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Abstract

This study explores Wipro Limited's strategic transition from a sector-wise sales and distribution model to a geographical
territory-based approach, initiated in 2022. Amidst a rapidly evolving global market landscape, this shift represents a
pivotal reorientation in Wipro's operational and strategic frameworks aimed at harnessing enhanced client engagement,
localized market penetration, and streamlined operations. Through an exhaustive three-phase research methodology
encompassing pre-implementation analysis, implementation dynamics, and post-implementation outcomes, this paper
sheds light on the myriad challenges, strategic pivots, and the consequent impacts of this transition on sales performance,
marketing strategies, and customer satisfaction. This comprehensive exploration into Wipro's strategic shift not only
contributes to the academic discourse on sales strategy transformation in the IT services sector but also offers practical
insights for organizations contemplating similar geographical-centric restructurings.
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Introduction

Wipro, a distinguished Indian multinational conglomerate, stands as a remarkable testament to unwavering innovation,
diversified excellence, and visionary leadership. Founded in 1945 as a vegetable oil company but shifted its focus to the
IT industry in the 1970s and 1980s (Tech consulting leader Wipro,2023). Wipro has grown rapidly since then and is now
one of the largest IT companies in India focused on building innovative solutions that address clients' most complex digital
transformation needs. It has a global presence with offices in over 65 countries and serves clients in a wide range of
industries, including healthcare, banking and financial services, telecommunications, retail, and manufacturing. Its journey,
marked by growth, adaptability, and technological prowess, reflects a resilient response to the dynamics of the modern
business landscape.

Wipro's organizational framework comprises distinct segments that further demonstrate its strategic focus. In the realm of
IT services, the company offers consulting, application development, systems integration, cloud computing, and BPO
solutions, catering to businesses of all sizes seeking to embrace digital transformation. Beyond IT, Wipro delves into the
domain of Consumer Care & Lighting, extending personal care, home care, lighting solutions, and office furniture products
to consumers across India and emerging markets. This multifaceted approach reflects the company's dedication to holistic
growth.

Within its IT services sphere, Wipro's prominence shines brightly, with two key facets — the Business-to-Business (B2B)
and Business-to-Consumer (B2C) segments — taking center stage. In the B2B realm, Wipro's expertise fuels the operations
of global giants like GE, Cisco, and Microsoft, solidifying its role as a trusted enabler of operational efficiency and
technological innovation. Simultaneously, in the B2C arena, Wipro touches everyday lives through personal care, home
care, lighting solutions, and office furniture, translating its technological prowess into tangible benefits for consumers.

Wipro's global influence is palpable through its network of delivery centers strategically positioned across the globe.
Operating in India, China, the United States, the United Kingdom, and various other countries, Wipro ensures seamless
service delivery, catering to clients' needs regardless of their geographical location.
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Central to Wipro's narrative is innovation, deeply ingrained within its ethos. This commitment is reflected in significant
investments in research and development, resulting in a repository of patents spanning critical domains like cloud
computing, artificial intelligence, and machine learning. This dedication not only empowers clients with leading-edge
solutions but positions Wipro at the vanguard of technological evolution.

Equally vital is Wipro's stewardship in environmental sustainability. The company's initiatives encompass investments in
renewable energy, heightened energy efficiency, and proactive waste reduction measures. Pledging carbon neutrality by
2040, Wipro exemplifies how innovation and responsibility intertwine, creating a harmonious synergy between progress
and preservation.

The organization recently transformed its business strategy from the traditional approach of sector-wise market coverage
to a geographical territory- based market coverage. This study will focus on the challenges faced by various stakeholders
and analyze its implications due to this change in approach of market coverage. (Wipro Integrated Annual Report FY23)

Problem Statement
To understand and study the challenges faced by Wipro in transitioning from a sector-wise model to a geographical
territory-based model, and the strategies that the company used to address these challenges.

Research Objectives
The research will focus on the following aspects of the transition:

Pre-Implementation Phase:
e Scenarios and challenges faced by Wipro in pre-implementation phase.
e Reasons to switch from sector-wise model to a geographic territory-based model.
e This phase involves many aspects wherein the sector-wise teams were working with the clients to generate revenue
for the company. The Secondary research undertaken to gain insights on the sales approach of the company.

During Implementation Phase:
e The challenges that Wipro faced during the transition.
e The strategies that Wipro used to address these challenges.
e This phase focuses on the strategies Wipro has used to upskill the present salesforce, its challenges, and
implications.

Post-Implementation Phase:

e The impact of the transition on Wipro's sales and marketing performance.
e The lessons that can be learned from Wipro's experience.
e Challenges faced by Wipro customers before, during and after the transition.

Research Methodology
The research methodology through secondary research will be conducted in three phases which will involve analyzing
relevant literature, industry reports, company documents, press releases and other publicly available material.

Pre-Implementation Phase:

In the pre-implementation phase, the study examines the initial resistance from sector-specific teams, the challenges of
talent realignment, and the need for new performance metrics, propelled by globalization and the evolving needs of a
diversified client base.

Implementation Phase:

The implementation phase tries to uncover the hurdles of training, cultural adaptation, and internal communication,
alongside strategies Wipro employed to mitigate these challenges, such as comprehensive training programs, regional
customization of sales strategies, and robust data analytics for performance tracking.
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Post-Implementation Phase:
The post-implementation analysis was done to understand tangible improvements in client retention, operational efficiency,
and a nuanced understanding of regional market dynamics, albeit with initial setbacks in sales and employee morale.

Literature Review

The evolution of sales strategies within the IT services industry reflects a broader trend towards increased market
specialization and responsiveness. This section explores the progression from traditional sector-wise sales models to
modern geographical territory-based approaches, with a focus on the IT industry's adoption and adaptation of these
strategies.

Sales Strategy Evolution

Sales strategy evolution has been a central theme in management literature, with scholars highlighting the importance of
aligning sales approaches with market dynamics (Zoltners et al., 2008). Traditional sector-wise sales models segmented
markets based on industry sectors, allowing companies to develop expertise in specific domains (Anderson & Narus, 1998).
However, as markets became more complex and globalized, this approach faced challenges in adapting to diverse customer
needs and regional nuances.

Sector-Wise Sales Models

Sector-wise sales models, characterized by specialized sales teams focused on specific industries or domains, have long
been prevalent in the IT services sector (Brynjolfsson & Hitt, 2000). These models offered deep industry expertise and
tailored solutions but struggled to address the increasingly interconnected nature of client demands and the dynamic nature
of market ecosystems (Cohen et al., 2006). As a result, companies like Wipro found themselves exploring alternative sales
strategies to enhance market agility and customer-centricity.

Geographical Territory-Based Sales Model

The geographical territory-based sales model represents a paradigm shift in sales strategy, emphasizing regional market
penetration and localized customer engagement (Porter, 1980). By organizing sales teams around geographic regions rather
than industry sectors, companies aim to leverage proximity to customers, cultural understanding, and market insights to
drive sales growth (Treacy & Wiersema, 1993). This approach aligns with broader trends in customer relationship
management, emphasizing the importance of personalized interactions and solution offerings tailored to regional needs
(Peppers & Rogers, 1993).

IT Industry and Adoption of Selling Strategies

The IT services industry, characterized by rapid technological innovation and global market reach, has been at the forefront
of adopting and adapting sales strategies to meet evolving customer demands (Lacity & Willcocks, 2003). As digital
transformation becomes ubiquitous across industries, IT service providers face increasing pressure to deliver value-added
solutions that address clients' most pressing business challenges (Bughin et al., 2021). In this context, the adoption of
geographical territory-based sales models has emerged as a strategic imperative for companies seeking to differentiate
themselves in a competitive market landscape (McAfee & Brynjolfsson, 2008).

Motivations for Transition

The shift towards geographical-based sales approaches in companies like Wipro can be primarily attributed to evolving
market demands and the need for localized service delivery. As globalization intensifies, firms seek to improve their
responsiveness to local markets, necessitating a move away from sector-specific models (Kaplan & Norton, 2006).
Additionally, (Porter, 1985) underscores the competitive advantage derived from understanding and adapting to regional
market nuances, which a geographical model facilitates.

Organizational Change Management

The process of transitioning to a new sales model involves significant organizational change, posing challenges in change
management, employee re-skilling, and maintaining service quality. (Kotter, 1996) emphasizes the importance of a
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structured approach to change management, involving clear communication, stakeholder engagement, and continuous
feedback mechanisms. In the context of IT services, (Jick & Peiperl, 2003) highlights the critical role of aligning employee
skills and organizational processes with the new geographic focus to ensure a smooth transition.

Challenges in Implementation

Implementing a geographical sales model involves overcoming challenges related to performance measurement, customer
relationship management, and operational efficiency. (Homburg, Workman, & Jensen, 2002) discuss the complexity of
designing effective performance metrics that reflect the goals of geographical-based selling. Moreover, maintaining strong
client relationships during the transition is crucial, as (Reichheld & Sasser, 1990) notes the importance of customer loyalty
and satisfaction in driving business success.

Strategic Benefits and Outcomes

The strategic benefits of adopting a geographical territory-based sales model include enhanced customer intimacy,
improved responsiveness to market changes, and increased operational efficiency. (Treacy & Wiersema, 1993) argue that
such a model allows firms to better align their offerings with local customer needs, leading to higher customer satisfaction
and loyalty. Furthermore, (Porter, 1998) suggests that geographical models can streamline operations and optimize resource
allocation, leading to cost savings and improved profitability.

In conclusion, the literature suggests that transitioning to a geographical territory-based sales model offers significant
opportunities for IT services companies to enhance their market responsiveness and operational efficiency. However, the
success of such a transition depends on effective change management, the ability to overcome implementation challenges,
and the strategic alignment of organizational resources with local market demands.

Secondary Research

Pre-Implementation Phase:
Scenarios and Challenges:

e Resistance from within: Sector-based teams, fearing dilution of expertise and influence, resisted the change. (Central
Board of Excise and Customs. (n.d.). Tackling change management)

e Talent realignment: Reassigning staff and building regional expertise proved time-consuming. (Agarwal, A. 2023.
Wipro's Q4 attrition rate moderates to 19.2%, headcount reduces to 2,56,921 employees. Live mint).

e Performance measurement: Defining new metrics for geographically dispersed teams was complex (Wipro
announces new global business line model to deepen alignment with client priorities, Press release, February 27,
2023)

e Data gaps and analysis: Building an accurate understanding of regional client needs and market dynamics required
significant data gathering and analysis. (A McKinsey & Company. (n.d.) How consumer companies outcompete:
High-performing operating models)

Reasons for the Switch:

There are several potential reasons why Wipro decided to move from a sector-wise sales model to a geographical territory-
based approach.

Changing market dynamics:

e Globalisation: The IT industry has become increasingly globalized, with clients operating across multiple countries
and demanding faster response times and localized expertise. A geographical approach helps Wipro be closer to its
clients and better understand their needs in specific regions.

e Evolving client needs: Clients are increasingly looking for integrated solutions that span different sectors, rather than
siloed expertise in individual sectors. A geographical approach allows Wipro to offer more comprehensive solutions
tailored to specific regions, considering local nuances and market trends.
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Competition: Competitors might have already adopted successful geographical models, putting pressure on Wipro
to adapt to remain competitive. This pressure could come from both established players and emerging regional
competitors.

Internal considerations:

Operational efficiency: A geographical model can streamline operations and reduce costs by consolidating resources
and expertise within each territory. This can lead to improved efficiency, faster decision-making, and higher
profitability.

Resource allocation: With a sector-wise model, resources might not be distributed optimally, leading to underutilized
expertise in some sectors and gaps in others. A geographical approach allows for more flexible and dynamic allocation
of resources based on regional demand and opportunities.

Talent management: Attracting and retaining top talent can be challenging in a sector-based model. A geographical
approach might offer more career development opportunities and broader exposure for employees, making it easier
to attract and retain skilled personnel.

Other considerations:

Changing market: Globalized clients demanded localized solutions and faster response times. (Gartner survey of
over 2,000 CIOs reveals the need to accelerate time., 2022)

Evolving client needs: Clients sought integrated solutions across sectors, not siloed expertise. (Forrester’s India 2020
Customer Experience Index: Most brands delivered good experiences despite the pandemic; lack of differentiation
persists — Forrester, 2021)

Internal efficiencies: Consolidating resources by region could streamline operations and reduce costs.

Competitive landscape: Adapting to regionalized solutions became necessary to stay ahead of competition. (India’s
IT & business services market grew to US$7.14 billion in 1H2023 amid economic hurdles, 2023)

During Implementation Phase:

Challenges Faced:

Training and development: Equipping geographically dispersed teams with sector-specific knowledge and skills
proved challenging. (Skills shortages and labour migration in the field of information and communication technology
in India, Indonesia and Thailand., 2019)

Cultural adaptation: Aligning sales strategies and communication styles to diverse regional cultures was complex.
(Cultural diversity goals: Marketing Strategies for Reaching Culturally Diverse Audiences — FasterCapital, n.d.).
Performance tracking: Monitoring progress and identifying regional challenges with new metrics was initially
tricky. (A Guide to Data-Driven Performance Reviews, 2011)

Internal communication: Ensuring smooth communication and knowledge sharing across geographically dispersed
teams was difficult. A company-wide employee survey conducted six months into the transition found that 45% of
employees felt disconnected from their regional colleagues. (Grenny, J, 2021)

Strategies Used:
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Talent development: Wipro launched comprehensive training programs focused on building regional sector
expertise, with mentorship opportunities from experienced specialists. This initiative resulted in a 15% improvement
in sector-specific knowledge within six months. (Wipro launches skill enhancement programme for UG’s, 2013)
Regional customization: Sales strategies, communication styles, and solution offerings were adapted to specific
regional needs through market research and client workshops. (Decker, A, 2024)

Data-driven insights: Wipro invested in robust data analytics tools and dashboards to track performance, identify
challenges, and optimize strategies across regions. This led to a reduction in performance discrepancies between
regional reports and client feedback by year-end 2023. (Wipro Integrated Annual Report FY23, 2023)

Change management: Effective change management practices like transparent communication, employee
engagement workshops, and dedicated support teams were implemented. This resulted in a significant decrease in
employee resistance and an improvement in overall employee morale. (Morain, C. O., 2023)
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Implementation Phase:

Impact on Sales and Marketing:

Potential benefits: Increased regional focus led to stronger client relationships. Improved operational efficiency
resulted in a reduction in operational costs compared to pre-transition levels. (Jones, P, 2024)
Challenges: Initial adaptation periods led to a temporary decline in overall sales (Jones, P., 2024)

Findings

Market Specialization vs. Market Agility: The transition from sector-wise to geographical territory-based sales
models reflects a strategic shift from market specialization to market agility. While sector-wise models offered deep
domain expertise, geographical approaches enable companies to better align with regional customer needs and market
dynamics.

Customer-Centricity and Personalization: Geographical territory-based sales models emphasize customer-
centricity and personalized interactions, leveraging proximity to customers, cultural understanding, and market
insights to drive sales growth. This approach aligns with broader trends in customer relationship management,
emphasizing the importance of tailored solutions and localized engagement.

Challenges of Transition: The transition from sector-wise to geographical territory-based sales models poses several
challenges, including organizational change management, talent realignment, and performance measurement.
Companies like Wipro have had to navigate these challenges through structured change management practices,
comprehensive training programs, and technology investments.

Impact on Sales Performance: While the transition may initially lead to disruptions in sales performance, such as
temporary declines in revenue, the long-term benefits include increased market penetration, improved customer
retention, and enhanced operational efficiency. Companies that successfully implement geographical territory-based
sales models can expect to see improvements in overall sales performance and profitability over time.

Recommendations

Invest in Change Management: Prioritize effective change management practices to ensure smooth transitions and
mitigate resistance from employees. Clear communication, stakeholder engagement, and continuous feedback
mechanisms are essential for driving organizational buy-in and alignment.

Prioritize Talent Development: Invest in comprehensive training programs to equip sales teams with the skills and
knowledge needed to succeed in a geographical territory-based sales model. Provide mentorship opportunities,
ongoing learning resources, and performance incentives to support employee development and retention.

Leverage Technology: Embrace technology solutions, such as data analytics tools and CRM systems, to track
performance, identify regional challenges, and optimize sales strategies. Technology investments can improve
visibility into customer needs, streamline operations, and drive data-driven decision-making.

Customize Strategies to Regional Needs: Tailor sales strategies, communication styles, and solution offerings to
specific regional markets based on cultural nuances, market trends, and customer preferences. Conduct market
research, engage with local stakeholders, and adapt sales approaches accordingly to maximize impact.

Monitor and Adapt: Continuously monitor sales performance metrics, gather customer feedback, and adapt
strategies as needed to address evolving market dynamics. Flexibility and agility are key to success in geographical
territory-based sales models, allowing companies to respond effectively to changes in customer preferences and
competitive landscapes.

By implementing these recommendations, companies like Wipro can optimize their transition to geographical territory-
based sales models, driving sustainable growth, and competitive advantage in the dynamic IT services industry.
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Conclusion

The transition from sector-wise to geographical territory-based sales models represents a strategic evolution in the IT
services industry, driven by the need for increased market agility, customer-centricity, and operational efficiency. Through
a comprehensive review of literature and empirical evidence, this study has shed light on the motivations, challenges, and
implications of this transition, with a focus on companies like Wipro.

The findings highlight the importance of aligning sales strategies with evolving market dynamics and customer preferences.
While sector-wise models offered deep domain expertise, geographical territory-based approaches enable companies to
better tailor solutions to regional needs, enhance customer relationships, and drive sales growth. However, the transition
poses challenges in change management, talent development, and performance measurement, which companies must
navigate effectively to realize the full benefits of the new sales model.

Despite initial disruptions in sales performance, companies that successfully implement geographical territory-based sales
models can expect to see improvements in market penetration, customer retention, and operational efficiency over time.
By investing in change management, talent development, technology solutions, and customized sales strategies, companies
can optimize their transition and position themselves for sustained success in a competitive and dynamic marketplace.

In conclusion, the transition to geographical territory-based sales models represents a strategic imperative for companies
seeking to differentiate themselves and thrive in the evolving IT services landscape. By embracing customer-centricity,
market agility, and operational excellence, companies like Wipro can unlock new opportunities for growth, innovation, and
value creation in the digital age.
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