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Praise for The Anatomy of an
Elite SDR Call

“If you manage outbound, this book will change how you train and coach.
The information is immediately helpful. In 3 months, we were able
to more than double the number of new business sales appointments
booked each month.”

— Norman Mighell, Director, Interlink Services

“This book provides one of the most practical frameworks I have seen
for improving outbound sales performance. By replacing subjective call
reviews with consistent, evidence-based evaluation, it gives sales leaders
a repeatable system for coaching sales reps and building stronger teams.
It is essential reading for any organisation serious about developing
predictable, high-performing outbound sales capability.”

— Chris Rowland, Senior IT Executive

“Finally a book that brings discipline to sales call reviews. Instead of
relying on opinion, it provides a solid structure for evaluating calls,
coaching effectively and measuring genuine improvement.”

— Tony Lawder, Sales Coach, Lawder Systems

“One of the most comprehensive approaches to outbound lead gen-
eration coaching I've read. It replaces guesswork with a system that
managers can apply confidently and consistently.”

— Venkatesh Arunachalam, CEO, Impekable
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“Most books explain what good sales looks like. This one explains how
to measure it fairly, coach it systematically and improve it over time.”

— Brad Quirk, Founder, Quirk Consulting

“The focus on observable behaviour, evidence and deliberate practice
makes this one of the best coaching resources I've used. The principles
extend well beyond outbound sales teams.”

— Matthew Beasley, Director, techENY

“For organisations serious about building consistent sales growth, this
book provides a complete operating system rather than a collection of
coaching tips. It raises the standard for sales management.”

— Wayne Macartney, CEO, Bricoleur

To my wife, Lata,

Thank you for your unwavering love, strength, patience and belief in
me. Through every challenge, you have been my greatest source of
encouragement and the person who has quietly made so much of this
possible. I understand the cost on you and acknowledge your sacrifice
for me and the family. You inspire me to be better every day, and I
cannot imagine this journey without you.
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Foreword

Foreword

Over the course of my career, I have learned that sustained business
growth rarely comes from having more sales activity. It comes from
having better quality sales conversations.

Organisations invest heavily in recruiting salespeople, building out-
bound campaigns, implementing CRM platforms and purchasing sales
intelligence tools. Yet one of the most important assets they possess is
the quality of the conversations between their salespeople and prospec-
tive customers. It is often measured inconsistently, coached subjectively,
or not evaluated at all.

That is the core problem this book addresses.

Like many business leaders, I have sat in sales reviews where perfor-
mance was reduced to appointments booked, conversion percentages
and activity metrics. Those measures are important, but they tell
us what happened, not why it happened. They rarely explain why
one salesperson consistently succeeds while another struggles despite
working just as hard. More importantly, they provide little guidance on
how to systematically improve performance across an entire team.

Chris Harasty approaches this challenge differently.

Rather than treating outbound selling as an art that depends primarily
on personality or experience, he treats it as a professional discipline
built on observable behaviours that can be measured, coached and
improved. That distinction is significant.

The framework presented in this book recognises that great sales per-
formance is not a single skill. It is the combination of call control,
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intelligent questioning, responsiveness, commercial understanding, rap-
port and vocal delivery, each evaluated independently and supported by
evidence rather than opinion. This creates a level of objectivity that is
often missing from traditional sales coaching.

What impressed me most is that the framework separates outcomes
from capability.

Anyone who has managed sales teams knows that a poor conversation
can occasionally produce a meeting, while an excellent conversation
may correctly conclude that no opportunity exists. Judging performance
purely by outcomes encourages inconsistent coaching and reinforces
behaviours that may not be repeatable. By focusing instead on observ-
able performance, this methodology gives managers a far more reliable
foundation for developing people.

The timing of this book is also important.

Artificial intelligence is rapidly changing the way organisations evaluate
customer interactions. Al can now review thousands of conversations,
identify behavioural patterns and surface coaching opportunities that
would have been impossible to detect manually. However, Al is only as
useful as the framework it applies. Without clear definitions of what
constitutes effective behaviour, automation simply scales inconsistency.

This book provides that framework. Whether the evaluation is per-
formed by a sales manager or supported by Al, the principles remain
the same: evaluate evidence, separate independent capabilities, avoid
outcome bias and coach the behaviour that will create the greatest
improvement. That philosophy extends beyond sales teams.

Many of the principles described here: evidence-based assessment,
consistent standards, focused coaching and continuous improvement,
reflect the same management disciplines that drive high-performing
organisations in every industry. The best leaders create systems that
make excellence repeatable rather than relying on individual talent
alone.

This is not a book about clever sales techniques or persuasive scripts.
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It is a book about building a coaching system that develops people
over time. It provides managers with a practical methodology for
turning call reviews into measurable capability improvement and gives
business leaders confidence that performance is being evaluated fairly,
consistently and transparently.

For organisations seeking predictable pipeline growth, scalable sales ca-
pability and stronger coaching disciplines, that represents a meaningful
competitive advantage. I believe this work will become an important
reference for sales managers, revenue leaders, business owners and
anyone responsible for developing outbound sales teams.

If you apply the ideas presented in the pages that follow with consistency
and discipline, you will almost certainly improve the quality of your
sales conversations. More importantly, you will improve the quality of
the coaching that produces them.

Chris Rowland

Senior IT Executive
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Preface

Preface

Every sales leader wants higher-performing salespeople. Most invest
in better scripts, stronger messaging, improved technology and more
coaching. Yet despite these investments, relatively few organisations
can explain, with consistency and confidence, why one outbound con-
versation succeeds while another falls short.

That gap is the reason I wrote this book.

Over the past two decades, I have worked with more than 500 organi-
sations across 85 industries, helping business owners and sales leaders
improve sales performance. Whether working with technology compa-
nies, professional services firms, manufacturers, healthcare providers
or financial organisations, I encountered the same recurring problem.
Sales managers listened to calls and recognised when something felt
right or wrong, but they lacked a consistent method for explaining
precisely why.

Coaching therefore became subjective.

One manager praised confidence. Another preferred curiosity. One
focused on objection handling. Another criticised the same conversation
for insufficient discovery. Outbound sales development representatives
(SDRs) often received contradictory advice depending on who reviewed
the call. Meanwhile business leaders had little visibility into whether
poor results reflected individual capability, weak coaching, campaign
quality or changing market conditions.

The outcome was predictable. Coaching became inconsistent, develop-
ment slowed and improvements were difficult to sustain.
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The fundamental problem is that most organisations measure outcomes
more effectively than they measure performance.

Appointments booked, meetings held and pipeline generated are es-
sential business metrics, but they do not describe the quality of the
conversation that produced them. A poor conversation may still result
in a meeting, while an excellent conversation may correctly conclude
that no opportunity exists. If coaching is based primarily on outcomes,
organisations inevitably reward behaviours that are not always repeat-
able. This is also the reason some SDRs book “fake” appointments.

This book takes a different approach.

Its central argument is straightforward: before organisations can coach
SDRs consistently, they must first evaluate conversations consistently.
The better quality the conversation, the more likely that a strong ap-
pointment will be booked.

That requires more than a scorecard. It requires a framework that sepa-
rates the different capabilities involved in an outbound conversation,
defines observable behavioural standards and supports every evaluation
with evidence rather than opinion.

Throughout this book, we examine six fundamental dimensions of SDR
performance:

Call Control

* Inquiry

* Responsiveness

e Commercial Insight
* Rapport

* Vocal Delivery

The book shows how these combine to create high quality, effective
outbound conversations.

Equally important, these capabilities are evaluated independently.
Strong rapport should not inflate discovery scores. Confident delivery
should not compensate for weak commercial understanding. Booking a
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meeting should not automatically imply a high-quality conversation.
Separating these factors allows managers to identify the specific
behaviours that require improvement and focus coaching where it will
have the greatest impact.

The emergence of artificial intelligence makes this work even more
relevant.

Al can now analyse thousands of sales conversations, identify
behavioural patterns and dramatically reduce the time required for
evaluation. However, Al does not remove the need for a well-designed
methodology. Without clear behavioural standards, automation simply
reproduces inconsistent human judgement at greater speed. This book
provides a framework that enables both managers and Al systems to
evaluate conversations using the same disciplined approach.

Although the framework is rigorous, its purpose is practical.

This is not a book about manipulating prospects or following rigid
scripts. Nor is it an academic discussion of sales theory. It is a practical
guide for business leaders, sales managers, coaches and SDRs who want
to improve outbound conversations through structured evaluation and
focused coaching.

Throughout the book, I have deliberately emphasised observable be-
haviour over opinion, evidence over intuition and coaching over criti-
cism. The objective is not to produce higher call scores. The objective is
to help SDRs develop the habits, judgement and commercial conversa-
tions that consistently create value for prospects and stronger results
for organisations.

If this book succeeds, it will change the way you listen to outbound
calls.

Instead of asking whether a meeting was booked, you will ask what
behaviours produced the outcome. Instead of giving broad advice such
as “ask better questions” or “build more rapport,” you will identify
the precise behaviour that deserves attention. Instead of treating
coaching as an occasional activity, you will build a repeatable system
that continuously develops capability across your sales team.
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Great sales organisations are not built through occasional moments
of brilliance. They are built through thousands of consistently well-
executed conversations.

My hope is that this framework helps you create more of them.

Chris Harasty
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Introduction

Two sales managers listen to the same outbound call.

The first manager thinks it was successful. The SDR sounded confident,
handled the prospect’s initial resistance and booked a meeting.

The second manager reaches a different conclusion. The SDR domi-
nated the conversation, conducted almost no discovery and proposed
a meeting before establishing whether the prospect had a meaningful
reason to attend.

Both managers can defend their opinions. Neither has a shared standard
against which to evaluate the call.

The SDR receives conflicting feedback. One manager says, “Keep doing
what you're doing.” The other says, “You need to ask better questions.”
Neither explains precisely which behaviours should continue, which
should change or what the SDR should do differently on the next call.

This is one of the central problems in SDR coaching.

Most organisations know how many calls their SDRs make and how
many appointments they book. Far fewer can explain why one call was
effective, why another failed or which specific behaviour would produce
the greatest improvement.

Without a consistent method of evaluation, coaching becomes subjec-
tive. Managers rely on personal experience, individual preferences and
general impressions. SDRs receive advice that sounds reasonable but is
difficult to practise. Business leaders see the results but cannot always
distinguish a capability problem from a problem with the market, data,
territory, offer or timing.

The organisation is measuring activity and outcomes without fully
understanding performance.
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The outcome is not the performance

The purpose of outbound prospecting is to create qualified sales op-
portunities. Appointments matter, but a booked meeting does not
automatically mean the call was good.

The prospect may already have been interested. The SDR may have
called at exactly the right time. The company’s reputation or offering
may have carried the conversation. A cooperative prospect may agree
to a meeting despite receiving little value from the call.

A weak call can still produce a booked meeting.

The reverse is also true. An SDR may conduct an excellent conversation,
ask thoughtful questions and correctly determine that the prospect is
not suitable. No appointment is booked, but the SDR has prevented
an unqualified meeting from entering the pipeline and consuming
additional sales resources.

A strong call does not always produce a booked meeting. If managers
judge calls primarily by whether a meeting was booked, they risk
rewarding poor behaviours that happened to succeed and criticising
good behaviours that led to the correct decision.

The outcome should be recorded, but it must be separated from the
quality of the SDR’s performance. That distinction is fundamental to
fair evaluation.

Why this matters commercially

Inconsistent call evaluation is not merely a coaching inconvenience. It
has direct commercial consequences.

When managers cannot identify the behaviours affecting performance,
SDRs take longer to develop. The same mistakes are repeated across
hundreds of calls. Training becomes broad rather than targeted, and
managers spend valuable time giving feedback that produces little
behavioural change.
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Poor evaluation also affects pipeline quality. SDRs may be rewarded for
booking meetings regardless of qualification, relevance or genuine buyer
interest. Account executives then spend time attending conversations
that were unlikely to progress.

At the same time, capable SDRs may be coached in the wrong areas
because leaders cannot distinguish between skill problems and external
factors. A decline in appointments might be caused by poor data,
an unsuitable target market, weak positioning, low contact rates or
changing market conditions. Increasing call targets or criticising the
SDR will not correct those problems.

For business and sales leaders, the consequences include:

* Longer SDR ramp times

* Repeated mistakes across a high volume of calls

* Inconsistent conversion performance

* Wasted management and coaching time

* Poor-quality meetings entering the pipeline

* Difficulty identifying the true cause of underperformance

A reliable evaluation system gives leaders more than a call score. It helps
them understand whether the organisation has an activity problem, a
capability problem or a broader commercial problem.

The problem with conventional call reviews

Most call reviews are conducted with good intentions. A manager
listens to a recording, identifies several weaknesses and gives the SDR
feedback.

The difficulty is that the feedback is often broad:

* Ask better questions.
* Improve your listening.
* Build more rapport.

¢ Sound more confident.
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* Stop sounding scripted.

* Improve your objection handling.

These statements identify areas of concern, but they do not define the
behaviour that needs to change.

“Ask better questions” could mean asking questions that cannot be
answered from the prospect’s website. It could mean following up on
the first answer, exploring the consequences of a problem or asking a
question that causes the prospect to think differently.

Each represents a separate capability and requires a different coaching
response. Feedback becomes useful only when the SDR can understand
what happened, why it mattered and what to do differently next time.

The origin of the framework

The framework presented in this book grew from practical experience
coaching businesses and outbound sales teams.

Over 20 years of coaching, I have worked with more than 500 clients
across 85 industries. Across different organisations, markets and sales
teams, I repeatedly encountered the same problem: managers could
often recognise that a call was strong or weak, but they did not always
have a consistent method for explaining why.

Different reviewers focused on different aspects of the conversation,
and feedback was frequently influenced by the outcome. There was
a need for a more disciplined approach: one that could separate the
major capabilities involved in an SDR call, define observable standards
and connect evaluation directly to coaching. The result is the Harasty
Consulting SDR Coaching Framework.

The framework combines practical outbound sales experience with
evidence-based coaching principles. It is designed to make call evalu-
ation more consistent, transparent and useful. It does not attempt to
reduce a human conversation to a single number. Instead, it provides a
structured way to identify the behaviours that influenced the quality of
the call.
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Evaluating observable behaviour

The framework evaluates six factors:

Call Control

* Inquiry

* Responsiveness

* Commercial Insight
* Rapport

* Vocal Delivery

Across these factors are 26 distinct items. They cover the SDR’s ability
to gain attention, move through the call, manage time, ask useful
questions, identify problems, listen, adapt, handle resistance, establish
value, demonstrate credibility, create rapport and secure an appropriate
next step.

Each skill is assessed through observable behavioural standards. Perfor-
mance is evaluated on a five-level scale ranging from Poor to Elite.

The purpose of these levels is not to label the SDR. They describe the
quality of the behaviour demonstrated in a particular call.

Every score must be supported by evidence. A manager or coach should
be able to identify the relevant moment, explain why it supports the

evaluation and show what stronger performance would have looked
like.

This changes the coaching conversation. Instead of saying, “You did
not listen,” the manager can identify what the prospect said, show how
the SDR responded and explain how the next question failed to use the
information provided.

Instead of saying, “Your discovery was weak,” the manager can show
that the SDR obtained basic information about the current situation
but did not explore who was affected, what had been tried or what
consequences the problem was creating. The discussion moves from
opinion to behaviour.
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A framework for coaching, not criticism

The objective is not to produce a score for its own sake.

A detailed evaluation may identify several weaknesses, but an SDR
cannot consciously correct everything during the next conversation.
Asking someone to remember a new opening, several discovery ques-
tions, multiple objection responses, a revised value proposition and a
different close is more likely to make the call sound mechanical than
improve it.

Effective coaching requires prioritisation. The manager must determine
which behaviour will create the greatest improvement and convert that
priority into something the SDR can practise and apply. The framework
is designed to answer five practical questions:

1. What did the SDR do well?

2. Which behaviours limited the call?

3. What evidence supports that conclusion?

4. What should the SDR improve first?

5. What should the SDR do differently on the next call?

This creates a direct connection between evaluation, coaching and
development.

Consistency without oversimplification

An outbound call is not a single skill.

An SDR can sound confident while demonstrating little buyer under-
standing. A friendly conversation can create rapport without uncovering
meaningful information. A commercially insightful SDR can ask excel-
lent questions and still fail to secure a clear next step.

For this reason, the framework evaluates related capabilities indepen-
dently.
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Rapport is not discovery. Confidence is not credibility. Talk share is
not active listening. Booking the appointment does not prove that the
prospect received value.

A strength in one area should not inflate the evaluation of another.
Similarly, one weakness should not reduce every aspect of the call.

The framework allows the scores to disagree because real performance
is uneven. Those differences reveal where coaching is needed.

The supporting role of artificial intelligence

The framework can be applied by sales managers and coaches without
artificial intelligence.

Al provides an opportunity to apply the same methodology across a
much larger number of calls. It can locate evidence, assess behaviour
against defined standards and help managers identify patterns that
would be difficult to detect manually.

However, Al should support the methodology rather than replace man-
agerial judgement.

An Al system without a well-defined framework can reproduce the same
subjectivity found in human call reviews. The framework defines what
should be measured and how it should be evaluated. Al can then help
apply those standards consistently.

Managers remain responsible for context, judgement, coaching and
development.

The promise of this book

This book is written for business leaders, sales leaders, sales managers
and coaches responsible for improving outbound sales performance. By
the end of the book, you will be able to listen to an SDR call, identify
the behaviours that affected its quality, evaluate those behaviours con-
sistently and convert the evaluation into a focused coaching action. You
will learn how to:
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* Separate call outcomes from SDR capability

* Recognise the behaviours that influence call quality

* Evaluate performance using clear behavioural standards
» Support feedback with specific evidence

* Avoid common scoring and coaching errors

* Select the highest-leverage improvement

* Track individual and team development

* Use Al to support evaluation without surrendering human judge-
ment

You do not need to be a data scientist, psychologist or Al specialist.
The framework is rigorous, but its purpose is practical: to help you
understand what happened during a call and what the SDR should do
better next time.

* The first part of this book explains why conventional coaching often
fails and establishes the principles required for fair evaluation.

* The second part examines the six factors and 26 items that make up
an effective SDR conversation.

* The third part explains scoring, evidence, weighting and the most
common evaluation errors.

* The final part shows how to turn call evaluation into focused coach-
ing, individual development and stronger team performance.

The central argument is straightforward:

You cannot coach SDR performance consistently until you can evaluate it
consistently.



Chapter 1

Why Most SDR Coaching Fails

A sales manager reviews a call with an SDR.

The manager identifies a weak opening, several missed discovery oppor-
tunities, an ineffective response to an objection and a rushed attempt to
book a meeting. The feedback is detailed, accurate and delivered with
good intentions.

The SDR agrees with it. The following week, the manager listens to
another call and hears the same behaviours.

This is a familiar experience in sales teams. Managers provide feedback,
SDRs understand it, yet little changes in the conversations that follow.

The problem is not necessarily the quality of the advice or the willingness
of the SDR to improve. It is often that the organisation has mistaken
feedback for coaching.

Feedback explains what happened. Coaching creates a change in future
behaviour.

That difference is at the centre of why so much SDR coaching fails.

The illusion of coaching
9
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Most sales organisations can point to activities they describe as coaching.
Managers listen to recorded calls, comment on performance during team
meetings and review results in one-to-one sessions. New scripts and
objection responses are distributed. SDRs participate in role plays,
training sessions and performance reviews.

All these activities can contribute to coaching. None guarantees that
coaching has occurred.

The true test is not whether feedback was delivered. It is whether the
SDR can perform the relevant behaviour more effectively in a future
call.

An SDR may leave a coaching session knowing that the discovery was
weak but still be unable to conduct stronger discovery. Another may
understand that the call sounded scripted but not know how to retain
structure while responding naturally. A third may memorise a new
objection response without learning how to recognise the concern
behind the prospect’s words.

Knowledge is important, but knowing what good performance looks like
is not the same as being able to produce it during a live conversation.
Effective coaching must bridge that gap.

Diagnosis must come before advice

Imagine an SDR whose conversation-to-meeting conversion rate has
declined.

A manager might recommend more calls, a revised opening, additional
discovery questions or greater confidence when handling objections.
The manager may decide that the SDR should follow the script more
closely or that the team should target a different market.

Any of these recommendations might be correct. Without diagnosis,
they are guesses.

The conversion decline may have been caused by poor contact data, a
change in the target market, a weaker offer, lower call-answer rates
or a difficult territory. It may also reflect an SDR capability problem,

10
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but even then, the manager must identify which behaviour is limiting
performance.

Prescribing more activity will not correct poor discovery. Rewriting the
script will not solve weak listening. Objection-handling training will not
help if the real problem is that the SDR has failed to establish relevance
before the objection occurs.

Good coaching begins by identifying the actual performance gap. This
requires the manager to separate three questions:

1. Is the SDR completing sufficient activity?

2. Is the commercial environment giving the SDR a reasonable opportu-
nity to succeed?

3. How effectively is the SDR conducting the conversations that occur?

Activity data answers the first question. Market, campaign and pipeline
information help answer the second. Call evaluation is required for the
third.

When these questions are conflated, managers may respond to a skill
problem with a higher activity target or treat a market problem as an in-
dividual performance failure. Neither response produces improvement.

Activity management is not coaching

SDR teams are commonly managed through activity and outcome
measures such as calls made, conversations completed, emails sent,
appointments booked, opportunities accepted and pipeline created.

These measures are necessary. Leaders need to know whether the SDR
is doing the work and whether the outbound function is producing
commercial results.

However, activity metrics do not explain the quality of the conversation.

If an SDR makes 70 calls and books no meetings, the dashboard shows
the result but not the cause. The SDR may have reached very few
prospects. The list may have been poorly targeted. The calls may have

11
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opened weakly. The SDR may have generated interest but failed to
close. Each explanation requires a different response.

Increasing the call target from 70 to 80 might generate another con-
versation, but it does not develop capability. The organisation simply
exposes the same behaviour to more prospects.

Performance management asks whether the SDR is completing the
expected activity and producing the required results. Coaching asks
what the SDR is doing during the conversation and how that behaviour
can improve.

A well-managed team needs both. Problems arise when leaders use
activity pressure as a substitute for skill development.

General feedback produces general intentions

Many coaching statements sound useful because they describe desirable
qualities:

* Be more confident.

* Ask better questions.

* Listen more carefully.

* Build stronger rapport.
* Be more consultative.

e Create more value.

The SDR will usually agree. Few people would argue that they should
ask worse questions or listen less carefully.

Agreement creates the impression that the coaching has succeeded.
However, the feedback has not yet defined an action.

“Ask better questions” is not a behaviour the SDR can switch on before
the next call. A practical coaching instruction would identify a specific
action, such as asking at least one follow-up question before moving to
a new topic.

12
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“Listen more carefully” is equally broad. The manager might instead ask
the SDR to summarise the prospect’s main concern before responding.

“Build stronger rapport” could become an instruction to acknowledge
the prospect’s stated situation before introducing another question.

The more precisely a behaviour is defined, the easier it becomes to
practise, observe and review. Moving from a general concern to focused
practice involves four levels:

1. General concern: The SDR is not listening effectively.

2. Observed behaviour: The SDR moves to the next prepared question
without using the prospect’s answer.

3. Target behaviour: The SDR acknowledges or summarises the answer
before continuing.

4. Practice action: The SDR listens to a sample response and practises
a short summary followed by a relevant question.

The purpose of diagnosis is to move from a general concern to a specific,
coachable behaviour. The final step is to translate that behaviour into
relevant practice.

Managers often coach personal preference

Experienced sales managers develop strong views about what works.
Those views are shaped by their markets, previous roles, personal com-
munication styles and the sales environments in which they succeeded.

This experience is valuable, but it can also produce inconsistent stan-
dards.

A manager who built a career through direct, assertive selling may
reward SDRs who control the conversation firmly. Another may prefer
a more consultative approach and interpret the same behaviour as
excessive pressure.

One manager may believe that the script should be followed closely.
Another may consider visible adherence to the script a sign of weak
capability.

13
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The result is not simply disagreement between managers. It creates
uncertainty for the SDR.

If the expected standard changes according to the reviewer, the SDR
learns to satisfy the manager rather than develop a reliable sales ca-
pability. Feedback becomes a reflection of personal style instead of an
evaluation of observable behaviour.

A structured framework does not remove managerial judgement. It
gives that judgement a shared foundation.

Managers can still consider context and exercise professional discretion,
but they evaluate the same capabilities, use the same definitions and
support their conclusions with evidence. This makes coaching more
consistent without requiring every SDR to sound identical.

When the script becomes the standard

Scripts are valuable tools. They help SDRs understand the purpose of the
call, communicate the core message and navigate common situations.

For inexperienced SDRs, a script reduces cognitive demand. They do
not need to invent every sentence while also listening to the prospect,
managing time and deciding what to ask next.

The problem arises when script adherence becomes the main definition
of quality.

A prospect may provide an answer that changes the direction of the
conversation. The SDR must decide whether to explore it or return to the

next prepared question. If the organisation rewards script compliance,
the safer choice is often to ignore the answer and continue.

The SDR delivers the intended words but loses the conversation.

At the other extreme, telling SDRs to “forget the script and sound
natural” can remove useful structure. Calls wander, important questions
are missed and the next step becomes unclear.

The goal is structured adaptability.
14
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The SDR should understand the purpose behind each stage of the call
well enough to respond naturally while still moving the conversation
forward. The script provides a route, but the prospect determines where
attention is required.

Coaching must therefore assess more than whether the correct words
were spoken. It must examine how the SDR listened, adapted and
connected each part of the conversation to what came before it.

Generic training misses individual needs

Sales training is often delivered at team level. Everyone learns the same
opening, questioning model, objection framework or closing technique.

This can establish a useful common foundation, particularly when a
new campaign or process is introduced. It is less effective as a substitute
for individual coaching.

Four SDRs with similar conversion rates may have entirely different
development needs.

One may struggle to gain permission to continue beyond the opening.
Another may open well but accept the prospect’s first answer without
exploring it. A third may conduct strong discovery but fail to connect the
findings to a relevant value proposition. A fourth may create sufficient
interest but never ask for a specific next step.

Giving all four SDRs the same training is unlikely to address each prob-
lem. Individual coaching requires individual evidence. The manager
must identify what the SDR is doing, determine which behaviour matters
most and select an intervention suited to that gap.

Generic training teaches the team what good performance should in-
clude. Individual coaching helps each SDR produce it.

Too much feedback prevents focus

A detailed call review can identify many weaknesses. The opening may
have been generic, the discovery superficial and the value proposition

15
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too broad. The SDR may have missed several opportunities to explore
the prospect’s answers, responded defensively to an objection, spoken
for too long and rushed the close.

A conscientious manager may feel obliged to address every issue. The
resulting feedback is comprehensive but difficult to use.

During a live call, an SDR cannot consciously monitor eight new be-
haviours while listening to the prospect and deciding what to say
next. Trying to do so increases mental demand and often makes the
conversation less natural.

Effective coaching requires prioritisation. The manager should consider
which weakness had the greatest effect on the call, which improvement
would benefit other areas and what behaviour can be observed during
the next conversation.

If the SDR repeatedly ignores useful answers, improving active listening
may also strengthen discovery, curiosity and relevance. That makes it a
higher-leverage focus than adjusting a single sentence in the close.

The other weaknesses should not be forgotten. They can be recorded
and addressed in sequence. But the SDR needs one clear priority for the
next stage of development.

Advice without practice rarely survives the
call

An SDR can understand feedback during a calm coaching session and
still fail to apply it when speaking to a prospect.

Live conversations create pressure. The SDR must listen, interpret,
recall relevant information, choose a response and continue speaking
without long delays. Under these conditions, familiar habits return.

This is why advice alone rarely creates reliable behavioural change. A
practical coaching cycle includes:

1. Identifying the behaviour
2. Showing the evidence

16
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. Explaining why it mattered

. Demonstrating a stronger approach
. Practising the new behaviour

. Applying it during real calls

. Reviewing subsequent evidence

©® N O 1 b~ W

. Reinforcing or adjusting the behaviour

Many coaching sessions stop after the third or fourth step. The SDR
understands the recommendation but has not practised it sufficiently to
use it naturally.

Role play is useful when it reproduces the decision the SDR must
make. If the target behaviour is following up on a first answer, the
practice should give the SDR several different answers and require an
appropriate follow-up question. Repeating a memorised script will not
develop that skill.

Practice must match the behaviour being coached.

Coaching without follow-through becomes
commentary

A manager may provide excellent feedback and never return to it.

At the next review, a new call produces a new list of observations and a
different coaching priority. The SDR moves from one concern to another
without enough time or repetition to improve any of them.

This creates coaching activity without a development process.

A coaching priority should remain active until there is evidence of
progress. The next call review should explicitly examine whether the
SDR attempted the target behaviour, how effectively it was applied and
what should happen next.

The behaviour may require further practice, a clearer example, a sim-
pler first step or reinforcement across several calls. Once sufficient
improvement is demonstrated, the manager can select a new priority.

17
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Follow-through also allows the manager to distinguish understanding
from execution. If the SDR can explain the desired behaviour but
does not apply it, more information may not be the answer. The SDR
may require deliberate practice, call preparation, prompts or closer
reinforcement.

Coaching becomes developmental when one session connects to the
next.

18



Why Most SDR Coaching Fails

[Call takes place )

Manager forms a
global impression

General feedback next week
“be more curious”

'

SDR forms a
general intention

'

No observable change
in the next call

Figure 1.1 The Coaching Failure Loop
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The manager’s capacity problem

Sales managers face a practical limitation: they cannot listen to every
call.

A manager responsible for several SDRs may have hundreds of record-
ings available each week. Reviewing even a small proportion takes time,
particularly if the manager must locate relevant moments, document
evidence and prepare individual feedback.

Calls are therefore reviewed irregularly, feedback is delayed and coach-
ing quality varies with the manager’s workload. Managers may select
unusually good or poor calls, while recent conversations receive dispro-
portionate attention.

A small sample can also create a misleading picture. One call may
not represent the SDR’s normal performance. A strong or weak result
may reflect the prospect, timing or circumstances rather than a stable
capability.

Technology can reduce the review burden by analysing more calls and
identifying patterns. However, automation only helps when it applies
a sound evaluation methodology. Faster subjective feedback is still
subjective feedback.

The solution requires both scale and structure.

What effective SDR coaching requires

Effective coaching is a system rather than an isolated conversation. It
requires:

20
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Observe
behaviour
Diagnose
against an anchor
Select one
active focus
Practise the
behaviour
Apply on
live calls

reliable?

Figure 1.2 What Effective Coaching Requires
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* A clear performance model: The organisation defines the capabili-
ties that make up an effective SDR call.

* Observable standards: Managers evaluate demonstrated behaviour
rather than personality, intention or general impression.

» Specific evidence: Feedback can be traced to an identifiable mo-
ment in the call.

* Accurate diagnosis: The manager separates activity, market and
capability problems.

* A focused priority: The SDR works on the highest-leverage be-
haviour rather than attempting to correct everything.

* Relevant practice: The coaching activity develops the behaviour
that has been identified.

* Consistent follow-through: Subsequent calls are reviewed for
evidence of improvement.

* Shared language: Managers, coaches and SDRs use the same
definitions when discussing performance.

When these elements are present, call reviews become more than
commentary. They become part of a repeatable development process.

The purpose is not to make every SDR sound the same. It is to give each
SDR a clear understanding of effective performance and a practical path
towards it.

Coaching fails when feedback ends with an observation. Coaching suc-
ceeds when the observation leads to a specific behaviour, the behaviour
is practised, and improvement can be demonstrated in the calls that
follow. The next chapter examines what an effective SDR call actually
looks like and why call quality must be understood as a combination of
distinct, observable capabilities.
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