
BUILDING A PRACTICE-DRIVEN 
SALES TEAM
BUILDING A PRACTICE-DRIVEN 
SALES TEAM

THE SALES LEADER’S HANDBOOK FORTHE SALES LEADER’S HANDBOOK FOR



THE SALES LEADER’S HANDBOOK
FOR BUILDING A PRACTICE-DRIVEN SALES TEAM

Copyright © 2018

Instructure

6330 South 3000 East, Suite 700

Salt Lake City, UT 84121

1.877.576.5364

Visit our website at www.GetBridge.com/Practice 

2



WHAT’S INSIDE
An informative guide for sales leaders looking to maximize their sales reps’ potential and increase 

productivity by creating a practice-driven selling culture where learning and practice are seamless 

and continuous.

WHO IS IT FOR
Sales leaders who want to empower a highly engaged, skilled sales force to increase positive impact 

on the business from first-touch to the bottom-line.

HOW IT CAN HELP
In today’s complex business landscape, sales leaders can only afford to invest in training that will 

have real lasting impact on their team’s productivity in order to gain a sustainable competitive 

edge. 

This handbook will help sales leaders understand how to:

ABOUT PRACTICE
Practice is an applied microlearning solution used to build and sustain continuous learning cultures 

that increase competence and confidence and drive innovation. Practice allows sales leaders to 

make sales training flexible, experiential, bite-sized, and continuous.

Practice's patented mobile-first video technology and learning methodology is used by 

organizations such as Comcast, Domino’s, NBCUniversal, PepsiCo, and the University of 

Pennsylvania to improve sales training, customer service, management training, leadership 

development, and more.

ABOUT THIS GUIDE

“How you sell has become more 

important than what you sell. An 

effective sales force is a more 

sustainable competitive advantage 

than a great product stream.”

— Neil Rackham
     Author of “SPIN Selling”

 

• Boost their team’s selling skills quickly.

• Develop a bench of selling talent.  

• Adapt to change quickly.

• Build a sustainable sales strategy.
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THE SALES TRAINING CONUNDRUM

PRACTICE-DRIVEN SALES 
DEVELOPMENT
 
Research from the Aberdeen Group found that 

best-in-class sales teams received 17 percent more 

formal training per month compared to 

underperformers.2 The same research also found that 

modern sales professionals are most effectively 

developed by “empowering them to do their job 

regardless of time of day, physical location, or computing 

device.” Thus, for sales training to have measurable, 

positive impact, it must not only be delivered frequently, 

but it must also be delivered  seamlessly so it will not 

impede the modern sales professional's daily demands.

So how do sales leaders address the top training 

challenges in order to achieve best-in-class results? 

High performing sales leaders have demonstrated that it 

takes a shift in mindset from going beyond delivering 

traditional sales training events, that are episodic and 

interrupt daily workflow,  and instead creating a 

practice-driven selling culture where learning and 

practice are seamless and continuous. This shift allows 

them to empower their sellers to reach their full potential 

and create a selling environment where personal and 

business growth align so the organization can thrive.

TIME, MONEY, AND EFFORT

Today’s sales leaders agree on today’s top sales training 

challenges: It’s too expensive, there’s not enough time, 

and there’s a lack of engagement. And, add to this the 

fact that when surveyed, the majority of sales leaders 

question the effectiveness of their current sales training 

programs. Yet, organizations continue to invest 

significant amounts of time, money, and effort toward 

training their sales teams.

So why do organization continue to make significant 

investments in their sales training?  

To start, more than 50 percent of college grads in the 

U.S. are likely to work in sales at some point, yet less 

than 100 of the 4,000 colleges have sales programs or 

courses.1 Also, the current complexity of today’s 

business landscape demands that sales teams are 

continuously honing and developing higher-level sales 

skills. And, ultimately the most important reason 

organizations continue to invest in sales training is that 

well-trained sales professionals are the critical engine 

that drives the business forward. 

Best-in-class sales teams 

receive 17% more formal 

training per month.
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THE TRANSFORMATION FROM SALES TRAINING 
TO SKILL BUILDING
RETURN OF  REINFORCEMENT
 
Unfortunately, the days of bi-annual sales training 

sessions, where the entire sales team converges at a 

centralized hotel conference center, for two to three 

days to listen to PowerPoint presentations on closing 

tactics, and/or engage in a few team building exercises, 

is still all too common. 

The issue is that these sessions are expensive, 

time-consuming (to plan and to attend), and worst of 

all, the material is rarely absorbed past a few days. For 

example, research on the Ebbinghaus forgetting curve 

(see the next slide) indicates that for classroom-like 

training sessions sales reps forget around 42 percent of 

what they have learned within 20 minutes. And after 30 

days (the typical onboarding time for a new sales rep), 

they lose over 80 percent of what they learned. 

Sales leaders who are still investing in scheduled, 

classroom-style training sessions, with no 

reinforcement, need to closely consider the return on 

investment of which almost two-thirds of the training 

material may be forgotten by the end of the day.

FROM KNOWLEDGE TRANSFER 
TO LEARNING FLOW

In addition to investing in classroom-style sessions, 

sales leaders have long attempted to add value by 

delivering knowledge management solutions like sales 

playbooks, content management tools, and customer 

reference material. Yet, according to the Aberdeen 

Group’s research, best-in-class sales leaders are now 

proving that even greater value comes when they can: 

• Speed up onboarding of new reps.

• Capture the best ideas from all team members.

• Drive adoption of the most effective messaging.

• Rapidly disseminate new content, pricing, products, 
   and tactics.3

The current sales training model with expensive 

in-person sessions that result in a lack of retention and 

connection to building skills for the future, lies in direct 

contrast to the efforts of best-in-class sales 

development. The future of sales training lies at the 

heart of this shift from only delivering knowledge, to 

creating an environment that organically supports 

ongoing skill development and drives business results.

Multi-generational learning styles 

Tradeoff between time spent training 
vs. time spent selling 

Logistical constraints 

Minimal retention

Minimal engagement

TODAY’S TOP SALES TRAINING 
CHALLENGES

The average sales 

professional forgets over 

80% of what they have 

learned within 30 days.

Personalized & relevant

Flexible & agile

Easily accessible & on-demand

Bite-sized & easily reinforceable

Collaborative & social

NEXT GENERATION SALES 
TRAINING NEEDS

Top Sales Training Challenges compared to Next Gen Sales Training Needs6



REPEAT, REINFORCE, RETAIN
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Research shows that practicing new skills and ideas over time, with 

spacing and feedback in between, can combat memory decay and 

develop skills and knowledge for decades.
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THE NEW BREED OF B2B SELLER

The core competencies of the 

modern seller demand 

continuous practice 

and targeted feedback.

UNDERSTANDING THE MODERN CUSTOMER 

Recent CEB research revealed a disconnect between the modern B2B seller and the 

modern customer.4 When surveyed, most sales professionals expressed the belief that 

their potential customers are well-informed, clear about their needs, and only require 

sales reps to engage with them after they are late into their purchasing decision 

process. But, it turns out most customers have a very different perception. They see the 

buying process for complex solutions, like enterprise software, as more complex than 

ever before, and often feel “more paralyzed than empowered” during the purchasing 

process.

In other words, many of the current responsive tactics and workflows that sales reps 

think will ease a purchase, may often be doing the opposite. Whether it’s prescriptive 

selling, or another popular selling framework like Sandler, Challenger, Predictable 

Revenue, SPIN, etc., sales leaders must acknowledge the underlying transformation 

underway in how sellers and buyers communicate. 

SELLING SKILLS FOR THE FUTURE

Sales leaders in high performing organizations have proven that 

there is tremendous upside in maximizing their team's ability to:

• Understand the buyers’ business challenge.

• Personalize sales conversations.

• Communicate clear recommendations and rationale.

• Deliver concise explanations of complex concepts.

These are the indispensable competencies of the modern seller, and they cannot be 

learned over the course of periodic training events. They can only be learned over time, 

through continued practice and meaningful feedback loops. In other words, these are 

skills and behaviors that must be embedded in the culture in a sustainable way in order 

to become a core part of every seller’s ongoing development.  
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THE FUTURE OF SALES TRAINING: 
A PRACTICE-DRIVEN SELLING CULTURE

THE MODERN SALES 
TRAINING MODEL

The future of sales training is a model that connects 

with a majority millennial workforce, promotes 

continuous learning, and fosters engagement. It is a 

model where sales training events have been replaced 

with a skill-building environment where sales 

professionals can:

•  Continuously learn and improve

•  Engage in their own growth and empower others

    to grow

•  Easily attain & share their expertise or best practices

MULTI-GENERATIONAL MINDSET

There’s no denying the impact that the needs and 

expectations of millennials are having on organizational 

development and training. The reality is that today’s 

sales leaders are facing significant challenges in 

adapting to a wide range of learning and management 

preferences. And, according to data cited by 

Richardson, there is a proven “business imperative for 

sales organizations to adapt to how millennials learn”, 

specifically, 77 percent of top-performing companies 

reported “making significant or extreme adaption to 

managing millennial sales professionals.” 5

Forward-thinking sales leaders recognize that the 

future of sales training is being designed based on how 

sellers are already engaging with buyers, other team 

members, and their managers. Instead of asking how to 

increase sales professionals’ engagement with training, 

forward-thinking sales leaders are focused on 

designing a training environment that empowers their 

teams through a seamless connection between their 

work and learning. 

This starts with shifting from following a traditional 

sales training framework to embedding a 

practice-driven selling culture. A practice-driven sales 

team is one where sellers are not waiting on training 

events, but instead are empowered to reach their full 

potential and foster a selling environment where 

personal and business growth align so the organization 

can thrive.

On-demand & continuous

Personalized

Ongoing & easily reinforced

Targeted coaching & feedback

SALES TRAINING - THE NEW WAY

Classroom/event-based

One size fits all

Limited reinforcement

Minimal integration with management

SALES TRAINING - THE OLD WAY

Sales Training - Old way vs. New way - Key Characteristics

77% of top-performing 

companies reported making 

significant adaptions for 

managing millennial sale. 
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On-demand and frequent learning 
“experiences”

Clear path from novice, to practitioner, 
to expert

Social learning is integral

Assessment of performance and 
application

Impact tied to organizational 
performance

CONTINUOUS LEARNING - 
KEY CHARACTERISTICS

PROMOTE SKILL-BUILDING 
THROUGH CONTINUOUS LEARNING
Modern sales professionals have come to embrace the 

ongoing development of their skills, capabilities, and 

knowledge. Research has found that best-in-class 

companies are 15 percent more likely to follow up 

traditional sales training with ongoing reinforcement.6 

Embracing continuous learning goes beyond just the 

sales department. According to Pat Wadors, Sr. VP of 

Global Talent Organization at LinkedIn, “The only way 

for organizations to ensure their workforces are fully 

productive and able to achieve business goals is to 

make sure employees are continuously learning, so 

that they are driving the business forward.” 

Forward-thinking companies are embracing a 

continuous learning model that supports the ongoing 

development of skills and competencies by leveraging 

technology to deliver frequent, bite-sized, peer-driven, 

and engaging learning opportunities. Continuous 

learning has become the pathway for shaping a 

successful “organization of the future.”

Research from the Aberdeen Group proves that 

companies offering ongoing, continuous sales learning 

compared to companies who focus their sales training 

exclusively around onboarding exceed their sales goals 

around the following KPIs:7

•  Team attainment of sales goals

•  Customer renewal rate

•  All reps hitting sales goals

•  First-year reps hitting sales goals

Best-in-class companies are 

15% more likely to follow up 

traditional sales training 

with ongoing learning.
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EMPOWER GROWTH THROUGH COLLABORATION

It turns out that it is a myth that sales professionals are 

reluctant to collaborate because of their competitive 

nature. According to the Aberdeen Group research, 

best-in-class sales organizations are best-in-class 

because they formally promote collaboration among 

their sales professionals. Among best-in-class sales 

teams, 52 percent "formally promote collaborative 

exchange" among their sales teams, compared to only 

29% of all non-best-in-class teams.

Peer-to-peer collaboration leads to higher employee 

engagement and higher employee engagement leads 

to specific business results including: shorter 

onboarding, increased retention, decreased attrition, 

greater motivation, and a more customer-centric 

organization.   Despite these impactful business 

outcomes, peer-to-peer collaboration is often ignored 

in sales training as leaders assume their teams are 

reluctant to collaborate because of their competitive 

nature.

Research from the Aberdeen Group uncovered that top 

sales performers are 76 percent more likely to utilize 

peer-generated video content to help them develop 

skills. The Aberdeen Group refers to this as the 

“evolution in tribal knowledge.” The competitive nature 

of sales teams is the reason successful sales teams 

gravitate toward peer-to-peer collaboration. Why? 

Modern sales professionals absorb feedback from their 

peers more readily than they do from their managers 

who are oftentimes removed from the day-to-day 

selling activities. . 

Shorter onboarding

Increased retention

Decreased attrition

Greater motivation

More customer-centric orientation

IMPACT OF INCREASING 
EMPLOYEE ENGAGEMENT
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THE SOURCE AND THE SOLUTION

THE CURRENT SELLING 
ENVIRONMENT

It’s actually pretty easy to summarize the state of the 

current selling environment: nothing has changed, and 

everything has changed. 

For the modern sales leader, nothing has changed 

because the end result of selling today is the same as it 

has been since the beginning of time, which is simply 

persuading someone to engage in a transaction. Yet, 

everything has changed because today’s sales 

environment, and the path to a single transaction, is 

more complex than ever before.

The complexities of the current selling environment are 

indicative of the contemporary business landscape. The 

technological innovations over the last ten years are 

profound. The digitization of everything (text, sounds, 

photos, video, maps, data from sensors, etc.) is driving a 

pace of change never seen before. The tricky thing is 

that these technological innovations are both the 

source and the solution for the current challenges in 

today’s sales environment.   

If sales leaders want their teams to master the new, 

higher-level sales skills necessary to drive sustainable 

revenue they must continuously assess and adjust how 

they manage and train their teams. 

Research shows that on average sales training costs 

approximately $200 more per sales person than an 

organization’s average cost of training an employee in 

any other function.8 Sales leaders who embrace the 

shift from delivering traditional sales training events, 

that are episodic and interrupt daily workflow, and 

instead create a practice-driven selling culture where 

learning and practice are seamless and continuous, will 

empower their sellers to reach their full potential and 

create a selling environment where personal and 

business growth align so the organization can thrive.

Sales leaders must continuously assess and 
adjust how they train their teams in order to 
drive sustainable revenue.
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KEY TAKEAWAYS

THE CURRENT SALES 
TRAINING MODEL IS 
BROKEN

Sales leaders who are still investing in 

scheduled, classroom-style training sessions, 

with no reinforcement, need to closely 

consider the return on investment. 

FREQUENTLY ASSESS & 
ADJUST

If sales leaders want their teams to master 

the new, higher-level sales skills necessary 

to drive sustainable revenue they must 

continuously assess and adjust how they 

manage and train their teams. 

SHIFT FROM TRAINING 
SESSIONS TO SELLING 
ENVIRONMENT

Sales leaders must shift their training 

mindset from one-off training sessions, to 

creating a selling environment that 

organically supports ongoing skill 

development and drives business results.

DON’T JUST TRAIN, 
EMPOWER

Modern sales professionals are most 

effectively developed when they are 

empowered to do their job. A practice-driven 

selling culture empowers sales professional to 

reach their full potential by making learning 

and practice seamless and continuous, and 

creating a selling environment where 

personal and business growth align.

DELIVER TRAINING 
FREQUENTLY AND 
SEAMLESSLY

For sales training to have measurable, positive 

impact, it must not only be delivered 

frequently, but it must also be delivered 

seamlessly so it will not impede the modern 

sales professional's daily demands.

REINFORCEMENT YIELDS 
RESULTS

Research show that practicing new skills 

and ideas over time, with spacing and 

feedback in between, can combat memory 

decay and help develop skills and 

knowledge with staying power. 
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Practice is an applied microlearning solution used to build and sustain continuous 

learning cultures that increase competence and confidence and drive innovation. 

Practice does this by creating a scalable means for teams to frequently practice skills and 

receive meaningful, timely feedback through the power of peer-to-peer video 

assessment and coaching.

Practice's patented mobile-first video technology and learning methodology is used by 

organizations such as Comcast, Cox Automotive, Domino's Pizza, Drexel University, Grant 

Thornton, Microsoft, NBCUniversal, UCSF Medical School, and University of Pennsylvania 

Health System for reinforcement and retention of new hire training, fostering feedback, 

increasing collaboration, accelerating productivity, and achieving higher return on 

investment of learning and talent development initiatives.

Practice was acquired by Instructure in November 2017. 

For more information, contact: 1.877.576.5364 or visit www.GetBridge.com/Practice

ABOUT PRACTICE

http://hubs.ly/H06WsS90
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