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6 Best Practices
Finding and keeping the right sales talent is 

a universal challenge for sales organizations 

across industries. In fact, according to CSO 

Insights, 84% of today’s sales leaders don’t think 

they have the team they need to succeed.1 

A deeper look at statistics from the past few years further 

illustrates the challenge:

US sales leaders conclude that fewer than one 

out of five new sales hires added over the past 24 

months have been successful.2

In recent years, 43% or more of all sellers failed to 

make quota.3

Sales organizations are over-reliant on their top 

talent with the top fifth bringing in almost 60% of 

revenues. 

Sales high performers are responsible for 67% 

more revenue than average performers.4 

43%

60%

67%

These statistics reflect the tremendous impact that sales 

hiring can have on your bottom line. In addition to the 

direct impact on revenue, poor hiring causes fallout that 

can be felt throughout the organization in the form of:

Lost momentum, disruption to the workforce

Cost of time, energy, and resources in hiring, 

onboarding, and training 

Impact to team morale and production

Damage to external and client relationships

Reputation of your company

Collateral damage – turnover within the 

organization

Fortunately, your sales organization is not fated for 

failure. According to CSO Insights, “Most organizations 

are planning to grow their net salesforce size an average 

9%. This means that an organization can substantially 

change the face of their sales organization within two 

years, if they make the right hiring decisions.” Even more 

encouraging is the fact that effective hiring is proven to 

impact the bottom line in the form of higher percentages 

of salespeople making or exceeding goals and higher win 

rates of forecasted deals. 

In this paper, we’ll provide guidance for CSOs, CHROs, 

and other sales and human resources leaders on how to 

implement a process that results in effective selection. 

You’ll learn six best practices that you can begin to 

implement immediately.

Six Best Practices for Sales Talent Selection 

• Don’t Assume All Sales Roles Are the Same

• Use a Valid Success Profile for Each Role 

• Replace Intuition with Data 

• Follow a Consistent Process

• Monitor Results

• Revisit Positions and Adjust Profiles as Conditions 

Change
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1 | Don’t Assume All Sales Roles Are the Same

Our guess is that you have multiple roles within your 

sales organization. Our 45+ years of research have shown 

that different sales roles require different strengths. For 

example, new business developers need strengths in 

networking, qualifying prospects, and problem-solving. 

Account managers, on the other hand, need to possess 

the aptitude to educate customers, solicit feedback, and 

get things done on behalf of their clients or customers. It 

is extremely rare to find one person who has the natural 

capacity to perform both jobs well. In fact, it’s so rare 

that we call these people “purple unicorns” – meaning stop 

looking for something that does not exist! Instead, get clear 

on what roles you need based on your market and sales 

approach and then focus on finding people with the potential 

to succeed in those sales roles. 

Over the years, we have developed, tested, and refined a 

framework that can help clients better design their sales 

organizations and align their sales roles with the needs of 

their buyers. We call this framework the Quadrant Approach. 

The Quadrant Approach

Research originally conducted by the Chally Group Worldwide, and continued today by Chally, has found that buyer need 

is largely driven by two factors – the complexity of the solution and the buyer’s experience with products, services, or 

solutions like yours. For ease of application, we’ve sorted market (buyer) types into four quadrants.

Only after you have taken steps to understand your market (buyer) types and the selling approach that supports buying, 

are you ready to start selecting or moving people into specific sales roles. We emphasize the word “specific” here because 

we know that there is no such thing as a generic superstar salesperson. Sure, all selling roles require table stakes such as 

the ability to communicate and close. But real sales pros possess special skills and strengths that allow them to excel in 

specific positions. 

Identifying your 
market quadrant helps 
you align your sales 
approach and sales 
roles to what buyers 
in that quadrant need 
in order to make a 
purchasing decision.

Don’t try to hire generic salespeople – they won’t succeed, and your revenue will suffer. Sales roles are now 
so specialized that you need specialized hiring criteria as well.
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Our whitepaper Moneyball uses analogies from the world 

of baseball to illustrate this point. Every pro baseball 

player must throw, catch, and hit. Yet, what it takes to be 

a great hitter is dramatically different from the natural 

strengths and skills needed to become a winning pitcher. 

Just like athletes in baseball, not many salespeople can 

excel in multiple unique roles such as business developer, 

account manager, solution architect, etc. The key to 

successful selection in sales lies in identifying the natural 

strengths that statistically differentiate between top and 

bottom performers for a specific position.

Even people who know sales frequently make the 

fundamental mistake of thinking that you can simply 

divide sellers into “hunters” and “farmers.” We find that 

this simplistic and binary perspective can limit sales 

growth. Our research shows that there are at least 12 

different types of selling roles. While many of those roles 

have a superficial similarity, the core strengths needed for 

each role can vary widely. In addition, we know that sales 

management requires its own unique set of capabilities. 

The Predictive Talent Assessment Sales Profiles map 

below demonstrates a decision tree that allows sales 

executives and their HR teams to identify the starting role 

profile that best matches their sales position(s). 

Before you start hiring, take the time to sort your roles or positions based on questions such as:  

Is the primary purpose of the role to sell or to 

supervise? 

Are people in this position selling to consumers, 

partners/distributors, or other businesses? 

Are the client interactions high touch (in-depth 

face-to-face/telephone/web-based) or high 

volume (brief frequent phone/email/web-based)? 

Is the salesperson’s responsibility primarily to 

acquire new accounts (hunter) or maintain and 

grow existing accounts (farmer) or a mix?

Is the position primarily responsible for selling 

the company’s full line of offerings or specialized 

products or solutions? 

Is the role focused on selling products or more 

complex solutions?

Q1:

Q2:

Q3:

Q4:

Q5:

Q6:

https://engage.chally.com/landing-page/resources/whitepaper/leveraging-the-techniques-of-moneyball
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The Chally Predictive Talent Assessment Role Profle Descriptions

New Business Development
The New Business Development role brings in new 

business from large accounts. Individuals in these 

roles are often referred to as “hunters.” New business 

developers are tasked with generating new leads and 

discovering novel ways to apply their products and 

services. People in this type of role have little post-sale 

contact. They turn their recently closed business over to 

colleagues who deliver and maintain the account, so they 

are free to continue their quest for new customers.

Account Management
The Account Manager role grows sales to existing accounts 

by increasing sales of existing products and/or expanding 

sales through new buyers within the account. Account 

Managers are tasked with building customer relationships, 

meeting or exceeding customer needs, and making it easy 

to do business with their company. Key activities include 

account planning and partnering with internal support 

networks to facilitate special requests, even in off hours.

New Product Field Sales
The New Product Field Sales role is responsible for 

maximizing sales of new products within a territory/

market by finding new customers and servicing existing 

ones. The mix of revenue from new business to existing 

business can be as much as 70/30. With a typical sales 

cycle of six months to one year, these sellers are tasked 

with understanding the needs of multiple buyers within 

an organization (who may have little experience with the 

seller’s products) and building a solid business case for 

the sale.

Consultative Solution Sales
The Consultative Solution Sales role is responsible for 

growing sales within a territory/market by finding new 

customers and servicing existing ones – usually a 70/30 

ratio. They are tasked with selling their firm’s full array of 

products by identifying problems and devising solutions 

that address them. Key activities include conducting 

a thorough needs analysis with multiple buyers and 

configuring appropriate solutions to meet them. A typical 

sales process can take up to 6 months or more.

Relationship Solution Sales
The Relationship Solution Sales role is responsible for 

acquiring new customers and servicing existing ones 

within an assigned territory/market – usually 20/80 ratio of 

new to existing business. The emphasis is on maintaining 

and growing sales within existing accounts by identifying 

additional needs and other departments/functions within 

the customer organization who can benefit from their 

solution. They are tasked with strengthening relationships 

with multiple constituents within assigned accounts 

and for advocating on their behalf, making it easy to do 

business with their firm.

Relationship Product Sales
The Relationship Product Sales role is responsible for 

acquiring new customers and servicing existing ones 

within an assigned territory/market – usually a 20/80 

ratio of new to existing business. They sell the full array 

of products to buyers who are reasonably expert at 

using them. They are tasked with advocating for, and 

providing good service to, their customers, building strong 

relationships through regular contact and growing sales 

by uncovering additional buyers within the account and 

seeking referrals.

Specialized Solution Sales
The Specialized Solution Sales role is responsible for 

growing sales of systems or solutions that require 

significant customization and training to implement. 

They often support sales of a specific subset of solutions 

and provide extensive technical expertise to configure 

the solution. They are typically resident experts who 

work with the sales team to sell to prospects or existing 

customers and are not typically bound by territorial, 

industry, or vertical market constraints. 

Specialized Technical Sales
The Specialized Technical Sales role is tasked with 

selling a specialized set of products and is not typically 

bound by territorial constraints. They are product 

experts who act as resources to the customer to help 

its personnel do their jobs more effectively by using the 

seller’s offering. Additional aspects of the role include 
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acting as a liaison with the seller’s internal contacts and 

providing continuous updates associated with market 

and legislative changes that might impact the customer’s 

needs.

Transactional Product Sales
The Transactional Product Sales role is responsible for 

selling discretionary products on a transactional basis. 

They are tasked with handling a high volume of calls/

face-to-face interactions and being resilient in the face 

of rejection and short sales cycles. Key activities include 

identifying customer needs, gauging the customer’s 

readiness to buy, and closing the transaction by 

personalizing product benefits. 

Indirect Sales
The Indirect Sales role is responsible for supporting a 

network of distributors, agents, value-added resellers, 

or manufacturer’s representatives. They have little direct 

authority over these sales forces except in rare cases 

where they are under contract to sell only their products 

or services. As a result, they are tasked with training 

and motivating distribution partners through joint calls, 

promotions, and/or special bonuses.

Inbound Inside Sales
The Inbound Inside Sales role responds to contact 

initiated by customers over the phone or via electronic 

communication. Sellers in these roles have a high degree 

of product knowledge and are tasked with gaining an 

understanding of the caller’s needs or requirements and 

quickly identifying the appropriate actions to move the 

opportunity towards a sale, meeting, or other relevant 

outcome. In some cases, they may be responsible for 

taking orders and maximizing sales of products by up-

selling and cross-selling and may have a quota.

Outbound Inside Sales
The Outbound Inside Sales role is responsible for initiating 

phone/email contact with prospects and customers to sell 

assigned products/services, and often have a quota. In 

some organizations, there may be levels of specialization 

where inside sales may work with small customers that 

cannot be profitably serviced by the field sales force. 

Alternatively, other organizations may use these types of 

roles for cold-calling and scheduling appointments for 

outside salespeople.

Sales Management
The Sales Management role is responsible more for 

building the quality and productivity of salespeople 

than for managing customers and is driven by the 

team’s success. They are tasked with hiring, developing, 

motivating, and coaching individual sellers while 

controlling the focus, direction, and performance of the 

team. Key activities include product/service and sales 

training, managing the team, monitoring sales projections 

and budgets, and championing new initiatives. 

2 | Use a Valid Success Profile for Each Role 

Companies often hire based on characteristics that 

are “believed” important by interviewers, but which 

later prove to have little to do with actual on-the-job 

performance.

For example, a group of real estate firms had consciously 

selected individuals who were highly accurate and had a 

sense of detail. Those traits were considered to be very 

important for those who choose to go into real estate 

sales. However, they were not a determinant of success 

because high performers and low performers shared 

those same traits relatively equally. A validation study 

is designed to screen out this type of false indicator 

of success and focus on factors that differentiate 

performance.

Our research repeatedly shows that the most accurate 

prediction of success on the job is based on no more than 

eight factors. Add any more, and you risk diluting your 

criteria, watering down the prediction of success, and 

reducing selection accuracy.
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The Predictive Talent Assessment measures natural aptitude for 

135 sales, service, and leadership competencies. Statistical analysis 

conducted via more than 400 validation studies has shown that each 

role requires markedly different natural strengths and talent. 

For example, compare the following two types of sales roles: 

Consultative Solution Sales and Outbound Inside Sales. 

The Consultative Solution Sales job family encompasses positions 

that focus on selling complex solutions to teams of relatively 

inexperienced buyers. Titles for this type of role vary from Enterprise 

Account Executive to Sales Consultant to Business Development 

Director. Successful sellers in these roles need to be able to bring in 

new business and manage complex opportunities in their funnel.

Predictive Competencies for Consultative Solution Sales:

• Continuously Develops Sales Leads

• Uses Standard Discovery Questions to Qualify Prospects

• Makes Persuasive Presentations
• Commits Extra Effort to Ensure Success
• Advocates for Customers to Drive Results

• Adapts Sales Approach to Match Buyer Motivations

An Outbound Inside Sales role is often called a Business 

Development Rep or Sales Development Rep. People in these roles 

also sell products or solutions to new buyers, however, because they 

are reaching one buyer instead of many, and because they close for a 

next step rather than a complex sale, the competencies they need to 

be successful are very different.  

Predictive Competencies for Outbound Inside Sales: 

• Makes Persuasive Presentations
• Builds Business by Proactive Customer Contact

• Maintains Active Pace

• Highlights Standard Benefits when Addressing Buyer 

Concerns

• Updates Working Knowledge of Offerings to Provide 

Recommendations

• Commits Extra Effort to Ensure Success

Profile Validation 

A statistical validation process 

identifies which factors predict 

success for each specific sales 

position. There are two approaches 

to validation that are most used for 

hiring. The first approach, criterion-

validation, involves collecting 

performance data (criteria) and 

analyzing the factors that reliably 

and consistency predict successful 

performance on those criteria. The 

second approach, called content 

validation, involves studying a job 

to determine whether its essential 

activities and metrics closely align 

with a criterion-validated profile. 

In these cases, the principal of 

transportability indicates that results 

on a matching predictive benchmark 

can be used to inform selection of 

candidates for that role. 

Once a content-validation analysis 

or a criterion-validation study 

is complete, a specific profile 

for success for that position is 

established. New sales candidates 

can then be measured against 

the same profile and an accurate 

assessment made of their potential 

for the new role. In addition, existing 

employees can be measured on 

the profile to aid with development 

planning.
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3 | Replace Intuition with Data

A study conducted by the International Personnel Management 

Association analyzed how well job interviews accurately predict 

success on the job. The surprising finding was that the typical 

interview increases your chances of choosing the best candidate 

by less than two percent. In other words, flipping a coin to choose 

between two candidates would be only two percent less reliable 

than basing your decision on an interview. 

Experts offer three reasons why interviews, while the most common 

selection tool, are such poor predictors of sales success: 

Many managers who reached their position by virtue of their sales 

success believe they can instinctively recognize a good candidate. 

Most hiring managers decide in the first 30 seconds of meeting 

someone if they like the person, and that often determines if they 

will hire them. Even when doing behavioral interviews, after the first 

30 seconds, many spend the next 60 minutes justifying their decision 

as to whether they will hire the person. Most will literally steer the 

interview in the direction they want it to go to achieve the outcome 

they have already decided is appropriate.

Hiring managers tend to hire people who remind them of themselves 

without looking objectively at what is actually needed to be 

successful in the role. Extroverts hire outgoing people, introverts 

hire quiet people, etc. These tendencies are entirely unconscious 

- which makes them difficult to avoid. As a result, many firms are 

inadvertently introducing bias and limiting diversity.  

Most managers don’t structure their interviews in advance. Even 

when they plan their questions, few hiring teams determine the 

ideal answers to questions (known as developing a scoring weight). 

Structured interviews with competency-based questions and 

behaviorally anchored rating scales have become the norm for some 

fields – sadly they are rarely used for sales hiring. 

Tips for Legal Compliance

Federal and state laws protect 

workers against hiring practices 

that may have adverse impact on 

them. Hiring teams must take care to 

minimize the potential for adverse 

impact and ensure that all selection 

methods are non-discriminatory and 

comply with the U.S. government’s 

4/5ths guidelines. When choosing 

an assessment, be sure to talk with 

your provider about the steps they 

take to comply with EOC guidelines. 

A good partner will work with you 

to demonstrate that their tools are 

used appropriately within your hiring 

process to predict who will be a 

good employee in meaningful and 

statistically significant ways.
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Successful sales managers know they can improve the quality of 

their decisions by using a combination of screening and selection 

tools such as competency-based structured interviews, simulations, 

and predictive assessments. Predictive assessments can provide 

objective data that is much more reliable than gut feel. A good 

predictive assessment report will show you your candidate’s scores 

on what matters most for the role.

For example, each Predictive Talent Assessment selection report 

shows the candidate’s scores on the competencies that predict 

success factor for that specific role. It points out strengths and 

limitations and indicates where candidates may need further 

development once hired. More importantly, it gives the company a 

tangible indication of the candidate’s natural aptitude for a specific 

role by indicating whether the candidate is a Good Fit, Possible Fit, 

or Not a Natural Fit. 

Choose a Predictive Assessment – 
Not a Personality Test 

In sales, we sometimes see 

managers who want to use analytics 

to improve their hiring, but who 

choose the wrong measure. Take 

off-the-shelf personality tests such 

as the MBTI, DISC, etc., as examples. 

Tools like these might measure 

extroversion or how competitive 

one is. At first glance, they seem to 

be an improvement over gut feel. 

In reality, personality tests show no 

correlation with sales success. In 

fact, solid statistical research from 

many objective sources shows little 

correlation between the most used 

personality tests and any specific job.

You might enjoy knowing your sales 

candidates have self-confidence and 

energy, but to build a winning team, 

you need the ability to reliably predict 

who can develop sales leads and who 

can close deals. That’s why Howard 

and Sally Stevens, the creators of The 

Predictive Talent Assessment, started 

measuring aptitude for specific sales 

behaviors. Beginning in the 1970’s, 

these pioneers in prediction were the 

first team to use advanced statistics 

to identify what competencies truly 

differentiate success in specific sales 

roles. 
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4 | Follow a Consistent Process

Assessments can be a tremendous value-add to your selection 

process if used properly, but in many cases a company’s internal 

processes limit the effectiveness of the tools.

According to the most recent CSO Insights Sales Talent Study, sales 

organizations that consistently use hiring tools are 30% more likely 

to have confidence in their talent. These organizations report that 

10.9% more of their salesforce meet or exceed their goals.

The key here is consistency. Organizations who have assessment 

tools but admit to not using them consistently experience lower 

performance than many who use no tools at all. 

Here are the critical actions you’ll need to take to ensure consistency: 

• Outline the required steps and tools in your hiring process.

• Ensure the same tools (e.g., assessments, structured interviews, 

simulations) are used for all your candidates who are advanced 

to the next stage. 

• Always use your assessment at the same point in your selection 

process. 

• Agree to how results of assessments, interviews, and simulations 

will be weighted and factored into the hiring decision. 

• Hold everyone accountable for consistency in following your 

process. 

Use Assessments Early in the Hiring 
Process 

Companies may use selection tools at 

different times in the hiring process 

(i.e., before the first interview, after 

the phone interview but before the 

onsite, or as a final step before the 

offer). If you’re looking to really 

improve your hiring processes, 

assess your candidates BEFORE 

they get to the hiring managers if 

possible. Assess 6-10 candidates 

before they ever meet the hiring 

manager, and then pass the 2-3 most 

qualified candidates on to the hiring 

managers. You are now ensuring 

hiring managers only see qualified 

candidates, and they can use the 

assessment results to help them 

delve deeper into which candidate 

might be the best fit for the role they 

seek to fill. In fact, even if you pass on 

the entire group to hiring managers, 

at least now they have assessment 

results to help frame their thought 

process before they interview. 

30% 10.9%
more likely to have 

confidence in their talent
more of their salesforce 

meet or exceed their goals
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5 | Monitor Results 

So how do you know if your hiring process is working? 

Leading companies get results by creating a cadence to 

monitor the results of their talent processes.5 In other 

words, they gather metrics, analyze data, evaluate 

effectiveness, and turn their insights into action. 

It’s hard to imagine any leadership team agreeing to spend 

money without knowing what they expect to gain and how 

they will evaluate the results. However, as Peter Cappelli 

writes, “An adage of business is that we manage what we 

measure, but companies don’t seem to be applying that 

maxim to tracking hires.”6 According to Cappelli, only 

about a third of U.S. companies report that they monitor 

whether their hiring practices lead to good employees and 

few of them do so carefully.

At Chally, we’ve observed the fact that many companies 

aren’t tracking results because they don’t know where to 

start. Here are some of the metrics that leading companies 

use to measure and evaluate the success of their sales 

hiring program: 

• Cost per hire 

• Time to hire 

• Quality of hire

• Early indicators of new hire performance

• Ramp time 

• Performance metrics once ramped 

• Retention rate

• Ratio of voluntary to involuntary turnover 

We recommend starting simple by choosing just 2-3 of the 

above metrics. Learning how to gather, track, and evaluate 

success on these metrics will make it easier to add to your 

practice over time.

6 | Revisit Positions and Adjust Profiles as
      Conditions Change 

After you put the time, effort, and focus into codifying a 

consistent hiring process including choosing valid profiles, 

you may be tempted to consider the work done. It’s not. 

To quote CSO Insights, “This is not a ‘set it and forget it’ 

initiative.”

Over the past decade, customer buying preferences and 

processes have evolved. As organizations adopt new 

buying processes, the competencies required to succeed 

in sales roles are changing too. Competencies that, only 

a decade ago, were considered essential are now lower in 

priority. Yesterday’s sales strengths have become today’s 

minimum skill requirements. Unfortunately, too may sales 

managers continue to hire for sales profiles that worked 

in the past but have not been validated for the present or 

future. In some cases, we’ve seen clients who restructure, 

redesign roles, and even change job descriptions without 

stopping to ensure the hiring profiles they are using are 

still valid predictors of performance. 

We encourage our clients to review their hiring profiles 

at least once per year. Stop and think about whether 

your go-to-market strategies, sales processes, or value 

propositions have changed or are changing. If so, take a 

time out to update your hiring profiles to ensure you find 

and select the sales talent you need to succeed today.



Summary

Best-in-class companies recognize that hiring incorrectly 

is a very expensive business proposition. Meanwhile, best-

in-class companies know that poor hires are expensive, 

and they know that in order to have a sustainable 

competitive advantage, they must hire those who are 

capable and talented enough to help them reach success. 

As a result, they take the time to implement effective 

hiring processes and continuously improve them. In this 

paper, we introduced six best practices those best-in-class 

companies use.  

We always say your sales talent strategy should be both 

an art and a science. You can’t strictly rely on intuition 

and opinion to drive your selection decisions. Predictive is 

the science part of it. Simply put, predictive analytic tools 

give you the ability to use data and analysis to inform your 

talent decisions. We hope you will use the suggestions in 

this paper to become one of the best-in-class companies 

that applies the rigor and consistency needed to select a 

sales force that sells. 
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