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Building a Sustainable 
Training Culture  

As a sales manager, your reputation is on the line when you bring in sales 
training for your inside teams. And the pressure’s on to get it right: Today’s 
inside sales organizations are becoming more and more complex, 
marketing is putting on the pressure, the Sales 2.0 environment is changing 
all the rules, and your incoming young Millennial salespeople are 
demanding fun.  
 
Get Your ROI! Business leaders like you are investing upwards of 
$53,000 in each inside sales rep and 4.5 months of productive sales time 
for onboarding according to The Bridge Group, Inc. But making the most of 
that investment is not just about training week. It’s your job to be there for 
your teams before training (to prep them), during training (to support 
them), and after training (to make sure all that great work translates to 
more sales). You’re there to build a sustainable training structure that’s 
going strong long after the trainer has left the building. 
 
Train Early, Train Often! Start training when a new inside sales 
rep is hired. Stop training . . . never. When comparing sales teams that 
implemented post-training reinforcement with non-adopters, Aberdeen 
Group saw a significant increase in customer retention (75% vs. 67%), team 
attainment of sales quota (79% of 71%), and percent of reps achieving 
quota (63% vs. 55%). 
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BEFORE Training Starts: 
Make Expectations Clear 

How you use the time before training begins is critical for success. Let your team 
know that you care about their professional development, and keep their energy 
level high. If they can see a future or a career path in your organization, they’ll be 
more motivated during training and they’ll continue to learn on their own after 
it’s over. 
 
Communicate Your Sales Process and Structure. Most 
inside sales organizations fail because they do not have a defined charter, or 
because that charter has not been communicated throughout the company. 
Everyone in your sales teams must understand their sales charter, how the sales 
process is structured, their revenue goals, the competitive landscape, and the 
customers’ engagement strategy. Incorporate these types of questions in your 
needs assessment. 
  Wrap the Training Around a Compelling Event.  
Set the stage and expectations for the training event. Teams need a strong reference 
point, something fun that they can associate the training with such as a sales kick-off 
or a new product release. This can help add excitement and meaning to the training 
process and keep them focused.  
 
Align Sales with Marketing. Selling in today’s Sales 2.0 landscape 
requires deeper alignment and broader understanding of marketing functions. Your 
inside sales teams must put their marketing hats on and learn how to nurture their 
top prospects with engaging content. And they will also need to build a robust library 
of email templates to use for their call campaigns. Sales training must aim to build up 
multi-dimensional sales talent.  
 
Everyone Must Co-exist. To maximize your training investment, include 
all teams. Lead development, inside sales, renewals, hybrid, and government teams 
can all co-exist, and so can people from different generations, genders, cultures, and 
seniority. Sales 2.0 is a collaborative culture. 
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Create Unified Company Acceptance and Support. It’s all 
about buy-in. The talent and staff must support the training program and reinforce 
a universal language at all times and throughout the organization. It is critical to 
exclusively dedicate some roles for training reinforcement, including Team Leads, 
Training Coaches, Quality Assurance, Managers, and Directors. These people must 
be deeply involved throughout the process. 
  
Build a Safe Coaching Culture. According to Pew Research, 61% of 
Millennials say they need specific direction from their manager. Increased 
coaching—good, personal coaching— is the answer. Don’t be shy when it comes to 
coaching your team members. Don’t micromanage, but do be generous and 
positive with your feedback. Effective coaching can increase skill awareness and 
make reps more open to sales training. 
 
Make Loud Noises and Announcements about the 
Training. The best way to get buy-in is to prepare the team for their training 
and get them excited about it. Tell them what you expect from them, and don’t 
forget to mention appropriate attire, open-mindedness, and willingness to absorb 
new information.  
 
Establish Competencies. When you bring on a new team, they need to 
know what is important and how they will be measured. This list of competencies 
will help them understand what is expected of them and also help you understand 
their progress:  
 
 
 
 
 

• General momentum, 
productivity, and efficiency 

• Product and technical 
knowledge 

• Strong partner relationships, 
customer satisfaction 

• High tool IQ 
• Social media score, high 

digital influence 
• Attitude and motivation 
• Coachability 

• Strong, healthy activity with call 
volume and funnel activity, 
number of 
appointments/meetings 

• Deliverables, results, sales 
performance, 
paperwork/administrative, 
expense management 

• Track record of sales success, 
consistency 

•  Team player 
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DURING the Training: 
Participate and Observe 

Here are some important things you should observe during the training process: 
 
Not Everyone Learns the Same Way. Effective training combines 
traditional, classroom-based training with digital, self-paced reinforcement. This 
gives inside sales reps the flexibility to absorb content in whatever medium works 
best for them. Pay attention to different team member’s learning styles, and use that 
knowledge when you coach them.  
 
Team Morale and Dynamics. Watch and learn: Who is the alpha 
salesperson in the group? Who is more introspective in a group setting? Who is the 
leader and high influencer? Why are they suffering from call reluctance and poor 
attitudes?  
  
Skills Gaps. If you pay attention to the questions your teams ask during 
training, you’ll see where they need help. Are they asking about how to improve 
messaging? Are they complaining that they don’t have the tools they need to 
prospect and sell efficiently? Are they asking basic questions about introductions 
and closing that you think they should already know the answers to?  

Be a team player! Training is not a good time to take a break. Managers who are 
not active in the training process or who have no knowledge of the training 
techniques their team is learning are doing a huge disservice to their team—and 
to themselves. Participate in the training yourself. It’s a great way to better 
understand your team’s strengths and weaknesses as a whole and as individuals. 
You’ll gain the insight you need as a leader to know what your reps need.  
 

https://www.facebook.com/sharer/sharer.php?u=http://www.agsalesworks.com/inside-sales-managers-guide-to-sales-team-training/?&t=24963&cachebust=1408469749621
https://twitter.com/home?status=The%20Inside%20Sales%20Manager's%20Guide%20to%20Sales%20Team%20Training%20http://ow.ly/Av7DN%20via%20@AGSalesworks%20@JosianeFeigon
https://www.linkedin.com/shareArticle?mini=true&url=http://www.agsalesworks.com/inside-sales-managers-guide-to-sales-team-training/&title=The%20Inside%20Sales%20Manager's%20Guide%20to%20Sales%20Team%20Training&summary=Make%20your%20inside%20sales%20trainin


Customer Issues. What kinds of interactions do your reps say they are 
facing on a daily basis? Are customers canceling meetings? Are they having trouble 
talking to decision-makers? What types of daily rejections are they receiving? Do 
they need help handling objections? 
  
Process Issues. Do they have questions about why leads are not converting? 
Can you pick up on whether this might be due to a single factor or a combination of 
factors?  
 
  
 

As an inside sales manager, observe your reps 
during training. Are they asking basic questions 
about introductions and closing that you think 

they should already know the answers to?  
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AFTER the Training: 
Continual Reinforcement 

 
Sales training never ends: the initial training week is just the beginning. The most 
effective B2B sales firms are 22% more likely (more than one in five) than all other 
sales firms to reinforce training at least once each quarter. (Aberdeen 2014). 
Companies that carry out post-training reinforcement see 20% more salespeople 
achieve sales quotas (Aberdeen 2014). 
  
The best way to keep your training momentum going is to start reinforcing the 
training immediately. Inside sales reps should be able to demonstrate that they 
understand what they’ve been taught. They need to reassure you in some way that 
they are following up on your suggestions and are putting them into action.  
  
How can you continue to reinforce your sales training?  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 Hold monthly training sessions, with a focus on base foundation skills 

or on discussing sales concepts and tactics with an outside party.  
 

 Send out weekly motivational emails that subtly reinforce ideas taught 
in training. 
  

Recognize those who have succeeded and inspire others to reach 
their level.  
  

Coach your sales reps on a daily basis.  
 

Focus weekly on making sure they understand the importance of 
every phone call, conversation, email, and social engagement (be 
careful not to micromanage!).  
  

Be in the trenches with them, make an effort to understand their 
concerns and ideas, and bring these to other members of your team.  
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Training has to be fluid. As their manager, you can oversee the entire process and 
adjust the training initiatives moving forward. As their coach, you can oversee each 
individual inside sales rep to assess which skills need to be developed over time. 
 
Here are a few ideas to help you measure their progress:  
  
Call Shadowing Partnerships. We don’t want cookie-cutter 
teleprospectors. Everyone’s got a personality, and we want that personality to show 
on the phone. With more comfort and confidence, new inside sales reps may be 
able to find that qualified opportunity. AG Salesworks has seen  that peer-to-peer 
training with sales reps who are doing the job today will help new reps find that 
confidence.  
  
A popular peer-to-peer training practice is call shadowing, where new inside sales 
reps listen in on calls while seasoned inside sales reps exchange messaging tactics. 
Designate each new sales rep to partner up with a fellow sales rep and listen to an 
hour of each other's calls. Then, have them recap three "learning points" from their 
peer’s approach and messaging. Remember, though, that peer-to-peer training 
shouldn’t be limited to your top sales reps. Call shadowing should be done across 
the board so new inside sales reps can learn from everyone’s different style on the 
phone and then develop their own.  
 
Role Playing. The only way to really know that an inside sales rep will 
incorporate your suggestions is to test them on a fake sales call. Role plays are 
daunting for new inside sales reps, and it doesn’t help that some managers strive to 
make the role playing process as challenging as possible. To curb that dread, let 
your new rep prepare for the role play. Make sure that the more challenging role 
plays are conducted later in the training process.  
 
Give your new sales rep a basic scenario. For example: You work for a social media 
firm, and your task is to contact a marketing director and get four qualification 
questions answered. Describe what the firm does, how they differ from your 
competitors, and then further qualify that contact if they’re a good fit. In this type of 
role play, the trainer calls the trainee (who has already studied the material about 
their company). What should you look for in sales role plays? Look for confidence in 
the interaction. You can’t teach confidence, but you can coach your reps on 
everything else.  
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Mock Calling. This training technique expands on the traditional role play 
and gives inside sales reps a much better sense of what a normal day of calling 
looks like. The mock calling scenario mirrors the process of navigating a company’s 
architecture and qualifying the correct prospect. 
  
Give new reps the contact information for five mock prospects from the same 
company (calling these people will lead them to different people throughout your 
own organization, playing different roles). Their goal is to navigate through the 
organization chart to find the “Contact Identified” or the decision-maker. Different 
people will react in different ways, so the reps will have to deal with both the 
“sickeningly sweet” prospect who reveals no useful information and the 
“mindblowingly busy” prospect with whom they need to engage. Once they get the 
decision-maker live, have them give a high-level overview, handle basic objections, 
qualify the prospect, and set up a next-steps engagement. 
  
Survey Your Sales Reps for Post-Training Feedback. This 
is one of the key parts of training week. Once your inside sales reps finish their 
training, mock calling, and role playing, survey them to see what they thought of 
the experience.  How comfortable do they feel on their project material, Salesforce, 
etc.? What exercise did they find most helpful during training week? Least helpful? 
Identifying trends in feedback helps managers tweak the training process and make 
it even more successful. It also establishes a philosophy that ideas for improvement 
can come from anywhere.  
 
Listen in on Their Calls without Providing Input. The goal 
here is to get a feel for what the average hour of calling looks like for your inside 
sales rep. Make it clear that you have no intention of interrupting with 
suggestions—save the input for after. This can be a great way to get a feel for 
whether or not they’re actually taking your suggestions during training, and to 
analyze why some tactics stuck with them while others did not. 
 
Measure Hard Metrics. A week after training is completed, start to 
measure a few hard metrics to give you better insight into their routines:  
  

   Activity metrics 
   Lead management 
   Forecast accuracy 
   Quota attainment 
   Lead feedback volume 
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Practice Call Recording. If you are a manager who doesn’t have time to 
sit down with each inside sales rep on your team but still wants to monitor calls, 
consider implementing call recordings. After creating the necessary legal 
disclaimers, call recording can be immensely helpful for inside sales reps. They are 
in charge of choosing which calls to record, and that call can then be shared with 
the manager or with the entire team. Inside sales managers can ensure messaging is 
standardized and inside sales reps are handling objections well by listening to call 
recordings.  
  
Call recording is also beneficial to the individual inside sales rep, as they can keep 
the recording and listen to it later. It’s important for them to hear what they sound 
like on the phone; tone of voice, word choice, and pacing can affect prospects’ 
willingness to listen. With call recordings, inside sales reps can listen for these 
factors and change their call strategy accordingly. They can also share the recording 
with other coworkers to get more perspective.  
 
Build an Audio Library. Organize these call recordings into an audio 
library of best practices for your inside sales team. Using audio reinforcement in 
your training can shorten your ramp-up time for new hires. While waiting to call 
shadow a fellow team member, inside sales reps can download sample pre-
recorded calls and observe smart sales skills.  
  
The types of calls you should include in your audio library depends on your specific 
sales process. First attempt calls, lead follow-up calls, product calls, are all good 
bets.  
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What Makes Effective 
Inside Sales Training?  

Telesmart knows that effective inside sales training doesn’t play by the old rules. The 
training company you choose needs to understand that Millennial talent has specific 
training needs, and that the fast-moving, digitally connected Sales 2.0 environment 
is here. Make sure they nail these three areas: 
 
Expect High Tool IQ. Today’s sales tools are the fuel that powers the 
teams. Survival depends on who has the most “tool fuel” to make it through today’s 
rugged sales terrain. Give teams tools they can integrate into the sales process, 
straight through closing, and make sure they know how to use them. The training 
curriculum has to address the “must-have” tools for sales productivity, sales 
intelligence, and social that help inside sales superheroes sell. 
 
Social Selling Is Vital. Social selling is where the excitement is for all 
collective prospecting efforts. Training around prospecting must go beyond 
voicemail and email. It must integrate a robust lead nurturing campaign that drips 
valuable social selling extras (webinars, videos, infographics, ROI calculators) to 
prospects and creates inbound opportunities. 
 
Step Up the FUN Factor. The more interactive, visual, motivational, and 
fun the training is, the better. Your highly ambitious, impatient young sales teams 
want quick results and like to be educated through videos, entertaining role-plays, 
call samples, and technology. The manner in which they learn will pay off big time in 
the way they absorb and retain the training. 

https://www.facebook.com/sharer/sharer.php?u=http://www.agsalesworks.com/inside-sales-managers-guide-to-sales-team-training/?&t=24963&cachebust=1408469749621
https://twitter.com/home?status=The%20Inside%20Sales%20Manager's%20Guide%20to%20Sales%20Team%20Training%20http://ow.ly/Av7DN%20via%20@AGSalesworks%20@JosianeFeigon
https://www.linkedin.com/shareArticle?mini=true&url=http://www.agsalesworks.com/inside-sales-managers-guide-to-sales-team-training/&title=The%20Inside%20Sales%20Manager's%20Guide%20to%20Sales%20Team%20Training&summary=Make%20your%20inside%20sales%20trainin


Did you find this guide helpful? 
Subscribe to the Sales Prospecting Perspectives blog  

for more best practices on inside sales!  
 

 
Books and Guides: 
 

•  Outsourcing Guide for Inside Sales Teleprospecting  
•  Aligned Lead Nurturing for B2B Sales and Marketing 
•  Sales Enablement Explained 
•  Social Selling: How to Use Social Media for B2B Sales  

 • The Ultimate Inside Sales Prospecting and Management  
  Success eBook 
 • The Upward Spiral: How Company Culture    
  Increases Productivity, Passion and Profit 
 • Gear up for Success: 8 Steps to Get Sales &    
  Marketing Cranking in Unison 
 • How to Motivate Your Inside Sales Team to Succeed 
 • Managing Millennials Guide for Inside Sales 
 • Organization Guide for Inside Sales Teams 
 • Optimism Guide for Inside Sales Representatives 
 • Voicemail Guide for Sales Prospecting Success 
 • Email Guide for Sales Prospecting Success 
 • Inside Sales Manager’s Guide to List Development 
 • Inside Sales Manager’s Guide to Resourcefulness 
 
 
 
 

Contact Us:  
661A Pleasant St., Suite 600,  
Norwood, MA 02062 
Phone: (781) 702-6999 
Fax: (781) 702-6186 
Email: info@agsalesworks.com 

Josiane Feigon is the CEO of TeleSmart, a provider of inside 
sales training and coaching. She has trained 20-thousand-plus 
salespeople and still counting. Consistently recognized among 
The Top 25 Most Influential Inside Sales Professionals, Feigon is 
one of the world’s leading experts on inside sales team and 
management talent. She is also a #1 Rated Inside Sales Training 
Bestselling author, speaker, and sales futurist. Follow her 
on Twitter, connect on LinkedIn, and join the conversation 
on Inside Sales 2.0 Trends Talk LinkedIn Group. If you want epic 
inside sales training for teams and managers, contact TeleSmart. 
 
Download her books Smart Sales Manager and Smart Selling on 
the Phone and Online today!  
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