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Abstract

Indian pharmaceutical sector is currently witnessing faster introduction of new
drugs, with shorter life cycles, given the intense competition. Often, pharma
companies fail to strategically align their sales force with brands to gain the
competitive edge. Personal selling literature too is silent on this front. This study
for the first time, suggests a new conceptual framework to align sales career cycle
(SCC) stages with brand life cycle (BLC) stages of the drugs for more effective
selling to physicians. Through a series of propositions, the study highlights the
relevance of sales career cycle stage in influencing physicians for increasing
prescriptions and the alignment of sales efforts at various SCC stages with the
brand life cycle. Pharmaceutical companies would stand to gain from this study
by profiling the medical representatives based on SCC stages and allotting them
the drug in the appropriate BLC stage.
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I ntroduction

The process of economic liberalization in India biswed entry of foreign players and

liberal / free imports of technology and goods whi@s led to intense competition and
shorter product life cycles (PLC) in many industri@a general and in pharmaceutical
industry in particular. Marketers in the pharmagzitindustry seek methods to develop
profitable Brand Life Cycle (BLC). Different stagesBrand Life Cycle (BLC) demands

different marketing activities to be undertaken myvio different competitive scenarios,

different challenges, different customer types Hredr expectations. Sales Career Cycle
(SCC) discriminates salespeople along importantedsions such as age, motivation
levels, sales resources and role perception (1@8¢). The knowledge of such diversity
presents important managerial implications for @fiely managing salespeople on the

basis of their current sales career stage.

The goal of my study is to investigate salespespling performance by looking at
their sales career cycle and the associated miotgtskills and role perceptions and the
product portfolio mix promoted by them. More spwafly, the study examines the
interaction effect of salespeople's career cycléh Wwrand life cycle. No other study of
which | am aware has investigated the impact af ithieraction on sales performance.
Overview of Indian Pharmaceutical Industry: As of January 2009, the domestic sales
stand at Rs 31,600 crores and the industry ha®0G@ands from over 20,000 units
(Indian pharma market, 2009). The industry is higldgulated, essentially on Patents,
Price and Product quality (FICCI, 200®xomotion efforts in pharmaceutical industry are
distinctive, as it is not directed to the end u&ermpatient) but to the influencer — the
physician. Promotion of pharmaceutical products baydone through personal selling
by medical representatives (MRs), advertising, ssggeomotion and publicity. Out of
these promotional techniques, personal selling he primarily used technique.
Advertising of prescription drugs is permitted imitéd States with prior approval and
permission of FDA but in India, advertising is regted according to Drugs and Magic
Remedies (Objectionable Advertisements) Act, 1954 ean be used only to promote
OTC (Over the Counter) drugs. Most of the good grenfng companies recruit fresh
graduates with zero to three years of experienercd lateral switching of sales person
after 25-26 years of age is not common in Indiaarptaceutical industry. Job description

of a MR involvesensuring availability of promoted brands at chesnetd distributor
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level, sampling of promoted brands to doctors, demongtraif specific characteristics
of their brands especially in thatroductory phase viz., rapid dissolution of tablet in a
glass of water, persuading the doctor to try pleaBagrance/taste of liquid preparations
and giving gifts with brand name inscribed on itfémilitate recollection of the brand
leading to its prescription. Pharma companies siiEsto database of CMARC and ORG
IMS that provide information on prescription datamolecule-level, brand-level and
therapeutic- level from 7000 core specialist doctdrom 20 different prescriber

segments.

First, the article frames the background of thelgtioy reviewing the existing literatures
on sales career stages, product (brand) life oyledeacteristics and sales performance.
Second, the conceptual framework has been discu3éed, the research design and
methodology of study is presented. Next, the artiglves managerial implications.

Finally the paper concludes with limitations of 8tady and future research directions.

Resear ch Question

1] Do the medical representatives (MRs) in différexareer stage differ in their

effectiveness in promoting brands in different B&t@ges to their doctors?

Literature Review

Previous research on sales person career stages: Jolson (1974) proposed the concept of
salesman’s career cycle (SCC), on the basisagef and performance relationship,
according to which a salesperson’s performanceegassough four stages- preparation,
development, maturity, and decline- producing &@quarance function similar to PLC
curve. According to Jolson (1974), under ideal d¢oowls, the slope of the career curve in
the initial two stages is steep, the time periodh&f maturity stage is substantial and
decline arrives as automatically as old age. Howewhen age and performance
relationships were studied they generally provide@ppointing results (Cron, 1984 and
Weitz, 1981). Cron (1984) hypothesized four statped salespeople experience during
their careers. The career stages framework proposety concerns specific to each of
the four stages that discriminates salespeoplegalmportant dimensions such as age,
behavior motivation, selling skills and role pertep. The knowledge of such diversity

presents important managerial implications for @ffely managing salespeople on the
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basis of their current sales career stage. A ksiehmary of Cron’s career stages
framework is as follows:

(a) Exploration: At this initial stage of career, the sales perserconcerned with
finding an occupation in which he can be successfd grow as an individual.
This period is characterized by self-discovery asthblishing a professional self-
image. Proposed needs include peer acceptancegrsugm an opportunity to
succeed. This stage usually occurs between thecd@€sto 30 years.

(b) Establishment: At this intermediate stage, a commitment is mada tepecific
occupational field and sales people try to stabitizemselves and seek security.
Promotion is of primary concern at this time. Chatjes include balancing the
demands of career and family and needs includeegeirient, esteem, autonomy,
and competition. This stage usually occurs betvikerages of 30 to 45 years.

(c) Maintenance: At this stage the attempt is to maintain what hieady been
achieved and maintaining a higher performance le@areer moves decrease
substantially so does the desire for competiticogRe experience a variety of
physiological changes associated with aging (Waldness, changes in skin and
muscle tone to name a few). Challenges include taaing motivation and
facing concerns about aging. Needs during the maamice stage include security,
reduced competitiveness, maintaining motivationd gmoductivity. This stage
usually occurs between the ages of late thirtiemitbforties.

(d) Disengagement: This stage witnesses shift from working to retient. Challenges
include establishing a stronger self-identity algsof work and maintaining an
acceptable performance level and detachment from dhganization and

organizational life.

Cron (1984) proposed that SCC affects sales pedice through motivation, sales
resources and role perception. Cron and Slocum4(1818o found general support for
the age ranges associated with each career stagetéd in Cron, Dubinsky and
Michaels, 1988). Hafer (1986) too empirically intigated the SCC perspective in the
context of insurance industry. In a meta-analyselyzing antecedents of salesperson
performance, Churchill, Ford, Hartley and Walke88%) found selling skills, role
perceptions, motivation, aptitude, personal factamad organizational and
environmental factors as important factors. Flahartd Pappas (2002b) studied the

impact of SCC on turnover intentions among salesper in automobile industry.
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Impact of career stage on job attitude of servalespeople also has been studied by
Flaherty and Pappas (2002a).

Previous research on Product Life Cycle and Brand Life Cycle: Product life cycle
(PLC) refers to the stages in a product categopytsyress starting with its launch /
introduction and ending with its withdrawal. Brdadspeaking, a PLC can be
characterized by four stages—the introduction stdgegrowth stage, the maturity stage
and the decline stage (Levitt, 1965). Similarlyarmt life cycle (BLC) refers to the stages
in a brand’s progress starting with its introductifollowed by growth, maturity and
decline (Simon, 1979; Shoemaker, 1986; JohanssdnHarano, 1999). A brand is a
name, term, sign, symbol, design or a combinatiche@m intended to identify the goods
| services of one seller or group of sellers anddifterentiate them from those of
competitors (Kotler, Keller, Koshy and Jha, 200&). problem that confronts all
strategy analysis is the variety of levels of aggttion that characterize hierarchical
product structures, ranging from the generic pedbalass and industry, to the product
type or form, and down to variants and bragass, LaGarce, and Prell (1977) argued
that managers cannot control product forms or e®sand hence the life cycle analysis
must be confined to the brand level. Rink and S{l&7Y9) too posited that appropriate
unit of analysis should be brand. The resourcesateéo manage brands are not static,
but will change through time as the brand progmesseough its life cycle (De
Chernatony and McWilliam, 1992). Numerous forcesvehabeen hypothesized to
influence the sequence and duration of thegestathe shape of the curve, and the
magnitude of sales at each transition to & rsage (Day, 1981). Past attempts to
validate the existence of the life cycle have umced many shapes, durations, and
sequences (Cox 196Pplli and Cook 1969, Rink and Swan 1979). Thesertsf have
not been matched by systematic research into thsons for the difference between
shapes. Yet, this knowledge is critical to infornfececasting and strategy development.
The limited evidence, however, suggests that whitest of the underlying forces are
operating during several stages, their relativeoirtgmnce changes during the transition
from one stage to another. The introduction stageharacterized by low sales, few /
none competitors, communications aimed at brandreaavess and trial (Weber, 1976),
resistance from majority of the customers and heineiéed production of quantity and
range. This limited production leads to (i) seleetpromotion to specific customers (ii)
selective distribution at both stockists and retsil level. Owing to uncertainty in

customer response, sales and hence productioratieg is very difficult (Inman and
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Mehra, 1991). Also, buyers of the product at thégs (termed as “innovators”) tend to
be willing to assume the risk of purchasing newntdeadespite their lack of a proven
track record (Mahajan, Muller, and Bass 1990). s RPLC advances through the growth
stage, the quality of the product improves, ranfi¢he product increases, it becomes
attractive even for the more risk-averse custona® manufacturing capabilities are
enhancedThis stage witnesses the entry of growing numbeoaipetitorsand decline in
prices. Owing to uncertainty in competitors’ moves and mese, sales and hence
production forecasting is difficult (Inman and Mahr 1991). In this stage,
communications are aimed at brand preferences (KVeb876) and preferred
communications’ media is mass media (Shewchuk, 19B8ce elasticity of growth
brands decreases over time (Simon, 1979). At theinhastage, there is no more sales
growth as the potential for new customers is extesudAt this point, sales have peaked
while prices remain low. Numbers of competitors ibetp decline and a few stable
numbers of competing brands remain in the market. dccuracy of forecasting increases
at this stage (Inman and Mehra, 1991). Commumicatare aimed at maintaining loyalty
and new product uses (Shewchuk, 1992). Sales redudke declining stage as the
productis gradually replaced with innovations and / oreaanced versiorDecline is
seldom discussed in life cycle literatuaad it is not clear whether it must be a time of
steadily declining saleS he classical bell-shaped PLC (and hence BLC)rsasonably
common pattern (Midgley, 1981). Brands that sell @aremium today may not be able to
retain that margin tomorrow. That's why marketeyastantly keep an eye on where their
brands are in their life cycles — so they know witeey need to begin phasing out old
brands and phasing in new ones. The BLC providesngortant viewpoint for the
formulation of strategies, because each phaseedifthcycle is believed to have distinct
characteristics that demand different strategiéstae to price, production, distribution,
advertising and sales promotion. The PLC concept iserifiable model of sales
behaviour, particularly in market situations wheiierent product forms compete for the
same market segment with a general class of predaotd can be helpful in planning
marketing and forecasting sales (Polli and Cook9)9®ercer (1993) points out that,
from the evidence taken from his literature seagchige product life cycle seems still to
be a dominant component of marketing theory. Studiesequential brandntry hint a
role for the PLC as an influence on brand sucdessexample, Golder and Tellis (1993)
report that brands that enter after the pioneainduhe growth phase of the product life
cycle, outsell pioneers in many markets. Theseiriggl are consistent with the widely

successful "fast follower" stratedychnaars, 1994 as cited in Shankar, Carpenter and
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Krishnamurthi, 1999) Hofer (1975) has even proposed that the most fuedéah

variable in determining an appropriate strateghésphase of the PLC (and hence BLC).

Previous research on sales performance: Sales performance is more amenable to
measurement than is performance in other occumatioecause of its tangible,
guantifiable output. Sales volume is an objectidek and is the most common measure
of salesperson performance as well as that meguéntly used in academic research
(Weitz,1981). Objective aspects of performance ardunction of the individual
salesperson’s skills and effort, as well as of ek environmental factors. Objective
measures are unique in requiring no abstractisythesis by the evaluator (Landy and
Farr,1983). Churchill, Ford, Hartley, and Walke©&b) suggested that customer and
product type moderate the validities for sales qremince, as may the performance
measure used. Ford et al. (1987) found that bidgeapinformation (emotional maturity
and motivations) was a stronger predictor of olbjectales performance for sales people
selling to individual customers (as cited in Fdragld Hakstian, 2001). Katsanis, Laurin
and Pitta (1996) examined various types of perfogeaevaluation methods and
identified both appraisal sources and appraisahaust The most frequently reported
appraisal sources in the literature are supervisoisordinates, peers and self-evaluation.
Traditionally, performance evaluations have beamaated by the employee's immediate
supervisor as a way of monitoring task completiod aelaying information such as
salary adjustment8/anager-rating approach developed by Brown and Peterson (1994) is
well accepted in sales force and organizationahbien research (Churchill, et al. 1985;
Chonko, Howell and Bellenger, 1985; a meta-analggisly by Franke and Park, 2006;
Hunter and Perreault, 2007) and has lesser bias $edf-rating approaches. Sales
performance has also been reported to be measuyedelBreported score on
achievement of targeted sales volume (Behrman anc&ult, 1982 [as cited in Dwyer,
Richard and Sheperd, 1998]; Churchill et al. 1985).

Sales people in maintenance and establishment Btagebuilt trust owing to a series of
sales call (Swan, Trawick and Silva, 198%)d have better relationships with their
doctors, retailers and stockists. This in turn If@tes better acceptance of the new
brands, which faces resistance in market-place tduencertainty, promoted by them
amongst their stockists and retailers which is a-rpguisite of shelf-availability.
Introductory brands demand high level of persuasmrensure shelf-availability. The
shelf-availability is one of the influencing facsoin doctor’s prescription behavior. This

factor coupled with better relationship aids in tbéetacceptance of the new brand
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promoted by sales people in maintenance and eshaldint stage. Salespeople in the
establishment stage exhibit greater involvementtheir work, strive for producing
superior results for promotion and experience gregib success. Hovland, Janis and
Kelley, 1953 (as cited in Weibel, Wissmath and @mr2008) argued that, among other
factors, age determines the perceived expertnedsthars the credibility of a source.
There is a greater risk in new brand than estaddidbrand; therefore doctors look for
credible sources of information to reduce perceiskl Introductory brands, more often
than not, are supported by continuous medical dtiurcgrogrammes which includes
convincing one / two highly specialist doctor(s)anre opinion leaders to deliver a talk
to a group of non-specialist doctors and /or mddstadents about their “positive”
experiences with new molecule/brand (Sankar Sen, GAMrketing at Intas
Pharmaceuticals, personal communication, Septer@Ber2009); this can be better
arranged by salespeople in the establishment stagk maintenance stage than
salespeople in the exploratory and disengagemage stlso, the doctors would have
more queries regarding new brands which can besrbéndled by salesperson at
maintenanceind establishment stage that have better knowletigensideration set of
the doctors. However, exploratory salespeople naybr aware of consideration set of
their doctors. This can create some level of daubthe part of the salespeople that the
new introductory brand will really meet the docsorieedsExploratory salespeople may
intend to allocate less time, energy, and efforsefling the new brand to their doctors
because the risks are greater than selling a nthbweaand to existing customers. Hence,
Proposition 1:ntroductory brand promoted by sales person at establishment stage are
better accepted by physicians than the introductory brands of same category promoted by
sales person at exploration stage all things being equal.

Proposition 2:Introductory brand promoted by sales person at establishment stage are
better accepted by physicians than the introductory brands of same category promoted by
sales person at disengagement stage all things being equal.

Proposition 3:Introductory brand promoted by sales person at maintenance stage are
better accepted by physicians than the introductory brands of same category promoted by
sales person at exploration stage all things being equal.

Proposition 4:Introductory brand promoted by sales person at maintenance stage are
better accepted by physicians than the introductory brands of same category promoted by

sales person at disengagement stage all things being equal.
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In the growth stage, new competitor brands enten@wo attractive opportunities and
seek heavy prescribing customers to switch to theémds. While the earlier stage
demanded brand-awareness communication, this stegéd demand communication
related to brand-preference (Kotler, Keller, Kosimg Jha, 2007). This situation would be
better handled by sales person at establishmentamtenance stage due to their better
selling skills and relationships as compared t@sglerson at exploratory stage. Sales
person at establishment and maintenance stagajdeeoéthe relationships they build up
with various customers, often produce unique irtsigito customer’s background,
behaviors and propensities (Srivastava, Shervaudi, Fahey, 1998). Targets for growth
stage brands are relatively higher and establishretage salesmen take this as an
opportunity to produce superior results for promoii Competition and achievement
being the psychological needs of establishmemfessalesmen, such brands would be
better handled by them. Hence,

Proposition 5:Brands in growth stage promoted by sales person at establishment stage
are better accepted by physicians than the growth stage brands of same category
promoted by sales person at exploration stage all things being equal.

Proposition 6Brands in growth stage promoted by sales person at maintenance stage are
better accepted by physicians than the growth stage brands of same category promoted

by sales person at exploration stage all things being equal.

One theoretical explanation for how age shouldteeia job performance may be seen in
the developmental psychology literature. AccordingTyagi and Wotruba (1998) and
Feldman and Weitz (1988), individual ability andtmation to perform tasks can change
over the life span and such contextual factors ratopged job boredom, experienced
meaningfulness of work and lack of intellectuahmstiation may lead to performance
decrements on the part of older employe&ales person at maintenance and
disengagement stage feel boredom in promoting samaead for years and lack
enthusiasm in communicating the features. The stipgditeratures are not effectively
used with an intention for increased prescriptiofbey take the matured brand for
granted, meet “favorite” customers and rarely teyvnapproaches. On the other hand,
sales person at exploration stage is full of enemggponsive to suggestions / new ideas,
goes after accounts of all sizes and is ready tondee (Graham, 2004). In the lower-
performing exploration stage, salespeople respasitipely to a less risky situation and
hence would prefer promoting established and mdthrands that have good acceptance

as against new brands that faces resistance fretarnars. Hence,
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Proposition 7:Sales person at exploration stage would be more effective than the sales
person at maintenance stage in selling brands in maturity stage all things being equal.
Proposition 8:Sales person at exploration stage would be more effective than the sales

person at disengagement stage in selling brands in maturity stage all things being equal.

Conceptual Model

Sales Career
Cycle

¥
Motivation PP Sal
Abilit e
Yy 1 Performance
Role Perception Brand Life

Cycle

Resear ch design and M ethodology

Decision Research Problem | Information Sour ce(s)
Problem Requirements

Is it useful for| Do the medical Sales Career Cycle: Primary [Sales
managers to | representatives Motivations, role Supervisor]

consider sales (MRs) in different | perceptions and
career cycle | career stage differ | selling skills of 2-3

and brand life| in their Medical

cycle in effectiveness in Representatives

designing promoting brands | chosen

sales targets? in different BLC Brand Life Cycle: Secondary [ORG
stages to their Year of launch of the IMS]
doctors? brands and molecule

selected, Percentage
of core panel doctors
currently prescribing
the selected brands
and molecules,
Current and last year
prescription level
from core panel
doctors [CMARC,
ORG], number of
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competing brands
from same molecule
category and numbe
of competing
molecules both
current and past [1-5
years], Relative price
of the brands, Sales
and price trend of
brands and molecule
selected both curren
and past [1-5 years],
company
size/turnover

-

[

Brand Life Cycle:
Name of 2-3 brands
and their profit
margin range, Sales
forecast for next 1-3
years, Degree of
difficulty in sales and
production
forecasting,
Promotional
expenditure,
Sampling plan,
Communication
objective of the
brands, Target
customers, Net
Purchase level
(adjusted for goods
return) of the brands
from prominent
stockists, year of
profitability of the
brands and relative
pressure from the toj
management

O

Primary [Marketing

Manager]

Sales Performance:
Product category
handled, Age group
of 3-5 medical
representatives
(MRs) about whom
he is providing
information, Gender
of the MRs, MR's
Year of joining the
industry and the
company, Town clas

[%2)

Primary [Sales
Supervisor]
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where MR is posted,
Education
gualification and
annual salary of the
MRs; Sales
Performance: Brand-
wise target
achievement, Quality
of Customer calls
and customer
coverage
achievement

Resear ch setting:

The setting for this study was the Indian pharm#ceuindustry. This setting was
appropriate for a variety of reasons. The Indiaarpfaceutical industry witnessed the
launch / introduction of four hundred seventy seswndrugs in a period of seven years
from 1999-2005 (Central Drugs Standard Control @izgtion, 2005). This feature of
product launches in large numbers makes this ingast appropriate target to study BLC
(Introduction, Growth, Maturity and Decline). Mona®, to better understand the nuances
of the phenomenon, this study narrowly focused logrima context rather than focusing
on multiple contextsThe industry is highly regulated, essentially oreRts, Price and
Product quality (FICCI, 2005)n India, advertising is restricted according tau@s and
Magic Remedies (Objectionable Advertisements) A&54 and can be used only to
promote OTC (Over the Counter) drugis study focuses on mono-therapeutic ethical

formulations only.

Methodology: Survey method-- Marketing managers from such companies selling
Cefixime, Gatifloxacin and Cefdinir antibiotic tlagpeutic segments would be mailed a
qguestionnaire for collecting information on BLC @#s. This method would be
appropriate here as published secondary data on sales andugi@u forecasts,
promotional expenditure, sampling plan, target @mgrs, relative pressure from the top
management and communication objective are notilyeavyailable. Similarly, a
guestionnaire to measure SCC and Sales performamdd be mailed to sales
supervisorsThis method would be appropriate here as secondary data on motivations,
role perceptions, selling skills and quality of wumser calls and customer coverage

achievement of medical representatives are notlyemadhilable.
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Other relevant information on BLC (Year of laundhtlte brands and molecule selected,
current and last year prescription level from qua@el doctors [CMARC, ORG], number
of competing brands from same molecule categoryramdber of competing molecules
both current and past [1-5 years], maximum retagepof the brands, sales and price

trend of brands and molecules selected) will biectdd from secondary sources.

Sample and Data Collection Procedure:

Therapeutic segment selection and its rationale: To study the effect of Sales Career Cycle

(SCC) and Brand Life Cycle (BLC) on medical repraaéves’ sales performance, it
would be appropriate to choose major therapeutignsat that significantly represent
Indian pharma industry. According to ORG IMS d&8@(Q8),antibiotics accounted for 18

per cent of the total pharma sales in value te@®neral perception of industry experts
was also that antibiotic drug categories were gainbe the new growth drivers in the
market. Thus, thantibiotic segment which accounted for approximately one-fifth of the
Indian pharma market in 2008 and is expected t@esthe Indian pharma industry in

near future will be the focus of our study.

Product category and brands selection and its rationalee Three major antibiotic

molecules: Cefixime (Launch Year: 2004“ generation cephalosporin category; Rs
2,646 crores as per ORG IMS 2008), Gatifloxacinufich Year: 2001; 4 generation
antibiotic; latest advancement in this era of faguinolones; Rs 500 crores as per
Pharmabiz, 2004) and Cefdinir (Launch Year: 200paskKPMG, 2008; "8 generation
cephalosporin category) identified from ORG IMS 8D will be undertaken for the
study. These three molecules have been chosemtesent third and fourth generation
antibiotics which are prominently used in Indiaraphaceutical market. Also, there are
high chances that brands from these categoriesfallllin one of the three stages-
introduction, growth, maturity which are relevaor fmy hypotheses. First and second
generation antibiotics, being inferior to the neangration antibiotics, do not witness
introductory and growing brands. Brands will bees&d from third and fourth

generation antibiotics so as to cover the relexamge of brand life cycle stages.

This study will restrict its focus on product catégs (a) containing single drug (i.e.
monotherapy) since product categories under palggyemay contain multiple drugs at

different brand life cycle stages thereby creatiiifjculties in studying the impact of
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BLC on the response variable (b) that have enoughpeting brands so as to avoid

typical cases of monopoly situations.

A-priori Sample Size Calculation for Multiple Regsion

The sample size for such regression depends omedesiatistical power, significance
level (alpha), number of predictors and desiredimmumn r*2. Maintaining power at 0.8 in
multiple regression requires a minimum sample o&b0 preferably 100 observations for
most research situations. The minimum ratio of ole@ns to variables is 5:1 but the
preferred ratio is 15:1 or 20:1 (Hair, Black, Babfmderson and Tatham, 2006). For my
study, the five predictors are- (1) SCC (three dymwariables for exploratory,
established and maintenance stages; disengagetagatl®ing the base case), (2) BLC
(two dummy variables for introductory and growthgss; maturity being the base case)
(3) their interactions (six variables), (4) maximuetail price, and (5) town class (as per
classification by Govt. of India; two dummy varieb for Class A: population one
million and above, Class B: population of 50,000dass than one million; and Class C:
population less than 50,000 being the base cd$&3 would require preferably 75-100
observations per product category/ molecule andé2@5-300 observations for the three
molecules selected. Assuming each sales supemiseides information of 3-5 MRs
about their SCC and sales performance of 2-3 brpedMR, at least 25 sales supervisors

will have to be met.

Respondents’ selectio'Web-sites of top fifty Indian Companies will becassed to

identify their product range. Marketing managemrfrsuch companies selling Cefixime,
Gatifloxacin and  Cefdinir antibiotic therapeutiegsnents would be mailed a
guestionnaire for collecting information (viz., ma of 2-3 brands and their profit margin
range, Sales forecast for next 1-3 years, Degrediffi€ulty in sales and production
forecasting, Promotional expenditure, Sampling p@ommunication objective) on BLC
stages. Through this exercise, information of bsamd the three selected product
categories at various BLC stages will be gathei®d. getting the response from
marketing managers, further contacts of their firrsales supervisors dealing with
specific brands in antibiotic segment will be takemail the SCC and sales performance
guestionnaire. Based on such specific brands onhwihformation has been provided by
marketing managers, 25-30 sales supervisors dealithpse brands will be contacted for
the survey on SCC of three-five medical represer@stand their sales performance of

two-three brands. A total of 250 responses aboutsMRBles performance on 60 brands
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from the Cefixime, Gatifloxacin and Cefdinir anbhic products are expected at the end
of the survey process. While it may be easy to hegneal representation at product
category level (20 brands per product categoryauld be difficult to have equal
representation at brand life cycle level (6-7 bsaper BLC stage) as the number of
competing brands varies with market attractivenksgally, in the introduction phase the

number of competitors would be few and they inaaaith the market attractiveness.

M easurement | nstruments:

(A) Sales Career Cycle- Career stage has been measured in many differeps, wa
including the lengthy 56-item career concerns ineen(CCl) of Super, Zelkowitz, and
Thompson, 1981 (as cited in Cron and Slocum, 198@ahta, Anderson and Dubinsky
(2000) noted, “There is no consistent, widely ategpmeans of measuring employee
career stage”. Although Super, Zelkowitz, and Theams CCl measures appear to be
most comprehensive, it explained only 52 percerthefvariance in Cron and Slocum’s
(19864a) study. Given the length of CCI career stagde that may hamper response rate,
as well as its relatively poor empirical performanother researchers recommended
using the self-selection technique with a categdmceasure of career stage (Flaherty and
Pappas 2002; Weeks, Moore, McKinney and Longenedie®9). Thesales career cycle
stage will be measured with Cron’s (1984) desaipifor each different career stage
because this categorical approach is brief andcctfee way of capturing salespeople’s
career stage concerns (Pappas and Flaherty 20@@&nédjx 1). If we were to base this

decision of career stage on age alone, an inaecoa@gorization would result.

(B) Brand Life Cycle Scale Development -

Items developed from literature review: Since no scale was available for BLC
identification, the same were developed after revaé literatures related to marketing
research, brand management strategies, productaomipg and operations research,
sales forecasting and industrial management. Atiainpool of sixty four items was
generated to measure the various stages of BLC.cohtent validity of the items was
assessed in two stages (Bearden, Netemeyer, andl98@). First, five judges were
given the definition of PLC in terms of four stagesgiven by Levitt (1965). Judges were
PhD students from marketing area. The judges wese asked to allocate the items to
one of the four stages or to a "none" categoryeAflliminating five items that did not

receive the appropriate categorization by at Itrase of the five judges, fifty nine items
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remained. These were submitted to two other juddedges in the second stage were
professors in marketing area. These judges werengikie definition for each of four
stages of BLC and each judge was asked to comasbeing clearly representative,
somewhat representative, or not representativbefdimension. Thirty items evaluated
as clearly representative by both the judges wetaned. They were of the view that
some items, quantitative in nature, would be “tgkinhe actual respondents (here
marketing managers) and hence some “surrogate’ypnoeasures that manifests in
behavior terms that substitute such “taxing” itemsuld be appropriate. So, an item
“competition level” at different time periods wasibstituted by (a) “number of
competitors” at different time periods and (b) tieda pressure from top management for
sales of the brand. Subsequent to these item ieduahd modifications by academic
experts, eighteen items were formatted into a fmint Likert-type response scale; two
items were formatted into a five-point Likert-typesponse scale and one item was

formatted into a three-point Likert-type responsaie.

Items developed from interviewing the industry experts. To generate some additional
items and ensure the items generated by literaguiew were understood by industry
marketing managers, field interviews were conduatéti two marketing managers at
Ahmedabad, India, one each from Torrent Pharmasasti Ltd. and Intas
Pharmaceuticals Ltd. Mail correspondences was aiaduwith a marketing manager
from Dr Reddys’ Laboratories. Interviews variedlémgth with the average interview
lasting about 60 minutes. Interviews were transctifor record purpose. The purpose of
the interviews was to ensure that the manager&ratahding of the items was consistent
with our own. Interviews with marketing managersuléed in seven new items for BLC
stage identification. Five of themere formatted into a four-point Likert-type respen
scale; one item was formatted into a three-poikéttitype response scale. BLC has been
operationalized as a composite of time of launefessgrowth, price trend, number of
competitors (as described by Weber, 1976; Levt§5), degree of accuracy in sales and
production forecasting (Inman and Mehra, 1991)jrigrof profitability (Kotler, 1976),
communications’ objective (Weber, 1976; Shewchu®92), promotional expenditures
and sampling (Weber, 1976; Day, 1981); prescripliwel data from CMARC and ORG
IMS, target customers, sampling plan and net pweHavel from prominent stockists

(talks with marketing managers).
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(C) Sales Performance- Each salesperson's performance will assessed liy shles
supervisor utilizing a five 7-point assessment rimsent developed by Brown and
Peterson (1994). The use of supervisors as ratgustified on the basis that it is the task
of supervisors to develop the potential of theibadinates and to evaluate their
performance. The hierarchy of formal authority désgitimizes the right of supervisors to
make evaluative decisions. This list of items walssequently modified to 10-item scale
based on meetings with twsales supervisors to incorporate specific aspecpharma
selling process. Six items were rated on a sevam-pakert scale from excellent to
worst. Four items (brand-wise achievement and dvachievement] were rated on
seven-point scale to capture cumulative achievemgmat percentage of total target; such
objective sales performance measures are contrdbedexternalities viz., market

potential and seasonal fluctuations.

Pre-testing of M easurement Instruments-
Recommendation on the size of the pretest sanhpleg, complex instruments would

seem to require larger pretest samples than stionple instruments. Likewise, if the

ultimate questionnaire is to be used with veryophssticated target populations, it

would require a larger pretest sample than warld intended for sophisticated

audiences (Hunt, Sparkman, and Wilcox, 1989). éeand Verdoom (1962) suggested a
sample of 12; Boyd, Westfall, and Stasch (1977pmanended a sample of 20; Zaltman
and Burger (1975) recommend that the samplésmeall” (as cited in Hunt, Sparkman,

and Wilcox, 1989).

In order to assure the adequacy of BLC instrumentthe Indian pharma context and
ascertain how well it works (Hunt, Sparkman, andIlcé#, 1989), three marketing
managers were contacted to pre-test the questienifavo marketing managers one each
from INTAS Pharmaceuticals Ltd., and TORRENT Pharemticals Ltd., was
interviewed, to notice reactions, hesitations and other cudse interviews were
transcribed for future reference. One manager floMREDDY'S Laboratories Ltd. was

administered the questionnaire.

In order to assure the adequacy of SCC and Satémmpance instruments in the Indian
pharma context and ascertain how well it works (H@&parkman, and Wilcox, 1989),
two sales supervisors were met to pre-test the tignesire. One of them was

interviewed, to notice reactions, hesitations and other ceespnd pretest was conducted
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by means ofadministration method to be used in the ultimate research asesteg) by

Hunt and colleagues (1989). On completion, theyeveesked to provide suggestions, any
potential problems with the format and feedbaclardmg the instrument. Respondents
were told that their help was needed in providingsveers and reactions to the

guestionnaire. They were also encouraged to kieadrit

Data Analysis Plan:

Univariate analysis-

Demographic analysig-or salesperson in each SCC: Average, range of age, job tenure
with the current company and in the industry, salgender.

For salesperson in each SCC: Average score foonpesince of BLC (introduction),
Average score for performance of BLC (growth), Aage score for performance of BLC

(maturity), Average score for performance of BLEdlihe).

Multi-variate analysis-

Multiple regression analysis (MRA) procedure woblel used to identify to what extent

BLC influences the aforementioned relationship 6fCSand sales performance.

Medical Representative’s sales performance = cotis@l (SCC stage) +a2 (BLC stage)
+a3 (SCC stage * BLC stage) + a4 (Maximum retadgpof the brand) + a5 (Town class)

+ residual.

Sales career cycle has been taken irdependent variables and sales person’s
performance has been taken dependent variable. This dependenariable has been
chosen because of its obvious interest to salesageas, sales trainers and its impact on
company’'s performance. BLC has been taken as minugraariables and Product
category has been taken as a control variablgs study has taken BLC as an
independent (moderating) variable. However, somseaehers (Dhalla and Yuspeh,
1976) consider PLC (a superset of BLC) as a depengeiable which is determined by
marketing actions. Price has been taken here agdicfor because it is an important
element of marketing mix and it significantly impa¢he sales performance (Homburg
and Stock, 2005; Lattin and Bucklin, 1989) and risqtiently used sensitive control
variable (Little, 1975).Town class, as measured by population of the tdvas, been

taken here as a predictor because a territory mvire potential allows the salesperson to
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be more selective in choosing his customers anekeetbetter sales performance (Ryans
and Weinberg, 1979; Anderson and Oliver, 1987).0AM/alker, Churchill and Ford
(1977) and Babakus, Cravens, Grant, Ingram and rgeFq1996) posited that
characteristics of a sales territory does impalessperformance. ANOVA could not be
used here because of (1) presence of metric indepevariable (2) unbalanced design
leading to difficulty in data analysis and inteffatéon and the inability of calculation of
strength of relationship index (Nelson, Nelson, Zae&chkowsky, 1979). Moreover, all of
the standard computational routines for the unegahlsize case are nonrobust thereby
usage of supplemental / alternative analysis v@mulation, rank transformation,
modified ANOVA procedures and nonparametric facloANOVA is recommended
(Milligan, Wong and Thompson, 1987). FurthermoreNl@VA is a special case of

multiple regression indicating more flexibility tfe latter technique.

model Proposed
model 3(SCcC, model
Base model 2(BLC--- BLC--- 4(SCC*BLC-
1(SCC--- >sales >sales -->sales
>sales performanc | performanc | performance
performance) | e) e) )
constant bo Co bo bo
scc1 D1 east by by
SCC2 b, [maxi] by [maxi] by
SCC3 b3 [moderate] b3 b3
BLC1 C, b4 b,
BLC2 C, bs bs
BLC1*SCC1 D6 -ve]
BLC1*SCC2 D7 frve; highl
BLC1*SCC3 Dg f+ve, low]
BLC2*SCC1 Dg-ve]
blO [+ve;
BLC2*SCC2 high]
BLC2*SCC3 D11 svel
Maximum retail price of the
brand
blZ [-ve]
Town class A b13
Town class B b14
Moderate/goo
R"2 [expected] d V.low Better High [best]
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Assumptions made in this study are (1) Patient has very lichitele in influencing the
prescription habits of a doctor, accepts the pigson and purchases the brand
prescribed (2) Insurance company plays very limit@d in influencing the prescription
habits of a doctor as the health insurance markétdia is very limited covering only
10% of the total population (Insurance company).n(3) Acceptance of a brand concept

by doctor leads to its prescription.

Managerial I mplications

Of all the marketing needs within the firm, the mgement of the field sales force is very
critical. This study addresses a range of challerfgeed by the Indian pharmaceutical
industry and proposes methods to develop profit®hl€ management strategies. The
results of this study will be useful to academisiasales trainers, sales supervisors,
business organizations and training institutes Wwiatfer professional degrees in sales
and marketing education. The matching processagiitrg needs at various stages of the
career can be improved by customized offerings assalt of the findings. This study

aids supervisors and sales force trainers in tbeaching, counseling and controlling

individual sales people.

From a practical perspective, if sales career staggformance relationships vary across
BLC, attempts to increase levels of sales perfooaamould differ correspondingly. This
understanding may allow for more effective salesnmtion programmes and would
provide managers with more accurate explanatiors medictions about behavioural
outcomes on the job. This study recommends (1)emniglower) proportion of matured
brands allocated to sales people in exploratortaldished and maintenance) stage; (2)
higher (lower) proportion of introductory and graygibrands allocated to sales people in
established and maintenance (exploratory ) stageh $dch allocation, the sales persons’
career aspirations can be met and they will expegeenhanced productivity and at the
same time, the company too benefits in terms ot@a} savings by getting the matured
brands promoted by salespeople in exploration saage(b) effective promotion of new
brands by salespeople in establishment and mamtenastage leading to faster
acceptance by their customers (c) appropriatedeyrallocation on the basis of matching

people and assignment.
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Limitations and Futur e Research

With a purposive sample, as has been employed Wweraye likely to get the opinions of
our target population, but we are also likely teveight subgroups in our population
that are more readily accessible. Expert samphntype of purposive sampling can be
time consuming and it being a non-probability santplt may or may not represent the
population well. This study in pharmaceutical istty where indirect selling is practiced
(sellers influence the doctors and not the ultimetmsumers; decision makers are
different from those who consume and pay for thedpcts) cannot be generalized in

other industries owing to different characteristics

Objective measures of sales performance containsflda) they are influenced by
external factors beyond the salesperson’s contnalrket fluctuations, type of product
sold, etc.) and (b) relevant information about periance is not directly measured—such
information as the strength of the relationshiphwéustomers and the commitment to
group performance over individual performance. Mbtbrands exhibit a bell-shaped
curve; for brands that doesn’'t follow conventior@ll-shaped curve (cycle-recycle
pattern, scalloped pattern, frequent peaks andgfiugrowth-slump-maturity pattern)

such mapping of SCC with BLC would be difficult andt yield desired results.

Supervisor-rated performance may have some bidélsegsmay not have observed sales
person’s behavior frequent enough to obtain a ssmtative sample of behaviors upon
which to base their evaluations. Moreover, they mpage threat to their subordinates
(Chonko, Howell and Bellenger, 1989). This studempts to examine time-dependent
constructs (viz., career stages) using cross-sedtidata. Since career stages involve
long-term changes as salespeople age and progiess their careers, the study of

motivational changes during these stages wouldrpeaved by following a longitudinal

study of a panel of salespeople throughout thegers.

Future research can also be based on identifyirgetivironment type [Complexity,

Dynamism and Hostility as defined by Tan and Liesth1994] surrounding the brands of
a firm. Another way of categorizing brands coulddse- Question marks, Stars, Cash
cows and Dogs as described by BCG matrix and iethas relative market share of a

brand and the market growth rate parameters.
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