
 

 

White Paper: #6 

Coaching is the Highest-
Leverage Move in Sales 
Leadership. 
Evidence & Experience. 
Audience: CROs, Sales Leaders, Sales Managers, HR/L&D 

If you manage a revenue team, you already know the uncomfortable truth: product parity 
is common, markets are noisy, and quotas rarely soften. In this environment, coaching is 
the sales leader’s highest-leverage move, the discipline that converts strategy into 
consistent seller behaviour, quarter after quarter. 

This White Paper distils research and field practice into a practical reference for sales and 
HR leaders who want coaching to be systematic, measurable, and business-relevant. 
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Why Coaching Matters (and What the 
Data Says) 
Multiple studies spanning thousands of salespeople across industries converge on the 
same point: structured coaching correlates with higher win rates and quota attainment. 

o Formal enablement improves performance: CSO Insights’ 2018 global study found 
organisations with a dedicated enablement function (including coaching) 
experienced +10.6 percentage points improvement in quota attainment and +6.6 
points in forecast win rates versus those without. 

o High-performing firms coach more effectively: The Sales Management Association 
reports that top firms deliver 15–20% more coaching across seller segments, 
supported by structured programs and manager enablement. Key blockers include 
manager time, skill, and accountability. 

o Generic coaching underperforms: Harvard Business Review cautions that one-size-
fits-all coaching or late-stage deal reviews are counter-productive; effective 
coaching targets specific behaviours and skills that drive leading indicators. 

o Enablement maturity compounds impact: Formal, charter-based enablement 
programs with governance, strategy, and metrics consistently outperform ad-hoc 
efforts. Coaching is always central to mature programs. 

o Case evidence supports capability and cadence: Gartner highlights a software 
company where strengthening coaching capability and territory design drove 60% 
of sellers to hit target within 15 months — a story of cadence and capability, not 
compensation tweaks. 

The throughline: coaching is not a “nice-to-have.” 

It’s a controllable, system-level lever with measurable commercial impact when it is 
intentional, role-specific, and manager-enabled. 

What Great Sales Coaching Actually is 
(and isn’t) 
Coaching is not: pipeline inspection, ride-along chatter, or post-mortems on lost deals. 

It is, however, a structured, forward-looking development process that: 

1. Targets leading behaviours that cause revenue (e.g., discovery depth, multi-
threading, hypothesis testing, POV development), not just lagging outcomes. 

2. Integrates data and observation to pinpoint a single performance constraint per 
rep (e.g., conversion bottlenecks, talk-time patterns). 
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3. Builds capability in context, enabling reps to practice key behaviours (call planning, 
objection handling) against live accounts. 

4. Operates on a cadence aligned with deal velocity (weekly for early-career reps, bi-
weekly for experienced sellers, monthly for strategic account plans). 

5. Closes the loop with measurement — both micro-KPIs (behavioural metrics) and 
macro-KPIs (revenue outcomes). 

HBR has long emphasised that manager-led, situationally tailored coaching trumps most 
other productivity investments. 

A Simple Operating Model to Scale 
Coaching 
Make coaching repeatable with this four-part operating model: 

1. Diagnose with Evidence 
Measure performance x activity x capability: 

o Performance: Quota progress, win rates, ASP, cycle length, renewal/expansion. 

o Activity/Quality: Meetings by stage, conversion ratios, multithreading, and 
economic buyer access. 

o Capability: Observed behaviours (call recordings, role-plays) and psychometric 
indicators to predict coaching focus and ramp curves. 

Tip: Coach all quartiles, especially “core performers” who drive the bulk of revenue when 
nudged. 

2. Focus on One Constraint per Rep 
Adopt the principle of singularity: pick the behaviour that will unlock the next step, then 
design a two-week practice block around it. Trying to fix everything achieves nothing. 

3. Practice in the Rep’s Real World 
Run micro-reps (5–7 minute drills) mapped to live pursuits: 

o Build a 90-second value hypothesis for the economic buyer. 

o Rehearse a two-question ladder moving from symptom → cost → decision risk. 
o Pressure-test give/get to secure access to a second stakeholder. 

Target specific tasks and buyer roles — avoid generic coaching. 
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4. Measure, Reinforce, & Scale 
Track leading behavioural metrics and resulting revenue metrics. Codify “what good looks 
like” in a shared playbook and hold managers accountable with scorecards. 

The Manager’s Role: Rhythm, Roles, 
and Conversations 
Top-performing managers do three things well: 

o Rhythm: Maintain a coaching cadence separate from deal inspection. 

o Role Clarity: Shift from “super-rep” to multiplier of others. 

o Conversations: Base coaching on specific moments, not generic pep talks. 

How HR and L&D Make Coaching Stick 
Coaching is a people-system, not individual heroics. HR and L&D are essential to: 

o Define standards: Clarify what coaching is – and importantly isn’t - and expected 
behaviours. 

o Select and develop coachable talent: Use assessments to predict potential and 
tailor coaching plans (e.g., POP7.0™, LeaderPOP™). 

o Equip managers: Provide training, embedded CRM prompts, and accountability 
mechanisms. 

Avoid the Four Common Traps 
1. Ad-hoc coaching: Lacks structure and cadence. 

2. Late-stage only: Missing upstream opportunities moves the needle less. 

3. Numbers without narrative: Data alone is insufficient; pair analytics with role-
specific rehearsal. 

4. Hero manager dependency: Build a system that outlives individuals. 

 

 

https://validity.group/selection-assessments/


COACHING IS THE HIGHEST-LEVERAGE MOVE IN SALES LEADERSHIP White Paper 

Driving Business Success 5 

Using Assessments and Analytics to 
Personalise Coaching 
High-quality assessments don’t replace coaching; in fact, they make it precise: 

o Validity Group POP™ family of assessments: Predict traits linked to success and 
generate coaching-focused reports. 

o Behaviour analytics: Reveal where coaching shifts from generic to surgical. 

o Local relevance: Align benchmarks and KPIs to regional or team-specific realities. 

Validity Group’s assessment content demonstrates that actionable, benchmark-informed 
data accelerates adoption and results. 

 

A 30-60-90 Day Plan to Start Monday 
Days 1–30: Foundation 

o Define coaching in one page: purpose, cadence, and artifacts. 

o Baseline team metrics and include one assessment per rep. 

o Manager enablement – Validity Group Qstream Microlearning Content Library - 
for skill development, application and evaluation.  

Days 31–60: Cadence and Focus 

o Lock in a rhythm: two 30-minute sessions per rep per month. 

o Pick one behaviour per rep (singularity rule). 

o Score leading indicators and review weekly. 

Days 61–90: Measure and Scale 

o Roll up outcomes: stage conversion lift, ASP movement, forecast accuracy. 

o Coach the coaches weekly and codify wins. 

o Capture call snippets and feed them into onboarding and playbooks. 
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HR Imperatives 
1. Role-specific capability models by stage and buyer. 

2. Roll out Validity Group-Qstream training modules and review reports. 

3. Internal manager coaching certification, reviewed & renewed annually. 

4. Assessment-backed IDPs for all sellers and managers. 

5. Governance and metrics: track coaching activity and outcomes in CRM. 

Closing Thought 
In complex B2B environments, sales results are the lagging indicator of your coaching 
system. Managers who have rhythm, language, and tools to coach revenue-driving 
behaviours — and HR/Enablement treating coaching as a governed business program will 
unlock compounding gains. 

The evidence is clear: structured, targeted coaching delivers measurable commercial 
outcomes. Your frontline managers are your multipliers; give them the model, time, and 
accountability to use that leverage. 

Sources & Further Reading 
o CSO Insights, 2018 Sales Enablement Report (Miller Heiman Group) 

o Sales Management Association, Measuring Sales Management’s Coaching Impact 

o Harvard Business Review, “Avoid a One-Size-Fits-All Approach to Sales Coaching,” 
2021 

o Harvard Business Review, “The Dirty Secret of Effective Sales Coaching,” 2011 

o Gartner Client Story: 60% of sellers hitting target within 15 months 

o Validity Group resources: POP7.0™ & LeaderPOP™ assessments 

 


