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No matter what kind of company you have, 
your people are what makes it run. With the 
right sales talent, you can raise your 
productivity, increase your revenue, and 
improve your organization in a myriad of 
other ways.
But what, exactly, constitutes “top sales talent” and how do you find the right people 
for your organization?

It starts with the hiring process, then moves to onboarding them properly, and continues 
with guiding them along the right career path. All three of these components need to be 
well-established in your company in order to find your version of “top sales talent” and 
help them reach their full potential. Let’s take a closer look at how each of these factors of 
success works.

The Hiring Process

It’s critical that you begin by bringing the right people onto your team. No amount of train-
ing or onboarding can change a person’s innate motivators and behavior style, so you need 
to be sure you have a good fit upfront.

So who are the right people? Finding the ones who are the most skilled at what they do is 
an important factor, but it’s not the only one. Truth be told, there are plenty of people who 
have the right skillset to work at your company. What’s more challenging is finding people 
who are the right fit for the role and your company culture.

Sales Talent Acquisition

First things first, you’ll need to determine exactly what the position requires for success. 
Gain insight on the role by bringing together a group of existing staff—those who will be 
working closely with the new sales hire, as well as internal stakeholders.
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Once you’ve identified the key competencies needed for long-term success in the position, 
your next step is to begin sourcing qualified candidates. Don’t limit yourself to placing ads 
on job sites or hiring a recruiter to get a list of potential employees. You may meet people 
at conferences, trade shows, or other industry events who seem like they’d thrive within 
your company.

Keep the ABR mindset – Always Be Recruiting. It’s important to be doing this constantly—
not just when you have a specific position to fill in your company. Make connections wher-
ever you can, and keep them on file. Even if they’re not what you’re looking for right this 
minute, you may be able to find a place for them in your organization down the line.

So, what are you looking for? There are, of course, the hard skills: things people need to be 
able to do in order to perform the job, along with the required knowledge and experience. 
As we said before, that’s the easy part.

Just as important, though, is making sure they have the right soft skills. This includes 
things like their attitude, their behavior, and the way they communicate. You also need 
to make sure they’re naturally motivated and engaged by what the position rewards. If 
they’re not innately driven to perform the duties that the job requires day in and day out, 
they’re not a good fit. They’ll quickly become disengaged and eventually will experience 
burnout—leaving you back at square one, and with a lot of wasted time, money, and energy.

Finally, one of the most important issues is this: even if they have all the right skills, are 
they the right cultural fit for your company? Will they fit in with the dynamic that your 
existing team has already established? Every company is different, and someone who 
thrives in one type of working environment may flounder in another. The best way to 
determine if someone is the right fit for your company, culturally and otherwise, is in the 
interviewing and screening process.

Best Practices for Interviewing

Many positions will require interviews with multiple members of your team. Committee 
interviewing provides a system of checks and balances, so that one person’s bias for or 
against a particular interviewee doesn’t become the deciding factor in what could be a poor 
decision. The committee decides on a specific standard for how to judge applicants, and 
each member decides how well each candidate meets those standards.
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It’s very important to get everyone involved in the interview process on the same page. 
Clearly communicate interview expectations, and make sure everyone understands their 
roles. That means clarifying what each individual will be focusing on during their time 
with the candidate in order to maximize the interview process.

Instead of falling back on the standard job interview questions, ask behavior based questions 
that get to the heart of how the candidate will act and react in specific situations that they’ll 
encounter regularly on the job. Here’s a good example for sales:

“You’re talking to a prospective client, but they’ve made it clear they don’t like or trust you. In fact, 
they’re being openly hostile and belligerent to everything you say. How do you handle it? What do 
you say to them to gain their trust?”

An honest answer to a question like this will tell you much more about a candidate than a 
parroted answer from a hundred other interviews.

You can also use peer interviewing: have your candidate shadow one of your top sales reps 
for the day. Someone who’s actually in the field, doing the same work that the candidate is 
interviewing for, will often have their own unique perspective on what someone needs to 
succeed in your organization.

https://brooksgroup.com/sales-training-blog/4-tips-maximizing-sales-hiring-process
https://brooksgroup.com/sales-training-blog/sales-interview-questions-you-need-be-asking


4

Plus, having candidates experience a day in the life of an employee is a good way to see 
firsthand whether or not they fit with your company culture. And finally, if they have some 
personality trait that doesn’t fit with your company—for example, a short temper, or gen-
erally impatient nature—it can be easy to hide in a 10-minute interview, but becomes a lot 
harder to hide over the course of an eight hour day.

Keep in mind that resumes give a lot of information about a candidate’s previous work 
experience, but they don’t do much to reveal what’s truly “under the hood.” To see past the 
interview façade and ensure you’re hiring someone who is a good fit for the role and your 
culture, back up your gut feelings with a validated, EEOC compliant assessment.

Onboarding

Once you’ve completed the hiring process, your next step is to acclimate your new employ-
ees to your company and culture. The onboarding process is about much more than basic 
training, or filling new sales hires in on company policies. The purpose is to make them 
a part of your company culture, so that they’ll grow and thrive within your organization 
over a long period of time.

Sales Talent Retention

On average, about 46% of new sales hires will leave a company within their first 18 months. 
A high turnover rate can have a variety of different negative effects on your company. For 
one thing, the constant churn lowers morale for the rest of your employees, which in turn 
leads to a loss of productivity.

Even more important, the more frequently employees have to be replaced, the more it 
costs your company. Recruiting and hiring new people costs not just money, but time 
and resources, as does training them. Plus, there’s always a catch-up period, where a new 
employee works to reach the productivity level of more seasoned employees. If your turn-
over rate is high, then there’s a greater amount of time in which productivity is lower than 
it should be.

https://brooksgroup.com/sales-hiring-assessments
https://www.forbes.com/sites/danschawbel/2012/01/23/89-of-new-hires-fail-because-of-their-attitude
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Counting time, money, and other resources, all told, it can cost a company, on average, 
nearly $115,000 to replace one salesperson on their team. Therefore, it’s in your best interest 
to keep employees around as long as possible. To do that, you need to be able to understand 
why they leave and what you can do to keep them engaged and motivated. The onboarding 
process is where you can first address these issues.

Training and Coaching

The first step in onboarding is to train your employees. Many organizations think of this 
as a one-time event, or a brief period at the beginning of their time at your company. But if 
it’s done right, training should be an ongoing process. Your employees should never stop 
learning, growing, and becoming better at what they do.

It should also be tempered with coaching. While training is about showing employees the ropes 
at your organization, coaching is more about mentorship, guidance, and improving skills. 
Coaching not only helps to improve performance, but also increases employee retention.

While coaching is widely considered to have the greatest impact on job performance, formal 
strategies tend to be poorly executed or non-existent. Quality coaching really is the catalyst 
of high performance and retention, so it’s important to make coaching programs a priority 
in your organization. Whether through one-to-one or team based coaching sessions, make 
it a point to implement a standard coaching cadence and stick to it.
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It’s also important to lay out job expectations in a clear, straightforward manner. What 
is expected of the new employee? What constitutes an acceptable success rate, versus an 
unacceptable one? Training helps employees to understand expectations. Coaching helps 
them to meet them.

Onboarding Over Time and Reducing Turnover

Much like training and coaching, the onboarding process as a whole continues over time. 
To make sure employees are successfully acclimated to your company, you should have 
30, 60, and 90-day plans for onboarding. Be sure to check in on your new sales hire’s prog-
ress after each of these milestones and determine what they’re doing well, where they’re 
struggling, and what type of targeted coaching can be used to help them further improve.

When it comes to employee turnover, one of the most prevalent reasons for leaving, 
as stated in exit interviews, is generally problems with the employee’s direct manager. 
By fostering better communication and a more helpful, mentoring relationship, employees 
are more likely to stay.

As far as progress goes, it’s important to set clear, measurable goals, with measurable out-
comes. For instance, how many sales should an employee make in their first month? How 
much total revenue should they bring in? How long should it take to nurture a lead into a 
sale? Laying this out allows employees to see their own progress and gives them something 
to strive for.

http://www.gallup.com/businessjournal/182321/employees-lot-managers.aspx
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To help them meet these goals, it’s important to provide regular feedback, in both formal 
and informal settings. Have meetings to discuss their progress, but also have casual con-
versations, where you provide encouragement for how they’re doing and tips on how to 
improve. Different employees have different communication styles, so find out what they 
respond to best and do your best to reach them on that level. Using a personal assessment 
is a great way to identify communication preferences and approach employees in a way 
that gets through to them.

Since communication is key, it’s also necessary that the channels of communication be very 
clear from the beginning, and that they work both ways. Just as you need to be able to talk 
to your employees to provide feedback, they need to be able to reach out to you when they 
need help. Therefore, they need to know who to go to when they have an issue, and what 
resources are at their disposal to help them find an answer.

In this regard, it often helps to provide mentors. A veteran employee who knows the ropes 
can help a new sales hire onboard more smoothly, and be there to answer questions and 
provide coaching, which takes some of the burden off of management. In fact, the bond 
between an employee and their mentor can continue for years, allowing the more seasoned 
rep to help their mentee to grow and advance, helping them lay out a career path and reduc-
ing the likelihood of them leaving for another company.

Career Pathing

Onboarding is an important step in improving employee retention, but it’s still just the 
beginning. The next step is helping your employees with their careers, in order to make 
sure that their future is with your company, rather than another one. Career pathing, if 
done right, shows employees that they’re more than just a cog in your machine. It demon-
strates that you genuinely care about them and are committed to their development at your 
company—that their success is your success as well.

Career pathing provides them with an opportunity for growth and advancement within 
your company. Another major reason why people leave their jobs is because there aren’t 
enough opportunities, and they feel like their career is stagnating, or stuck in a place where 
they don’t want to be. If you want to get employees invested enough in your organization for 
them to stick around, then you need to provide a path for them to be able to move forward.

https://brooksgroup.com/sales-hiring-assessments


8

Of course, growth and advancement mean different things to different people. Not every-
one is gunning for the corner office. In order to help employees on their career path, you 
first need to understand what motivates them.

Some of the most common motivators that people possess are:

• Utilitarian – interest in money and control of income

• Theoretical – discovery of knowledge and learning

• Aesthetic – interest in form, harmony, and creativity

• Social – giving back and helping others

• Individualistic – desire for leadership and influence

• Traditional/Regulatory – defined rules, regulations, and systems

Each of your employees will have a mix of what motivates them to get up every morning 
and perform. Every job has a unique set of motivators that it rewards, as well. The key is 
matching your sales talent to the position that rewards these motivators the best.

When position advancements are not available, organizations can broaden an employee’s 
responsibilities based on their motivators and skillset, or even give them a special project 
that is closely aligned with what motivates them. This can improve engagement and help 
an employee feel valued.

For this reason, it’s important to get to know your employees and find out what it is that 
motivates them, so that you can find opportunities for them, and help them move forward 
in other ways. An assessment such as Brooks Talent Index uncovers what is beneath the 
surface of a person, helping you align their motivators to the role.

Of course, sometimes, the move people want to make is lateral, rather than upward. You 
can give them all the advancement there is in their current position, and they still won’t be 
satisfied. That’s because what they really want is the opportunity to do something else, or 
thrive in a different environment. For instance, maybe instead of sales, they want to move 
into marketing. If you can recognize this in them, you can show them what it will take to 
make that move, help them along that path in whatever way you can, and consider them 
next time a position opens up in that department.



Conclusion

Many people simply show up to their job only to receive a paycheck—they’re not passionate 
about the work they do. In that scenario, these employees are likely to leave the organiza-
tion if another opportunity comes along that offers them more money, better hours, more 
job satisfaction, better location, etc. That’s why it’s so important—right from the begin-
ning—to take steps to keep your employees around for the long run.

It starts with the hiring process: finding people who don’t just have the hard skills to do the 
job, but who will fit in with your company and thrive in their role. Then, onboard, coach, 
and mentor them to help them succeed and make them feel like an integral part of your 
organization—that your company really cares about them as part of a family, rather than 
just someone doing a job. And finally, keep an eye on their career goals. Know what it is 
they want, and work with them to find ways of achieving it.

If you can do this, you’ll not only improve employee retention, but also have better produc-
tivity, more revenue, a better bottom line, and happier, more effective employees for years 
to come.

The Brooks Group offers a selection of hiring and talent development solutions, including 
comprehensive assessments that can be used for the entire lifecycle of the employee.

The system combines three assessments to accurately and objectively measure how com-
patible a person is for a specific role. Click here to try a free assessment and debrief today 
and start optimizing your hiring and talent development processes now.

The Brooks Group’s Hiring 
Assessment Stops Turnover and 

Dramatically Improves Hiring 
Success Rates

GET MY FREE 
ASSESSMENT

https://brooksgroup.com/receive-your-free-trimetrix-assessment-and-debrief
https://brooksgroup.com/receive-your-free-trimetrix-assessment-and-debrief
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About The Brooks Group

Founded in 1977, The Brooks Group is an award-winning B2B sales training company 
focused on bringing practical, straightforward solutions to your sales force selection and 
training challenges.

The Brooks Group provides a suite of proven sales and sales management development 
programs, industry-leading reinforcement tools, and best-in-class assessments.

For more information
The Brooks Group can be reached by phone at (800) 633-7762,  
by email at Contact@TheBrooksGroup.com or online at TheBrooksGroup.com.
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4 Step Action Plan for Sales 
Target Achievement

How to Create a Sales 
Meeting Agenda to Get More 

Done in Less Time [Template]

What is the Difference 
Between Account 

Management and Sales?

7 Tips to Help Your 
Salespeople Sell More to 

Existing Customers

Stay on Top with These Other Free Resources
The Sales Leader Blog

The Sales Leader blog covers everything you need to build 
and lead an elite sales team. From hiring sales superstars, 
to delivering highly effective sales coaching, to creating a 
healthy sales culture—and everything in between.

Stay up to date with popular posts including:

On-Demand Briefinars for Sales Leaders

What’s a briefinar? A short webinar designed for the busy sales leader who craves quality 
insight—but needs it in 20 minutes or less. Some of our most popular titles include:

ACCESS MORE  
BRIEFINARS

SUBSCRIBE TO THE  
SALES LEADER BLOG

ACCESS MORE 
 WHITEPAPERS

Explore Our Full Library 
of Sales Effectiveness 

Whitepapers

https://brooksgroup.com/sales-training-blog/action-plan-for-sales-target-achievement
https://brooksgroup.com/sales-training-blog/how-create-sales-meeting-agenda-get-more-done-less-time-template
https://brooksgroup.com/sales-training-blog/what-difference-between-account-management-and-sales
https://brooksgroup.com/sales-training-blog/7-tips-help-your-salespeople-sell-more-existing-customers
https://brooksgroup.com/webinars/7-tips-build-customer-centric-culture-and-increase-sales-revenue
https://brooksgroup.com/webinars/how-use-sales-interview-questions-uncover-candidates-true-potential
https://brooksgroup.com/webinars
https://brooksgroup.com/sales-leadership
https://brooksgroup.com/sales-resources/whitepapers
https://brooksgroup.com/sales-resources/whitepapers

