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However the fact remains - training is needed in some degree. 

So how can you make it work for your business?

If you follow the right strategies, as outlined in this eBook, then you can 

greatly increase your chances of helping sales training stick long term. 

From this eBook you’ll learn:

• How to identify whether your team needs coaching, or training

• Understand what it is that individual salespeople require

• What impact your sales managers have on training outcomes 

• The one rule to make sales training work

So now that you know why sales training does not work, you can 

implement the below strategies (when you find the right provider) to 
ensure you don’t waste any more time, effort and of course business 

funds, on ineffective sales training for your team. 

We know we have talked 
a lot about why sales 
training does not work, 
but that’s because the 
average approach to it  
is all wrong.
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Audit the capabilities of 
your team – they may need 
coaching, not training

When you think about upskilling your sales team, 

what’s the first solution that springs to mind? It’s 

probably sales training, right? Investing in training 

has become somewhat of an automatic reflex for 

sales managers looking to improve the performance 

of their team. Sales training courses are widely 

available and often appear to be an affordable  

fast-track to success – on the surface at least.

Strategy one

H
owever, if you dig a little deeper, you’ll discover  

that most training programmes are average at 

best, ineffective at worst. The sad reality is that, 

more often than not, sales training simply does not work. 

At least not in isolation. Some training programmes can 

be incredibly successful, but only when they form part  

of a wider strategy. Expecting training alone to rewire  

the way your team thinks and sells will only set you up  

for disappointment.

So what is the key to successfully upskilling your sales 

team? If it’s not training, what could it possibly be?

The answer might surprise you. The key lies in conducting 

a comprehensive pre-training evaluation. In other words, 

asking some tough questions of yourself and your team. 

Putting your sales processes under the microscope and 

leaving no stone unturned. The goal is to uncover your 

team’s strengths and weaknesses, so you can identify 

exactly which areas you’re excelling at, and which areas 

need to be improved.
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If you want to take your sales performance to the next 

level, you have to be prepared to identify what is slowing 

you down – even if this means shining a light on some 

uncomfortable realities. For example, an evaluation  

might uncover that some of your staff are untrainable.  

Research shows that approximately 30 per cent of 

salespeople cannot be coached – they simply do not  

have the natural talent required to make a successful 

career in sales.

Conducting an evaluation isn’t easy, but it can be 

extremely rewarding in the long term. This is because  

it forces you to be honest about your team’s performance, 

enabling you to make better strategic decisions moving 

forward. Even if this means letting some people go, 

or changing tactics. If you’re not willing to face your 

weaknesses, how will you be able to transform them  

into strengths?

Once you’ve conducted an evaluation you can bring sales 

training back into the picture. When you know what you 

need to fix, training becomes far more effective – as long as 

the training provider fully understands your weaknesses 

and is able to provide realistic solutions. For the best 

results, it’s a good idea to work with a training provider 

that offers evaluation and reporting services, so they will 

be with you from beginning to end. Look for a provider that 

can guide you through the evaluation, implement a training 

strategy based on its findings, and then measure the impact 

of this training over the long term. 

Although the idea of an evaluation may seem daunting 

and time consuming, it’s actually a great opportunity for 

you to let go of past mistakes and move forward with 

confidence and clarity. Think of it as a chance to wipe the 

slate clean and start fresh. You won’t regret it, especially 

once you see your sales numbers start to climb. 

Did you know: Research shows 

that approximately 30 per cent of 

salespeople cannot be coached.
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A
lthough well-intentioned, sometimes providing 

equal opportunities for all your staff can 

actually backfire. You may end up spending 

unnecessary money investing in training programmes 

that quite simply don’t work for your entire team. 

Everyone is different, and therefore thrives in different 

learning environments. 

Before you invest in team-wide training, it’s important 

to ask the question: does everyone really need this? Will 

they all benefit from it?

The reality is, some of your staff will be performing better 

than others. Typically top-performers are hungry to get 

better and, with a thirst for knowledge and the commitment 

to improve, often get the biggest uplift. Others may be 

struggling to hit their targets and require some additional 

support. A small percentage of your staff may even be 

uncoachable – selling might simply not be in their DNA.

It’s better to ask this question upfront – ‘does everyone 

need training?’ – than to commit to the training process 

and find out what worked and what failed after you’ve 

already invested time and money.

This is why every sales training programme should start 

with a comprehensive evaluation. Assessing where you 

and your team is at right now is the best way to move 

forward. If you don’t know what you’re working with, how 

can you make improvements? 

Evaluation has to be the first step. In order to achieve  

the best results, you need to first achieve absolute  

Understand what individual 
team members need

It’s common practice for all sales staff to be offered 

the same professional development opportunities. 

After all, you can’t send one team member on a 

course and not another... or can you?

Strategy two

clarity about your present situation. You can then  

tailor your training efforts around the results from  

this initial audit. 

Conducting an evaluation can help you to:

• Avoid investing in generic training programmes;

• Identify your team’s strengths and weaknesses;

• Set measurable training goals;

• Ensure that the right people are in the right roles;

• And clearly define what success looks like to you. 

Once armed with this powerful information, you will 

be able to make better decisions moving forward 

and ensure each member of your team receives the 

training opportunities they require.

The importance of conducting pre-training evaluations 

isn’t based on intuition, but on solid research. Studies 

from industry leading experts such as the Objective 

Management Group, Professor Neil Rackham and the 

Sales Executive Council all acknowledge the significant 

part that evaluations play in the sales training process.

Based on data from more than 1 million salespeople 

and global organisations, our five-step process places 

conducting an evaluation at the top of the list – you  

need to know what you’re working with before you  

can find solutions.

Next time you find yourself wondering whether everyone 

on your team needs training, be sure to go back to the 

drawing board and conduct a thorough assessment of 

your people and processes. 
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Look to your sales managers 
– they are the often the most 
important ones to train
Poor sales performance usually starts at the top, 

with ineffective management. This can be a difficult 

truth to swallow, especially when you see how hard 

your sales managers work. 

Strategy three

B
ut there’s a difference between hard work and 

effective leadership, and sometimes even the 

most dedicated managers require further training. 

The challenge lies in providing them with development 

opportunities without dampening their confidence. So  

how do you have THAT tricky conversation?

Take some reassurance in the fact you’re not alone. 

According to research by Dave Kurlan and the Objective 

Management Group, approximately 82 per cent of sales 

managers are ineffective. That’s a big number, and points 

to a widespread problem. Would you like your managers 

to be part of the 82 per cent, or the 18 per cent?

Encouraging your managers to pursue further training 

is challenging because it involves asking some tough 

questions – of yourself and your team. Taking your sales 

performance to the next level involves being brutally 

honest about what works and what doesn’t. If it was easy, 

the statistics would be the other way around, and only  

18 per cent of sales managers would be ineffective. 

Dave Kurlan advocates taking the hard road and striving 

to achieve excellence, no matter how rocky the terrain. 

He takes a ‘no nonsense, no excuses’ approach, and 

believes everything starts with first acknowledging  

what you do not know.

Before you have THAT conversation with your managers, 

start by evaluating your own performance, and the 

performance of your entire sales team as a whole.  

No salesperson is an island. This is best achieved with the 

help of an external training provider, who can ask the right 

questions and provide you with the framework to guide 

the evaluation.

Once you have done this, you’ll have a clearer picture of 

where your sales managers could be going wrong. It’s 

much better to approach them with a specific request for 

improvement, than to reach out and say “Hey, something 

isn’t working but I’m not sure what.” 

When the big conversation arrives, avoid making it personal. 

Talk about where the entire team is falling short – as per 

the evaluation – and explain how your manager can help 

you work towards a solution. Show them that you’re willing 

to support them to do their job better through further 

training. Demonstrate how a new course will add to their 

work satisfaction and help them achieve their goals. You’re 

investing in their future – and the future of the company – 

which is actually something to be valued, not feared.

By first undertaking a team-wide evaluation, the 

conversation becomes much easier. You’ll be able to draw 

on concrete examples, identify gaps and move forward 

with confidence. It’s like solving a problem – it’s hard to 

find a solution if you don’t know where the problem  

starts. But once you realise the root of the issue, you can 

work backwards to fix it, without alienating your team in 

the process. 
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H
owever, if there is ONE golden rule that can 

significantly bolster your training efforts,  

it’s the 70:20:10. 

The 70:20:10 learning and development model is 

internationally recognised as a leading authority on 

training. Launched in the 1980s by researchers from the 

Center for Creative Leadership, this framework acts as 

a guide for any organisation that wants to improve its 

training strategy.

So what is the 70:20:10 model, and how can you apply 

this to your business?

This model is based on the theory that people learn in 

three main ways: through On-the-job trial, error and 

experience (70 per cent); Managerial observation, 

coaching and feedback (20 per cent); and ‘Formal, 

classroom based training/education’ (10 per cent).

According to the 70:20:10 website, the definitions for 

each type of learning are as follows:

On-the-job trial, error and experience: “learning  

and developing through day-to-day tasks, challenges  

and practice”. 

Managerial observation, coaching and feedback: 

“learning and developing with and through others from 

coaching, and other collaborative and cooperative actions.”

Formal, classroom based training/education: “learning 

and developing through structured courses and programs.”

The 70:20:10 breakdown might surprise you. Most 

businesses invest heavily into formal training 

Adhere to the 70/20/10 rule

There’s no ‘quick fix’ when it comes to improving 

sales performance. A good sales training strategy 

requires careful thought and long-term planning – 

it’s pointless to go looking for a silver bullet.

Strategy four

programmes, but this only makes up 10 per cent of 

learning. Formal training is still important – but only when 

implemented in harmony with Experience and Exposure. 

Think about your training strategy. Does it align with the 

70:20:10 framework, or are you over-investing in the 

wrong area? Does ‘Formal/Education’ look more like the 

70 per cent than the 10 per cent?

The 70:20:10 Forum acknowledges that businesses need 

to start putting more thought into On-the-job trial, error 

and experience, and managerial observation, coaching 

and feedback if they want to see true change.

“We need to extend beyond the ‘10’ and exploit the  

‘20’ and ‘70’ if we are to meet the requirements of our 

senior executives, our managers and our HR leaders,”  

this article states.

For many, this requires a shift in thinking. Classroom-style 

‘formal’ learning has dominated the training landscape 

for so long, that at first spending less time and money on 

structured courses feels counterintuitive. But this model 

probably confirms what you have known all along; that 

sending your staff on courses doesn’t always have a long-

term impact on their performance. 

The 70:20:10 model has stood the test of time because it 

doesn’t take any shortcuts. It’s based on sound research 

and practical observation – not gut feeling or informal 

training. When looking for a training provider, try to 

choose one that has a solid understanding of the 70:20:10 

framework and can help you implement it within your 

business. There’s a reason so many organisations are 

advocates of this model – it really does work. 

8

salesstar.com Follow us



even think about training. There is no point, and it will 

truly be a waste of money. 

The next step, after ensuring you have your sales  

process is locked down and understood by everyone in 

your sales team, is finding a trusted training provider, 

who is able to ‘open their books’ and explain what their 

different courses will be offering attendees. 

Yes, most training programmes look very impressive. 

A well-written course outline can make even the most 

basic of teachings sound sophisticated. But the reality 

is, training is not an antidote to poor sales performance 

– and you should be extremely wary of any provider that 

tries to tell you otherwise. 

Training is one piece of a much larger puzzle, and is  

rarely effective in isolation. In order for a training 

programme to work, it needs to be preceded by a 

comprehensive evaluation, and align with your  

company’s overall sales strategy. If your training  

provider does not have a robust understanding of  

your team’s strengths and weaknesses, how can they 

provide solutions?

So this is where you need to be prepared – with a 

thorough milestone centric sales process and pipeline 

strategy that works for your business which will enable 

you to match with the correct sales training provider.  

Of course this is only necessary if you actually want  

your investment in training to work...

T
o do this sales managers need to have an indepth 

knowledge of what the sales training course 

involves – what will be taught? What practices 

will be encouraged by the trainer, and what actions will 

attendees be encouraged to follow? Because if this is not 

clear, then how will managers support their salespeople 

when they return from their training? 

Imagine if the course involves learning something that is 

in complete conflict with the processes currently in place 

in an organisation? Then there is basically no point in 

salespeople being trained, because they won’t be able to 

implement their newly-aquired skills in the workplace. 

But if you don’t have a milestone centric, sales process in 

place - and many businesses do not -  then adding training 

to the mix will only cause further chaos. If there is no 

sales process in a company, then what will support the 

skills and techniques they have learned? 

So before you push ahead with training, it’s important to 

determine your sales process, and understand how it will 

be reinforced by the training seminar that your salespeople 

attend. This means that while at the course, your team 

can automatically relate the material to the process they 

understand and follow in the workplace, making it more 

likely that they will retain their new skills and be able to 

easily assimilate it into what they currently do. 

Of course, if you are honest with yourself and know there 

is no sales process in place in your business, then don’t 

Your sales process mimics 
the sales training

Sales training will be completely ineffective if it 

comes into conflict with your sales process. It’s 

therefore essential to make sure the training will 

align with your process, not challenge it.

Strategy five
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W
hat happens after sales training is just as 

important as what happens before and 

during. In order to get the most out of 

training, you need to go into it prepared, and come  

out of it with a clear sense of direction and some 

measurable goals.

An all-too-common mistake that many businesses make 

is to view sales training as an isolated event. Many sales 

managers are under the false impression that it’s enough 

to send an employee on a sales course, trusting they’ll 

learn a few tips and come back to work ready to go.

In practice, sales training requires a comprehensive, 

multi-step approach in order to be effective, starting with 

a pre-training team-wide evaluation and finishing with 

ongoing forecasting and reporting, as well as continual 

coaching and mentoring from senior managers. 

Strategise for the future and see how training fits into 

this picture. The strategy should always come first, 

and training should be assessed by its relevance to the 

strategy and how it will help your organisation achieve 

its goals. Without this long-term outlook, you could risk 

wasting thousands of dollars on short-term solutions that 

make very little impact. 

It’s about continual 
development, not one-off 
training sessions

Investing in generic one-off training sessions 

without an eye to the future is an ineffective use of 

your training budget. This is because sales training is 

about continual development. It’s best administered 

as part of a long-term sales strategy – it’s just one 

piece of a complex puzzle.

Strategy six
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Sales training is an investment, so it’s important that 

you are able to measure its return. Unfortunately most 

providers do not offer any reporting services. They 

deliver the course, your staff come back to work and you 

have no way of measuring whether the sales training 

impacted their performance in any way. This makes it far 

too easy for some trainers to get away with providing 

poor quality education. Try to work with companies which 

are prepared to be held accountable. 

Of course, you can’t rely on the training provider alone 

to wave a magic wand and produce results – it’s a 

collaborative process, about give and take. You need to 

provide the training provider with information about 

your business, and be willing to be guided through their 

evaluation process, and listen to their advice, in order to 

them to deliver the training that best aligns with your goals. 

And afterwards, you (or your sales managers) need to be 

prepared to continue with regular coaching and mentoring. 

Did you know that  both the Objective Management 

Group and the  Adair Leadership Model tell us that 

leaders should spend 50 percent of their time developing 

their people. But the reality is, most managers too often 

tend to get bogged down with task (management) rather 

than coaching (leadership). And the outcome is that 

many salespeople are left to their own devices, and any 

sales training course will have little or no lasting impact 

without the continual support of their managers.  

You may be thinking “this sounds like a lot of work. How 

am I going to find the time to conduct an evaluation, 

ensure the training aligns with our goals and monitor my 

team’s progress for months on end while also trying to 

coach them further?”

As with most things in life, when it comes to sales training, 

you get out what you put in. While it would be nice to get 

great results from sending your staff on a 2-day course 

with little or no involvement from you, in reality this 

won’t have a lasting impact. Research shows that most 

sales training is ineffective. 

If you can’t spare the time, you might be better off not 

investing in any training at all – at least you wouldn’t be 

losing money. 

Did you know: You can’t rely  

on the training provider alone  

to wave a magic wand and 

produce results. 
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Here’s the secret. If you truly want to get the best results you can 

from sales training, then you need to be 100 per cent committed to 

the whole process. Yes, this will take time and effort from everyone 

involved – so if that is something your business can’t guarantee, then 

any sales training will be a waste of money. 

Thousands of dollars are wasted on sales training every day and 

research shows that 85-90% of sales training has no lasting impact 

after 90 days.

The recommended approach is to act on all of the six strategies 

mentioned in this eBook, with clear framework in place - before, 

during and after training. Because without the right activities 

supporting the training programme then you simply won’t achieve 

the results you need for your sales team and your business. 

Remember: 

• Not everyone will benefit from training

• Some sales trainers lack experience and/or qualifications

• Training is only one part of the equation 

• Most sales training providers don’t measure results

• Mindset is more important than skill set – but most trainers 

only focus on skills

• Without a supportive sales process, the course could be in 

conflict with current business practices

Our recommended 
approach:
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Address: 

Level 15, Telco Building, 16 Kingston 
Street, Auckland

Phone:

NZ: 09 524 0999

Australia: 1800 341 853

Email:

Steve Bambury
steveb@salesstar.com

Katherine Moore
katherine@salesstar.com  

Feel free to pop in, give us a call, send us an email, 

or request a free consultation with one of our sales 

development experts. 

We’re a friendly bunch but we are very serious about helping businesses 

achieve better sales results.

We’ll even calculate your ROI to ensure that working with us makes  

financial sense in every respect.

Want to know how  
to up-skill your sales  
team without throwing 
money away?
We’d love to help.
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