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Which 23 KPIs are included in the report?

Sales and Marketing

Above-the-line marketing
Market penetration
Revenue per sales agent
Sales agent compensation
Sales agent cost ratio
Sales agent churn

Sales agents per manager

Cost of field force

Sales agent time efficiency




Question

Mass media marketing can help in...

1. Increasing trust among risk-averse customers
2. Convincing low-income clients of the benefits of your product

3. Making potential customers understand where and when they can purchase a
product

4. None of the above




Answer

Mass media marketing can help in...

1. Increasing trust among risk-averse customers

2. Convincing low-income clients of the benefits of your product

3. Making potential customers understand where and when they can purchase a
product

4. None of the above




Above-the-line marketing: how to identify and minimise
untargeted marketing?
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Above-the-line marketing: how to identify and minimise
untargeted marketing?

o

@ — Limit above-the-line marketing campaigns to local radio
e

adverts

Invest in below-the-line marketing such as
demonstrations, and leverage social media

Identify motivations for purchase and reasons for non-
purchase to tailor marketing messages and channels

Benchmark value

* Can be improved: >5%
* Good: 3-5%
* Best practice: 0-2%




Question

Companies can increase their market penetration cost-efficiently by...

1. Incentivizing agents to travel further and cover a broader area

2. Ensuring sales agents return to a location a few weeks after selling to the first
few customers

3. Training and incentivizing existing customers to become sales agents

4. Incentivising existing customers to become lead generators and aggregate
groups of potential customers




Answer

Companies can increase their market penetration cost-efficiently by...

1. Incentivizing agents to travel further and cover a broader area

2. Ensuring sales agents return to a location a few weeks after selling to the first
few customers

3. Training and incentivizing existing customers to become sales agents

4. Incentivising existing customers to become lead generators and aggregate
groups of potential customers




Market penetration: how to calculate and maximise it?

Non-customer

4 customers out of 5 eligible customers
in your operating area after 2 years

Penetration = 80%



Market penetration: how to calculate and maximise it?

Non-customer -

4 customers out of 5 eligible customers
in your operating area after 2 years

Penetration = 80%

Group sales in one location

Support agents to increase penetration

Utilise client relationship management software to generate
additional sales through referrals or cross-selling

Ensure senior management spends time on field

Best practices

Leverage existing customers as lead generators

Product price <$20

* Can be improved:
Don’t know or <30%
* Good: 30-40%
* Best practice: >40%

Benchmark value*

Product price between

$20 & $100

* Can be improved:
Don’t know or <10%
* Good: 10-30%
* Best practice: >30%

Product price >$100

* Can be improved:
Don’t know or <10%
* Good: 10-20%
* Best practice: >20%

Note: (*) Benchmark values for marketing penetration depend on the level of competition your company faces in a location. The benchmark values shown here are for areas where you face lower levels of competition, and so market penetration levels should be higher.



Question

Best practice salesforce for durable goods (solar products, water filters etc)
achieve sales of ... (in FTE)

1. 10KS/year
2. 15KS/year

3. 20KS/year




Answer

Best practice salesforce for durable goods (solar products, water filters etc) achieve
sales of ... (in FTE)

1. 10KS/year
2. 15KS/year
3. 20KS/year




Revenue per sales agent: How to assess and increase it?

Sales per FTE sales agent per year ($k)

g per ful-ime sales agent
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7
per part-time entrepreneur (FTE)
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Revenue per sales agent: How to assess and increase it?

Sales per FTE sales agent per year ($k)

per ful-ime sales agent

AR

7
66 per part-time entrepreneur (FTE)
6
5
5
b
; -
Durable goods
4
3 B Mix
)
3 B FMCG

Best practices

Run a recruitment process that emphasises - and ideally enables
candidates to test - the working conditions of the job

Review individual performance based on this aggregated KPI
Assess and share sales techniques and routines of your best agents

Help agents set their own sales targets

Use technology for ongoing training

Benchmark value*

A last mile distributor with a part-

A last mile distributor of durable

. . ti les f lling FMCG
goods with a full-time sales force ime sales force or sefling -

(in FTE)
* Can be improved: <515k * Can be improved: <$3k
* Good: $15k-$20k * Good: $3k-$10k

* Best practice: >520k * Best practice: >510k




High sales productivity also enables to pay the
salesforce well

Sales per FTE sales agent per year ($k) Compensation per FTE sales agent per year ($k)

2 per ful-time sales agent

12
11
7

66 per part-time entrepreneur (FTE)

6

5

5

5
j 0.8 - Durable goods
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0,9 - Mix
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Question

A cost-effective compensation package...

Must be at least at par with other opportunities a sales agent could have
Can be lower than other opportunities if agents work for a social purpose

Should include a variable part based on longevity at the company

el U

Should include a variable part translating the long-term company objectives




Answer

A cost-effective compensation package...

Must be at least at par with other opportunities a sales agent could have

Can be lower than other opportunities if agents work for a social purpose

Should include a variable part based on longevity at the company

e I

Should include a variable part translating the long-term company objectives




Sales agent compensation: How to design a cost-
effective incentive plan?

Total annual compensation for agents +
Average number of agents during the year

If you have part-time agents, divide the
calculation above by average proportion of
the workweek worked by part- time agents, to
get to a "full-time equivalent" value.

For instance, for part-time agents working 2
out of 5 days, divide by: (2 +5) = 0.4



Sales agent compensation: How to design a cost-
effective incentive plan?

Best practices

Total annual compensation for agents +
Average number of agents during the year

If you have part-time agents, divide the
calculation above by average proportion of
the workweek worked by part- time agents, to
get to a "full-time equivalent" value.

For instance, for part-time agents working 2
out of 5 days, divide by: (2 +5) = 0.4

Assess compensation offered by your competitors

Match variable financial incentives with company’s long-term
targets

Make compensation simple and transparent

Offer non-financial or in-kind incentives

Benchmark value

Full-time sales force and durable | Part-time sales force or FMCG (in
goods FTE)

* Can be improved: <$1.5k
* Good: $1.5k - $2.5k
* Best practice: >52.5k

* Can be improved: <$500
* Good: $500 - S1k
* Best practice: >$1k




Incentives should be linked to company’s objectives

Objective

Possible sales force incentive

Ensure custmer satisfaction

Index part of sales force commission to Net Promoter Score

Perform consistently
Ensure your sales force performs well

Index part of sales force commission to consistency of sales over several months

beyond sales Stay for at least a year

Index part of sales force commission to completion of year (resulting in an end-of-year bonus)

Give credit to customers
with capacity to pay

Index part of sales force commission to early on-time repayment rates

Overcome learning curve with low sales

Provide fixed salary for the first few months, equal to commissions on minimum sales required
to be hired (then replace fixed salary by commissions)

Overcome attendance issues

Provide a (small) daily stipend to contribute to food, transport etc. against proof that agent is
working e.g. geolocalisation at place of customers, photo of demonstration event, etc.

Overcome long-term retention issues

Provide different levels of incentives for different volumes of sales (e.g. bronze, silver, gold levels)
potentially combined with good performance on other KPIs (e.g. customer satisfaction or
consistent on-time reporting of sales)




Question

Best practice average compensation for a full-time sales agent selling durable
goods should be...

1. 5-10% of average revenue generated by a full-time agent

2. 11-15% of average revenue generated by a full-time agent

3. Greater than 15% of average revenue generated by a full-time agent




Answer

Best practice average compensation for a full-time sales agent selling durable
goods should be...

1. 5-10% of average revenue generated by a full-time agent

2. 11-15% of average revenue generated by a full-time agent

3. Greater than 15% of average revenue generated by a full-time agent




Sales agent cost ratio: How to assess and optimise it?




Sales agent cost ratio: How to assess and optimise it?

Best practices

Adopt best practices for the two KPIs that compose this ratio:
sales agent compensation and revenue per sales agent KPls

Ensure that

1) the gross margin generated by your agents' sales target covers
their fixed costs (fixed salary, airtime, travel stipend...)

2) the resulting revenue for agents is at par with other
opportunities

3) agents can become rich if they over-perform, thanks to their
m variable compensation (while staying within the ratios below)

Benchmark value

I — \ Durable goods

* Can be improved:
<5% or >15%

* Good: 11 - 15%

* Best practice: 5 - 10%

* Can be improved:
<15% or >25%
* Best practice: 15 - 25%




Question

To reduce sales agent churn...

1.
2.

Give adequate time and training to new agents performing poorly

Focus on non-monetary aspects like team culture more than providing
competitive compensation

Promote sales agents quickly to make managers out of the best performers

All of the above

None of the above




Answer

To reduce sales agent churn...

1. Give adequate time and training to new agents performing poorly

2. Focus on non-monetary aspects like team culture more than providing
competitive compensation

3. Promote sales agents quickly to make managers out of the best performers

4. All of the above

5. None of the above




Sales agent churn: How to minimise it?

Links between sales agent churn
and company policy

Compenstation

Conpeer " i Mt Pt
Company 3 l 10%
B -
Company 5 [ x | | B
Company 7 B B | EX
0 O
B -
Company 10 [ x | B I s
Company 11 [ x | [ x | [ x | I
Company 12 _ 80%

*Competitive compensation compared to other local opportunities; **Churn does not include management
Source: Hystra analysis



Sales agent churn: How to minimise it?

Links between sales agent churn

and company policy

Compenstation

Competitive*
Company 1
Company 2
Company 3
Company 4
Company 5
Company 6
Company 7
Company 8
Company 9
Company 10 n
Company 11 n
Company 12

Partially

fixed

<l <

> J > Jl < I o< < < I < >

<

<M< BRI < <RI

Career
oppotunities

(<IN I <

Awards and
events

(<IN < <IN < - <

Field sales force
yearly churn**

| K

| B3
o

| B3
=
30%
B o

40%

40%

60%

60%

80%

*Competitive compensation compared to other local opportunities; **Churn does not include management

Source: Hystra analysis

Best practices

Provide competitive compensation with a partly fixed
salary if selling complex or expensive products

Provide effective/close management
Introduce non-monetary rewards
Conduct exit interviews

Collect agent NPS

Benchmark value

* Can be improved: Not measured or >30%
* Good: 10% — 30%
* Best practice: <10%




Strategies can be adapted to reduce churn depending on when

and why most agents leave

Recruitment

« |dentify recruitment criteria
based on top-performers’
profiles

Encourage referrals from
agents, offering financial
incentives if new recruits stay
for a minimum period

Crganise roleplay of typical
customer interactions during
interviews to test skills

Onboarding

Propose that new recruits
shadow the best performing
agents

Provide each new agent with
a sales toolkit to facilitate
onboarding

Give everyone a fair chance but
dismiss poor performing agents
within their first two weeks for
fast-moving consumer goods
and within first two months for
durable goods

Independent sales

Offer hands-on management
through frequent interactions
with agents (i.e. at least half a
day per week)

Prioritise peer learning in
training sessions

» Define five "special numbers”
(KPIs) that can be used to easily
monitor an agent’s performance
(e.g. number of prospects met,
number of down payments
received) and create a routine
for agents

Sources: Hystra analysis; Sell Well, Do Good: DQ Selling for Social Enterprises by Roy Whitten and Scott Roy

Maintain momentum

« Encourage agents to gather
sales using referrals from
existing customers and reward
those custorners (e.g. with
a free product for a certain
number of referrals, ora
discount on the next payment
for products sold on credit)

Create tearnbuilding events
(e.g. team dinner, sporting
event) to create a sense of
belonging and pride

both increase brand awareness
and reward agents

Provide vendors with goodies to

Year 1 completion

« Create different levels for
agents recognising different
levels of performance
(e.g. bronze, silver, gold)

Set up sales performance
competitions between agents

Provide an attractive
compensation for outstanding
agents



Question

Best practices on agent management include...

1.
2.

Conducting weekly meetings between the manager and their sales team
Ensuring close management with less than 5 agents per manager

Standardising the routine the sales managers should follow so they know how
to best support their agents

Letting managers fully manage their schedule so they can adapt to best to
support agents




Answer

Best practices on agent management include...

1. Conducting weekly meetings between the manager and their sales team

2. Ensuring close management with less than 5 agents per manager

3. Standardising the routine the sales managers should follow so they know how
to best support their agents

4. Letting managers fully manage their schedule so they can adapt to best to
support agents




Sales agents per manager: How to provide effective
supervision?

GOALS

Example of a sales manager’s daily routine

8.30am Calls to some agents

9am - 12pm Spend half day with an agent, including 1-2-1 training
12pm - 1pm Lunch

ipm - 1.30pm WhatsApp check on agents’ progress

1.30pm - 4.30pm Spend half day with an agent, including 1-2-1 training

4.30pm - 5pm End-of-day call with all agents



Sales agents per manager: How to provide effective
supervision?

Best practices

Adjust supervision based on product-type

Mandate weekly meetings

Standardise manager routine

Example of a sales manager’s daily routine

8.30am Calls to some agents
9am - 12pm Spend half day with an agent, including 1-2-1 training Bench mark value
12pm - 1pm Lunch
Durable goods
ipm -1.30pm WhatsApp check on agents’ progress
* Can be improved: .
1.30pm — 4.30pm Spend half day with an agent, including 1-2-1 training <5 or >10 ¢ Can be lmproved: <10
. Good: 5 - 7 * Good: 10- 14
4.30pm - 5pm End-of-day call with all agents ood: * Best practice: 15 - 25

* Best practice: 8 - 10




Question

To limit the overall cost of your field force (including management)...

1. Letany agent join the sales force on a pure commission basis

2. Increase the number of part-time agents who will require less management
support

3. Opt for a full-time sales force who will sell more and be overall more cost-
effective




Answer

To limit the overall cost of your field force (including management)...

1. Letany agent join the sales force on a pure commission basis

2. Increase the number of part-time agents who will require less management
support

3. Opt for a full-time sales force who will sell more and be overall more cost-
effective




Cost of field force: How to assess and optimise it?

Average monthly compensation of sales agents,
sales managers and all other field force staff +
Average monthly revenues generated by all active
sales agents

Beyond sales agents, a field force includes:

Technicians, sales force managers and regional sales
managers. It may also include call centre staff if they
interact directly with customers.

Salesforce cost as % of sales from two SHS
PayGo companies selling similar products
in the same country

11.6%

5.6%

Company 1
Agents on commission

19%

1200

Company 2

Hiring and management
costs as % of sales

Agenls’ compensalion
as % of sales

Agents on payroll



Cost of field force: How to assess and optimise it?

Best practices

Average monthly compensation of sales agents,
sales managers and all other field force staff +
Average monthly revenues generated by all active

For complex products, have a full-time, closely managed sales
force, with at least a partly fixed stipend or salary

Leverage local villagers/ existing clients as referrals and
sales agents possibly support for cash collection, NOT as agents

Benchmark value

Beyond sales agents, a field force includes:

Durable goods

Technicians, sales force managers and regional sales

. . * Can be improved:
managers. It may also include call centre staff if they P

) ) i * Can be improved: >20% <18% or >35%
interact directly with customers. * Good: 13% - 20% * Good:
* Best practice: <13% 18% - 22% or 31% - 35%

* Best practice: 23% - 30%




Question

Sales agents' time and productivity is optimized when...

They do not do any reporting

They are followed weekly on 5 KPIs that are crucial to success
They are followed daily on 5 KPIs that are crucial to success
They limit their daily transportation time to 2 hours max

They travel as long as needed and go back to the same villages regularly

o Bl o> B [=

They travel as long as needed and explore new territories




Answer

Sales agents' time and productivity is optimized when...

1. They do not do any reporting

2. They are followed weekly on 5 KPIs that are crucial to success

3. They are followed daily on 5 KPIs that are crucial to success

4. They limit their daily transportation time to 2 hours max

5. They travel as long as needed and go back to the same villages regularly
6. They travel as long as needed and explore new territories




Sales agent time efficiency: How to assess and
optimise it?

4

VS.

VS.



Sales agent time efficiency: How to assess and
optimise it?

4

VS.

VS.

Best practices

Develop agent routines
Leverage current customers to become lead generators

Simplify sales agents’ reports to five daily KPls

Improve logistics and operational tools for agents

Benchmark value

Full-time sales agents Part-time sales agents

. e * Can be improved: <50% * Can be improved: <75%
(-] - * Good: 50% - 65% * Good: 75-90%

i—‘ﬂ_:" * Best practice: >65% * Best practice: >90%

17 J




Q&A




Thank you and wrap up

Your feedback

Recording, slides and speaker details

Contact us:
GDC@practicalaction.orq.uk
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