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Hello,  I  am Jayanta  Chatterjee  IIT  Kanpur.  And  we  are  going  through  this  sets  of

sessions on Management of Field Sales on this NPTEL platform. We have just completed

yesterday during the last session our first week of a discussions. Today I am going to add

to what we were discussing in the last session. If you recall in the last session we said

that;  a  salesperson  to  be  effective  will  have  to  be  adaptive  and  flexible.  And  that

adaptability or flexibility should be guided by the nature of the buyer, the nature of the

product.

While discussing about the nature of the product we said that the product goes through a

life cycle. And at different stages of the life cycle; that means, at the early stage of the

product introduction. We have buyers who are innovators they are early adopters and

they have certain characteristics and accordingly they behave or they have certain kinds

of dominant need. And salesperson must tailor at that stage the sales proposition based

on product advantages feature based advantages.

On the other hand at a later stage when the market or the product or the technology is in

the  early  majority  or  late  majority  stage;  then  the  buyer  pattern  changes  the  buyers

primary needs will then become more reliability assurance quality oriented. The features

will  at  that  stage  will  not  be  so  important  because  a  dominant  design  would  have

emerged by then.

So, more or less all products will be in the marketplace from all competitors will be more

or  less  the  same there  will  be  very minor  differences.  At  that  stage  therefore,  price

becomes very important and therefore, it is very important to be a low cost producer. But

in the sales process the primary focus then becomes references successful installations

the assurance the responsiveness and the quality reliability and such issues.



(Refer Slide Time: 03:15)

Today, I am going to discuss another aspect of this modulation or flexing or adapting the

sales process with respect to the product proposition. Now we have discussed a little bit

before, but in this slide which you see I am putting it all together that the concept of

product today is a broad as well as multi level concept. So, a product will may be goods

or services and most usually it will be a combination of goods and services.

There will be information associated with the product in terms of how to use it and the

different derivatives of the usage all kinds of information related to the technology of the

product and the features of the product and so on. There will be ideas related to the

product there will be even sometimes a product becomes important because of it is a

historicity. And therefore, there are tangible aspects as well as intangible aspects. There

are  logical  aspects  as  well  as  emotional  aspects  all  encapsulated  by  this  concept  of

product. 

The key here is that the combination must be structured with respect to the customers

need,  customers  pains  and  the  solution  orientation  in  this  solution  orientation  a

salesperson must  understand the  total  process  of  consumption;  that  means,  how that

product  is  going  to  be  used  in  real  world  what  are  the  other  products  or  customer

requirements that are associated with usage of that product.

And therefore, those inputs are important to create the good strategic value proposition

package. The concept of strategic value proposition we have discussed last week when



we said that it is based on recognition of customers primary needs and creation of gainful

ways to meet those needs pains and gains is the key to understanding the strategic value

proposition.

(Refer Slide Time: 06:13)

So, therefore, when you are selling then you as I was saying that the salesperson will

have to understand the product in the context of other associated requirements. So, most

often these days successful selling is linked to certain innovations in the way the product

is presented. So, the product is very often presented as a solution.

So, solution selling has become a very important message in today’s sales paradigm. And

obviously therefore, you can understand that the solution selling means you will have to

go deeper into the customer usage the way customer will bring out needs solution and

how your product can contribute to the overall success of the customer. So, matching the

need with the value proposition will often ask for this solution approach.
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Now during the solution sales process the customer is communicating with the sales

person and the sales persons role at that stage objective at that stage is to uncover and

clarify not only the explicit problems, but also some problems which may be implicit or

not  immediately  visible  the  more  expertly  a  salesperson  can  do  this.  That  means,

identifying  these  latent  needs  and  coming  up  with  associated  solutions  which  are

packaged together and offered as a solution that the salesperson will create the bigger

opportunities.

And bigger possibilities for success let me explain this with a two small examples. For

example you know that these are cutleries normally used in western style of eating. So,

we have a spoon and a fork and a knife right. Now this style of eating needs usually two

hands and so if you are sitting on a table like this that I am sitting and you have a plate in

front of you this is a set of product which is a quite fine. However, in today’s world in

most urban situations we often have a buffet which means that you the food is laid out on

a table and you take your plate and you go there and you serve yourself. Or there may be

other persons serving you, but then ultimately you hold your plate in one hand and you

eat with the other hand right. 

At that stage therefore, it is very difficult to use both instruments because using these two

with  one  hand  is  a  not  elegant.  And  therefore,  this  solution  or  the  solution  to  this

situation once identify it created this interesting product this product is often called fork,

because it is a combination of spoon and fork and as you can see here. I can use this for

the fork purpose then it has a flat surface which is can be used for the spoon part of it and



one edge is usually sharper and that can actually often act as a knife for most purposes

particularly Asian style of a cooking.

Ah of course, if you are eating a large chunk of meat and etcetera you may need a proper

knife otherwise this will be fine. So, this is a way if a need is identified associated needs

are identified and then from the core need associated need a solution is created. You will

understand  this  even  better  from  this  example.  Normally  when  we  are  drinking  a

beverage then in the market this beverage will be available in a bottle. However, in many

cases we may not be able to drink it directly from the bottle right. So, we may need some

glass or cup or something.

In the solution approach of selling there is this innovation that we have actually made the

cap of this bottle into a glass right. So, I can actually take the beverage pour it in this

glass and usually the content of the bottle may be equivalent to one or two glass full. And

therefore,  this  combination  is  a  solution  it  addresses  the  core  problem  which  is

availability of the beverage in a portable form and then it also addresses associated need

of providing a suitable drinking vessel which goes hand in hand in combination.

So, it is almost taking the same shelf space and it can be put on the shelf and come up as

an innovative interesting solution to the customers need and it can actually enhance the

sales  prospect  of  whatever  beverage  you  are.  So,  here  as  you  can  see  this  solution

approach also triggers different kinds of innovations. So, sales persons can bring this

input to the organization work hand in hand with the designers and with the operations

people and can create a superior product.
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But I took some simple examples in industrial selling in the B2B business to business

context. There may be many other detailed technical needs that will be associated

with the product as well as with the associated products. In that case you will have to

come up with a sort of detailed specification or list of requirements and list of associated

requirements so, that that is that process we call it is configuring the product. So, if the

customer has complex buying needs the salesperson will have to create this customized

solution  that  brings  together  the  different  parts  of  the product  range product  mix  or

whatever way you want to present it the core product. And associated product and this

process of determining the list of requirements associated requirements and coming up

with the solution and associated solutions and packaging it together is the process of

product configuration. The product configuration is a very important part in B2B sales

particularly what we call for the quotation management.
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Because once a tender or requirement for purchase often called the RFP is declared by an

industrial buyer. the competition is already defined by the features listed in the RFP good

sales  persons  actually  prospect  identify  the  sales  possibility  even before  this  RFP is

published. And that is what we call managing the quotation before the RFP is out. And

this pre recognition of customers need and associated needs and fitting it to your product

range is a way of managing the quotation process more effectively for your purpose.

This of course, is only possible if you have done your prospecting and your customer

identification well.  And you have a relationship based selling process emotion we all

these.  That  means  how do we prospect  and  from that  create  these  relation  oriented

approaches  and how do you combine  the  two the  relation  creating  intent.  And your

identification  of  the  needs  how  that  is  part  of  the  entire  sales  process,  we  will  be

discussing later in this week.

But at this stage what we are saying is that is quotation management; that means pre

identification of the customers need and creating the product configuration meeting. That

need will  have  also parts  relating  to  the  budget  and process  overview and customer

schedule the rationale for buying the product. And all of these issues will be there and

these five parts will have to be addressed when you are actually configuring the product

bundle what we also call solution when you are configuring the solution to meet.
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The customers need and that solution profile you will actually put to the customer even

before the RFP is published. And if you have good relation with the customer trust with

the customer if you are actually proposing it not selfishly, but keeping the customers

interest as a prime. Then you know you will be able to come up with a much better sales

result day after day.

So, to be able to do this a good sales person must be also a product expert; obviously,

and you should not only know your product as it exists today. You should know that what

are the associated products that could be integrated into the configuration some of those

products may be produced by you some may be out sourced. But you will have to work

hand  in  hand  with  the  designers  and  with  the  operations  people  that  so,  that  this

packaging becomes possible. For example, the beverage manufacturer is not they are in

the business of manufacturing beverage they are not in the business of manufacturing

bottles or caps there was will be out sourced.

But, in the outsource if the salesperson has given a right feedback then it will be possible

to do outsource not only a bottle with a normal cap. But a bottle with a more innovative

cap and this is what the salesperson can contribute to in the process of knowing what is

the core product which his company or her company is producing and how that can be

combined with the possible innovation this possible innovation. That means, you are not



looking at some kind of a you know way out type of you are always looking at what is

feasible and you are managing.

Therefore, you look at what the customer desires and then match that with a feasible

solution feasible  technically  and viable commercially  this  is a very important  part  of

coming up with a proper configuration a proper solution which is we call sometimes that

DVF principle. That means, desirability and come up with a solution looking at what is

technically feasible for your organization not something that could be done by somebody

in a Europe or America.  You look at your organization and what is feasible for your

organization technically sometimes you may be taking help of your sub suppliers.

But that feasibility on from the technical side and also all these things will have to be

done economically. So, commercial viability will have to be also looked at you should

not actually increase your cost to the extent. That there is such a difference between the

price  of  a  beverage  in  a  normal  bottle  and  beverage  in  a  kind  of  innovative  bottle

becomes that the difference causes prohibitiveness in terms of pricing no.

So, desirable identification comes from under deep understanding of customer’s needs

and  associated  needs,  explicit  needs,  expressed  needs,  and  latent  needs  from  that.

Understanding of the desirability in a bigger sense you come up with a solution which

not  only  addresses  the  core  problem.  But  also  associated  problems  comes  up  with

therefore, an a solution and to configure that solution you must integrate desirability with

feasibility and viability.
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The product information which we are looking at in this case the research that you do is a

not only relating to the performance data and specification. But you have to also look at

what competitors are doing. And you have to look at not only the product features of now

but also you have to look at the product in usage. And therefore, you have to look at the

lifetime cost of the usage of the product; which means that you have to also look at the

maintenance and a service contract which will be based on identification of those costs.

Ultimately you have to ensure that that the maximization of the uptime; that means, the

availability of your product and associated products is a solution to the customer day in

and day out. So, that uptime is very important. And also if by chance there are failures

there  are  in  all  kinds  of  you know products  there  will  there  may be situations  of  a

problem which will need maintenance. At that stage what we TTR mean time to repair

becomes very important and as I was mentioning that depending on your product life

cycle stage these types of assurances.

That  means,  how quickly your maintenance  team will  make it  up and running those

become very important. Again at that stage the product must be looked at from a solution

perspective. So, which means like for example, you are selling the car the car has tire,

but a good solution expertise created the tool kit which goes in the car. So, that if there is

by chance a tire failure tire puncture then the tool kit allows the user to quickly change

the tire with minimal fuss. And this is the approach that looks at the product the purpose



it  serves, but also certain kinds of failure situation and what the customer can do to

recover from the failure situation.

(Refer Slide Time: 24:04)

I will now conclude by taking some examples and looking at the solution approach how

the seller can come up with propositions that alert the customer to not only the core need,

but also long term associated needs. For example say PVC doors and windows. Now

doors and windows have a core function. So, if you are actually positioning your PVC

doors and windows against say traditional wooden doors and windows and just focusing

on the core function of closing and opening and so on your sales will not be as effective.

As you can also bring out tangible benefits like lower maintenance cost deterioration it is

better resistant against weather or it is less prone to attack from white ants all these if it

can be put forward then; that means, you are actually saying the proposing the virtues of

the PVC doors and windows over and above those of the conventional solutions. By

pointing out not only it is effectiveness to perform the core function of opening closing.

But  you are  also  bringing  out  other  factors  which  are  pertinent  factors  they  are  not

figments  of  imagination  that  for  example,  the weather  effect  on wooden products  as

opposed to the PVC products can definitely be put forward as a superiority of the PVC

product.

Or this white ant issue which affects doors and windows in all buildings over time many

times  can  therefore,  be  addressed  with  this  the  property  of  the  this  PVC door  and



window. Or for example, say stainless sink or use of ceramic tiles. Again we are bringing

out that how the stainless steel sink in the kitchen is a not only it serves as a sink, but

also  it  is  healthier  because  it  can  be  cleaned  better.  And  it  can  be  cleaned  more

effectively with a proper reagents which can affect a normal the old type of ceramic sink.

And you can also bring out that the it can be kept shiny and always looking beautiful it

will not age as quickly as the conventional sink.

And you can also bring out that it  is in certain cases the steel solution is more user

friendly and also more environment friendly. And therefore, you are pointing out usually

the first cost as well as usage cost you are talking about cost of acquisition along with

cost of maintenance or running cost and so on. And by putting together you are taking

the solution approach to selling by pointing out not only the product as it is, but all the

different associated elements that the customer will have to face.

(Refer Slide Time: 28:03)

And if  it  is  possible  in  you can quantify  the  benefits  that  you are  offering the  core

benefits as well as the associated benefits like; the PVC door being less susceptible to

white ants. in this kind of facts if they can be translated into quantitative rupee based

benefits then of course, you are in a good shape then you know then you can create a

compelling argument. That may not be always possible, but you can always create some

proxy quantification.
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And therefore focus on this cost benefit. but more importantly remember the concept of

values. The values as you remember we discussed right in the beginning of this course

that  values are what are considered as valuable by the customer. And a statement  of

values  means  you  are  actually  creating  a  whole  package  of  proposition  a  solution

approach, which combines tangible needs as well as intangible properties or virtues. So,

this is a very famous statement this is from Toyota Lexus one of the very famous car

brands of Toyota.

So, see this is taken from their documentation. So, the projection to the customer this in

the solution say sales approach in that Lexus is an engineering sophistication and has

high quality of manufacturing. We are focusing on as you can see a tangible aspects here,

but then we immediately combine that that Lexus is  luxury along with performance.

Lexus  is  an  image  and  an  expectation  on  of  excellence.  Again  we  have  combining

tangible  advantages  with  intangible  advantages  fact  based propositions  with  emotion

based properties.

So, Lexus is valuing the customer as an important individual Lexus is treating customers

they want to be treated a total experience Lexus is doing it right. The first time carrying

at a personal level Lexus is exceeding customer expectations in the eyes of the customer

I am Lexus. A very interesting example of the solution best selling by creating almost a



person a brand personality an interesting example I read about some where that how

Lexus selling approach the solution approach.

My approach the solution technique and created a very compelling value proposition in

many countries if the car needs to be taken for service it is taken by the lady of the house

because the man of the house maybe you know may not be able to take leave and so, will

depend on his partner to take the car for servicing. Understanding this situation, in the

western world Lexus created a type of service station which was not a you know dirty

filthy place. But it was very shiny interesting looking a warm and a friendly place.

And there when the lady drivers arrived with their husbands cars they were given royal

treatment they were given a coffee shop type of environment they were given a spa kind

of environment. So, while the car was getting serviced the lady could get a free nail care

service or could get  a nice cup of coffee,  could get an interesting environment  with

attractive music. It could actually she could actually get some fashion advice on certain

days, she could be given some demonstration of new toiletry or fashion goods.

So, the trip to the service station instead of being a drudgery became a very appealing

proposition. In the process Lexus actually created an enduring relationship situation with

the  lady  drivers  and  in  the  process  influenced  that  Lexus  was  actually  treating  the

customer as a person Lexus was actually luxury and Lexus performance was associated

with the total  experience.  So, you see you come up with this kind of personification

which  is  based  on  solution  approach.  And  then  you  practice  it  with  innovative

understanding and innovation in the product feature as well as in the associated service.
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This  is  how  solution  best  selling  today  is  more  and  more  taking  over  from  the

conventional  product  based  selling.  And  in  the  process  of  course,  you  should  also

understand what your competitors are offering. And create superior solutions definitely

matching solutions and if possible superior solutions.

(Refer Slide Time: 34:56)

This can be done by detailed interaction with the customer often certain latent needs can

be brought out by offering trials and observing the customer using the product you can



therefore, identified the need of associated products sometimes you can get it by bringing

the customer to your plant.

(Refer Slide Time: 35:18)

And so what we are saying is solution based selling is based on feature based cost and

benefit. And understanding of the custome’s total need and coming up with a competitive

better package of values which will contain tangible values as well as intangible values.

(Refer Slide Time: 35:50)

And ultimately create a sales guideline which will help to push this solution and it is

superiority  again  and again.  And for  example,  many things  features  of  the  goods or



services can be put forward as as a benefit and create this solution environment. Like if

you say our hotel offers 24 hours room service that is a fact right. But the way to present

that fact in the solution approach is to say that you the customer or your people can order

food and beverage at any time during the 24 hours at their convenience right. So, there

are  other  examples  given  on  this  slide  which  you  can  easily  understand  that  how

therefore, a fact or a objective feature of the product can be packaged for a more not only

objective, but subjective appeal as well right.
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For example if you have a company where they have regional service technicians every

sales area they have their own service technicians; now that is a fact. But that fact can be

put  forward  in  the  solution  approach  in  this  benefit  based  selling  approach  to  the

statement that well qualified service personnel will keep your equipment in top running

condition day in and day out right. Let us downtime and higher profit.

So,  to  conclude  understand  the  bigger  need  understand  customers  need  with  an

associated perspective address not only the conventional need, but understand how usage

is changing. Like for example, in this cutlery example how this usage is a not as valid as

it used to be in the urban a buffet dinner situation come up with an innovative solution

and approach and put forward that solution pointing out the benefits. And of course, you

have to do it in a way that the cost is not prohibitive, but you may be able to get a higher



margin because customer will be able to or will be willing to be a certain additional price

if your benefits are really compelling.

And this approach is now important in almost all kinds of products definitely in B2B

products. B2B selling a situation, but even in B2C or consumer products this combining

objective fact based tangible benefits with associated and sometimes intangible benefits.

and this approach has become now a core of sales strategy.

Thank you.


