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Introduction

A sales territory is the economic unit which is used in the planning and 
controlling of sales efforts. It is the division of the market of an enterprise into 
small segment which is assigned to an individual sales man for performing sales 
activities. Many sales executives’ reforms to sales territory as a geographical area 
which is assigned to an individual sales person for serving the customers and 
prospects residing in that area. 

Definition

According to still & Candiff: "Operationally a sales territory is a particular 
grouping of customers and prospects assigned to an individual sales person". 

In short a sales territory may be defined as "A sales territory is a grouping of 
customers and prospects assigned to an individual salesman”.



Factors effecting in designing size of sales 
territory
The size of a sales territory is determined by balancing market potential, workload capacity, and 
travel logistics to ensure fair quotas and optimal market coverage. 

Nature of the Product: Complex industrial goods or high-value consumer durables require 

fewer, deeper interactions, leading to larger geographic territories. Products of daily use or fast-moving 
consumer goods require frequent, regular customer contact, resulting in smaller territories.

Market Potential and Concentration: Dense urban areas with high-value revenue 

opportunities require smaller geographic boundaries because the concentration of prospects is high. Sparse 
rural regions have low customer density, requiring larger geographic sizes to capture enough potential 
business.

Transportation and Travel Infrastructure: Well-developed roads, public transit, 

or airports reduce travel time, allowing a representative to cover a larger area efficiently. Poor 
infrastructure or heavy traffic congestion shrinks the practical size of a territory to prevent excessive transit 
times.



Salesperson Workload and Capacity: The number of accounts, required face-to-face 
visits, and administrative tasks dictate a rep's capacity. High-touch enterprise accounts 
demand smaller territory sizes per rep compared to transactional inside-sales or low-touch 
SMB models.

Nature of the Sales Job: Representatives focused on generating new demand ("hunters") 
need manageable territory sizes to prospect effectively. Reps managing established accounts 
("farmers") can handle larger account volumes because relationships are already built.

Competition and Market Maturity: Highly competitive regions require intensive, 
frequent coverage to protect market share, calling for smaller, concentrated territories. 

Emerging or less competitive markets may require larger exploratory zones.

Company Objectives and Strategy: Aggressive market penetration goals necessitate 
smaller, highly saturated territories. Broad brand awareness or maintenance strategies allow 
for larger territory footprints per representative



Process for Territory Design
Designing a sales territory requires a structured approach to balance earning potential, 
maximize market coverage, and prevent salesperson burnout.

• Select a Geographic Control Unit: Choose a base unit of measurement (e.g., zip codes, 
counties, states) to serve as the building blocks for the territory boundaries.

• Determine Sales and Market Potential: Analyze existing customer data and market 
research to estimate total potential revenue within each control unit.

• Analyze Salesperson Workload: Calculate the total time required to service the territory, 
factoring in travel time, call frequencies, and administrative tasks.

• Combine Control Units into Tentative Territories: Merge your geographic blocks 
together until each territory meets a balanced mix of potential and workload.

• Adjust for Travel and Logistics: Refine the boundaries based on physical barriers, 
highway infrastructure, and traffic patterns to minimize unproductive transit time.

• Assign Sales Personnel and Monitor: Match the right representatives to the territories 
based on experience and skill level, then track performance metrics over time.



Step Commercial Bank Clothing Retail

1. Select a Geographic Control Unit Planners define boundaries using corporate 
business parks or metropolitan financial districts as 
the foundational blocks.

Planners divide markets using postal zip codes or 
major downtown shopping sectors as the baseline 
units.

2. Determine Sales and Market 
Potential

Managers estimate expected revenue by analyzing 
the volume of registered mid-sized corporations 
and local economic trends.

Teams project prospective sales volume by 
evaluating regional disposable income levels and 
retail foot traffic patterns.

3. Analyze Salesperson Workload Evaluators measure the total hours required for 
extensive face-to-face client meetings and complex 
credit paperwork.

Supervisors calculate the time needed to travel to 
physical stores, train floor personnel, and set up 
window displays.

4. Combine Control Units into 
Tentative Territories

Specialists merge highly concentrated corporate 
blocks into compact geographic zones to provide 
balanced account volume.

Specialists group multiple cities or entire states 
together because individual retail outlets require 
less frequent daily oversight.

5. Adjust for Travel and Logistics Boundaries are modified to ensure relationship 
managers can navigate traffic and reach client 
headquarters within short driving distances.

Regions are mapped directly along major highway 
corridors and commercial flight paths to simplify 
transit between distant store locations.

6. Assign Sales Personnel and Monitor Leadership pairs experienced corporate bankers 
with high-value financial centers while tracking 
quarterly loan acquisition metrics.

Corporate office assigns skilled merchandisers to 
premium retail locations while analyzing monthly 
inventory turnover and revenue growth.



Sales Quota
In modern sales management, corporate strategy must be translated into actionable milestones for 

individual team members. A sales quota serves as this operational bridge. It acts as a benchmark to 

evaluate performance, motivate sales personnel, and control selling expenses. Without clear quotas, 

organizations struggle to forecast revenue, calculate commission structures, or identify 

underperforming territories.

It represents the specific share of the company's overall sales goal that the designated unit is expected 

to achieve. Rather than being a mere restriction, it is a target designed to guide everyday selling 

activities and focus efforts on high-priority products or markets.

Philip Kotler: "A sales quota is the sales goal set for a product line, 
company division, or sales representative. It is primarily a managerial 
device for defining and stimulating sales effort."



Procedure for Setting Sales Quotas in Detail
Establishing effective sales quotas requires a systematic procedure to ensure that targets are challenging yet attainable.

1. Estimate Total Market Potential
Planners analyze the overall market size, economic health, and consumer buying power within a territory. This step involves researching 
external industry data, competitor strength, and market growth rates to determine the maximum possible business available for all players 
combined.
2. Determine the Company Sales Forecast
Executives review internal manufacturing capacity, marketing budgets, and corporate financial goals to project the company's total expected 
market share. This top-level forecast represents the total revenue the entire sales division must generate during the upcoming fiscal period.
3. Analyze Historic Sales Performance
Managers look at sales data from the previous three to five years to identify seasonal patterns, baseline revenue trends, and typical account 
growth. This step establishes a realistic foundation based on what the sales team has historically proven capable of delivering.
4. Adjust for Individual Territory Capability and Workload
Planners modify raw numbers based on specific regional factors, such as infrastructure limitations, travel times, and customer density. For 
instance, a representative covering a highly dense urban zone is assigned a higher quota than a rep managing a vast, sparse rural zone that 
demands extensive travel time.
5. Incorporate Salesperson Feedback and Experience Level
Managers conduct collaborative discussions with field representatives to understand ground-level challenges, such as pending client budget 
cuts or intense local competitor promotions. Quota figures are also adjusted to match the representative's tenure, setting lower initial targets 
for rookies and higher expectations for veterans.
6. Finalize, Communicate, and Monitor the Quota
Leadership locks in the final quota numbers and delivers them to the sales team along with transparent explanations of the underlying 
commission and incentive structures. Performance metrics are tracked continuously through weekly or monthly dashboards to ensure that 
quotas remain aligned with changing market dynamics.



Types of Sales Quotas

Sales organizations use different types of quotas depending on their business model, industry 
maturity, and strategic goals. These are grouped into four primary categories.

1. Revenue-Based Quotas

These targets are set in financial terms, requiring a sales unit to generate a specific dollar or local currency amount within a set 
timeframe. This is the most common quota type, focusing purely on top-line financial growth.

• Gross Revenue Quota: A representative must secure ₹50,00,000 in total sales during the first quarter, regardless of the 
product mix sold.

• New Business Revenue Quota: An account executive is tasked with generating $100,000 in annual contract value 
(ACV) purely from completely new customer acquisitions.

2. Volume-Based Quotas

These targets focus on physical units or specific quantities rather than currency values. They are highly effective in 
manufacturing, FMCG, and industries where prices fluctuate or where market share expansion is the primary goal.

• Unit Count Quota: A car dealership sales consultant must close and deliver 15 physical vehicles per month.

• Subscription Quota: A telecommunications field agent must activate 200 new broadband connections

• within a specific residential sector during the festive season.



3. Activity-Based Quotas

These quotas measure operational inputs rather than final financial outputs. They are primarily used for 
inside sales teams, business development representatives (BDRs), or onboarding new hires to ensure 
consistent pipeline development.

• Prospecting Quota: A business development representative must make 60 outbound phone calls and 
send 40 personalized emails every day.

• Meeting Quota: A commercial relationship manager must schedule and conduct 8 face-to-face product 
demonstrations per week with qualified prospects.

4. Profit-Based Quotas

These targets are based on the net profit or gross margin generated from sales. They prevent salespeople 
from offering steep discounts just to close deals, ensuring that the company maintains healthy financial 
margins.

• Gross Margin Quota: A medical equipment salesperson must achieve a minimum gross margin of 
45% across all client contracts signed during the fiscal year.

• Product-Mix Profit Quota: An industrial supplies rep must maintain a portfolio where at least 30% of 
total sales come from high-margin specialized lubricants rather than low-margin raw metals.



Quota Type Primary Metric Best Suited For Industry Example

Revenue Currency Value ($, ₹, 
etc.)

High-value, stable-priced 
products

Corporate Software 
Sales

Volume Unit counts, sign-ups, 
tonnage

Mass markets, high-
velocity goods

Fast-Moving 
Consumer Goods

Activity Calls, emails, demos, 
visits

Junior reps, early-stage 
pipeline building

B2B Inside Sales / 
Tech Support

Profit Gross margin %, net 
profit value

Custom pricing, highly 
negotiable contracts

Heavy Machinery 
Manufacturing



Methods of Setting Sales Quotas

•Top-Down Allocation Method (Executive Down): Corporate leadership sets an overall company revenue 

goal for the year based on investor expectations or macro growth targets. This massive figure is then divided 

and passed down hierarchically to regions, teams, and finally individual sales representatives.

•Bottom-Up Forecasting Method (Ground Up): Individual sales representatives analyze their specific 

active accounts, historical client patterns, and immediate pipelines to submit a personal sales forecast. 

Managers aggregate these individual field projections upward to form the total team and organizational 

quota.

•Market Potential and Workload Method (Analytical Matrix): Planners use data analytics to evaluate the 

total available buying power in a specific territory alongside the physical time required to service it. Quotas 

are custom-tailored to the territory's mathematical capacity rather than past performance or executive 

mandates.



Top-Down Allocation Method
Data Source: Executive board and corporate financial goals dictate the targets.
Primary Advantage: Ensures tight alignment with company growth strategies and investor expectations.
Main Risk: Can result in unrealistic or demotivating expectations if detached from actual field reality.

Bottom-Up Forecasting Method
Data Source: Field representatives and individual account pipelines drive the projections.
Primary Advantage: Delivers highly realistic targets based on direct, ground-level customer insights.
Main Risk: Representatives may intentionally under-forecast or "sandbag" to secure easily achievable goals.

Market-Based Method
Data Source: Territory demographics, regional economic trends, and time studies provide the framework.
Primary Advantage: Offers an objective, scientifically balanced structure that minimizes personal bias across 
regions.
Main Risk: Requires highly sophisticated data tracking infrastructure and heavy administrative effort to maintain.



Recruitment of Sales Forces

Recruitment is the process of searching for prospective sales personnel and stimulating them to apply 

for jobs in the organization.

•Internal Sources:

•Current Employees: Promoting top-performing inside sales reps to field sales positions, or 

moving retail floor staff into assistant store manager roles.

•Employee Referrals: Incentivizing current staff to recommend trusted peers from their 

professional network.

•External Sources:

•Job Portals & Professional Networks: Leveraging platforms like LinkedIn or specialized job 

boards to source active candidates.

•Competitors & Related Industries: Sourcing experienced field reps from competitors or 

adjacent industries who already possess relevant product knowledge.

•Educational Institutions: Recruiting fresh graduates from universities or retail management 

institutes for corporate management trainee programs.



Selection of Sales Forces

Selection is the systematic process of weeding out unsuitable candidates and choosing the individuals who possess the 

highest probability of sales success.

1. Screening Applications and Resumes

HR managers evaluate incoming resumes against a baseline job description. In retail management, screening looks for 

schedule flexibility, communication skills, and customer-facing experience. In corporate sales, screening filters for 

specific technical certifications, territorial experience, and a proven track record of hitting past quotas.

2. Initial Screening Interview

A brief preliminary interview—often conducted via phone or video call—is used to assess basic verbal 

communication, enthusiasm, and initial professional presentation. This step quickly eliminates candidates whose 

expectations regarding compensation, working hours, or travel requirements do not match the role.

3. Employment and Psychological Testing

Candidates undergo structured assessments to objectively evaluate their sales aptitude and personality alignment.

Aptitude Tests: Measure quantitative reasoning, problem-solving capabilities, and product comprehension.

Personality Tests: Evaluate critical sales traits such as empathy, resilience to rejection, extroversion, and ego-drive.



4. Comprehensive In-Depth Interviews

Shortlisted candidates undergo extensive behavioral and situational interviews with sales directors or retail store 
managers.

• Role-Play Simulations: A candidate is asked to handle a mock customer objection, upsell a premium retail 
product, or pitch a complex B2B software solution on the spot.

• Behavioral Questions: Interviewers use the STAR method (Situation, Task, Action, Result) to evaluate how 
candidates handled real past challenges, like turning around a difficult client relationship or managing an 
aggressive retail sales target.

5. Background and Reference Verification

The organization contacts previous employers, academic institutions, and professional references provided by the 
candidate. This step verifies the accuracy of past sales performance metrics, tenure dates, employment history, and 
overall workplace integrity.

6. Physical Examination and Job Offer

For roles requiring intensive physical labor—such as field sales positions with heavy travel requirements or retail 
roles demanding long hours standing on a showroom floor—a basic fitness or medical evaluation may be 
conducted. Once cleared, the HR department issues a formal job offer detailing the base salary, target commissions, 
incentive structures, and onboarding timelines.



Sales force training

It is a structured educational process designed to improve a salesperson's skills, product knowledge, 
and operational efficiency to maximize revenue growth. Effective training bridges the gap between 
hiring a talented individual and building a high-performing revenue generator.

Key Components of a Sales Training Program
•Product Knowledge: Deeply understanding the features, limitations, technical specifications, and 

core value propositions of the company's offerings.

•Market and Competitor Dynamics: Analyzing industry trends, customer pain points, and 

competitor strengths to position the company's solutions effectively.

•Sales Methodologies and Skills: Mastering prospecting techniques, relationship building, 

consultative selling, objection handling, and closing strategies.

•Company Policies and Operations: Learning internal administrative tasks, Customer Relationship 

Management (CRM) software logging, compliance guidelines, and expense structures.



Step-by-Step Training Process with Examples

The process of training a sales force follows four distinct phases, illustrated here using the contrasting examples of a 
Pharmaceutical Company (B2B Field Sales) and a High-End Consumer Electronics Retailer (B2C Retail Sales).

1. Assessing Training Needs

The organization identifies specific skill gaps or performance deficits that are blocking sales growth.

Pharmaceutical Example: Executive metrics reveal that reps are struggling to explain a new cardiovascular drug's clinical 
trial results to specialist doctors, causing a dip in prescriptions.

Electronics Retailer Example: Store data shows that floor staff are successfully selling smartphones but failing to attach 
high-margin insurance plans or accessories to the transactions.

2. Designing the Training Program

Managers set clear learning objectives, choose the training medium (e.g., workshops, e-learning, field shadow sessions), 
and prepare tailored content.

Pharmaceutical Example: The company designs an intensive, classroom-style certification program focused on medical 
biochemistry, clinical research data, and strict healthcare compliance laws.

Electronics Retailer Example: The management team develops a series of short, interactive, mobile-app modules paired 
with practical on-floor role-play sessions focused on cross-selling techniques.



3. Executing the Training

The training curriculum is delivered directly to the sales personnel by internal managers or external field specialists.

Pharmaceutical Example: New hires spend two weeks listening to medical experts, followed by mock role-plays where 
they practice pitching the drug to a trainer acting as a busy, skeptical physician.

Electronics Retailer Example: Floor staff participate in a morning workshop where they test the new gadgets themselves 
to experience user benefits firsthand, then practice specific script transitions like, "To protect your new screen, let me 
show you our tempered glass options.“

4. Evaluating Training Effectiveness

Leadership measures the real-world impact of the training program against their initial business objectives using sales 

metrics.

Pharmaceutical Example: The regional manager conducts field-shadowing visits to monitor actual hospital pitches and 

tracks whether doctor prescription volume increases over the next quarter.

Electronics Retailer Example: The store manager monitors the digital dashboard to see if the "accessory attach rate" per 

employee climbs from 10% to the targeted 30% over the subsequent month.



Factor Pharmaceutical Sales (B2B) Electronics Retail (B2C)

Primary Training 
Focus

Deep technical/scientific data 
and long-term relationship 
building

Rapid product feature 
demonstration and immediate 
cross-selling

Delivery 
Medium

Formal corporate seminars, 
digital exams, and field co-
traveling

Micro-learning videos, on-the-
floor coaching, and live role-
plays

Success Metric Market share growth and 
recurring prescription volume 
from clinics

Average transaction value and 
store conversion rates


