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The Hidden Risks of Reassigning Sales Talent
RESEARCH REPORT:

Chally’s research consistently finds that not 
many people can play multiple sales roles 
effectively. For example, assessment results 
from 226,241 people who completed our 
Chally Assessment between 2013 and 2018 
showed that only about one quarter (27%) 
have the natural potential to succeed in both 
new business development and account 
management roles. The odds that any person 
could turn out to be a top performer in both 
roles fall below 10%. 

An analogy can be drawn between sales teams 
and baseball teams. Just as baseball has 
very specific positions – pitchers, outfielders, 
catchers, and short stops – sales has many 
different and unique roles. On baseball teams, 
a star pitcher is not expected to hit dozens of 
home runs, nor is a talented catcher expected 
to be successful at playing left field. We find the 
same to be true for sales. 

The latest CSO Insights Sales Talent Study found 
that the top 20% of salespeople accounted for 
53.6% of revenue over the last year. It can be 
tempting to think that these top performers 
can excel in any role in any market. However, 
our research shows that when top sales 
performers are plucked from their positions and 
reassigned to job roles with markedly different 
requirements, they generally fail and often quite 
badly.

This report summarizes our research and 
reminds readers that it’s critical to consider role 
fit when realigning sales talent or restructuring a 
sales organization. 

Through a series of more than 400 validation 
studies, Chally identified the characteristics, 
behaviors, and traits needed to distinguish high-
performing individuals from poor performers in 
14 different types of sales and sales leadership 
roles. We also analyzed data from talent audits 
conducted with more than 400,000 people to 
identify top performers in each of the 14 roles.

We then evaluated the strengths and 
weaknesses of these top performers and 
statistically correlated them with the 
requirements for each of the 14 positions to 
determine their likelihood of success in the other 
roles. What we found was that the likelihood of 
top producers repeating their success in another 
role is slim. The factors that make one person 
outstanding in one role may not translate to 
positions with different requirements.
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For example, only 7.3% of top performers in 
New Business Development roles have the 
necessary capabilities to be a top performer in 
an Account Management position. Only 30.1% 
have a chance of performing at a moderate level. 
Shifting these top performers to a new position 
would reduce sales productivity in their new role 
by more than 40 percent. 

Since it is possible to determine an individual’s 
likelihood of success in any one of 14 sales 
roles using the comparison outlined above, it is 
also possible to conduct a financial simulation 
to determine what the reassignment of top 
producers will cost a company. If a company 
reassigns its 20 top producers in Account 
Management roles, for example, it could expect 
that only two of them would be top producers 
in a New Business Development role. Further, 
about six of the 20 would be moderately 

successful, the remainder are likely to fail, and 
the overall financial result would inevitably be a 
steep drop in sales.

To illustrate this point, let’s suppose that 
top producers in Account Management (AM) 
generate $2 million each and top producers in 
New Business Development (NBD) generate $3 
million each. After looking at these numbers, the 
CEO decides to reassign the 20 top AM producers 
to the NBD group, hoping to increase overall 
revenue by 50%. According to our predictive 
science, only two of the newly assigned sales 
professionals would become top producers 
in the NBD group (generating $3 million 
each) while an additional six would become 
dependable producers generating around $1 
million each. The other twelve would likely 
fail to make even $1 million, so let’s estimate 
them at half a million each. The following table 
compares the two deployments.

The Impact of Improper Realignment

While admittedly extreme, this example illustrates the potential risks of reassignment. Sales leaders 
who consider all sales roles to be similar may try to reassign superstars from one area to another. 
Our research shows that such reassignments generally fail because the new role likely demands 
different abilities and attributes. In fact, reassignments that ignore the differences in sales roles can 
greatly reduce revenue. Before undertaking any restructuring or reassignments, we recommend first 
identifying the essential competencies required for each role and then assessing each salesperson’s 
core sales strengths to determine the role where he/she can have the greatest positive impact.

BEFORE: 
(Account Managers)

AFTER: 
(New Business Developers)

Number  
of Reps

Average 
Revenue Total Number  

of Reps
Average 
Revenue Total

20 $2m $40m 2 $3m $6m

6 $1m $6m

12 $.5m $6m

$40m $18m

20
REPS

As you can see, 
reassignment of 
the top producers 
from Account 
Management to 
New Business 
Development in an 
attempt to increase 
sales from $40m to 
$60m could actually 
up reducing sales 
from $40m to $18m.
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