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Session 8:  International Sales and Sales Management


Personal Selling is the largest portion of the promotional mix in business-to-business marketing, exceeding that of trade shows and advertising.  Its importance in consumer marketing pales besides the massive dollars spent in mass marketing practices, particularly advertising in the mass media.  However, in modern times, with the high growth of direct marketing, personal selling has taken on new life. Even consumer products have a need for personal selling, especially for durable products such as houses, automobiles, furniture, and appliances. In many cases, in both industrial markets and consumer products, personal selling is responsible for the majority, if not all, of an organization’s revenues. Products that are higher priced, complex, require demonstrations or hands-on training, or must be customized for each individual customer tend to be sold through the personal sales effort.  In many cases, only a qualified and well-trained salesperson can address the questions and concerns of a potential buyer.


The process itself varies greatly across cultural and political borders. Manufacturing Data Systems Inc. (MDSI), a producer of computer software, finds that a sale in the U.S. requires an average of two calls per sale.  In Europe, frequent callbacks are necessary, each time with a higher level of management, expending comparatively more time and  cost.  In Japan, a sale requires even more time than in Europe. Electrolux finds its direct salesforce requires an average of only five demonstrations to make a sale in Malaysia but twenty in the Philippines. Since bargaining still dominates the exchange process in Saudi Arabia, merchants are heavily dependent upon  personal selling to conduct their transactions.  In addition, since women are forbidden to participate in most of the work force, all sales personnel are men, even the cosmetics and lingerie departments of many stores are staffed by males.


Just as the wants and needs of customers around the world differ according tothe cultural norms present, so does the process of satisfying those wants and needs:  The personal selling process. In personal selling, the unknowing salesperson can quickly stumble by making or ignoring cultural faux pas: An American salesperson visits a Saudi official for an introductory meeting for a new product.  The Saudi offers the American coffee which is politely refused.  The American sits down and crosses his legs, exposing the sole of his shoe.  He passes documents to the Saudi with his left hand, inquires after the Saudi’s wife, and assertively pursues the deal.  Within the first ten minutes of the business conference, the American had unwittingly offended the Saudi five times. 


 Arabs like to meet the seller.  Most Arab firms have developed a reputation for procrastinating when it comes to correspondence. One must visit regularly and establish a direct personal relationship. For them, there is nothing else besides the relationship. In a ten year contract between a Canadian firm and an Arab manufacturer, a minimum annual quantity was agreed upon.  After the sixth year, the orders stopped coming in and the Canadians cried foul.  The contract had apparently been canceled unilaterally by the Arbas because the Canadian contract signer had left the company.  The Canadians discovered that the products had never been used and the product was purchased solely out of particular loyalty to the contract signer, not to the company, and certainly not because of any felt legal obligation.


 In Latin America, social relationships must be developed before you can do business; if you do not do so, you will alienate clients and end up with nonexistent sales.  Prospects want to discuss their company, its needs and its philosophy with you and learn similarly about your company, its values, and you.  Evidence of being simpatico  (warm empathy and deep understanding) is important. The process of building personal rapport could take months or years and results, naturally, in a slower sales cycle.  Latins complain Americans are too boastful; they become irritated and resistant to American sales pitches. Latins typically find the Americans too direct, too impersonal and pushy while Latins to the Americans seemed unable or unwilling to stick to the point.   To the Latin, the relationship is the important part.  It is important that they get to the end, not the path or sequence by which the end is reached.  The details of the equipment are less important than the relationship established. An American company pursued a contract with a South American customer.  The company made a slick, well-thought-out presentation in which it clearly demonstrated its superior product and lower price.  Its Swedish competition took a week to get to know the customer.  For five days, the Swedes spoke about everything except the product. Though less attractive and higher priced, the Swedish company got the order. The Swedish company knew that business in that country involved more than overwhelming the customer with technical details.   The upfront investment in building relationships was more important than the deal.


Likewise, building a personal rapport is important when doing business in Greece.  Business entertaining is usually done in the evening at a local tavern and spouses are often included. In Germany, this lengthy approach to selling is called “reflective selling.”  and emphasizes the establishment of trust and provides the customer with an emotional and logical experience that is a true reflection of the customer’s situation, not the salesperson’s. Selling is a matter of style. The Japanese may be looking for reliability and commitment; the Chinese wish sincere, hard working and even tempered partners.  


In the U.S. and Northern Europe, nurturing client relationships generally take a back seat to emphasizing product features and competitive pricing.  In Latin America and East Asia, the non-economic side of business is the major part of transactions and the client salesperson relationship are cultivated to establish trust and respect;   Often, out of hours socializing is the key to cementing relationships with clients in those countries. Significant business transactions in most developing countries occur face-to-face; letters, faxes, telexes, or phone calls often go unanswered and if one wants to contact another, it is almost essential it be done in person. The reason is obvious: in countries where the legal system is undeveloped or does not have a tradition of unbiased decisions, the only protection one has is to develop strong relationships with one’s associates; the thinking is that “If we do not have a relationship, if he is not obligated to me, how will I know he will do what he says he will?”


In a high context culture, one tends to go from general to specifics, to circle around the stranger, getting to know him, and only come down to the specifics of the business later when relationships of trust have been established. This is beneficial as one does not get trapped in a long term relationship with a dishonest person because one gets to know him early on. High context cultures take a great deal of time to establish a relationship; low context will not and some will even avoid personal rapport lest it interfere with clear thinking and sound business judgment. Low context cultures tend to get straight to the point, to the neutral objective aspects of the business deal.  This is beneficial (to them) as  you do not waste time wining and dining a person who is not fully committed to the deal. If the other party remains interested, you to get to know them to facilitate the deal. 


Only in the United States and a few other countries is it normal to do business from a distance, between strangers, by mail or phone.   Americans tend to be extraordinarily preoccupied with the tangible aspects of a product during the sales presentation instead of the people side. The British say Americans talk too much about nothing or talk about things Americans know nothing about.  Asians believe Americans are not sufficiently humble and become skeptical when they feel Americans are overconfident.  The Swiss say Americans are too absolute in the claims.


The concept of selling itself is viewed differently from country to country. The Arabs prefer a soft spoken sell. In Japan, the language used by the seller is much more deferential than that of the buyer—the buyer is always placed in the position of superior status.  Moreover, the female speaker is always required to use more polite, differential language.  As a result, saleswomen tend to provide a distinctly feminine image that may be beneficial for certain kinds of products but provides a negative image for others.


In many cultures, salespeople are not held in high esteem; in Europe, for example, selling is not considered to be a socially acceptable occupation; in France, salespersons are routinely referred to as ‘consultants’ or ‘commercial attaches’.   In Thailand, Malaysia, and India this negative perception limits the sales process to persons of similar social strata. In Thailand, family background determines social position.  Because money confers only limited status, straight salaries are more respectable and desirable than larger incomes with substantial but variable commission components.  Salespeople are frequently recruited from farm families, to whom taking a sales position is a move up the social ladder. Thai society, however, is extremely status conscious and every relationship is viewed in terms of superior and inferior; the former farmers were held in disdain by most potential buyers. 




In Japan, the sales function is not a career track or a livelihood as is found in the United States, but to many only a stepping stone, a stone they must undergo in the inevitable job rotation of the average salaryman, a stone they merely tolerate and put in their time, a stone they  would rather jump over than submit themselves to. This is the result of the Confucian view of productivity (shi-noh-koh-sho): warrior, farmer, craftsman, and merchant.  Merchants were ranked at the very bottom because they were considered to be socially unproductive and became the subject of social contempt and humiliation. The  merchant's caste was a full step below the customer's.  In fact, to the Japanese, as a result of this hierarchy, the merchant’s (salesman’s or vendor’s) very existence is only justified by the service provided to the customer.  


Japanese buyers typically behave like arrogant and spoiled children as they revel in the superior status assigned to them by society. For example, ethical drug salespersons must frequently endure autocratic behavior from doctors: Japanese medical equipment company sales representatives wash the cars of the doctors that they call on.  They also even collect their customers’ children from school. A cardiograph company's salesmen will pick up cardiograms from their customers, the doctors, and deliver them to an expert for diagnosis. 


It is expected that Japanese sellers should display a suitably respectful attitude toward the buyer in their interactions. The seller must do as much as possible to meet a buyer’s wishes. The seller, being in the lower position, uses honorific language, and the buyer, being in higher position, may speak in less-than-polite terms.  Sellers or suppliers must accept their subordinate, service-oriented role in the transaction.  All employees have direct customer contact: JAL requires new employees to serve as flight attendants in order to expose them to the front lines; Japanese electronics companies assign new employees to work with customers in department stores as a first assignment in the company.


In Chinese society, an aggressive salesman might frighten customers, who may be humiliated and then lose face.  Chinese buyers like to have their shopping in an environment without interference.   If a salesman in a store is too eager to help and approaches a customer who has not decided what to buy, the customer will feel uneasy and go away.  Chinese tend to  chose someone they are familiar with to serve them.  Favors done for others are often considered to be social investments for which handsome returns are expected. 


In Taiwanese culture, type of work and nature of income are the major factors in determining social position; sales personnel rank low in the hierarchy of occupational prestige.  Of even greater importance, the average Taiwanese perceives fixed salary incomes as more desirable and prestigious than commissions, which many regard as the lowest form of income. 


An American company invested a large amount of money in recruiting and training forty young Brazilians in sales techniques for an entire week.  On the following Monday they were told they were going door-to-door selling the product.  The Brazilians were appalled; it is beneath their dignity of Brazilian men to ring doorbells and talk to women about a product.


American salespeople are driven by prospecting, seeking new customers; this trait is not as prevalent in European salespeople.  American salespeople  tend to be order oriented, spending much greater proportionate amounts of time in correcting or following up orders than their European counterparts, that is in post-sales activities.  Entertaining clients and overnight travel appears to be American phenomenon not readily seen in Europe.


Religious or cultural beliefs often influence the selling process. Salespeople from one tribal or religious group often cannot sell to another such group in their own country. Car salespeople in Japan deliver a car to a consumer on a lucky day while contractors check for an auspicious day before breaking ground and insurance salespeople are careful to pick a good day before asking a customer’s signature on a life insurance policy. One American firm arrived in Japan to negotiate a joint venture agreement with a contract already in hand.  In the first meeting with their prospective partners, the Americans placed copies of the proposed contract in front of the astonished Japanese. The Japanese perceived the behavior of the Americans in presenting a legal contract at the beginning of the first meeting extremely rude and inept and decided it would not be wise to conduct further business with such a firm.


Infrastructure or regulations often influence the selling process and the sales team composition. Due to the low wages paid in that country, Philip Morris had in Venezuela an army of 300 salesmen  but only one-third were salesmen; the rest were assistants who helped with deliveries and distribution of the product.  These sales assistants were provided with bikes and acted as missionary salespersons. Sunbeam overlapped its own sales force with its Peruvian sales force; but sold two different brands which increased sales and penetration. Pfizer’s Swiss representatives vary their sales tasks according to how the doctor prescribes the product,  two-thirds issue prescriptions, therefore traditional product detailing is the main assignment; the other one-third self-dispense and salespersons do both detailing and selling. 


Squibb’s sales force in developed countries have special training in anatomy, diseases, and pharmacology to ensure that sales forces have the appropriate technical background. Electrolux sells 85 percent of its vacuum cleaners through retail dealers in industrialized countries; in developing markets, the company found a dearth of suitable outlets, especially in rural areas, so it reverted to its traditional door-to-door sales approach. Russian hospitals and clinics, nearly all state run, buy medicine from drug makers and then distribute it free to patients.  Lilly has little trouble convincing doctors of the efficacy of the drugs.  The challenge is in coaxing bureaucrats to allocate funds to buy the medicines. Lilly employs 120 salespeople, mainly physicians themselves who have changed careers because  of the professions’s chronically low wages and tough work conditions in Russia.  Most recruits have little selling experience and are drilled on selling practices. Citicorp has captured 40 percent of Thailand’s credit-card market, relying chiefly on a sales force of 600 part-timers who are paid a fee for each applicant approved. American International Group, inc., the first foreign insurer in China, has 5,000 door-to-door salespeople in Shanghai alone.


Customs and manners are also important. In Brazil, it is important to dress as your customer dresses, formal or casual. In Switzerland and Germany, it is considered rude to shake hands across desks, instead executives walk around their desks. The English do not, as a rule, make deals over the phone. A proper Frenchman neither likes instant familiarity nor refers to strangers by their first name. Germans dislike overstatement and ostentatiousness. Visiting salespeople should expect to be invited to long banquets (that could begin in late morning or early evening) when selling to and negotiating with the Chinese; the expected result of these banquets is a drunk guest, otherwise the guest is believed not to have had a good time.


Language, as in any cross-cultural situation, could provide its share of obstacles. In Mainland China, they say  “no problem” frequently;  this actually means there is a bit of a problem but that it is not serious.  When they said “there is a little bit of a problem,” this implies that a task will not be completed at all unless special action is taken.  To those in Taiwan, “no problem” means there really is no problem and “there is a bit of a problem” means just that, a small relatively insignificant problem.  This difference can be attributed to the Western influences over the past forty years in Taiwan.


Title usage varies among countries.  Salespersons in Germany should address their customers by title “Herr Doktor Schmidt” even if it sounds redundant. In Italy, it is correct to use job titles but in Switzerland, salespeople  should use formal titles.  In general, do not use first names in other countries until invited.  Salespeople should not, in general, treat entertainment overseas as out-of-office sales calls.  In Latin America and East Asia, business dinners provide an opportunity for clients and salespeople to get to know each other. In these countries, customers prefer to do business with people they consider friends and relationships are as important as the product. In South America, social conversation dominates the lunch but a transaction may be discussed over coffee and dessert. Salespeople can discuss general business matters with clients in Northern Europe during lunch. 


In Italy, allow plenty of time for appointments since a customer could very likely spend several hours chatting with a salesperson.  In the Middle East, do not be too distant or aloof as the Arabs consider the sense of touch as a means of communication.


The Japanese selling process is human intensive rather than product intensive. Letters are useful for follow-up communications, but personal relationships are the primary means of conducting business in Japan. Relationships can be established only through extended periods of face-to-face contact. When a personal relationship has not been established, the Japanese buyer will often express skepticism about the seller’s claims. The buyer may become unfriendly and aggressively direct. The lengthy process that is typical in Japan for first-time sellers is due to this need to establish a relationship. The Western practice of monitoring calls from faraway centers and scheduling service based on a predetermined schedule for the customer’s area is much too impersonal for the Japanese consumers, who prefer a local salesperson to assist them and preferably he be the same one who sold them the product.



Selling in Japan is often a lengthy process with numerous repeat visits. The frequency with which a salesperson meets with the customer correlates closely with the amount of business the salesperson receives. Japanese customers often judge from the frequency of the sales calls they receive whether the company really wants to do business. When the salesperson of one company makes more frequent calls to a potential customer than the competition, he will be regarded as more sincere.  This also means Japanese companies have to make frequent sales calls to customers for only courtesy reasons.     

 


The Japanese salesman’s role does not stop with the purchase order. He should be present for meetings before installation, at the installation, and even when an engineer adds a piece of hardware or software.  When a change in a delivery schedule is inevitable, neither a letter nor a phone call is sufficient—a personal visit is mandated. When a Japanese company asks suppliers to do something, even if it is impossible, they will never say no. They will go through the motions and show they are making a sincere effort to meet the request, no matter how illogical or impractical.


Japanese salesmen usually have poor selling skills. In Japan, the selling profession lacks respect.  In the Japanese business culture, the route to the top goes through manufacturing, not  marketing and sales as in many an American company. In any company, the sales division is shunned by most self-respecting salaryman. New employees are almost forced to spend time in sales divisions before moving on. Unlike the Chinese, who will spend hours bargaining and enhancing the value of their wares and managing to raise their prices slowly over time, the Japanese want to get the whole thing over with as soon as possible.   

*               *         *    



          Global  Sales Megatrends 



• glocalization of markets;



•  micro-segmentation of markets;



•rising personal selling costs and the shift to direct marketing alternatives;



•  advances in telecommunications and computer technology;



•  more expert and professional buyers;



•  Rising customer expectations;



•  Influx of women and minorities into sales; and



•  Development of androgynous sales managers.


                              SALES MANAGEMENT

Sales management includes the recruiting, training, motivation, compensation, evaluation, budgeting, and supervision of a sales force. Being a management function, it is highly culture-bound. In India, salesforce management is difficult in a market fragmented by language divisions and the caste system. Swedish Match in India, faced with hundreds of dialects (including more than 50 with over a million speakers each), completely decentralized its recruitment activities to ensure not only that recruits speak the correct dialects for the area but that they are respected members of their communities and can capitalize on personal contacts. The hiring of locals for sales management positions is more likely in countries with rich ethnic backgrounds. 


Large differences in languages (and dialects), social custom, scope of personal influence, and government regulations will sometimes dictate the local hiring practices. Some countries require all sales force be composed all or partly of natives.  In some countries, such as Argentina, severe regulations regarding the firing or discharging of personnel force companies to hire expatriates or be stuck with incompetent or noncooperative nationals who cannot be discharged without a legal struggle. Brazilian law indicates each salesperson must be assigned an exclusive territory; if a salesperson were to be reassigned, the company is liable to maintain that person’s income for twelve months.   In other cases, severe regulations regarding the firing of discharging of personnel force companies to hire expatriates or be very stringent with the hiring of natives. Venezuela has one of the more stringent dismissal laws: with more than three months of service in the same firm, a worker gets severance pay amounting to one month pay at the day of severance plus 15 days’ pay for every month of service exceeding eight months plus an additional 15 days pay for each year employed.  Furthermore, after an employee is dismissed, the law requires that person be replaced within 30 days at the same salary.


 Elsewhere, recruitment can be the major problem.  In Hong Kong, Electrolux interviewed 400 applicants to find 10 sales recruits; many qualified natives left during 1996 and 1997 fearing the Mainland China takeover in 1997.  In Saudi Arabia, finding qualified sales representatives is difficult because of a labor shortage and the low prestige of selling. In Central and Southern Africa, MNCs have found the army was a good source of sales recruits because administrative skills, discipline and steady work habits were stressed in military service. NCR has worked the Japanese market for over 70 years, but has succeeded in recruiting university graduates only in the past 20. In many cultures, particularly Asian, Arab, Latin and throughout Mediterrean Europe, women are not typically hired for management level sales positions. In Japan, business relationships are typically cemented over drinking and dinner, after business hours.  Japanese are typically reluctant to include a woman in their conversations. Although chauvinist and illegal according to American equal opportunity laws, the use of women salespersons in those countries could be ineffective and lead to confusing situations.


Because hiring experienced people is less common in Japan than other countries, managers must invest more in training for their sales representatives.  Because most college graduates in Japan join large companies for life, employers’ college recruitment practices are incredibly intense, in both time and money. Because employees are more wedded to their companies in Japan, managers reap the rewards of such human capital investments. But because dissatisfied performers tend to stay, and weak performers are not fired, managers must also contend with motivating dissatisfied and unproductive workers.  


In the U.S., money is the prime motivator while in Japan and Middle East, non-monetary factors (increased responsibilities or greater job security) are more effective motivators. The presence in Europe of high fringe benefits (70 percent of wages in France versus half that in the U.S.) and often almost confiscatory marginal income tax rates (60 to 90 percent) means sales commissions have much less effectiveness there.  In Brazil, salesforce compensation has been complicated by repeated episodes of hyperinflation. 


Straight salary and bonuses comprise the usual Japanese compensation package. The motivation for getting the order is that it is the honorable thing for the employees to do; making the sale is what you owe to the company. Recognizing, rewarding, or praising employees is almost unheard of in most Japanese companies; the employees are supposed to do well. In Japan, satisfaction is often not communicated through praise, since praise carries with it the implied message that one did not really expect such good work in the first place; to praise an employee, therefore, may be considered an impolite communication. Supervision is looser in Japan than in the United States. 


Motivation and evaluation differ cross-culturally as well. 
Written job descriptions, a key feature in American sales management, are scarcely used in Japan.  Salespersons are oriented through on-the-job practice rather than job descriptions.In Japan; individual recognition of sales reps is still at odds with the team approach to business. A Japanese sales force needs direct administrative guidance in the form of morning meets  to bestow a group identity. In Japan, a person who looks a subordinate in the eye is felt to be judgmental and punitive while someone who looks his superior in the eye is assumed to be hostile. 


Management practices differ between cultures as well.  
Matsushita provides two distinct kinds of sales training: one is basic skills training, but the second and more fundamental one is training in the Matsushita values.  These values are continually being absorbed by the new hire. U.S. managers tend to be in closer contact with their salespeople and place greater importance on spending time in the field with salespeople, observing and discussing performance, paying attention to travel and expense accounts, evaluating sales results, and using incentive compensation than their Australian counterparts.  Australians, in contrast, assign greater importance to watching credit terms and evaluating profit contribution than their American counterparts.


INTERNATIONAL SALES MANAGEMENT SUCCESS FACTORS

1.  Become culturally sensitive and seek out cultural differences and the implications they may have for the sales process. A contract between Boeing and a Japanese supplier called for the delivery of fuselage panels to have a “mirror finish.”  Labor costs were higher than expected because the supplier polished and polished the panels to achieve what it believed to be the desired finish, a literal interpretation. All Boeing wanted was a shiny surface.

2.  Research the business protocol for countries in which you plan to do business. Be respectful of local business protocol.  Know when to talk business and when not to. 

3.  Expect a slower selling cycle.





*

4. One should walk a fine line between being ethnocentric (using the same sales  management policy everywhere) and being totally polycentric (adopting a total ‘host-country’ orientation in each country). The polycentric orientation, if carried to extremes, can cause the company to miss opportunities for capitalizing on economies of scale and those that can come from some degree of worldwide standardization of policies, practices, and procedures



Sales management



•  recruiting,



•   training, 



•  motivation, 



•  compensation, 



•   evaluation, 



•    budgeting, 



•    supervision of a sales force.
