Introduction
Optimizing the performance of your inside sales teams is hard with intuition alone. Whilst ‘gut feel’
can give you a hunch of where to look, the data is what helps you identify exactly what needs to
be done.
We’ve distilled the observations of hundreds of high-performing inside sales teams to help you
maximize the performance of your own team.
This practical guide will help you put in place the right tools, the right metrics, and the right
processes so that you can drive better performance in a data-driven way.
Aside from solving performance challenges, the below will help you lay the foundations for a more
sophisticated go-to-market strategy. You will be able to:

Integrate inside sales into wider omnichannel strategy;
Make inside sales approaches highly personal by matching
buyer experiences with potential spend;
Measure the effect of everything you do — through and
through.

Two key ingredients to measuring and understanding
your performance
To get a clear picture of how your inside sales are performing you need two things:
1. Your input i.e. the data; and
2. A dashboard to display the output i.e. the data.
Data
Data can mean many things to many people, but to understand how the inside sales teams are performing you need to capture the team’s activity — the calls they make.
After all, you can’t improve what you can’t measure. Having a CRM or a dialler software logging their activity is table stakes. Building your reporting on the back of
spreadsheets is bound to skew your data.
A dashboard
A dashboard is a visual representation of your input data i.e. an aggregate view of the calls your teams make. Because you will use this to coach your reps as well as report
on their performance, you want to make sure that it accurately reflects the raw input data.

"If you can't measure it, you can't manage it."
Peter Drucker

The importance of logging every call
As we discussed, it’s vital to capture every call your teams make. So let’s look at some of the top reasons for exactly
why it’s important.
Reason #1: Known how many calls it takes to get a meeting
If you know how many calls it takes to get an appointment, you’ll know at any given point in time how likely your
teams are to hit both their individual and team-wide goals.
It also enables you to quickly assess whether you need to step up the activity of your reps or speed up your hiring
efforts.
And it makes goal setting a lot easier. If you know the number of calls it takes to get a meeting, it will be easier to get
the buy-in of your teams that the goals you’ve set are fair and achievable.

Reason #2: Identify ‘levers to pull’ to improve
performance

Reason #3: Fairly compare and assess the
performance of individual team members

Capturing call data allows you to identify levers you
can pull to drive performance.

Being able to see the activity of every rep will allow you
to fairly assess their performance.

For example, if you notice that your reps are
struggling with price objections, you may want to
coach them on how to better handle pricing-related
questions.

For example, if you onboard a new rep, you will be able
to see where they need support. If you see that they
struggle with getting past gatekeepers, prescribing the
right training would quickly remedy that.

What information should you log
To enable you to drill down on how you’re performing, we recommend that you capture these six key elements for every call in your dialler or CRM.

Time and date
Capturing the time and date for when a call was
made allows you to understand the productivity of
your teams by any timeframe.
This comes in handy if you want to understand trends
such as the impact of seasonality on your
performance.

Reason for 'Closed-Lost'
If your reps are closing deals on the phone, it is crucial
to understand the reasons why a sale isn’t happening
as it will inform your strategy and approach going
forward.

Call outcome (disposition code)
Call outcomes will allow you to understand the
outcome of every call in a standardized way. They
also give you an aggregate view of your activity and
are vital to good performance reporting. To ensure
consistency, call outcomes should be picked from a
drop-down menu. Typical outcomes include,“No
answer”, “Too expensive”, “Call back”, but make sure
that they reflect the intricacies of your business.

Company name
Having every lead associated with an account will
allow you to see the effort made against every
company.

Lead identifier
Companies can often have similar names, which can
cause errors when analyzing your data.
A unique lead identifier, which usually consists of a
combination of letters and numbers - is a more
reliable way of tracking every individual lead.

Deal value
Recording deal value against an individual as well as
the company itself will allow you to measure the
return on your spend. It will also help you identify
potential training opportunities. For example, if reps
struggle to convert higher value opportunities, they
may need training.

What are the benefits?
Key takeaway:
Recording the number of calls it takes to create a sale (or a meeting) will
give you a more accurate view of how your campaigns are performing.
Without it, you risk making the wrong decisions and thus sacrificing your
performance.

To highlight the importance of recording the outcome of every call, let's look at an
example where the absence of it could wrongly make you think that that one data
set is better than the other.
Let’s say that to optimize your team's performance, you would like your team to
focus on the data set that is likely to generate the most sales.

In the first scenario, you only record the number of sales made from each of the
data sets and the number of leads worked in total.
In the second scenario, you record the number of sales made, the total number of
leads worked, and HOW many calls your team made in total.
Looking at scenario one, it would seem as if Data Set 2 performed better because
your lead-to-sale conversion rate is 3.53% vs 2.20% for Data Set 1. But in this
scenario, you neglect the amount of effort that goes into getting a sale.
By factoring in the number of calls made to get a sale in scenario two, you'd see
that Data Set 1 actually performs 33% better than Data Set 2.
In real terms, this would mean that you'd be able to get 1/3 more sales by calling
Data Set 1. But you'd only know this if you measured every call made.

See next page for a breakdown of
numbers
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WRONG
Scenario 1

RIGHT
Scenario 2
To find the winning data set, the number of sales made should be divided by
the number of calls made to capture the effort it takes to create a sale.

To determine which data set is performing best, sales made are divided by the
number of leads worked to get a lead-to-sale conversion rate of 3.53%
This approach doesn't factor in the effort it takes and thus leads to the wrong
decision that Data set 2 is performing better than Data set 1, when the
opposite is true.

By dividing the number of sales made by the number of calls made in total, you
get a call-to-lead-conversion rate of 1.57%
Taking into account the effort (calls made) it takes to create a sale, allows you
to determine the best-forming data which would ultimately lead to more sales.
But this is only possible if calls are recorded.

How to start recording the outcome of every call
Now that it’s clear what the benefits of recording every call are, here’s a comprehensive, step-by-step guide to getting started.
By following these steps, you’ll have a process in place that will help you get the best out of your teams.

Step 1
Get a CRM or a dialler: Choose a dialler or CRM software that allows you to
upload all your leads at once and log calls against each lead. Do not do this in
spreadsheets - they break easily.

Step 2
Create dispositions: Creating a set of disposition codes in your call tracking
software will give you visibility into how your campaign is performing and
what you may need to pay special attention to. This is also key to identifying
performance levers, but more on that later.
Aim for no more than 15-20 outcome codes - any more will likely result in the
wrong fields being selected. Reps want to move on quickly from one call to the
next. If it takes them a long time to locate the exact field, they may default to a
few “catch-all” fields that will skew your results. Here are a few suggestions
to get you started.

Step 3
Test your export file: Before you start dialing, run a trial export of your data using
dummy data to ensure the final report gives you all the data and fields you need
for reporting purposes.

Example disposition codes:
No answer
Line is busy
Wrong number
Not interested - Do not call again
Not interested - Price not competitive
Not interested - Happy with current vendor
Not able to reach decision maker - call back
Call back - Not able to get past gatekeeper
Call back - Requested by decision-maker
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Step 4
Get buy-in from your team: This is often overlooked, but do spend the time
training your team on your new process. If your reps don’t understand it or why
it’s important, you’re likely to get poor adoption and it will be seen as a
hindrance.

Step 5
Get in the trenches: Sit with your team or ask them to share their screens so that
you can see where you can improve your process. For example, you may find
that you’re missing a disposition code, or that not every call is logged.
Observation is key to making your process run as you intended it.

Step 6
Test your export file: Before you start dialing, run a trial export of your data using
dummy data to ensure the final report gives you all the data and fields you need
for reporting purposes.

Next: Common Hurdles and How to
Overcome Them.

Hurdles and how to overcome them
You will inevitably face some hurdles along the way. But fear not, here are some of the more common issues
you might encounter and how to troubleshoot them.

Hurdle
The reps are not recording every call.

Fix
Help your team understand why this is
important. We often find that the root cause of
this is not spending enough time onboarding
your teams on the new processes. Help them
see how this will help them achieve their goals
and you’ll get better uptake.
It’s often helpful to create a little competition. A
league table tracking dials with a prize to be
won for the most calls logged is often a great
way to incentive the right behaviors.

Hurdle
The reps feel it hampers their performance.

Fix
Again, this might signal that your teams don’t
fully understand the benefits of recording calls
and how this will benefit them.
Spend time training them up on your process. As
your team becomes more familiar with the new
process it will feel less burdensome over time.

Hurdle
Unsure how to use the data?

Fix
Please see the next section on dashboard
creation as this is all about how to best use this
data.

Next: Creating a
Dashboard

Creating a dashboard
After setting up call logging software, the next step is to create a dashboard to
visualize the data. Dashboards can vary in complexity and can be simple at the
start.
A slide deck updated
every week with new data

Custom-built dashboard

Basic

Sophisticated
A dashboard built in CRM
e.g. Salesforce

They can range from a simple deck of slides derived from exports of your call logs
to custom CRM dashboards, or can even be custom-built specifically for you using
3rd party tools.
CRMs often come with built-in reporting features as standard. So if you have your
dialler that’s linked with your CRM, you may be able to create dashboards using
the tools you already have.
But if you don’t have a CRM (or it lacks reporting functionality), there are plenty of
standalone reporting tools available. You'll find a few on the next page.
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A list of standalone dashboards
Klipfolio lets you build dashboards and reports by syncing with your existing
tools.
Geckoboard connects with over 60+ data sources using pre-built templates.
Grow is a no-code full-stack business intelligence (BI) platform letting you
create dashboards from hundreds of data sources.
Tableau is a visual analytics and BI platform that connects both on-premise
and online data to make data analysis easy.
Qlik is another business intelligence platform that integrates with a wide range
of data sources.
To get the most out of your dashboard, it’s important to keep the following in
mind.
Make sure the output of your dashboard reflects your key performance indicators
so that it is fit for purpose.
Check for accuracy. You must have full confidence that the dashboard is a true
representation of the raw data found in your call tracking or CRM software. For
example, check that the number of calls logged in a given period of time matches
those reported in your dashboard. Any inaccuracies will skew your results and are
likely to result in the wrong decisions being made.

The benefits of using a dashboard:
Easily view your performance
A dashboard enables you to have access to a digestible
view of performance, enabling key stakeholders in the
business to quickly understand how your teams are doing.

Spot trends quickly
Because the performance is visualized it is much easier to
identify trends. Graphs usually make trend-spotting easier
than just looking at raw numbers or data alone.

Identify performance levers
A dashboard lets you identify levers that can be pulled to
drive up performance. For example, if you notice that the
number of sales is declining along with attempts made to
each business, you may want to focus on helping your reps
increase the number of calls made.

What metrics should you be tracking?
Ultimately, it’s up to you to decide what’s important to track for your business. But as a gauge of inside sales effectiveness, here are the most common
metrics we see inside sales teams track, and why.

Metric: The total number of calls made.
Why track it: It serves as an overall productivity gauge of your team.

Metric: Calls to an outcome.
Why track it: It helps you understand how much effort is required to create an
opportunity or sale, and how you can scale it to meet your targets.

Metric: Lead-to-outcome conversion rate.
Why track it: Tracking lead-to-outcome (e.g. sale or opportunity) will help you
understand how many leads need to be worked to generate an outcome. This
helps you plan how many leads your team needs to work to hit your goals.

Metric: Calls made to a lead.
Why track it: It helps you understand how much effort is directed at each
lead; which in turn allows you to see whether enough attempts have been
made. As a rule of thumb, it takes at least 3 calls before you start to see a
gradual decline in conversion rates. Measuring calls made against each lead
will also help you understand when to stop. Usually, after your 10th
attempt, the odds of converting a lead reduce significantly.

What does 'good' look like?
It’s important to know what metrics you need to capture. But it’s even more
important to know how your performance stacks up against other businesses in
your space.
In this section, you'll see some of the more common metrics tracked across a range
of industries. Whilst we have aggregated the performance of companies in a
similar space, every business is different. So take this as a rough guide - not a rule
of thumb.

Calls per rep per day
Calls made per rep per day vary considerably by industry and even by product.
Traditionally, the more transactional the product or service is, the more calls a rep
will make per day.
For example, enterprises offering business telecommunications services tend to
make the most number of calls whereas companies offering software solutions the
least.
On average, across all industries, the number of calls a rep makes per day is
approximately 116. But it’s worth noting that the average is skewed by large
outliers on either end of the spectrum with the telecoms making over 190 calls per
day per rep on average vs only 48 calls made by software companies.

Continued on next page
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Call-to-opportunity conversion rate

Opportunity-to-sale conversion rate

Every business will have its own way of defining an opportunity, so again, take this
with a pinch of salt. As with the number of calls made, the call-to-opportunity
conversion rate will vary from industry to industry. Usually, the more transactional
the offering is, the lower the conversion rates are.

Lastly, the opportunity-to-sale conversion rate has one of the broadest range across
all metrics tracked by businesses which makes establishing an average hard. This is
largely due to how companies define an opportunity.

In our analysis, businesses offering commercial vehicle hire tend to enjoy the
highest call-to-opportunity conversion rates at 2.6%. Whereas, telecoms industry,
perhaps to the largely volume-based approach to lead generation - the lowest at
0.48%.
The average across all industries is 1.09%.

Some businesses create an opportunity in their CRM after a prospect has expressed
an interest in getting a quote. Whilst others may only create an opportunity once a
contract has been sent out.
For this reason, it’s useful to look at each industry average instead of an industrywide average to gauge your performance.

Get more from your inside sales teams with
Growth Intelligence
We hope that this guide has been helpful in
helping you build a data-driven process for scaling
your inside sales team.
If you enjoyed this content, you might also be
interested in the 4 Steps to Zero Waste Marketing
which outlines the steps every business can take
to drive up to 5x better lead quality.

If you’d like to learn more about how we’re helping enterprises
like American Express drive up to 220% more revenue from
their inside sales teams, get in touch here.

growthintelligence.com

