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= THE PREMISE

The process most companies use to
hire salespeople has the predictive
accuracy of acoinflip.

Resumes predict sales success at 18 percent. Traditional interviews: the
same. The personality and behavioral assessments most companies rely on
are only marginally better, at 20-22 percent.

Half your new hires will never become consistent producers. Each one costs
roughly a million dollars when you run the numbers honestly. For sponsor-
backed companies, that number shows up directly inimpaired IRR.

There is abetter way that's >500% more predictively
accurate than traditional interviews. Most companies
have never heard of it.
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SECTION 1

Executive summary

You’ve probably hired the wrong sales rep more than once.

If your company sells capital equipment, engineered systems, or technical services with
long sell cycles, large buying teams, and deals that take up to a year or more to close, you
know the pattern. A hire in whom you had confidence and welcomed with great enthusiasm,
slowly reveals that they won'’t prospect, fluffs their pipeline, makes excuses, and finally
leaves or gets managed out after two-plus years of missed numbers.

You told yourself it was the market. The territory. The comp plan.

Itwasn’t.

Resumes and traditional interviews each predict
sales success with 18% accuracy. You’re making
million-dollar bets with the accuracy of a coin flip.

Half your hires may produce, although many don't excel. The other half, the ones who never
become consistent producers, cost somewhere between half a million and a million dollars
apiece. Forsponsor-backed companies, that shows up directly inimpaired IRR.

There is abetter way. It produces consistently strong results — by some measurements 91

percent predictive accuracy. Most companies have never heard of it.

Creating your ALPHA

Ina world where money is expensive, valuations are lofty, and financial optimization,
operational efficiency and bolt-on playbooks are well refined, your GTM function — and
particularly your sales team’s ability to execute organic growth functions like new logo
acquisition — represents your largest opportunity to create alpha, drive IRR and distinguish

your funds for discriminating LPs.
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What this guide covers
Why sales hiring keeps failing in complex B2B industrial environments
What a failed hire actually costs (the numberis worse than you think)

What the right candidate profile looks like, and why it’s probably not what you’re currently
hiring for

Aconcrete, repeatable process for finding and selecting right-tail talent

How to evaluate the teamyou already have

A NOTE ON WHO SHOULD READ THIS FIRST

If you were about to hand this to your VP of Sales, stop.

The leader who built your current team will potentially read this as an indictment rather than an
opportunity. You'll spend your energy managing their defensiveness rather than fixing the process.
Share it first with your COO, CFO, sponsor partner, ora board member. Then later, Section 16 covers
how to bring your sales leadership into the conversation constructively once you've decided to act.

The research behind this guide draws on Objective Management Group’s database of 2.4
million assessed salespeople, Ebsta’s analysis of 4.2 million B2B opportunities,
Challenger’s hiring research, and buyer behavior data from ésense and Pavilion. The
conclusions aren’t opinions. The mathisjustugly.

If you’re consistently hitting your number and your teamis stable and superb, stop here.
This guide isn’t foryou.

If you’re not certain, that’s your answer.
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SECTION 2

Why salesis harder thanit’s ever been

There was a time when a personable rep with solid product knowledge and a good Rolodex
could cover a territory adequately. That time is over. The buyers your reps are calling on have

reorganized around information, risk aversion and consensus decision making.

65% 84% 81%

of the purchase journeyis complete of the time, specs are locked before of orders go to the vendor contacted
before a buyer contacts avendor any vendor conversation 6SENSE first PAVILION
6SENSE

Arep whose primary motionis responding to inbound inquiries and following up on warm
leadsis engaging buyers who have already formed their view and locked their
requirements. That’s not a sales opportunity. It’s a price check.

The window is narrowing

Roughly 3 percent of your addressable market has an active project at any given point.Inan
8-month buying cycle, that creates approximately two weeks when arep can engage early
enough to shape the opportunity. Sell cycles have lengthened 16 to 38 percentinrecent

years. Buying teams have grown. Risk aversion hasincreased.

Average doesn’t survive

Only 31 percent of B2B sales reps hit quotain 2024. Average reps wait for buyers to come
to them, can’t navigate matrixed buying committees, and fold on price because they

haven’t built a business case strong enough tojustify it.

If you’re filling territories with a 50 percent success rate in an environment where
average performance is already inadequate, you’re not building ateam. You’re

staffing arevolving door, with opportunity cost embedded in periods of
underperforming and missed coverage.

OMG’sresearch, drawn from 2.4 milion sales rep assessments, found that 50 percent of
salespeople perform poorly across the 21 core sales competencies. Only 20 percent
genuinely excel. The goalisn’t to hire for "industry experience". It’s to recruit from the right
tail of the distribution based on objective, empirical, predictive criteria.
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SECTION 3

Why this problem persists:
the broken toolkit

The tools most companies rely on feel credible but produce almost no reliable signal. Andy
Miller’'s research in The Science of Hiring Quota Busting Sales Reps quantified the

predictive accuracy:

HIRING TOOL PREDICTIVE ACCURACY
Resume 18%
Traditional interview 18%
Behavioral assessment 20%
Personality assessment 22%
Reference checks 23%
EQ test 23%
IQ test 51%
Structured interview with scorecard 57%
Sales-specific multi-measurement assessment 91% 2

How many other decisions of this magnitude does your company make on gut feel backed
by tools with 18 to 22 percent accuracy? Capital equipment purchases? Acquisitions?

The feedback loop that never closes

When a hire fails, the instinctis to blame the person. The process that selected themrarely
gets scrutinized. So the same approach produces the next hire, with the same odds.
Companies tolerate underperformance because they’re not confidentin their

ability to hire an outstanding replacement. The process feels rigorous. It's not. This

perpetuates mediocrity.

The industry experience trap

A candidate who spent three years at acompetitor knows the terminology and some of the
same contacts. That feels like evidence. Sales successin complex B2B environments is
driven by will, competency, and mindset — not by familiarity with your market. And 43
percent of new hires say theirjob was misrepresented to them.
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SECTION 4

The brain science
behind sales excellence

Why empathy and business acumen matter more than a Rolodex.

Most people think of sales as aleft-brain activity: logical, linear, sequential. Prospect, pitch,
handle objections, close. That framing is precisely why we keep hiring the wrong people.

lain McGilchrist’s work in The Master and His Emissary draws a distinction that cuts deeper

than the pop-psychology version. The left hemisphere attends to what it already knows: it
categorizes, narrows, analyzes. The right hemisphere attends more broadly - more
contextual, more comfortable with ambiguity, more attuned to other people. "The right
hemisphere," McGilchrest writes, 'is engaged in social bonding and empathy; the leftin
socialrivalry and self-regard.” See how one supports B2B sales, while the other....

IN A SALES CALL

Aleft-hemisphere-dominant rep hears a surface-level description (pain) and begins positioning their
solution. A well-integratedrep listens differently - reading what’s unsaid, curious about downstream
consequences and internal dynamics. That difference creates trust before a single slide is shown.

Why traditional hiring selects for the wrong signals

Apolishedinterview is a left-hemisphere exercise: structured, rehearsed, self-
presenting. The signals that actually matter - whether a rep will stay curious when a deal
stalls, whether they’ll help a skeptical CFO build abusiness case - don’t surfaceina 45—
minute conversation.

7% 54%

of high performers in complex sales are Relationship Builders of high performers are Challenger-profile reps who lead with
— the profile most companies hire preferentially CHALLENGER insight and reframe buyer thinking CHALLENGER

The sales-specific assessments that Millerresearched measure tactical competencies as
well as beliefs, emotional dispositions, and interpersonal capacities that aresume buries
and a standard interview inadvertently selects against. We’ve built our hiring infrastructure
around the wrong signals.
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SECTION 5

What the research actually shows

The data draws from multiple independent sources. The picture is consistent.
Quota attainment

31% 17% 8.9x

of B2Breps attained quotain 2024 of reps generate 81% of all revenue velocity delta between top and
EBSTA EBSTA bottom performers EBSTA

You're probably carrying a group that looks like a team but functions like a handful of
people dragging the rest.

Failure rates and turnover
50% of new sales hires never become consistent producers oM / KURLAN
35-36% annual B2B rep turnover — 3x the all-industry average CHALLENGER

44% of sellers plan to leave within 24 months
Ramp time and empty territories

5.3mo 9-18 mo 6.2mo

average time to full productivity fora ramp time for complex, technical, or average time to fillan open salesrole
B2B AE highly regulatedroles CHALLENGER

That’s 6.2 months of an empty orunderperforming territory before the ramp clock even
starts. Total time to hire, ramp, and run full sales cycles =20 months.
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OMG Assessment accuracy

72% of candidates OMG rated “Recommended” (for an interview) rank in the top half of their
sales teams within 12 months

0% of candidatesrated “Not Recommended” everreach the top half
Only 10% of candidates who complete the assessment are Recommended

Companies now need approximately 184 candidates to land one hire who clears the bar

Competency gaps across the sales population

From 2.4 million assessments, OMG found that 50 percent of salespeople are poor
performers across the 21 core competencies. The deficiencies clusterin the areas that
matter most:

61% 12% 1M-15%

new business hunting proficiency — of salespeople are strongin strongin consultative selling — the
down from 65% in 2023. Falling for 3 supportive beliefs — the mindset that skillmost tied to complex deal
consecutive years enables everything else creation

The gap between the top and bottom decilesis not incremental. Top performers are 619
percent stronger overall. Will to Sell (what's in their heart): 94% strong at the top versus 39%
atthe bottom. Sales DNA (what's in theirhead): 92% versus 6%.

The growth case in the investment memo is built on people who can’t execute it.

Across industrial sales teams I've evaluated recently, the unweighted revenue growth opportunity
averaged 85% of current sales. Weighted opportunity — what’s actually achievable given each rep’s will
and capacity — averagedjust 38%.

Sales managersregret approximately 25 percent of all hiring decisions. Given the failure
rates above, that figure is probably conservative. The data points to a structural failure - and
that meansit’s fixable.
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SECTION 6

What a great industrial
sales hire actually looks like

Most companies have a mental model of the ideal hire: someone who knows the industry,
speaks the technicallanguage, has relationships with the right accounts. That model is
the problem.

The industry experience trap

The most common pattern: arep with a series of 2-3 year stints at recognizable companies.
Long enough to ramp and look productive on paper. Not long enough for non-
performance to become undeniable. They are “safe” hires, excellentinterviewees. The
predictive value of theirresume: 18 percent.

Not all experienced reps are the same

HUNTER

Creates opportunities in accounts that aren’t already warm. Prospects into net new logos, builds relationships before
there’s an active project.

HARVESTER

“Prospects” to find active, funded, scoped projects. Demonstrates activity but inflates pipelines with deals that are
really just confirmatory quotes.

ACCOUNTMGR
Nurtures a defined book of existing relationships and looks for expansion opportunities. Not a hunter - asking them to
hunt produces frustration on both sides.

FARMER
Assigned one or two marquis accounts with the remit of expanding contacts and business within those accounts.

INBOUND CLOSER

Works opportunities that marketing or a BDR team has already qualified. Skilled at the back half of a transactional
cycle.Noideahow to start one.
Confusing these at the hiring stage is how companies end up with a technically

experienced rep who can’t build a pipeline.

WHAT GREAT CANDIDATES EXPECT FROM YOU

Aformal sales methodology. A properly configured CRM. Sales enablement tools. A coaching culture. A
realistic path to $250,000+ in OTE with a base of at least $125,000. If those aren’tin place, the
candidates you actually want will decline. The ones who accept anyway will tell you something about
their other options.
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SECTION 7

The standard process, and why it fails

Aposition opens. Someone writes anincomplete job description. It goes up on Linkedin.
Resumes comein. Those with relevant experience getinterviews. An offer goes to whoever

the team liked best. That process feels thorough. Itisn’t.

Job description

Most companies post ajob description when they need a job posting. AJDis aninternal document for HR. A posting is
amarketing document that needs to resonate with the specific candidate you want. Most postings read like a
checklist. Right-tail candidates read that and move on.

Resume screening
Resumes predict success at 18%. They introduce bias before the process generates any predictive information —
names, schools, employers all create impressions unrelated to performance. Using resumes as the primary filter may
create legal exposure under EEOC guidelines.

Unstructured interview
Predicts success at 18%. The same as the resume it followed. What it actually measures is how well someone presents
themselves in alow-stakes social setting, which correlates with sales performance only loosely.

Referrals
Feel safe. They narrow the candidate pool dramatically, introduce network bias, and produce no objective evaluation
of sales fitness.

Contingency recruiters

Misaligned incentives: motivated to fill the role, not optimize the hire. The question that mattersisn’t whether the
candidate got hired. It’s whether they performed.

The standard process is optimized for speed and
comfort rather than accuracy. It produces a hire
quickly enough to feel like progress and poorly
enough torepeat the same problem18 to 24
months later.
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SECTION 8

The HR obstacle: why internal
gatekeeping makes it worse

Thisis not an argument against HR. Every company needs talent strategy and people who
manage compliance and protect the organization from legal exposure. That work matters.

It's administration is sometimes misaligned with what’s required to hire great sales talent.

The structural mismatch

HR’s incentive structure is built around risk reduction and process consistency. A hiring
decision that’s legally defensible, internally consistent, and procedurally tidy is a
successful outcome by most HR metrics. Whether the person can sellis a secondary
consideration. HR's KPIs focus on bringing bodies in, not whether they succeed in sales.

Assessing a candidate fora $250,000 complex B2B sales role requires familiarity with
sales competencies, sell cycle dynamics, pipeline discipline, and the difference between
reps who look busy, close warm deals, or consistently create new ones. Most HR

generalists don’t have that background, and there’s no particular reason they should.

The compliance trap

Standardization of CV credentials is good for compliance. It’s problematic for sales hiring,
where the relevant criteria are highly role-specific. Candidates who don’t belong pass
through because they meet the documented criteria. Candidates who might be
exceptional get screened out because they don’t fit the template.

THE EEOC ARGUMENT

A sales-specific assessment applied uniformly to every applicant before any resume review is one of
the most defensible hiring processes available. It removes the name, school, and career history that
introduce unconscious bias. The EEOC concernisn’t areason to avoid assessment. It’s areason to
requireit.

What the CEO or COO should do instead

Own the process. Use HR forlogistics, compliance documentation, and legal review. The
hiring criteria, the assessment selection, the interview structure, and the hiring decision
should be driven by sales leadership with external process expertise — not delegatedto a
function thatlacks the domain knowledge to evaluate therole.

Given the opportunity to answer honestly, most HR
teams will acknowledge that the function they
most dread hiring foris sales.

FIELD GUIDE EDMARSHCONSULTING.COM 12
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SECTION 9

The true cost of a failed hire

Most companies count the salary. Sometimes the recruiting fee. They almost
never count the opportunity cost.

Cost of one failed sales hire

$125K Base salary, 21 months fully loaded at 30% $284,400
T&E and direct selling expenses, 21 months ($50K/yr, not including empty territory time) $87,500
Recruiting fee at 25% of base $30,000
Direct cost subtotal $372,000

Opportunity cost: territory at 50% for 27 months $565,000

TOTAL ALL-IN COST ~$937,000

Timeline: 3 months to fill > 6 months to ramp - 3 months before pipeline matures - 9 months forrevenue - 3 months
on PIP. Total: ~24 months per failed hire.

For sponsor-backed companies

A 27-month bad-hire cyclein a five-year hold period consumes 45 percent of your
ownership window in a single territory. Across two or three underperforming reps, the value

creation planis structurally impaired before it’s had a chance to prove itself.

And this doesn't begin to consider the management bandwidth squandered on
unsuccessful hiring, training, and ramp, or the distraction from their primary revenue
growth responsibilities.

THE EXIT-MULTIPLE MATH

A portco with $8M EBITDA at acquisition, 7x entry, 8x exit target needs ~$11M EBITDA to hit the return.
Two underperforming territories for 27 months each shave $1.5-$2M off that EBITDA target. At 8x exit,
that’s $12-$16Minreduced enterprise value from two bad hires dragging IRR to low teens.

That’s not an HR problem. That’s an investment thesis problem.

Most companies spend more time evaluating a $40,000 capital purchase than hiring a
$250,000 sales rep with $IMM+ in consequence. They apply engineering discipline to

production processes and gut feel to talent acquisition.
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SECTION 10

The 11-step framework

Arepeatable, engineered process that replaces guesswork. It reads longer
thanitruns.

Claude skills available: I've built Claude skills that help run several of these steps - funnel

math feasibility, job descriptions and posts, scorecard templates, Zoom interview
scoring, and onboarding plan, among them. Email me for more info.

Define the role with precision.

What is the average deal size and sell cycle? How large and senior are the buying teams? Hunting role, account
management, or both? What does success look like at 6,12, and 24 months? Arole selling $50K maintenance
contracts requires a fundamentally different profile than one selling $3Mintegration projects.

Promote ajob posting, not the job description.

A postingis a marketing document written to attract the specific candidate you want. Strong postings attract
right-tail candidates and self-select out poor-fit applicants before the process begins.

Deploy the sales-specific assessment first.

The mostimportant structural change: the assessment comes before the resume review - for EVERY
candidate. It produces aninterview recommendation signal before bias enters the process, satisfles EEOC
guidelines more cleanly, and is the foundation for efficiency. Nobody wastes time on candidates unlikely
to succeed.

Apply filters.

Afterthe assessment narrows the field, loosely apply education, technical, and industry filters. Industry
experience matters — it just doesn’t predict sales performance, so it shouldn’t be the first filter.

Structured phone screen with a scorecard.

Verifies basic fit. Use a consistent set of questions. Score each candidate against the same rubric. Simulates a
slightly awkward prospecting call.

Firstrecorded Zoominterview.

Structure around assessment findings and resume red flags. If the assessment flagged weak prospecting,
probe it directly. Read the resume critically — probe the gaps, notjust the highlights. Mostinterviewers spend
the conversation being impressed. This one should be spent being curious.
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Secondrecorded Zoom: culture, acumen, and depth.
Evaluate cultural fit and business acumen directly. Ask candidates to walk through how they’d build a business
case fora capital investment. Assess coachability and courage. Role play and push back on something
to see how they respond. A candidate defensive under mild challenge will not hold up with a demanding
buying committee.

a Onsite structured interview with the team.
Two or three finalists. Prepare the team with structured questions. Debrief with a consistent evaluation format.
The goalis additional signal, not a social vote.

Sell the candidate.

Right-tail candidates have options. They’re evaluating your culture, leadership, and growth trajectory. Be
direct about why you want them. Be honest about what’s hard. Top performers are motivated by the chance

towinin an environment that deserves winning.

n Reference checks with purpose.

Ask: “How could we help them launch quickly?” “Who would they be nervous to hear we contacted?” “If
the hire doesn’t work, what would be the most likely reason?” Most reference checks never get close to
usefulinformation.

a 60-90 day onboarding, not orientation.

Orientationis alaptop and a tour. Onboarding is a structured plan with defined milestones, methodology
immersion, deal review cadence, and clear accountability from week one. Only 26-27% of organizations rate

their sales onboarding as highly effective.

ON COMPENSATION
If your base salary is below $125,000 and your OTE is below $250,000, you are not competing for the

candidates this processis designed to find. That may be areal constraint. It should be a conscious
decision, not aninadvertent one.

An engineered hiring process is not slower than gut-feel hiring. It’s more thorough at
the front end — which means fewer wrong hires that consume 27 months and a million

dollars each.

The speed that mattersisn’t time to hire. It’s time to revenue.
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SECTION 11

Therole of predictively
accurate assessments

Everything DiSC®, Myers-Briggs® instrument, Hogan Personality Inventory®, Caliper

Profile® by Talogy, Pl Cognitive Assessment™, and similar diagnostics are legitimate tools

forunderstanding communication styles. They are not designed to predict whether

someone will succeedin a specific sales role. Their publishers sometimes even state

explicitly thatthey are not appropriate for pre-employment screening.

A sales-specific purpose-built assessment measures will (heart), beliefs (head) and tactical

sales skills - not style preferences. Someone outgoing can be unable to prospect.

Someone introverted can be an exceptional consultative seller.

CRITERIA

Predictive accuracy for sales
Measures Will to Sell

Evaluates Sales DNA
Clearyes/nointerview guidance
Resistant to manipulation
Customizable torole

Generates onboarding insights

Designed for sales leaders

Flat-fee pricing and compliance

Purpose-built sales assessments use flat-fee pricing: every applicant gets assessed from
first submission to final shortlist. That’s the most defensible posture under EEOC guidelines

SALES-SPECIFIC
(OMG)

91%

Yes

Yes

Yes

Yes

Yes

Yes

Yes

PERSONALITY /

BEHAVIORAL

20-22%

No

No

No

Easily gamed

No

No

HR-focused

- uniform application of an objective tool before any subjective screening begins.
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COGNITIVE /
IQ

Moderate

No

No

No

Partially

No

No

HR-focused
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SECTION 12

What management, onboarding,
and culture have to getright

Hiringright is foundational. It’s not a panacea. Aright-tail rep placedin a dysfunctional
environment willunderperform or leave.

The sales manager problem

The single highest-leverage variable in sales team performance is the quality of the first-line
manager. This is also where many companies make theirmost consequential mistake:
promoting the top-performingrep.

Youlose a great rep and gain a poor manager. This
outcome is statistically predictable.

Sales managementis a different job. Effective managers spend the majority of theirtime
coaching, running structured role-plays, and conducting pipeline reviews. Great sales
managers spend roughly 10 percent of their time on admin. Most promoted reps have
spent their careers figuring out what works for them, not developing others.

What 60-90 days of onboarding should produce
Day 30
Methodology training complete, shadowed customer conversations, preliminary territory plan built.

Day 60
Running their own discovery conversations under supervision. Pipeline of identified opportunities,
evenif none are mature yet.

Day 90
Clear picture of territory potential, working relationship with manager’s coaching rhythm, developing
qualified opportunities with defined next steps.

The infrastructure that performance requires
A defined sales methodology the whole team uses consistently
A CRM configured to orchestrate an effective sales process, not just capture activity data
Competitive positioning and battlecards that are current and specific
Asales playbook covering ICP, product, process, common deal scenarios and objections
Marketing alignment with enablement content that supports the buying journey

A customer-first culture focused on buyer outcomes

Companies that lack these aren’tjust less attractive to top talent. They’re creating
headwinds forevery rep already on the team.
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SECTION 13

Continuous recruiting: why
the pipeline never closes

Most companies recruit reactively. A territory opens, a process begins, a hire gets made,
the process stops. That model guarantees two things: urgency and poor decisions.

6.2mo 0.5%

average time to fillan open salesrole. In a territory with hire rate in today’s market. ~184 candidates needed to land
$500K net annual profit potential, that's $258,000 in one hire who clears the bar
forgone bottom line before the new rep starts

When a territory has been empty for two months and the pipeline is bleeding, the bar drops.
Assessmentinsights get set aside. Interviews get compressed. The hire that resultsis
frequently not the hire the process would have produced without the pressure.

Urgency is the enemy of quality in sales hiring.

What continuous recruiting looks like

It doesn’t meanrunning full searches at all times. It means maintaining a low-bandwidth
awareness of the talent market, keeping the assessment infrastructure active, and building
apipeline of evaluated candidates before a position opens. The flat-fee assessment

model makes this practical.

The negotiating leverage shift

Continuous recruiting changes the dynamic with existing underperformers. When a
manager knows qualified candidates are available, the performance conversation
becomes more direct. The implicit leverage a struggling rep holds when the only alternative
is a six-month search disappears.

The best time to recruit your next sales rep is when
youdon’t need one. Very few companies actonit.

You expect your sales team to keep their project pipeline full — we should expect the
same of ourselves to keep the sales talent pipeline full.
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SECTION 14

Special considerations for PE-
backed portfolio companies

Everything in this guide is amplified by one structural fact: the clock is running and IRR
decays with every intervening day.

APEhold periodis typically four to sevenyears. Within that window, the sales teamiis
expectedto perform above its historical runrate. The assumptions built into the thesis at

close are typically more aggressive than what the team has delivered historically.

The organic growth assumption

Many PE value creation plans assume sales will grow at a premium to historical rates. These
outcomes require salespeople who can prospect AND WIN net new logos, articulate
differentiated value, grow margin, and hold price under competitive pressure. Average
reps cannotreliably do any of those things.

If the hiring process s broken, the organic growth assumption embedded in the investment thesis is
unfounded from day one of the hold. Thisis arisk that rarely appears in the investment committee memo.
It should.

Diligence and the sales team

The sales teamis often one of the least rigorously examined assets in the business. An

independent evaluationreveals:

How many current reps are genuinely likely to perform at the required level
Which should be developed versus replaced, and on what timeline
Whether the sales manager or VP is capable of leading through the plan

What realistic ramp-to-productivity looks like given the current environment

Board governance

Sales talent quality and the hiring process should be aregularboard agenda item. Boards
that review financial results and operational KPIs without examining root causes of sales
team (under)performance data are missing one of the primary drivers of the outcomes

they’re tracking.

BOARD QUESTIONS THAT MATTER

What percentage of the sales teamis at or above quota? What s the pipeline conversion rate versus plan? What is the
average tenure of reps who leave? How does the company select sales candidates, and what is the track record?
What explains forecast accuracy deviance? What % of revenue is from new logos?

Every missed quarter has a hiring decision somewhere inits history.
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SECTION 15

How long it takes to build this muscle

Building arepeatable, high-quality sales hiring processis not a 30-day project. It’s also not
aslong as most companies assume.

PHASE 1 Foundation 0-30 DAYS

Job postings getrewritten. The assessment gets configured and launched. Interview
structures get built with scorecards and consistent question sets. If a searchis already
underway, it runs through the new process from that point forward. By the end, the first
assessed candidates are in the pipeline.

PHASE 2 First hires and calibration 30 DAYS-6 MONTHS

The first hires through the new process are the proof of concept. The 11-step process runs,
the assessment produces its recommendations, and the hiring team sees the difference

between a candidate the system identifies as strong and one it flags as marginal. This phase
alsoreveals where calibrationis needed.

PHASE 3 |Internalization 6-18 MONTHS

The goal of working with an external process expert is self-sufficiency, not ongoing
dependency. By 6-12 months: a sales leadership team that runs the process independently,
an assessmentinfrastructure they own directly, and scorecards calibrated to their specific
roles. The process was designed to make itself obsolete as an external engagement.

ON URGENCY

“There’s an open territory now and there isn’t time to build a process.” That’s fair. But urgency is also the
exact condition that produces the bad hires this process is designed to prevent.

Animperfect structured process is better than a perfect gut-feel process. Start with the best
version you can run today.
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SECT

ION 16

Socializing these findings
with your sales leadership

If you’'ve c

oncluded the process needs to change, you have a second challenge: the

peopleresponsible forimplementing that change may be the same people who built

what’s bei

01

02

03

ngreplaced. They are not going to read this as a neutral diagnostic.

Lead with the data, not the conclusion.

The most effective openingis the researchin Sections 3 and 5 — independent findings
that apply to the entire industry. “This research surprised me. I'd like to understand
how it applies to what we’re doing.” That’s aninvitation to think together, not a verdict
from above.

Reframe the narrative.

The market changed. The buyers changed. The tools that were adequate a decade ago are
structurally inadequate now. That gives your sales leader a way to understand the problem
that doesn’t require concluding their previous decisions were wrong. Most of those
decisions were made with the best available tools.

Involve them in building the solution.

Resistance drops significantly when someone who felt threatened by the diagnosis
becomes a co-author of the solution - particularly when they realize it will reduce scutwork,
improve outcomes and support their OKRs. The process will be better for theirinput.

THE TELL

A salesleader whois genuinely strong will welcome a better process. It gives them better raw material,
reduces the management burden of underperformers, and makes their own results more achievable.

A sales leader who resists with something other than thoughtful questions is telling you something

worth knowing.

FIELD GUIDE
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SECTION 17

Why some companies
shouldn’t change

Not every company should do what this guide describes. I'd rather be direct about that
than pretend thisisright for everyone.

Your teamis performing
If your sales teamis consistently hitting quota, turnoveris low, and you’re growing at a rate that
satisfies both your ambitions and your investors, this guide is interesting but not urgent. Don’t fix what
isn’t broken.

Primarily transactional
This process is designed for complex, long-cycle, high-consideration B2B sales. If your average deal is
$5,000 and the sell cycle is two weeks, let's plug the assessment into a simpler hiring process.

Can’t support the infrastructure
Right-tail talent won’t stay in environments that lack methodology, tooling, coaching culture, and
compensation. If those investments aren’t feasible in the near term, build the infrastructure first.
Not ready for accountability

This process surfaces underperformance more clearly and more quickly. That's a feature. But it
requires a management culture willing to act on what the data shows.

The honest question

If you’re hitting your number and your team s stable, stop here.

If you’re not, the questionisn’t whether to change. It’s how quickly you can afford
not to.
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SECTION 18

How Ed Marsh Consulting
helps: three entry points

Depending on where you are, there are three ways to start.

PATH ~ A: Building the process

The Quality of Sales Talent Optimization engagement builds and deploys the 11-step process,
calibrated to your specific roles, sell cycle, and market environment. Includes rewritten job
postings, assessmentinfrastructure with flat-fee pricing, structured interview guides with
scorecards, reference check protocols, and a 60-90 day onboarding plan.

The engagementis designed for obsolescence. Most companies reach self-sufficiency
within 6-12 months.

PATH  B: Evaluating your current team CURRENT TEAM

The Sales Team Evaluation provides anindependent assessment of your current sales force
against the requirements of yourroles and your market. It’s like an MRI that uncovers root
causes of friction and frustrations.

Produces an objective view of the team's aggregate capabilities and infrastructure, and each
rep’s core competencies, a clear develop-coach-or-replace picture, an evaluation of sales
management capability, and a prioritized set of recommendations with realistic timelines.

PATH  C:Due diligence

The same evaluation process, run on an acquisition target. Produces the same insights plus a
clear set of recommendations to hasten integration and shorten time to growth outcomes. For
PE operating partners, often the right first step.

THREE WAYS TO GET STARTED
BOOK A CONVERSATION

Book a conversation to discuss which path fits your situation,

. o . SAMPLE ASSESSMENT
start with an objective baseline onyour current team, orlearn

more about the Quality of Sales framework. LEARN MORE ABOUT QUALITY OF SALES
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IN CLOSING

Conclusion

The problem this guide describesis not new, anditisn’t subtle.

Companies selling complexindustrial solutions have been running a broken sales hiring
process for decades, absorbing the cost as though it were simply the nature of doing
business. Itisn’t. It's the cost of a process that selects for the wrong signals, relies on tools
with 18 percent predictive accuracy, and repeatsitself every 18-24 months because the
failure gets attributed to the personrather than the system.

The market changed. Buyers became more informed, more risk-averse, and more
deliberate. Average sales performance is now structurally unable to hit the targets most
companies need. The gap betweenright-tail performers and the rest is 619 percent

and growing.

The answer is not to hire harder. It’s to hire better,
with a process engineered for accuracy rather than
speed and comfort.

One great hire makes the next one easier. Aright-tail rep raises the standard, demonstrates
what’s possible in a territory, and gives a manager a model to coach toward. The
compounding return on getting the first hire right is one of the highest-leverage
investments a middle-market company can make.

The math on getting it wrong is equally clear. =$1.1MM per mistake, 27 months of impaired
contribution, and a value creation plan quietly losing ground.

The process exists, the assessment tools are validated, and the system s proven across
millions of hires. Isit absolutely error free? Of course not. But it drives consistently
better outcomes.

The only remaining questionis whether you’re ready to useit.

EdMarsh - (978) 238-9898 - em@cgbadv.com - EdMarshConsulting.com
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APPENDIX

The 21 sales core competencies

The OMG assessment evaluates salespeople across 21 competencies in three categories.

Eachisscored onalOO-pointscale.

SELLING COMPETENCIES

1

10

Hunting. Capabilities for prospecting into accounts that aren’t already warm. In industrial sales where organic growth
depends onnew logos, this separates reps who create opportunities from those who wait.

Reaching Decision-Makers. Ability to meet with the actual decision-maker and identify what could interfere. Reps who
score poorly build relationships with technical contacts, then stall.

Relationship Building. Quality and depth of business relationships, including ability to build trust with
multiple stakeholders.

Consultative Selling. Ability to take a consultative approach and uncover compelling reasons to buy. Most closely tied
to deal creationin complex sales.

Selling Value. Ability to quantify the opportunity and be the value rather than compete on price. Poor scorers default
to discounting.

Qualifying. Ability to thoroughly qualify including budget, authority, need, timeline, and competitive landscape. Poor
qualifying fills the pipeline with deals that will never close.

Presentation Approach. Ability to present the right content, to the right people, at the right point. Reps who present
too early give away IP without advancing the deal.

Closing. Ability to get business closed on a timely basis. Inlong-cycle sales, closingis less about technique and more
about having done the consultative work.

Sales Process. Ability to follow a staged, milestone-centric process consistently. Without process discipline, pipelines
can’tbe managed orforecast accurately.

Sales Technology. Ability to use CRM, social selling tools, and video for sales success. Indicates whetherreps will use
the tools that make coaching possible.
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SALES DNA

11

12

13

14

15

16

Doesn’t Need Approval. When a salesperson needs to be liked, it prevents tough questions and pushback. One of the
most common weaknesses inindustrial sales.

Stays in the Moment. Must stay present rather than getting lost in their own head. Reps who score poorly miss buying
signals because they’re planning what to say next.

Supportive Beliefs. Beliefs that support rather than sabotage outcomes. Only 12% of salespeople are strong here.
Limiting beliefs about money or competition are among the most destructive forces.

Supportive Buy Cycle. When the way they personally make purchases supportsideal sales outcomes. A price-
sensitive buyer willunconsciously empathize when prospects do the same.

Comfortable Discussing Money. Can have in-depth conversations about finances, budget, and ROI. Reps
uncomfortable with money let deals die quietly over price.

Handles Rejection. Canrecoverimmediately and continue prospecting without losing momentum. Foundational in
long-cycle industrial sales.

WILL TO SELL

17

18

19

20

21

Desire for Success in Sales. How badly they want to achieve greater sales success, distinct from general ambition.
Without strong desire, skills won’t push through difficult periods.

Commitment to Sales Success. Willingness to do whatever it takes, including the uncomfortable and unfamiliar. The
single mostimportant predictor of performance.

Outlook. How they feel about themselves and their careerin sales. A poor outlook creates a ceiling coaching alone
cannot break.

Responsibility. Degree to which they take responsibility for results versus rationalizing. Reps who externalize failure
can’timprove.

Motivation. Balance between intrinsic and extrinsic motivation. OMG analyzes motivational tendencies to help
managers understand what actually drives each rep.

More detail and sample assessments here.
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