; this is Part One, covering Steps One to 
Five. Part 2 will be available soon, and we hope you find it helpful. 

LINK PENDING 
e-Book:  Ten Steps to Effective Sales Strategy – Part Two 
These special “link pending” boxes are placed in our White Papers, e-Books, blog posts and page copy wherever a link 
is planned in the future.  If the article is not yet published, the link will take you to our blog page or bookstore. If you 
want to be notified as soon as the link is active please register on any page of the web site AND leave a message. 

http://www.harrisonconsulting.net.au/
https://www.harrisonconsulting.net.au/store/c1/Featured_Products.html
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1 Scope out your Organisation’s Planning Framework 
 

There are three main levels of planning within most organisations. 
 
Corporate or Strategic Planning 

This high level planning defines an overall direction or vision for the business and may be quite long-term in 
its focus.  Generally these plans will be developed by senior management within an organisation, usually 
big picture, wide in scope, inspirational and lacking detail.  Sales people rarely get to see these plans. 

Business or Functional Planning 

This level of planning addresses the activities and resources required to implement broader strategic 
planning.  It consists of specific objectives, is designed for a specific time frame, and has to work under the 
higher level strategic framework.  Salespeople usually experience this level of planning as marketing plans, 
but only in the better run organisations! 

Operational  or Team Planning 

These are the day-to-day action plans with which many sales people are familiar.  They should be 
integrated with the marketing plan (if it exists) and should detail the projects, routine activities and up-
skilling which may be needed to implement at field sales level.  This is the level of planning appropriate for 
Sales Plans; one of our clients calls it “A linked schedule of do-able things”. 

2 Understand the Planning Process 

 

“Plans are nothing, planning is everything”  Napolean 

“Failing to plan is planning to fail” Anon 

 

We can think of the planning process as a series of steps that we can take to get to our destination.  In this 
case our destination will be a specific sales objective to be achieved by the organisation.  By breaking down 
the task into steps it makes it easier for us to achieve a workable plan.  We are not just jumping in the deep 
end and hoping we land okay.  Every step makes it easier to achieve the objective. 

1. Define your objectives.  You need to have a specific objective or result that your plan will outline.  
Often this objective will come from the Marketing Plan that has been developed for your organisation. 
Your objective must be specific enough that you will know when you have achieved it.  See the later 
comments on “SMART” objectives. 

2. Evaluate where you are presently in relation to your objective.  Analyse your strengths and 
weaknesses in terms of being able to meet your objectives.  SWOT analysis is a commonly used tool in 
strategic and marketing planning, but it is equally powerful in sales, to identify the unique value added 
by our products and services, as viewed by the customer. 

3. Plan what actions need to be taken to achieve the objectives.  Consider contingencies, resources and 
the key performance indicators that will demonstrate whether or not the objective is being achieved. 

4. Implement and monitor the plan.  Take the actions you have outlined within the plan and evaluate the 
results throughout the implementation process. 
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Some organisations place the first two steps the other way around; they prefer the logic of: 

 Where are we now?    Situation Analysis 

 Where do we want to go?   Objectives and Strategy 

 How shall we get there?   Tactics and Action Plans 

 How will we know when we have arrived? Control Mechanisms 

 
Such planners take the view that if you set the goals (objectives) without a truly objective view of your 
current position, there is a danger you will second-guess your situation analysis to support the validity of 
the objective.  In a purist sense, we can appreciate the logic of this argument, especially at a strategic or 
marketing level. 
 
In managing a sales team however, the reality for most managers is that the objectives are given to us from 
senior management, often with only token “bottom-up” engagement of the sales managers, let alone the 
team members!  So it really doesn’t matter which way round you address these points, as long as you are 
honest and objective in the “where are we now?” step, and are prepared to “push back” assertively and 
appropriately if your SWOT analysis cannot support the goals. 
 

3 Choose the right Analytical Tools (“Where Are We Now?”) 

  
Please can you direct 
me to the nearest 
tool specialist? 
 

 

 

 

 

 

 
 

If you don’t know where you’re starting from, any road will do! 
 
To help you fully answer the question “Where Are We Now?”, we at Harrison Consulting believe that SWOT 
Analysis is still one of the most useful tools around.  Sadly, it is also one of the most mis-used technique in 
business, so we have already written a white paper and a couple of blog posts on the subject, which you 
can find by clicking these links: 
 

 White Paper: SWOT Analysis: Old Faithful or Old Hat? 

 Blog Post:  A Swot Analysis on SWOT Analysis (!) 

 Blog Post:  Two-way SWOT Analysis (A powerful KAM tool) 
 
 

No mate, you’re starting 
from the wrong place – if 
you were coming from the 
other side of town I could 
tell you, but I don’t know 
how to get there from here. 

https://www.harrisonconsulting.net.au/store/p27/SWOT_-_Old_Faithful_or_Old_Hat%3F_White_Paper.html
https://www.harrisonconsulting.net.au/swot-analysis-on-swot-analysis
https://www.harrisonconsulting.net.au/two-way-swot-analysis
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SWOT Analysis in Sales 

A successful strategy will only deliver a sustained competitive advantage if 
it achieves the correct balance between market opportunities, company 
strengths, and available resources. 
 
So, for the manager of a sales team, SWOT can help you to: 
 

 exploit strengths 

 convert weaknesses into strengths 

 avoid areas of intractable weakness 

 spot opportunities before others do 

 capitalise on opportunities 

 lay contingency plans to deal with threats 
 

It is vital to remember that strengths and weaknesses come from within and are under our control (at least 
in principle they are!).  Opportunities and threats are external to the company and cannot be directly 
controlled; we can, of course, assess the risk to our plans and develop contingencies.   
 
Many marketing and sales plans fail because strengths and weaknesses have been analysed only from an 
internal perspective.   In fact it is important to assess them both from our own perspective and from that of 
the customer, particularly if you are managing key accounts.  Without this level of objectivity, it is common 
to over-estimate strengths, ignore weaknesses, or make assumptions which prove to be invalid. 
 
Refer to the above papers and blog articles for more detail on how to use SWOT Analysis. 
 
Competitive Profile Analysis 

In today’s competitive and rapidly changing world, there will be occasions when simply presenting a 
product to a prospective buyer will not be enough; no matter how well your sales people identify their 
needs and present relevant benefits.  Why?  Because they already have a product or a supplier they trust, 
and they see no reason to change…yet! 

What sales plans are all about is sustainable competitive advantage.  Without competitors there would be 
no need for plans; nor perhaps even for sales people!! 
 
So, based on a SWOT, your company might readjust the allocation of the resources to strengthen market 
share and profitability.  But, if we allocate resources in exactly the same way that our competitors do, there 
will be no change in our relative position. 
 
If you conduct a SWOT analysis through objective and non-judgmental brainstorming, it will allow you to 
analyse previous performance (both plus and minus) and thus the factors affecting it.  Then you can direct 
and motivate your team to do more of what works, and less of what doesn’t! 
 
The simple matrix below is called a Competitive Profile Analysis and it allows you to compare the 
competitor directly against our own offer. You will notice that the format places your strengths alongside 
your competitor’s weaknesses, so that you can quickly identify the areas of cometitive advantage.  As we all 
know, the best way to attack a competitor’s weakness is to highight our own juxtapositioned strength, 
rather than criticise them directly. 
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Our Offer Competitor Offer 

Weaknesses Strengths Weaknesses Strengths 

    

    

    

    

    

    

Afterwards, ask yourself the question: 

Did you do this purely based on the product and it’s features, 
or based on the total value you deliver to your customer? 

Segmentation, Targeting and Positioning 

Segmentation is the analytical process of dividing a market into groups of customers who might require 
separate products or marketing mixes.  This is usually done by identifying similar needs, characteristics or 
behaviour.  These factors are similar for those in the same segment, but different from customers in other 
segments. 
 
Targeting requires us to evaluate each segment’s attractiveness and select one or more segments to focus 
our attention upon.  The limitations of time and resources dictate that your team are unlikely to be able to 
sell to all segments simultaneously.  So a key strategic decision needs to be made about the most profitable 
segment(s) to target. 
 
Positioning is a strategic decision which is usually made by marketing or Brand Management specialists.  
We want our product or service to occupy a clear, distinctive and desirable place in the minds of target 
customers; a strong position relative to competing products.  Well-run companies communicate this 
desired positioning strategy to their sales force in clear language. 
 
To map out the possible segments for bank loans, for example, we might ask: 
 
 “What types of organisations and individuals need bank loans?” 

 “What products and services do these segments need?”.... 

 “What products meet these needs, with what benefits and features?” 

 
That would generate the information in the chart below, from which we can see that the “value 
proposition” (more later) is different for each of the four segments identified.  The bank must be able to 
meet most if not all of the needs identified, and deliver benefits to meet those needs, thus creating value. 
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Some people use the “short-hand”:         F2B2V         or        Feature to Benefit to Value 
 

Segment Needs  Benefits Features 

First Home buyers Ability to plan and budget No need to worry about 
interest rates 

Home loans 
Fixed interest rates 

Discretionary spending To be sure they are getting 
a good deal 

Competitive interest rates Personal loans 
 

Organisations who need 
capital to expand 

To get on with running the 
business 

We take the weight off 
your shoulders 

Business loans 
Lines of credit 

Small businesses start-
ups 

Focus on their start up Specialist advice and 
support for reassurance 

Small business loan 
Flexible payment options 

 
Another way of segmenting customers (which is particularly appropriate for field based sales teams) is by 
size and location.  For example, Key Accounts are usually large organisations requiring high levels of service 
delivery.  If they are nearby, it is a lot easier to service their needs. 
 
It’s your choice whether you segment on the basis of sectors, size, location or a combination of all three.  
Just think about your industry/organisation and what makes the most sense for your sales team. 
 
Perceived Customer Value 
 
Renowned expert on Customer Value, Karl Albrecht, proposes a hierarchy of customer value, as shown in 
the table below, with an illustration: 
 

Heirarchy Explanation Illustration - Retailer 
BASIC Fundamentals required just to be in business, 

a “ticket-to-play” 
Location which is clean, furnished and 
fixtured, staffed, and adequately stocked 

EXPECTED What customers consider "normal" for you 
and your competitors 

Reasonably civil staff, range, clear signage, 
acceptable shopping experience/price 

DESIRED Added-value aspects known to customers, 
your point of difference 

Fair returns/refund policy, staff with good 
product knowledge, fast checkout, smiles 

UNANTICIPATED Surprising added-value well beyond level 
expected, sustainable advantage 

Expert staff who walk you to the product, help 
you load your car, remember you, etc 

 

Competing on the first two levels will not deliver anything noteworthy – we need to aspire to and reach the 
“Desired” and “Unanticipated” levels if we want to establish a sustainable competitive advantage.  This 
requires the leaders of the organisation, and those who set strategy, to free themselves from what Albrecht 
refers to as “Aristotelian thinking” (see below). 
 
These “best-in-class” companies have taken the trouble and the time to discover what their customers 
really value and their leaders drive their organisations to deliver that value.  When your business has an 
accurate fix on how customers define value - from their own selfish points of view, not yours - you can 
capitalise on that information to make sure you deliver that value exceedingly well. 
 

http://bit.ly/1BMh5jV
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Defined more precisely, a customer value model is a set of critical indicators 
used by the customer to evaluate the quality of the outcomes you provide 

 
Albrecht cites two traps into which most organisations fall.  First, they often rely on intuition, rather than 
an explicit set of KPIs or “metrics”.  Vague, unstated, intuitively held beliefs about "what the customer 
wants” make it impossible to communicate a common message.  Second, the “Aristotelian thinking” 
referred to above means, quite simply, deciding it “must be so”.  (As Aristotle decided that men had more 
teeth than women, without any evidence of any sort!) 
 
Quoting Albrecht directly: 
 

“It's remarkable how many executives discover, through open- minded and creative customer research, 
that their most firmly held beliefs about their customer's thinking processes are off the mark. 

One of the most strategically effective things the leaders of any enterprise can do is to set aside 
their established beliefs about customer value and take the question directly to the customers. 

By listening in an open minded, innocent way, it is possible to discover that invisible truth 
that can make an enormous strategic difference if your competitors don't know it.” 

 
Albrecht, Karl. The Only Thing that Matters: Bringing the Power of the Customer Into 

the Centre of Your Business (New York: Harper Business, 1992) 

 
So what is the implication of all this erudite discussion for the first-line sales manager trying to align his or 
her team behind the sales strategy?  Well, if you think about it broadly, it is certainly a strong support for 
the consultative selling model, clearly and explicitly uncovering customer needs, before crafting creative 
and customised solutions. 
 
But it implies much more than this.  If you are unfortunate enough to work in an environment where 
marketers and strategists do not routinely validate customer needs with rigour and discipline, you might 
need to be quite pro-active.  Consider what you can do within your own sales plan to “model” a more 
helpful process.  You might not have access to a bottomless pit of market research resources, but you and 
your team are ideally placed to ask the customer directly what their value model criteria are.  Surely this is 
the first step of a successful consultative approach, in any event. 
 
Here are two lists of potential sources of value.  First, the items customers as individuals may be looking for 
in a product or service: 
 

Efficiency Warranty options 

Range (colour/models etc) Packaging 

Brand/Market leadership Fit/Style/Form factor 

Purchase Price Innovation/Freshness in the market 

Performance/Ease of use Tradition/Old school/Retro appeal 

Is it cool? Uniqueness/Out there 

Options/Functionality On trend/Fashionable 

Durability/Life of product Convenience 

Safety Security 

Business support and advice Look/Feel 

Personalised attention and service Value-added service 
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Second, here is a list which you might call B2B – the things that organisations may be looking for in your 
business before engaging in a relationship: 
 

Your company’s reputation Environmental/Ethical reputation 

Trust and respect Knowledge, experience and approach of staff 

Inventory levels/guarantee of supply Mate’s Rates 

Service policy Support/Sponsorship 

Return policy Testimonials 

Legal compliance Responsiveness to sudden issues 

Ordering flexibility Cultural fit 

Contractual flexibility and terms Rapport with your people 

Client services people/dedicated attention Understanding of what it is that you do 

Post-sales support (e.g. training) Emergency assistance 

Promotional materials Specialist industry knowledge 

 

LINK PENDING 
Blog post: How to create a Winning Value Proposition 
These special “link pending” boxes are placed in our White Papers, e-Books, blog posts and page copy wherever a link 
is planned in the future.  If the article is not yet published, the link will take you to our blog page or bookstore. If you 
want to be notified as soon as the link is active please register on any page of the web site AND leave a message. 

 
Growth Opportunity Matrix 
 
The Growth Opportunity matrix, originally developed by Ansoff, is a deceptively simple tool for assessing 
growth and risk, especially in new business development. 

 Existing Products New Products 

Existing Markets/Customers PENETRATION PRODUCT DEVELOPMENT 

New Markets/Customers MARKET DEVELOPMENT DIVERSIFICATION 

 
"Market" in this context can be used to mean geographic market, consumer segment or channel, and 
definitions depend on the level at which lines are drawn. 

Example 

RP7 is a multi-purpose lubricating and penetrating spray which is marketed in Australia.  It has a strong 
presence in the State of Victoria, but elsewhere in Australia, it is second placed to WD40.  So pushing RP7 
harder into New South Wales might be classified as market development from a National perspective, but 
should probably be considered product development, or even a diversification at the State level. 

However these lines are drawn, Ansoff suggests that penetration is the least-risk option, whereas 
diversification (or “innovation” as other authors have called it) usually carries significant risk.  Of course, 
the most risky options are often the most lucrative!  Managing the portfolio of opportunities is a strategic 
responsibility of the marketing team, but the philosophy applies equally well to the sales manager directing 
the team into new areas of opportunity within their own territories (geographic, by industry or otherwise). 

https://www.harrisonconsulting.net.au/blog-home
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But there is a further application this simple Ansoff matrix which is not immediately apparent.  If you are 
dealing with a major account with diversified business streams, each of which might have needs for your 
products and services, the matrix can be applied to one customer.  In this case you might consider different 
applications, production lines, sites, categories, or business units (in place of “markets” in the diagram 
above); then you can use the framework to screen and assess the opportunities. 
 
Screening Opportunities 
 
The following process applies whether you are looking at opportunities across the market place or within 
one customer.  We will assume that you have put all opportunities under consideration into one list, so that 
you can systematically review their attractiveness on a comparative basis. 

The next step might be to assess each opportunity in turn, using a "coarse screen" or "first pass" approach.  
One such approach is illustrated in the figure below (developed by one of our industrial clients) which uses 
eight Key Success Factors determined by discussion and analysis of previous successes and failures.  Notice 
that some of the KSF's are of a local nature, whilst others have more to do with global strategy. 

"FIRST PASS SCREEN" 

OPPORTUNITY 
 

1.  DOES THE OPPORTUNITY HAVE THE ABILITY TO DELIVER GOOD EARNINGS?  

EXPLANATION: 
 

 

2.  DOES THE OPPORTUNITY HAVE GOOD MARKET GROWTH POTENTIAL?  

EXPLANATION: 
 

 

3.  DOES THE PRODUCT HAVE A GOOD FIT WITH MARKET REQUIREMENTS?  

EXPLANATION: 
 

 

4.  DOES THE OPPORTUNITY HAVE A GOOD CHANCE OF SUCCESS?  

EXPLANATION: 
 

 

5.  DO WE HAVE GOOD GLOBAL SUPPLY/AVAILABILITY FOR THE OPPORTUNITY?  

EXPLANATION: 
 

 

6.  DOES THE OPPORTUNITY HAVE AN ACCEPTABLE TIME FRAME FOR SUCCESS?  

EXPLANATION: 
 

 

7.  DO WE HAVE THE REQUIRED MARKETING/TECHNICAL SUPPORT RESOURCES?  

EXPLANATION: 
 

 

8.  DOES THE OPPORTUNITY FIT WITH OUR GLOBAL STRATEGY?  

EXPLANATION: 
 

 

TOTAL SCORE: 
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Comparative Analysis 

Those opportunities which pass the above screen are subjected to a comparative analysis as the next step.  
A numerical format can be used for this comparison.  Start by listing the criteria you will use to rate the 
opportunities, making sure you include two types of factor: 

 Those to do with the attractiveness of the opportunity (ie external or O/T) 

 Those to do with the “winnability” of the opportunity  (ie internal or S/W) 
 
In many ways this is a numerical version of the SWOT Analysis.  However, it is important to word these 
factors in a positive (or if you like, idealistic) way, so that they can be used for comparative ranking.  For 
example, we might write “low level of competition” even though there might be hardly any 
markets/customers/opportunities which could be described as such!  Here is an example from an adhesives 
industry client, who rates opportunities by assessing to what extent each of them... 
 

 Creates demand pull 

 Works closely with Distributor 

 Meets competition 

 Sells complementary products 

 Delivers short-term payback 

 Delivers sustainable payback 

 Leverages dedicated sales resources 

 Accesses future planned projects 

 Delivers acceptable margin 

 Delivers acceptable volume 
 
Such a rating can be done qualitatively, using words (high, medium, low), graphically, using symbols, or 
numerically as shown here, from one of our clients in safety equipment and hand protection.  This is a 
numerical version, with both “attractiveness” and “winnability” factors combined into one list. 
 
SWOTGRID/OPPGRID 
 
 
 
 
 
 
 
 
 
 
 
At the bottom of the chart, you can summarise the overall attractiveness of each opportunity, in words or 
numbers, depending on which method you prefer.  If you set up the format on PC, you can easily modify 
your attractiveness criteria as priorities change, and can conduct "what-if" analysis with different ratings.  
You should keep in mind that the numbers themselves are only a means to an end, and are comparative.  
And remember to validate the list of criteria you are using for the comparative analysis.  Use facts, backed 
up by surveys or research, and your choice of opportunities to pursue will be sure and confident.   
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Product Cat/Application

1 A Prod 1 Exterior Concrete Repair 5 2 750 Oct

1 B Prod 2 Glazing sealant 7 8 4,500 Nov

1 C Prod 3 Insulation Adhesive 3 5 2,500 Aug

1 D Prod 4 Exterior Concrete Repair 6 3 1,100 Sep

1 E Prod 5 Glazing sealant 4 6 3,750 Oct

2 F Prod 6 Insulation Adhesive 7 3 450 Aug

2 G Prod 7 Soft flooring adhesive 9 3 650 Sep

2 H Prod 8 Insulation Adhesive 2 5 2,100 Sep

2 J Prod 9 Soft flooring adhesive 3 3 1,500 Oct

2 K Prod 10 Glazing sealant 7 2 400 Nov

3 L Prod 11 Silicone Range 7 6 3,250 Dec

3 M Prod 12 Glazing sealant 5 4 1,100 Jan

3 N Prod 13 Silicone Range 6 3 950 Sep

3 P Prod 14 Exterior Concrete Repair 4 1 350 Oct

3 Q Prod 15 Exterior Concrete Repair 2 6 2,600 Nov
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LOW HANGING FRUIT

Opportunity Quantification 

Now that you have short-listed the most attractive and winnable opportunities, the sales manager and 
his/her team need to quantify their potential benefit to the business.  The example below is based on a 
prior step which combined the external/attractiveness factors into a “Value Index” and the the sum of 
internal/winnability factors into a “Win Index”. 

 

 

 

 

 

 

 

This leads to this two-dimensional 
model, which is quite a neat way to 
locate the “low hanging fruit”, useful 
to focus and motivate the team in the 
short-term, especially if we are 
looking for incremental business. 

In many ways, this detailed step is the 
most important part of the process.  
It forces the discipline you need in 
your team to drill down to individual 
key customers on their territory, 
thinking hard about the winnability of 
each piece of business. 

As a variation on this detailed drill down, you could brainstorm general approaches segment by segment 
with your team, making estimates about: 
 
 Current market segment revenue 

 Expected market segment revenue/Expected market segment growth 

 The average order size or annual revenue per customer 

 The average margins achievable in the segment 

 Strength of competition 
 
 

LINKS PENDING 
Blog post: How to assess opportunities with SWOTGRID 
These special “link pending” boxes are placed in our White Papers, e-Books, blog posts and page copy wherever a link 
is planned in the future.  If the article is not yet published, the link will take you to our blog page or bookstore. If you 
want to be notified as soon as the link is active please register on any page of the web site AND leave a message. 

https://www.harrisonconsulting.net.au/blog-home
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4 Build your Sales Plan   (“Where Do We Want to Go?”) 
 
Remember the quote from Napolean (subsequently quoted by Eisenhower) on page three of this e-Book? 
"Plans are nothing; planning is everything" implies that the true benefit of planning is the mental process 
and discipline rather than the result itself.  So many companies have "slimmed down" their planning 
paperwork (or output) to minimise writing time, and to maximise thinking time. 

"A plan is worthless, unless it degenerates into work" 
Peter Drucker 

 
Peter Drucker alerts us to the further danger of a top-heavy and paper-dominated planning system, namely 
that inertia may prevent the action which is necessary to implement the plan.  So our plans need to be 
action oriented. 

Objectives, Strategy and Tactics 

Most people understand the need for clear targets and goals, and for clearly defined action steps to reach 
them.  What is sometimes lacking, however, is the bridging mechanism; the central part of the planning 
process - the strategy. 

The distinction amongst the three terms is best illustrated by analogy: 

 Objectives:  Destination (with a time line) 

 Strategy:  Route or broad direction 

 Tactics:  Vehicle, Designated Driver, Keys, “Esky”
1
 

Note: 1 “Esky” is Australian slang for a cool-box, generally well stocked with beer! 

Objectives 

In this context, therefore, objectives are clear, specific, 
realistic, achievable goals, which are usually quantified.  
Examples might be: 

 Obtain first year sales of $1,250,000 

 Achieve market share of 50% by end of 2012 

 Displace brand Y from 3 of our top 5 accounts by Sept 2013 

 Maintain 100% distribution level for this channel 
 

From these examples, it should be clear that objectives 
should carry an explicit time frame or deadline.  Remember 
"SMART" objectives... 

S: Specific 
M: Measurable 
A: Achievable 
R: Relevant 
T: Timed 
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Strategy 

Strategy is concerned with decisions.  Choices are made amongst positioning and segmentation options 
(using the tools presented earlier in these notes).  Strengths are selected to be converted into competitive 
advantages; product developments are nominated to provide differentiation; future market developments 
are highlighted. 

Two Examples 

Establish leading position within segment A of Construction Sector, by focus on improved quality of 
product, and technical support during field trials 

Reposition product A as high performance product for segment B, based on recent trial data, 
showcase histories, and focus on supply advantages 

These two examples are Strategic Positioning Statements.  Such statements are important to capture the 
essence of your strategy, and to articulate your chosen position, as a direction for all subsequent elements 
of your plan.  If your marketing team are not supplying you with documentation on such strategic direction, 
ask them for it, or write it yourself! 

At the sales territory level, this type of thinking is equally valuable.  Please don’t dismiss the positioning 
idea as the unique province of “ivory towers” marketers!  A Key Account Plan needs this type of strategic 
focus, and so does a Territory Plan.  You might say that the strategic positioning statement becomes a 
vision or mission statement for your team, quite important in building unity of purpose and team spirit. 

Tactics 

Wishing don’t make it happen. 
Action plans are a linked schedule of do-able things. 

 Tony Jackson, when CEO of Stanley Tools 

 
Tactics are the action steps you will use to implement your strategy, and take you to your objective.  They 
need timetables and deadlines in the same way those objectives do, but they also require an allocated 
responsibility to ensure that they are implemented. 

 

Remember, your action plan should be in a format something like this... 

 

What Who When Result 

First...    

...and then...    

...and then...    

...and then...    

...and then...    

...and then...    
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5 Invest in Distribution, Advertising, and Promotion 
 
In certain cases, sales managers are responsible for more than managing their direct sales reports.  Some 
organisations lack a formal marketing team, leaving some aspects of marketing and business strategy to 
sales management.  So these aspects might form part of your role as a sales manager, and may need to be 
considered in your sales plan.  They may include: 

 Local advertising, media schedules and promotional programs 

 Product launches 

 Distribution channel management 

 Pricing and margin guidelines 

 Territory and workload allocations 
 

We have included brief notes on some of these in the following pages for completeness, although you will 
need to decide for yourself how relevant they are within your own role as a sales manager. 

Distribution Channels 

When you are assessing the appropriate 
distribution channels for your product, you need 
to be looking at the broader "downstream" 
picture.  It is particularly important to understand 
not only the requirements of your immediate 
customers, but also their own customers and 
consumers. 

See the diagram at the right for a “map” of a 
typical distribution set-up, and the following 
checklist for guidance on the key issues.  Once you 
have reviewed the downstream picture, in 
conjunction with your strategies, and you have 
assessed the available Channels, you will be in a 
position to recommend (where appropriate): 

 Number and type of resellers/Channels/outlets etc 

 Mix of distribution (direct/indirect) 

 Role of resellers (customers they will serve) 

 Motivation, incentives 

 Degree of support and control 

 Constraints on their marketing activity 

 
You may need to address some common misconceptions within your sales team, especially if distributor 
relationships have been strained in the past.  It is not uncommon for an almost “adversarial” climate to 
prevail, but if your organisation ahs embraced the use of channel partners, then it is for good reason, and it 
is as well to remember these points: 
 
 The Distributor has a valid economic function in the market-place and cannot be displaced by the manufacturer. 

 The Distributor is not our customer, but is the vehicle by which we can reach certain segments of the 
marketplace. 
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 The Distributor’s discount compensates them for the functions they perform - not for handling our product. 

 The Distributor does not “sell” our product or develop new markets or introduce new products.  They provide our 
product to satisfy a demand that we have created for that product. 

 The Distributor will not call on accounts that don’t fit their business just to sell our product. 

 The Distributor’s profit is a function of both gross margins and the number of times they “turn” their inventory. 

 
Whether you call them distributors, resellers, dealers, retailers, channels or whatever, at Harrison 
Consulting, we subscribe to the view that a “Managed Distributor Development Program” or “MDD” 
Program will give you the best return on your investment.  This is a complex and specialised area and will 
not be addressed here in full.  However, keep your eyes open for more on this topic soon... 
 

LINKS PENDING 
White Paper:  Distributor Relationship Management 
These special “link pending” boxes are placed in our White Papers, e-Books, blog posts and page copy wherever a link 
is planned in the future.  If the article is not yet published, the link will take you to our blog page or bookstore. If you 
want to be notified as soon as the link is active please register on any page of the web site AND leave a message. 

 
In summary, an MDD Program is divided into three broad stages 
 
 Distribution Strategy   

 Distributor Development 

 Distributor Management 

 
Distribution Strategy is concerned with conducting a systematic audit of the existing distribution network 
(or, in certain circumstances, building a distribution network from scratch).  It requires a significant input 
from marketing strategy, and its focus is on the network, rather than on individual Distributors. 
 
Distributor Development is concerned with improving the performance of individual operators within the 
network.  As such, it will require us to identify individual needs for development in such areas as: 
 
 facilities 

 staff 

 systems 

 management 

 
Distributor Management is concerned with the on-going day-to-day motivation, coaching and control of 
Distributors and their staff.  Once again, the focus is clearly on individual Distributors. 
 
Here is a basic 10 point checklist for a Distribution Channels Audit: 

1 How is the environment affecting our Channels? 
2 What about their customers or consumers? 
3 How are their markets changing in nature and structure? 
4 Are physical distribution and international distribution changing? 
5 How are we affected by downstream demand/supply patterns? 
6 The threat of backward integration (could our customer become our competitor?) Forward integration? 
7 Do we obtain the required access to end markets (via Channels)? 
8 Are we participating in growth markets (via Consumers)? 
9 What are our Channel Shares and how are these changing? 
10 Do we support, motivate and control Channels effectively? 

https://www.harrisonconsulting.net.au/store/c1/Featured_Products.html
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Advertising and Promotion 
 
Generally, advertising and promotional strategy is the 
province of the marketing department, but sales managers 
may become involved at the local level.  What we are really 
concerned with here is communication - getting a message 
through to the target or buyer.  There are many ways of 
achieving this communication.  The choice depends entirely 
on what we are trying to achieve.  The classic framework 
depicting the possible stages a potential buyer passes 
through is called A.I.D.A.  This is shown here....... 

An advertising campaign can be used to create awareness, 
and perhaps generate attention and interest.  Very rarely 
can advertising actually lead to action or sales (there are 
always exceptions).  However, a Sales Person can take a 
buyer from total ignorance (no awareness) to action.  This is 
much easier if the buyer is already aware and interested in the product, and the company behind the 
salesperson.  This can be obviously be achieved by the appropriate communications “mix”.  Key decisions 
need to be made about target audience, cost-effectiveness of reaching them, etc. 

 Image Speed Targeting Cost-Effectiveness 

Trade shows and Fairs 
Print 
Editorial and publicity 
Sales force 
Internet marketing 
Social media 
Sponsorship 
Product Placement 

  
 
 

 
 

 

 
In all promotional activities, use your strategic positioning to focus the message to your target audience.  
These are the two key elements of your communication strategy: 

 Target audience 

 Positioning message 
 

In any advertising campaign, you need to ensure that it is consistent with the objectives of the sales plan, 
and that the style of the campaign aligns well with your corporate image. 

Sales Promotion (Special Case for Consumer Packaged Goods) 

The starting point for true professionalism in Promotional Management is to track and quantify 
promotional effectiveness.  We need a database to measure: 

 % cost of sales in the buying period 

 % sales on / off promotion over the full year 

 therefore: % cost of sales over the full year 
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We need to track all aspects of our promotional activity, whether 
Trading Terms related, “over and above” Co-op allocations, LTIs, 
contract pricing  or Case Allowances.  For many companies, this last item 
is likely to be a significant component of overall costs of Trade 
promotion, which, by the way, are likely to be as important as raw 
materials in terms of their impact on the Profit and Loss statement. 

Once again this is a specialised and detailed topic and will be addressed 
in future white papers and blog posts.  One of the key points is to assess 
how much promotions actually cost us over a full year, rather than 
simply on a promotion by promotion basis. 

By tracking the proportion of sales from shelf you will be able to identify 
the underlying business trend with the Account.  For example, if 80% of 
your record sales last month were due to a National Promotion, perhaps 
your self-congratulation is a little premature! 

Of course, our Trading Partners pressure us to promote our leading Brands constantly, because this lifts 
their stockturns and overall GMROI, with little effort on their part.  On a fast moving line, they get a much 
better return on our investment! 

This leads to a downward spiral of the effective resale price, often resulting in competitive reaction, and 
damage to the Brand’s market position and image.  The more this goes on, especially if Case Deals are not 
tracked in the system (so that we do not know the true promotional efficiency comparisons between 
Accounts), the less control we have over our destiny. 

To control this aspect, it is common for well organised National Sales teams to establish Promotional 
Standards for leading Brands.  These standards are often based on the acceptable proportion of 
promotional expenditure on Total Annual Sales, according to the formula: 

Prom / Tot.Sales  x  Exp / Prom Sales = Exp / Tot.Sales 

 

LINKS PENDING 
White Paper:  Professional Promotional Management in Packaged Goods 
These special “link pending” boxes are placed in our White Papers, e-Books, blog posts and page copy wherever a link 
is planned in the future.  If the article is not yet published, the link will take you to our blog page or bookstore. If you 
want to be notified as soon as the link is active please register on any page of the web site AND leave a message. 
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