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The nature of B2B sales has changed, 
and successful selling now requires 
a modified set of skills. But from a 
shrinking talent pool to the pressures 
of inflation, leaders are struggling to 
build the kind of sales teams they need.

How can leaders respond to a 
candidate-driven market? What do 
tomorrow’s top sellers expect from 
employers? And why does employee 
training matter more than ever?

In this eBook, we answer all of 
these questions. We explore the key 
challenges B2B Sales Directors face 
when securing, training and retaining 
talent - as well as what the ideal sales 
training programme looks like in 2023.
McKinsey has shown that companies 
can boost the lifetime value of sellers 

HOW B2B SALES DIRECTORS CAN SECURE, 
TRAIN AND RETAIN TALENT IN 2023

B2B SALES DIRECTORS NOW 
IDENTIFY TALENT AS THEIR 
TOP EXTERNAL CHALLENGE

by 10% by securing the right hires, 
optimising onboarding, building 
capabilities, and retaining the right 
people. But as we will see, making 
that happen requires a radical new 
approach to both hiring and training 
sales talent.



During most periods in recent memory, employers had 
the upper-hand when it came to hiring. They could dictate 
the terms of engagement, as there were generally far more 
job seekers than positions to be filled. But with just three 
available candidates per open B2B sales job today, that 
dynamic has shifted.

Sales organisations now have to compete to attract talent; 
B2B sales positions take 67% longer to fill in 2022 than 
they did in 2019, with the average role staying open for 
an average of two months. This puts upward pressure 
on wages, and enables talent to demand more from 
prospective employers.

New hires cost 20% more than they did at the start of 2022.
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CANDIDATE-DRIVEN MARKET1

FIVE SALES  
CHALLENGES IN 2023
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With Millennials and Gen-Z making up a greater share of 
the UK’s total workforce, several cultural changes have 
been set in motion. Younger workers expect a better work-
life balance than previous generations, with increased 
concern about burnout and wellbeing. This ultimately 
means B2B sales teams must adapt, offering greater 
flexibility and autonomy to their salespeople.

The flip-side of this shift is that B2B buyers are also 
increasingly Millennial or Gen-Z - and younger salespeople 
have a better intuitive grasp of what they want. Granting 
more freedom to your team will allow them to lead the 
way, figuring out how best to respond to buyers’ growing 
resistance to traditional B2B sales methods.

42% of Gen-Z B2B salespeople care more about their 
employers’ values and purpose than their salary.

CULTURE SHIFTS3

Recruiting new salespeople is getting harder - but so is 
keeping your existing talent. With more bargaining power 
in the marketplace, more B2B sellers are considering 
changing roles. In fact, 54% of sales talent are actively 
looking for a new job.

According to Gartner, actual attrition levels are 41% higher 
than organisations’ targets. Simply improving recruitment 
will therefore not be enough: leaders also need to figure 
out how to create loyalty within their workforce if they 
want to thrive throughout 2023 and beyond.

63% of sales talent would leave their job for a 20% 
compensation increase.

HIGHER ATTRITION2
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Having experienced the financial crisis and COVID-19, 
today’s workforce has less trust in their future career 
stability. This often exacerbates concerns regarding their 
professional trajectory and career path - leading to less 
loyalty amongst workers and higher attrition rates.

McKinsey reports that many B2B sales organisations 
provide a two-year sales career path, which leads talent 
to leave after that period. This must be addressed, with 
organisations offering more learning opportunities and 
providing a creator career path for their sales talent.

Analysis shows that a lack of career path is a major 
driver of voluntary attrition.

CAREER CONCERNS
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From the rise of digital to longer, more complex buyer 
journeys, the role of B2B sales teams has changed 
dramatically in recent years. As a result, sellers require a 
broader set of skills and the capacity to run digital nurture 
campaigns - and this has created serious problems for 
Sales Directors. According to McKinsey, less than half of 
all B2B sales leaders believe their teams have the skills 
required to succeed.

A lack of available workers is compounded by a lack of 
properly trained workers. This means organisations must 
rely more than ever on fresh talent. A 10% increase in 
headcount growth requires, on average, 37% new-to-role 
sellers, meaning organisations must develop much better 
onboarding, training and upskilling capacities.

97% of B2B sales organisations consider upskilling a 
top priority.

SKILL GAPS4
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HOW B2B 
SALES DIRECTORS 
CAN RESPOND
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The challenges we’ve outlined necessitate a fundamental 
shift in how B2B sales organisations approach things. The 
‘blackbook’ mentality of traditional recruitment - hoping 
to poach talent from direct competitors and benefit from 
their established contacts - is no longer applicable. But 
what comes in its place?

A popular solution is to move away from experience-
based recruitment - with its emphasis on sector-specific 
credentials. Instead, many vaunt ‘skill-based’ recruitment, 
which looks at the underlying competencies and 
transferable skills.

But while this can undeniably expand the organisation’s 
potential talent pool, it is not quite the right way to think 
about B2B hiring in 2023.

A recent study shed light on the challenges inherent in 
the approach. While a focus on skills over experience was 
ultimately beneficial, 48% of employers reported that 
validating skills was a major barrier. 

For B2B sales organisations, this is likely to be a serious 
hurdle. The B2B buyer process has shifted in recent 
years, with sales teams focused on education and digital 
integration over more traditional ‘hard selling’ techniques. 
So while traditional ‘sales skills’ are still relevant, they 
must be buffered by a combination of market-specific 
knowledge and digital competency. 

The question is not how skilled a candidate currently is - it’s 
about their capacity to learn. Candidates with pre-existing 
skills may prove incapable of adapting, or lack in resilience 
- both of which are more important in the long-run.

The case for trait-based hiring

The problem with ‘skill-based’ hiring
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Selecting candidates based on their more fundamental 
qualities - sometimes called ‘trait-based hiring’ - is 
far better suited to the current problems B2B sales 
organisations face. Not only will it broaden the talent pool 
they can access - which will make hiring easier - it may also 
help organisations adapt to the new reality of B2B selling.

Established sellers may have picked up habits and 
assumptions that are redundant or counter to the 
organisation’s sales approach - but getting rid of them can 
be extremely difficult. Less experienced talent is unlikely 
to have such problems, and can be moulded around the 
organisation’s specific strategic approach to selling.

This means hiring based on culture-fit and potential will 
enable B2B sales teams to reshape how they operate with 
less baggage. However, such an approach will only succeed 
if it’s paired with an effective training process that actually 
unlocks that potential.

When we talk about B2B sales innovation, we tend to think 
of complex technology like AI or the IoT. But companies 
that approach innovation as purely a question of 
technology will never see the full gain associated with that 
technology - because it is really only as powerful as the 
people operating it. 

Just 20% of companies have all the marketing and sales 
technology they need and make full use of it.

Research suggests that around 79% of employee 
‘knowledge and skill’ gaps are caused not by a lack of 
investment - but ineffective training methods.  So in order 
to solve their talent problems, B2B brands therefore need 
to recast sales training as an avenue for innovation.

The power of trait-based hiring

Innovate with training
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Psychology is a major component of any effective sales 
push. But too many organisations focus exclusively on the 
buyer’s psychology - rather than their own sellers. B2B 
salespeople are not only motivated by hitting quotas and 
making money; in fact, one major organisation actually saw 
a $20 million increase in revenue when it got rid of quotas.

Innovative sales training takes the complex motivations 
and emotional needs of salespeople into account - 
ultimately helping them develop a mindset conducive to 
self-starting and lasting motivation.

39% of B2B salespeople cite “staying motivated” as their 
biggest challenge.
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MINDSET FOCUSED1

FOUR KEY FACTORS  
FOR INNOVATIVE B2B 
SALES TRAINING
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Most sales organisations take a ‘one-size-fits-all’ approach 
to training. This makes sense: it is more efficient and 
quicker to simply give everyone the same material and 
focus on core skills. But it also severely limits the efficacy 
of the training - and ultimately reduces employees’ 
capacity to reach their potential.

Effective sales training is tailored to individuals’ 
specific needs. Not every individual can excel in every 
possible facet of selling, but they can learn to reduce 
their weaknesses - and lean into their strengths - by 
undertaking training that actually takes into account their 
personal profile.

Companies that tailor learning programs to the 
observed needs of sales reps are 1.3 times more likely 
to be outperformers.

TAILORED CURRICULUM3

Sales training is not about simply providing a playbook - it’s 
about helping individuals become self-sufficient. This is 
especially true in an omnichannel world, where salespeople 
need to make fast, reflexive decisions - and where 
employees increasingly expect autonomy and flexibility.

This is why innovative training must always be 
consultative, rather than prescriptive. Leaders should 
focus on providing high-quality guidance and allowing 
employees to learn in a way which suits their particular 
mentality, personality and capabilities. Not only will this 
make the training more effective - it will make trainees’ 
feel more positively about the brand they represent.

A 12% increase in brand advocacy can result in a 200% 
increase in revenue.

EMPOWER EMPLOYEES2
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The majority of sales organisations offer some form of 
training. But in most instances, it is all undertaken in short 
bursts. Not only does this limit recall and the individuals’ 
ability to actually apply learning - it sends the message 
that personal development is the exception, not the rule.

Leaders need to fight this tendency, instituting a long-
term training programme which ensures salespeople are 
constantly refining their skills, revising their knowledge 
and adjusting their approach to the changing demands 
of the market.

Just 12% of employees say they have been able to apply 
what they learned in training courses to their 
real-world job.

EXTENDED TIME PERIOD4



NEED SUPPORT WITH 
FINDING, TRAINING AND 
RETAINING TALENT 
IN 2023? 
GET IN TOUCH TODAY FOR A NO-OBLIGATION CHAT
WE MAY JUST GIVE YOU THAT GOLDEN IDEA YOU’VE 
BEEN LOOKING FOR.
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