Evaluate Your
Sales Culture.
Elevate Your Results.

A five-part guide for B2C sales leaders to assess
and strengthen their team'’s selling culture.




The Problem

Culture is one of the most misunderstood words
in sales leadership.

Most sales leaders say building a strong culture is a top priority.
But when you ask them to define it, the answers vary widely.

One leader's ideal culture" looks like dysfunction to the next person
walking in the door.

The truth is, culture isn't just energy in the room or how much
your team likes each other. It's a system. Most B2C sales
organizations are functioning without running that intentional
system that drives predictable results. From our experience
working with more than 400,000 frontline salespeople, there are
five criteria every sales leader can use to evaluate how strong
their selling culture currently is.

Use these as your guide.

What most teams An Intentional System

call "Culture”:

Clear expectations

Energy

Motivation Coaching routines

Personality Peer accountability

Defined sales language

Team events




Sales Language

Language is one of the most basic characteristics of any culture,

and a sales team is no different. The best performing organizations
have clear, shared names for every key part of how they operate.
When everyone is using the same language, it sets the right
intentions and keeps the team focused on the same goals.

Use these questions to evaluate your team:

B  Does your team have a defined name for your sales methodology and every
step within it?

B Are your customer segments and personas clearly defined and
consistently referenced?

® Do your internal meetings and ongoing activities have names
everyone recognizes?

B Are job titles and career progression pathways clearly spelled out?

If every salesperson has their own phrasing for key concepts and
behaviors, those ideas are nearly impossible to reinforce. When
new reps come in from other companies, without a strong set of

definitions in place, your culture starts to sound like a mish-mash
of everywhere they came from.




Coaching Routines

It is impossible to have a strong sales culture without a defined

structure for reviewing performance and setting a plan to improve
it. Coaching routines are the linchpin of continuous performance
improvement. The organizations that treat them as sacred are the
ones that sustain results over time.

Use these questions to evaluate your team:

B Is coaching happening consistently, even when no one from senior leadership
is asking about it?

B Are one-on-ones and team meetings protected, or are they the first thing
cancelled when something else comes up?

B Do your managers have a defined structure for how they coach, or is it left up
to each individual?

®  Are coaching conversations focused on specific behaviors, or just outcomes
and numbers?

The best question a leader can ask: what coaching is happening
if | never even ask about it? The answer will tell you everything
about how strong this part of your culture really is.




Reward Systems

The way you reward your salespeople says a lot about the culture you

are building. Most organizations have rewards locked at the top; high
commissions for the best closers, President's Club trips for the elite
performers. Those things matter, but if recognition only flows to the
top, you are quietly killing the motivation of everyone else on the team.

Use these questions to evaluate your team:

B Are your rewards structured in a way that only your top performers
ever benefit?

B Do you have ways to recognize effort and progress, not just results?

B |s there a clear connection between the behaviors you want and the
recognition you give?

®  Does your current reward structure motivate your middle 60% or does it
leave them feeling like the ceiling is out of reach?

The best sales cultures find ways to reward effort,
not just outcomes. Your top performers should absolutely earn
their commissions and their trips. But a culture where only

the top 20% ever feel recognized will always struggle
to build depth in its lineup.




Peer Interaction

Salespeople can learn more from each other than from almost any
other source. The same is true for sales leaders. No training program,

no manager, and no coaching session can fully replicate what happens
when a rep hears how a peer handled a tough objection or navigated a
difficult conversation. The best sales cultures build structured space
for that kind of exchange to happen regularly.

Use these questions to evaluate your team:

B  Does your team have regular touchpoints dedicated to sharing best practices
and learning from one another?

B Are those conversations structured, or do they happen informally
and inconsistently?

B Are the ideas being captured and made available to the whole team, or do
they stay in the room?

B Do your sales leaders have their own peer forum where they can share what is
and isn't working?

Some of the best sales organizations we have worked
with use team meeting time for peer learning. Others have reps
share recordings of their own conversations and invite feedback.

The format matters less than the consistency. If it isn't
structured, it isn't really happening.




Ramping
New Hires

A strong sales culture does not just welcome new people; it equips them to

contribute quickly. The way an organization onboards new hires is one of
the clearest signals of how seriously it takes its own culture. Too many B2C
sales organizations still operate with a sink-or-swim mentality, and it
shows up directly in their attrition numbers and overall team performance.

Use these questions to evaluate your team:

B Are new hires given the opportunity to shadow reps across different
performance levels, not just your top performers?

B Does your onboarding program teach the language, routines, and expectations
covered in this guide?

B Are there clear milestones in the ramp period with recognition built in along
the way?

B |s there a defined (and realistic) timeline for when a new hire should be
fully contributing?

B |s there clear accountability for who is getting them there (trainers,
managers, etc.)?

Every new hire is either an investment in your culture or a drain on
it. How you onboard them determines which bucket you fall into.




honest assessment.

Sales Language: A shared vocabulary gives your team a
common foundation and makes every expectation, behavior,
and goal easier to reinforce.

Coaching Routines: Consistent, structured coaching is
what turns individual feedback into lasting behavior change
across the team.

Reward Systems: The way you recognize performance shapes
who stays motivated and how deep your team's commitment
to the culture really goes.

Peer Interaction: Structured opportunities for salespeople to
learn from each other build the kind of collective knowledge
no training program can replicate.

Ramping New Hires: The way you onboard new people is one
of the clearest signals of how seriously your organization
takes its own culture.

If this guide helped you identify one area to strengthen,
that's a worthwhile place to start.




Does your sales
culture need
some upgrades?

Contact us to talk
about your path forward.
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