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Sales Force Training in the Turkish Pharmaceutical Industry
Summary : All production and marketing activities result in
sales. One of the purposes of sales force training is to increase
sales performance of salespeople for the benefit of the firm.
Therefore, there is a strong relation between sales force train-
ing and success of the company.

The purpose of this study is to understand the realization of sales
foree waining programs in Turkish Pharmaceutical Industry;
which criteria they use, the frequency of the programs, which
training methods they use, who the trainers are and 1o whor this

training is given. A questionnaire with 24 questions is applied to~

Training&Development  Departments, Sales/Marketing Man-
agers or Human Resource Managers in charge of sales force
training, in 51 pharmaceutical companies, 37 of which are mem-
bers of the Pharmaceutical Manufacturers’ Association, 14 of
which use the services provided by the organization.

At the end of the study, the firms which answered the ques-
tionnaire stated that they found the role of sales/marketing de-
partment very important in determining the requivements of sales
Jorce wraining program and the increasing productivity of the
sales as the primary aim of the sales force training program. The
firms also stated that they have training specialists and training
programs for trainers and they subject inexperienced salespeople
to a training program for less than 3 months.

Tiirk flag Endiistrisinde Satig Ekibi Egitimi

Ozet : Tiim dretim ve pazarlama islemleri satsla so-
nuglantr, Satis ekibi efitiminin bir amacy, efitim géren
satiy elemaniarimun sanyg performanslarim firmaya yararln
olacak bicimde arthrmaktir. Dolayisivla sang ekibi egitimi
ile isletmenin bagarist arasinda gok yakin bir iliski vardir,
Bu calismanin amact, Tiirk ilac endiistrisinde sang personeli
egitiminin nasil yapldigin, egitim progranumn hangi kri-
terlere gére ne stklikta uygulandigin, hangi egirim yontem ve
tekniklerinin kullanildiiim ve egitimin kim tarafindan kimlere
verildigini belirlemektir. Bu galismada, Hac Endistrisi Iy-
verenler Sendikast iiyesi olan 37 ve sendika hizmetlerinden
yararlanan 14 firma olmak fizere toplam 51 ilag firmasinin
Egitim ve Geligtirme Boliimiine, Egitim ve Gelistirme Bdliimii
olmayan firmalarda sans ekibi egitiminden sorumlu Satig/
Pazarlama Miidiirleri ya da Insan Kaynaldar: Miidiirlerine
24 sorudan olugan anker uygulanmgstr.

Calisma sonwcunda, firmalarin uyguladiklan satg ekibi egi-
tim programi ihtiyacinin belirlerinesinde sang/pazarlama bo-
limiiniin roliinii ok dnemli bulduklar, sang ekibi egitim
programuun birincil amacimn satty verimini arttirmak ol-
dugu, sans ekibi efitimini sunmast icin egitim uzmanlarin
kullandiklan, egiticiler igcin bir egitim progranuna sahip ol-
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INTRODUCTION gram shows the sales force how to make a sale and it

Salespeople are professionals that provide relations
between company and customers. Each salesperson
needs knowledge and skill for doing his/her task
and the key element in obtaining this knowledge and
skill is training?. Training is an important factor for a
salesman's success. A well-designed training pro-

also gives an opportunity to sales managers to de-

termine their expectations from the sales force.

Although the specific objectives of sales training may
vary from firm to firm, there is some agreement on

the broad objectives. These objectives are*;
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1- Increased Productivity

2- Improved Customer Relations
3- Improved Communication

4- Lowered Turnover

5- Improved Morale

6- Improved Self-Management.

Sales training programs may be divided into two®:
“initial training programs" and ‘renewing fraining
programs". Initial training programs are designed for
newly employed personnel. Renewing training pro-
grams are designed for experienced personnel in or-
der to update and improve their sales skills® .

For planning a sales training program, the needs of
the sales force should be determined first then specif-
ic objectives that meet this need should be set and
lastly a budget that realizes these objectives should
be determined. After determining the needs of the
sales force, and setting specific objectives and a bud-
get for training, a number of decisions critical to the
success of the individual training program must be
addressed. These decisions include®:

- What topics to cover,

- Where to conduct the training,
- Who should be the trainer,

- What training methods to use.

Generally a sales training program includes; knowl-
edge about the product, knowledge about the com-
pany, market/industry orientation, knowledge of
customers. Beside these topics, it also includes
knowledge of competitive products,
management skills and selling skills24 72,

time-

Sales training can be centralized or decentralized. .

Centralized training occurs when all salespeople to
be trained are brought to one central location. De-
centralized training occurs in the field or at regional
sales offices, which moves the learning process closer
to the customers??.,

The efficiency of training is measured by skilled -

trainers employed in the work for trainingl?. There
_ are three types of trainers in firms: regular line ex-
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ecutives, staff personnel and external specialists?.

Generally, several different teaching methods may be
used to present material in a sales training program.

The most commonly used methods for sales training
arel-478.10-13,

- Role-playing,

- Lectures,

- Cases,

- Panels,

- Discussion,

- On the job training,

- Computer assisted training,

- Audio-visual training methods.

Whichever method or methods are applied in train-
ing, training benefits need to be estimated. Otherwise
training will be a "plus cost element" for companies!!,

To evaluate a training program, results must be mea-

surable. These results are classified in four categories;
reactions, learning, behavior and results14.15,

The continuity of training is the primary condition for
the success of the training program?0.

The purpose of this study is to understand the re-
alization of sales force training programs in Turkish
Pharmaceutical Industry; which criteria they use, the
frequency of the programs, which training methods
they use, who the trainers are and to whom this train-
ing is given,

MATERIAL AND METHODS

In this study, a questionnaire with 24 questions pre-
pared with the help of other studies in different in-
dustries1®18 is applied to Training&Development De-
partments, Sales /_Mérkeh’ng Managers or Human Re-
source Managers in charge of sales force training, of
51 pharmaceutical companies, 37 of which are mem-
bers of Pharmaceutical Manufacturers' Association,
14 of which uses the services provided by the As-
sociationl?. At the same time this population forms
the universe of the study. Answers to the ques-
tionnaire are used as the material of the study.
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Alter coding the answers of the survey, SPSS (ver.
7.5) statistics software is used in order to analyze the
data.

FINDINGS

The assessments of the findings obtained from the
answers of the questionnaire are given below.

Graph 1 shows the departments within the company
which determine the needs of sales force training
programs. All of the firms evaluated the role of
sales/marketing department as very important in de-
termining the needs of a sales force training program.
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@ Tha importance of Hurnan Resaurce
Departrrent's role

B The importance of a outsida spacialist'y
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Graph 1. Departments within the company which de-
termine the needs of sales force training pro-
grams

In Graph 2, the ratio of sales fraining budget to train-
ing budget of the firms is given in percentage.
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Graph 2. The percentage of sales training budget

It can be observed that more than half of the firms
use the training budget with more than 15% share for
sales training.

The application style of sales force training in firms is
shown in Graph 3. According to this, firms use most-
ly “group training methods only", less than half of
them use both "personal” and "group” training meth-
ods. None of the firms use "personal training only”
methods.
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Graph 3. The application style of sales force training

The training methods used in sales force training are
shown in Graph 4.
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. Graph 4. Training methods used in training

While the majority of the firms use "role playing”,
most of them use "cases” which are group training
methods in sales force training. Also "on the job train-
ing", which is a personal training method, and "dis-
cussion”, which is a group training method, are used
in sales force training.

Sales trainers are shown in Graph 5. According to this
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graph, sales training is mostly given by training spe-
clalists.

80 A B Training specialists

. ] District Managers
Qutside specialists
[[] Sales specialists
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Graph 5. Distribution of sales trainers in firms

Characteristics that firms take into consideration to
choose sales trainers are shown in Graph 6. Ac-
cording to this, most of the firms take into considera-
tion the job experience of trainers for choosing them.
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Graph 6. Characteristics that firms take info consideration
to choose sales trainers

Graph 7 shows whether managers in firms par-
ticipate in training program as sales trainers or not.
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Graph 7. Parﬁcipaﬁon of managers in training program as
sales trainer ' :
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‘As can be seen, most of the firms use managers as
trainers.

Graph 8 shows duration and Graph-9 shows timing
of training programs for new salespeople and for ex-

perienced salespeople.
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Graph 8. Duration of training program for new sales peo-
ple
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Graph 9. Timing of renewing training program for ex-
perienced salespeople

In most of the firms, new recruits start work after the
initial program that lasts less than 3 months and the
renewing training program for experienced sales-
people is applied once a year, once in six months and
continuously on the job.

The assessments of trainees, the assessment of train-
ers and performance results (increased sales, num-
bers of new accounts etc.) which are used to evaluate
sales force training program in firms are given in
Graph 10. According to this, most of the firms use the
assessment of trainees and the assessment of trainers
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to evaluate training program at the first rank.

50 B The assessment of traines
B The assessment of trainers

[ Performance results {increased
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Graph 10. The importance of criterions that are used to
evaluate the sales training program.

RESULT and DISCUSSION

This questionnaire survey on "Sales Force Training in
Turkish Pharmaceutical Industry” was conducted in
. 51 pharmaceutical companies, 37 of*which are mem-
bers of Pharmaceutical Manufacturers' Association
and 14 of which uses the services provided by the As-
sociation. 30 out of 51 pharmaceutical companies an-
swered the questionnaire.

The following is the summary of results based on the
dafa provided by firms;

While recruiting salespeople, most of the firms con-
sider the harmony of personnel characteristics with
job profile and educational background in the first
place; references and gender are considered last. As a
result of this, while recruiting salespeople, companies
do not discriminate based on sex or references as it is
widely thought. When asking the firms about the
most important reason of the failure of a salesperson,
the firms stated that "the lack of sales training" and
“the lack of medical knowledge" come in the fist two

places. To understand this result, the firms think that

right sales training influences salespeople’s success

positively. While determining the requirements of

sales force training program, they agreed that ob-
serving salespeople and asking what they need to
know will help them perform more effectively. Also
'management objectives are frequently used sources

of information by the firms while customer in-
formation and company records are used as sec-
ondary sources of information. Also all of the firms
(100%) stated that the role of sales/marketing de-
partment is very important in determining the re-
quirements of sales force training program. Ac-
cording to most of the firms (83.3%), ”J'ncréasing pro-
ductivity of the sales” is the primary aim of the sales
force training program; and "lowered turnover" is
evaluated as the last position. Althbugh, it is known
that high turnover is very costly; firms are not nec-
essarily aware that the turnover can be reduced with

“a well-thought-out training program. When asking

the firms-the share of training budget for sales train-
ing, it is determined that more than half of the firms
(53.3%) have allotted more than 15% share of training
budget for sales training. Half of the firms among 30

stated that their training programs are organized by

their own training departments, while they also stat-
ed that the first thing a sales person should learn is
"product specifications"”. '

While most of the firms prefer independent centers
for a training program's location, the minority of the
firms prefer a combination of the centralized and de-
centralized training. In general it is believed that the
best training for a new employee would be in central
offices or technical training in independent training
centers and practical training in regional offices. For
experienced employees it is believed that the best
training would be a choice between decentralized
and centralized training for the best result. When ask-
ing firms about the training methods of sales training,
it is determined that most of the firms (66,7%) use
"only group training" methods, while "role playing”
and “case studies” are the most frequently used meth-
ods among group training methods. It is also de-
termined that the firms who use "personal training"
methods beside "group training” methods use "on the
job training" method with participation of more ex-
perienced salesperson. Other methods such as "au-
dio-visual training", "computer assisted training”,
“discussion” and "panel” are not adequately used.
Most of the firms (66.7%) have trainers for their sales
training programs and have their executives as train-
ers (90%). When choosing a trainer, job experience
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and educational background are taken into con-
sideration first and cost is a secondary consideration
and most of the firms (60%) have training programs
for trainers. Abmost all of the firms (93.3%) have
training programs lasting less than three months for
a new salesperson before starting work. For ex-
perienced salespeople; 6,7% of the firms organize
programs once in two years, 26,7% of the firms every
year, 26,7% of the firms twice a year, 10% of the firms
more than twice a year and 30% of the firms continu-
ously have sales training programs. Finally, evalua-
tion of a Sales Training Program is generally made
based on the assessment of trainees and trainers.

REFERENCES

1. David, A. S. Satis Yoneticilerinin Bagar1 Teknikleri, Rota
Yayinlar, Istanbui, 1992.

2. Churchill, G.A., Ford, N.M., Walker, O.C., Johnston,
M.W., Tanner, ].F. Sales Force Management. McGraw-
Hill International Editions., New York, 2000.

3. Dairymple, B.J., Cron, W.L. Sales Management: Con-
cepts and Cases, 6th Ed., John Willey&Sons Inc., New
York, 1998, )

4, Stanton, W], Spiro, R. Management of a Sales Force,
McGraw-Hill. Int. Ed., Irwirn, 1999,

5. Karafakioglu, M. Ornek Olaylarla Satg Yonetimi, Is-
tanbul Cniversitesi Isletme Fakiiltesi Yayin, Istanbul,
1998.

6. Kartz, D. L., Dodge, H. R., Klompmaker, J. E. Pro-
fessional Selling, Business Publications, Dallas, 1976,

196

7. Stli, R. R, Candiff, E. W, Govoni, N. A. Sales Ma-
nagement, 4th Ed., Prentice-Hall Inc., New Jersey, 1981.

8. Cabuk, 5. Satis Yonetimi, Baki Kitabevi, Adana, 1999

9. Tagkin, E. Satis Y6netimi Egitimi, 4. Bask1, Papatya Ya-
yincilik, Istanbul, 2001.

10. Sabuncuogly, Z. Personel Yonetimi, 7. Baski, Rota Ofset,
Bursa, 1994.

11. Yiiksel, ©. Insan Kaynaklan Yonetimi, 2. Basks, Gazi Ki-
tabevi, Ankara, 1998. '

12. Bing6l, . Personel Yonetimi, 2. Baski, Beta Basim
Yayim Dagihm A.§., Istanbul, 1998. ’

13. Can, H., Akgiin, A., Kavuncubag, $. Kamu ve Ozel Ke-
simde Personel Yoénetimi, 3. Baski, Sivasal Kitabevi, An-
kara, 1998.

14. Kirkpatrick, D. Evaluation Training Programs: The Four
Levels, 2nd Ed., Berrett-Koehler Publishers, San Fran-
cisco, 1992,

15. Canman, . Insan Kaynaklar1 Yénetimi, Yarg: Yaymevi,
Ankara, 2000, .

16. Madran, D.T. Satis Egitimi ve Tiirkiye'de Sigorta
Sirketlerinde Satis Egitimi Uzerine Bir Aragtuma, Yik-
sek Lisans Tez, Cukurova Universitesi. Sosyal Bilimler
Enstitiisii. Adana, 1992

17. Giirbiiz, S. Satis Glici Bgitimi ve Beyaz Egya Sek-
toriinde Satis Glicti Egitimine Yonelik Uygulama (Vak'a
Calismasi), Yiiksek Lisans Tezi, Marmara Universitesi
Sosyal Bilimler Enstitiisii, Istanbul, 1998.

18. Yériikoglu, U. Satig Yonetiminde Kigisel Sahg ve Satis
Giicii Egitimi, Yiiksek Lisans Tezi, Marmara Uni-
versitesi Sosyal Bilimler Enstittist, Istanbul, 1992.

19. http:/ /www jeis.org/ieis/ index2.htm




