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Foreword
By David Bemoras

Every so often, in business and in life, we encounter ideas
that don'’t just improve performance, they change how an
organization thinks about growth.

Over my 40-year career leading sales and marketing
organizations, I've learned a simple truth: growth is
never accidental. It is purposely designed, intentionally
sponsored, and a continuous mindset. Done right, the
impact compounds over time. Applied with discipline,
80/20 becomes a force multiplier — concentrating
attention on what matters most and producing outsized
results.

That belief sits at the center of this book and it is one I
experienced firsthand working with Ali Hasham.

[ first worked with Ali at Communications Supply Corp,

a data communications and physical security distributor
headquartered in Chicago. At the time, the business
development function was essentially a one-person
operation. Ali brought raw talent with energy, curiosity,
ambition and a strong desire to build. What he needed, and
what I chose to invest in, was the discipline and leadership
development required to turn that raw potential into
something scalable.

That investment went far beyond approval or
encouragement. It was coaching, Mentorship, Leadership
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development. We spent significant time sharpening
judgment, reinforcing 80/20 discipline, and channeling
intensity into focus and structure. Raw talent can move
fast. Disciplined leadership moves the organization.

One coaching moment in particular stands out.

As Ali began hiring to scale the team, we discussed what
truly predicts success. Skills can be taught. Experience
can be developed. But desire, the internal drive to

learn, compete, and improve cannot be manufactured.
challenged him to hire for desire and then build the skills
around it.

That shift fundamentally changed how Ali evaluated talent.
He stopped over-indexing on perfect resumes and began
prioritizing hunger, coachability, and ambition. That
principle became a cornerstone of the culture he built, and
a major reason the model scaled with consistency rather
than churn.

When WESCO acquired Communications Supply, those
leadership lessons became even more critical.

Scaling a centralized inside sales organization across more
than 400 locations, global accounts, and international
markets requires far more than a good idea. It demands
leaders who can influence at scale, navigate skepticism,
simplify complexity, and stay disciplined under pressure.
Because of the development work we had done together, Ali
was prepared for that leap.

I chose to advocate for both him and the program, but
advocacy alone would not have been enough. What
mattered was readiness. Ali had developed the judgment,
focus, and leadership maturity required to translate a
promising concept into enterprise-ready execution.



With the right sponsorship and leadership in place, the
model scaled. What began as a focused initiative became

a centralized growth engine integrated with supplier
relations and marketing. The team ultimately grew to 43
resources and delivered nearly $100 million in full-year
new customer revenue — measurable, repeatable impact at
WESCO scale.

At that point, once you see the data, you can't unsee it. You
realize there is always trapped profit potential inside the
existing customer base, and that the scarcest resource in
any organization is not opportunity, but focus. Time is a
gift. We can'’t invent more of it. How leaders allocate time
and attention determines the return.

This is why 80/20 matters so much. It means intentionally
over-serving the customers that matter most, while
applying appropriate service models to the rest. And this
work cannot live in a silo. Manufacturing profitable growth
is a team sport. Inside sales only becomes a true growth
engine when the entire organization aligns around the right
customers and commits to serving them with purpose and
discipline.

This book is the modern evolution of those lessons.

Ali makes a compelling case that inside sales, when

built intentionally, supported by technology and Al,

and governed by clear standards and segmentation can
become one of the most predictable and scalable growth
engines in distribution. What you will find in these pages
is not theory, but a practical blueprint for creating focus,
driving proactive behavior, and building solution-oriented
relationships with the customers who matter most.

At its core, this is a leadership challenge.
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Move from reactive selling to intentional growth.

Apply 80/20 with discipline instead of treating every
account the same.

Build cultures where people are expected to win, and
supported to win.

And earn the right, through execution and value, to protect
key accounts, make price less relevant, and win more of
what they have to give you.

If you are ready to build something scalable, intentional,
and durable; and willing to invest in both systems and
people, the pages ahead will challenge you to do exactly
that.

— David Bemoras



Foreword
By Benj Cohen,
Founder & CEO, Proton.ai

If you're leading sales at a distribution company, you've
probably tried some version of inside sales.

Maybe it didn't move the needle. Maybe it never fully
clicked.

That’s not on your team. Most distributors get inside sales
wrong. Inside reps are disconnected from the field. Their
roles are vague. Their tools are clunky. So results stall out
and eventually someone says, “Inside sales just doesn't
work here”

But it can. It has to.

Today, you're under pressure to grow faster with fewer
resources. Outside reps can't cover every account and
reactive order-taking isn't enough to hit your growth
target.

Inside sales is your best lever, but only if it’s built the right
way.

Ali Hasham knows how to make it work. I've seen him
successfully build inside sales teams in complex sectors like
electrical, industrial, and heavy-duty distribution.



From rethinking comp plans to rolling out CRMs to
coaching reps who used to just take orders, Ali has figured
out what actually drives results. The impact shows up fast:
new accounts, stronger pipelines, higher gross profit, and
deeper customer relationships.

But those outcomes don't happen by accident. They require
a system: defined roles, clean data, tools reps actually use,
and daily workflows that drive action. And with pressure to
do more with less, that system now needs one more layer:
Al

Distributors have always had mountains of customer and
purchase data. What's been missing is a way to surface those
insights in time for reps to use them in their daily workflow. AI
finally makes that possible.

Unlike other tech that can complicate sales workflows, Al
simplifies them. It acts like a cheat code for your team.

Which accounts are declining? Al surfaces them.

Which products should a customer be buying? It flags the
gaps.

Who needs a follow-up? It sends reps a reminder.

What should I pitch? It pulls suggested items and drafts the
email.

Al helps every rep behave like your best rep. It shortens
ramp time, increases coverage, and keeps the team focused
on high-value activities instead of admin work.

With the right setup, one inside seller can cover five to ten
times more accounts and do it at a much lower cost. You
get stronger customer retention, more revenue per rep,



and better margins without hiring a small army.

Most teams know they need to move in this direction. They
just don’'t know how to get started without breaking things
or burning out their team.

That's what makes this book so useful.

Ali’'s done the hard part already. He’s built these teams from
scratch, figured out what works, and seen the results in the

real world, not just in a slide deck.

If you're trying to modernize your sales team without
adding more overhead or complexity, this is where to start.

— Benj Cohen
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Chapter 1
Why Inside Sales Is the Growth
Engine Private Equity Can’t Ignore

The Status Quo No Longer Works

For decades, distributors have relied on their field
salesforce as the primary driver of revenue. That model
was viable in an era when branch networks were dense,
competitors were regional, and customer loyalty was built
through face-to-face relationships.

But the environment has changed. Today’s reality looks very
different:

* Field sellers are stretched thin. Many manage
hundreds of accounts yet meaningfully engage with
only a fraction.

* SMB accounts are under-served. These smaller
accounts, which often carry above-average margins, are
left as “house accounts” or handled only reactively.

* Customer expectations have shifted. Buyers want
omni-channel access, consistent touchpoints, and
proactive insights, not just reactive order-taking.

This creates what can only be called a coverage cliff. Aging
field sellers are retiring faster than they can be replaced.
Meanwhile, a new generation of buyers called digital natives
by default demand a mix of online convenience and proactive,
data-driven engagement. Without structural change,
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distributors risk losing profitable share not to competitors’
brilliance, but to their own inertia.

Why Private Equity Is Watching Closely

Private equity investors are laser-focused on growth levers
that are predictable, repeatable, and scalable. They are not
bound by tradition; they are bound by results. Inside sales
consistently makes their shortlist because it delivers on
three critical dimensions:

* Expanded Coverage at Lower Cost-to-Serve
- Afield seller often costs $200,000+ fully loaded and
can effectively manage ~50 accounts.
- Aninside seller can be onboarded at less than half
that cost while covering 10-15x more accounts with
proactive cadence.

* Faster Ramp and Repeatability
- Field sellers may take a year or more to reach
full productivity. Inside sellers, equipped with
structured playbooks, can deliver results within 90
days.
- The model industrializes sales growth, transforming
it from an art form into a system.

e Valuation Uplift
- Inside sales drives measurable improvements in
retention, gross profit dollars (GPS), and margin mix.
- These improvements flow directly to EBITDA, and
ultimately to higher exit multiples.

The Buyer Has Changed, But the Model Hasn'’t

The modern buyer dictates the terms of engagement:
13



* They expect consistent, multi-channel outreach
through phone, email, Teams, e-commerce, and
in-person.

* They expect distributors to solve problems proactively
rather than simply respond to RFQs.

* They expect seamless digital-to-human alignment,
where online tools complement personal relationships.

Inside sales aligns directly with this reality. Unlike
overextended field reps, inside sellers can execute a
structured cadence across hundreds of accounts. Unlike
e-commerce alone, they bring the consultative layer that
buyers still value.

The Untapped Goldmine in SMB Accounts

Nearly every distributor has a long tail of accounts, often
numbering in the thousands that lack ownership. Many are
left dormant or designated as “house accounts.” The result:
double-digit annual decline.

When inside sales teams are assigned to these segments:

* Dormant accounts are reactivated.

* Neglected SMBs stabilize, then begin to grow.

* Margins improve, as SMBs typically yield higher GP%
than enterprise accounts.

Consider the heavy-duty truck parts sector: smaller
accounts, left untouched by field sales, were in steady
decline. Within a year of inside sales coverage, many

of those accounts stabilized and returned to growth.
Similar patterns have emerged in electrical and industrial
distribution — the headroom is universal, and the
economics are undeniable.
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Cost-to-Serve Curve

Field Sales: ~S200K per FTE, ~50 accounts effectively
covered.

Inside Sales: ~S90K per FTE, ~500 accounts proactively
covered.

Digital Self-Serve: <S10K marginal cost per 1,000
accounts, but with limited relationship depth.

Inside sales occupies the sweet spot: scalable like digital,
but consultative like field. (See fig 1.1)

Fig 1.1

Field

Inside

Digital

Why Distributors Resist the Shift

If the numbers are so compelling, why haven’'t more
distributors moved aggressively? The barriers are familiar:

Cultural inertia: “Our customers only want to deal with
their field rep”

Territorial fear: Field sellers worry about
cannibalization or losing commission.

Failed pilots: Past attempts often lacked clear KPIs,
executive sponsorship, or defined playbooks.
Technology debt: CRM adoption and customer data
hygiene remain major obstacles.
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These are not reasons to avoid change. They are execution
challenges, and they are solvable. The distributors

that break through these barriers create an enduring
competitive moat.

The Stakes for PE-Backed Distributors

Private equity timelines are unforgiving. Value creation

must be proven in 3-5 years, not a decade. Without a

proactive inside sales engine:

* Growth relies solely on costly, slow-to-scale field
sellers.

* SMB churn accelerates, eroding GPS and weakening the
revenue base.

* Exit multiples stagnate, as buyers see limited operating
leverage.

With inside sales:

* FEach rep can drive $125K-$250K incremental GP$
annually.

* Retention improves, stabilizing the base while driving
net-new growth.

* Boards gain a compelling story: scalable, repeatable
growth aligned with valuation levers.

Executive Takeaway

Inside sales is no longer a “nice to have”” It is the growth
engine private equity cannot ignore. (See fig 1.2)

Distributors that hesitate will continue to bleed share in
their most profitable segments. Those that act decisively
will capture disproportionate value, compound growth, and
position themselves for stronger exits.
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This book provides the operating system to build that
engine.

Fig 1.2
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Chapter 2
The Operating System: How to
Build a Scalable Inside Sales Engine

Why Distributors Need a System, Not a Project

Too many distributors treat inside sales as a pilot or a

side project, something to test “off to the side” without
executive sponsorship, resourcing, or integration. The
result is predictable: a handful of sellers making calls,
inconsistent ROI tracking, and eventual skepticism from the
field.

What's missing isn't the concept. It's the operating system.
(See fig 2.1)

Fig 2.1 ~
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Just as ERP standardizes transactions and branch
processes, a sales operating system standardizes how
distributors identify accounts, assign resources, track
performance, and drive accountability. Without it, inside
sales never scales. With it, inside sales becomes the growth
engine private equity investors expect.

The Six Components of the Inside Sales
Operating System

1. Segmentation: Knowing Where to Play

Every dollar of sales coverage has an opportunity cost.

The operating system begins with segmentation.

(See fig 2.2)

* Tier1(Strategic Accounts): Typically field-led, often
supported by ISRs for cross-sell.

* Tier 2 (Growth Accounts): Shared coverage, with
inside sales running cadence and field engaged on
higher-value opportunities.

* Tier 3 (SMB/Tail Accounts): Owned by inside sales,
with a proactive coverage model.

Without segmentation, reps chase the wrong accounts.
With segmentation, resources are aligned to lifetime value
and cost-to-serve.

Fig 2.2

Tier 1
Strategic
accounts

Tier 2

Growth accounts

Tier 3
SMB/tail accounts
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2. Coverage Model: Defining Who Owns What

Clear rules of engagement eliminate friction:

* Inside sales owns SMBs outright.

* Inside sales co-owns growth accounts executing
cadence, qualifying leads, and handing off strategic
opportunities to the field.

* Field sales owns enterprise accounts, supported by
inside sales for coverage and product depth.

Successful distributors codify this in coverage charters, not
as suggestions but contracts between functions.

3. Talent: Hiring for Sales DNA, Not
Order Entry Persistence
Inside sales is not customer
service. It is a proactive sales role
requiring persistence, curiosity,
and resilience. Top performers: .
* Thrive in high-activity, high- Resilisnce

rejection environments.

e Possess consultative instincts,
uncovering needs, not just
quoting products.

* Are motivated by measurable
outcomes (calls, opportunities,
GPS). (See fig 2.3)

Curiosity

Fig 2.3

Advanced teams use tools like Sales DNA assessments to
filter candidates. One industrial distributor avoided hiring
any candidate who scored below threshold in core traits
like desire, commitment, and resilience, a discipline that
drove consistency across the team.

4. Playbooks: Codifying the Sales Motion
High-performing teams don’t “wing it” They run playbooks
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that define: Discovery

* Day 1 Call Scripts: How to Fremeworks
introduce themselves as the Cadence Models
dedicated resource.

* Objection Handling:
Responses to price pushback, Day 1 Call Scripts
loyalty to incumbents, or
digital-only buyers.

* Cadence Models: Number of —
touches per week /month by
account tier.

* Discovery Frameworks: —!
Questions that uncover pain
points beyond price. (See fig
2.4)

Objection Handling

Fig 2.4

Playbooks transform sales into
a repeatable process that scales
across reps and cohorts.

5. Technology: Making Data Usable

CRM is not a filing cabinet; it is the command center.

The operating system requires:

* Clean account hierarchies (parent/child
relationships).

* Automated cadences integrated with email, Teams,
and call systems.

* Opportunity dashboards that track GPS and close
rates, not just activity.

* Al-enabled insights that highlight churn risk,
wallet-share gaps, and cross-sell opportunities.
(See fig 2.5)

One heavy duty truck parts distributor used CRM to
identify SMB accounts declining double digits. By assigning
them to inside sales with scripted cadences, many accounts
stabilized the base and grew it within 12 months.
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Metrics: What Gets Measured Gets Managed

The operating system lives or dies by metrics. The
critical ones include:

Activity: Calls, emails, touches per account.
Pipeline: Number of qualified opportunities created.
Conversion: Win rate by stage, close cycle time.
Financials: GPS per rep, incremental revenue per
account, retention rate. (See fig 2.6)

Fig 2.6

Pipeline




Benchmarks matter. In mature programs, an inside seller
can consistently drive $125K-$250K incremental GP$
annually, with breakeven ROI achieved within 6-9 months.

The Inside Sales Flywheel

Segmentation » Coverage » Talent » Playbooks »
Technology » Metrics » Continuous Improvement

The cycle feeds itself: better segmentation informs smarter
coverage, which drives talent alignment and strengthens
playbooks, improving data and refining metrics as the loop
repeats.

Execution Discipline: What Separates Leaders
from Laggards

Many distributors launch inside sales and fail because they
underestimate the discipline required. Leading programs
share three traits:

* Executive Sponsorship: The CEO or CRO signals that
inside sales is strategic, not optional.

* Change Management: Field reps are engaged early,
rules of engagement are enforced, and success stories
are shared.

* Weekly Cadence: Activity reviews, pipeline reviews,
and success story dissemination create a culture of
accountability.

The Payoff for Private Equity and Operators

For distributors backed by private equity, the payoff is
profound:
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* Accelerated GP$ growth: Faster than industry averages,
compounding year over year.

* Improved retention: Stabilizing SMB accounts that
previously churned.

* Operating leverage: Scaling growth with lower
incremental cost-to-serve.

These translate into EBITDA expansion and exit multiples
that reward investors and operators alike.

Executive Takeaway

An inside sales team without an operating system is just
a call center experiment. An inside sales team with an
operating system becomes the engine of profitable growth.

Segmentation, coverage, talent, playbooks, technology,

and metrics together, these form the blueprint that allows
distributors to scale beyond pilots and into enterprise-wide
transformation.

Inside sales is not about more calls; it's about running the

system that ensures every account is covered, every rep is
enabled, and every dollar of gross profit is maximized.
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Chapter 3
Electrical Distribution: Centralizing
Demand Creation at Scale

Starting Point: A Fragmented Effort

In the mid-2000s, one major electrical distributor with
billions in revenue had no proactive inside sales function.
The branch network was strong, the field salesforce was
extensive, but new customer acquisition and early-cycle
project intelligence were inconsistent and ad hoc.

The only meaningful exception was a legacy business

unit that maintained a small, 1-2 person inside sales pilot
team. Their role was limited: identify infrastructure and
cabling projects early, pass leads to field reps, and hope
for conversion. The model showed promise, but it was not
resourced for scale.

Building the First Centralized Team

The breakthrough came when leadership realized that if
the distributor wanted to consistently win share in complex
projects, they had to industrialize demand creation.

A small business development team was formed. Its

mandate:

* Proactively identify Fortune 1000 opportunities early in
the buying cycle.
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* Qualify projects based on size, scope, and specifications.
* Deliver opportunities “on a silver platter” to field sellers
in those territories.

The early days weren't easy. Skeptics doubted whether
someone “too nice” could lead such a team. Pushback came
from those who viewed inside sales as a threat to field
ownership. But persistence, executive sponsorship, and
undeniable results moved the effort forward.

Scaling Under Market Pressure

In 2008-2009, the U.S. economy entered a freefall. (See Fig
3.1) Infrastructure dollars from the American Reinvestment
and Recovery Act began flowing, and demand for coverage
surged.

Fig 3.1 2009 20M 2013
Infrastructure Early spec Scaled
surge influence to 43
2008 2010 2012
Market Inside sales Qualified
freefall deployed hand-offs

The distributor’s leadership tapped the fledgling inside

sales team to pursue government-backed infrastructure

projects. The reasoning was clear:

* Government projects required early engagement to
influence specifications.

* Branch-level field sellers lacked bandwidth to pursue
these leads at scale.

* Inside sellers could qualify projects quickly and hand off
warm opportunities to the field.
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Over the next five years, the team grew from a handful of
resources to 43 inside sellers by 2013. The model proved
its scalability and strategic importance.

The Strategic Lead Acquisition Program (SLAP)

One of the most impactful initiatives was the Strategic
Lead Acquisition Program (SLAP). This program elevated
inside sales beyond SMB and project coverage:
* Focused on Fortune 1000 executives (VPs of
Procurement, Chief Purchasing Officers).
* Inside sellers secured access to C-level decision makers.
* Meetings were set up for the global accounts team
to pitch the distributor’s full suite of products and
services.

By formalizing a program to generate C-suite
opportunities, inside sales moved from transactional
support to being a strategic growth engine.

Quantifying the Results

“An electrical distributor proved that centralizing demand
creation could scale. What began as a two-person inside
sales pilot generated roughly S$17M in new customer orders
in year one and approached S100M by year six, all net

new business. Beyond the numbers, the initiative created
a feeder system for field talent, proving that inside sales
wasn't a support function — it was a growth engine.

Challenges Along the Way
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No transformation comes without hurdles. This distributor
encountered several:

CRM adoption: Early efforts lacked a robust CRM
platform, limiting the ability to track ROI and pipeline
conversion.

Field integration: Outside reps didn't always provide
feedback on leads, creating friction and mistrust.
Proof of ROI: Constant reinforcement was required to
demonstrate that inside sales was not a cost center but
a profit engine.

These obstacles were eventually mitigated through
stronger systems, success story dissemination, and
relentless measurement.

Lessons Learned

Several critical lessons emerged from this case:

Inside sales cannot be left as a pilot. Scale requires
executive mandate and integration with field coverage.
ROI must be measured relentlessly. Leads generated,
opportunities converted, and GPS impact must be
visible at all times.

Programs like SLAP elevate impact. Moving beyond
SMB coverage to C-level engagement creates
enterprise value.

Culture is as important as structure. Success stories
and weekly wins helped inside sales earn legitimacy as
a partner, not a competitor, to the field.

The Proof Point for Electrical Distribution

By 2013, inside sales had become a cornerstone of this
electrical distributor’s growth model. The program
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delivered nearly $S100M of incremental annual revenue,
while embedding inside sales as a permanent fixture in the
sales ecosystem.

It proved that even in a relationship-driven, branch-centric
industry, a centralized, proactive inside sales engine could
industrialize demand creation at scale.

Executive Takeaway

For electrical distributors, the case is clear: inside sales

is not a support function, but a growth function. By
centralizing demand creation, aligning with field sales, and
industrializing lead generation, distributors can unlock
tens of millions in incremental revenue, revenue that is
measurable, repeatable, and margin-accretive.
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Chapter 4

Heavy Duty Truck Parts
Distribution: A Hybrid Model for
SMB Coverage and Net-New Growth

The Context: A Private Equity-Backed Platform

In the late 2010s, a leading heavy duty truck parts
distributor found itself at a strategic crossroads. The
company had grown to nearly $600M in annual revenue
across ~150 branches, yet the coverage model remained
anchored in the field.

Private equity ownership brought sharper expectations:
consistent growth, EBITDA expansion, and a clear path

to exit. Leadership recognized that the branch and field
model was insufficient to drive new customer acquisition
or defend share in the SMB segment. They turned to inside
sales as a lever to accelerate growth. (See fig 4.1)

Fig 4.1

Implement
hybrid sales
model
Limited E TF Increased
new customer L new customer
acquisition = acquisition

o
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Phase One: A Net-New Acquisition Engine

The initial mandate mirrored what other distributors had
attempted before: build a business development team
focused on net-new opportunities large enough for field
sales to pursue.

* Inside sellers were tasked with calling into target
accounts, qualifying opportunities, and passing leads to
outside reps.

* The value proposition was simple: provide outside
sellers with “ready-to-close” opportunities, already
vetted for size, scope, and intent.

* Within the first two years, this team demonstrated
strong early returns, consistently creating a pipeline of
new accounts that fueled field productivity.

This validated the inside-to-field handoff model as a
legitimate growth lever. But the real inflection point came
when leadership expanded the mandate.

Phase Two: Proactive SMB Coverage

After proving net-new acquisition could work, leadership
asked the inside sales team to take ownership of existing
small to medium-sized accounts.

Historically, these accounts were either:

* Assigned to “house” and serviced only when customers
reached out, or

* Nominally owned by field sellers who had little time to
engage them proactively.

The result: these SMB accounts were declining at double-
digit rates year over year.

Inside sales changed the trajectory. By assigning a
32



dedicated rep with a structured cadence, many accounts
that had been ignored began to stabilize and grow. Instead
of being a drag on performance, the SMB tail became a new
source of incremental revenue.

Scaling the Team

By the time the program hit stride:

* The inside sales team grew from 1 person to ~12 full-
time sellers.

* The group generated approximately $10M in
incremental impact by 2019, even before counting the
longer-term effect of SMB stabilization.

* Results were tracked separately between net-new
acquisition and SMB account growth, allowing
leadership to prove ROI across both motions.

What started as a single role had become a fully built-out
team with measurable business impact. (See fig 4.2)

Fig 4.2
Declining . . Clarify Incremental
SMB Dedicated Inside sales e SMB
performance revenue
5 © @ O e
SMB segment Structured Target Define account $10M
dragging cadence for accounts for ownership impact
performance SMB accounts  new pipeline clearly by 2019

Cultural Shifts and Challenges

As with any transformation, there were hurdles:
* Field resistance: Outside sellers initially viewed inside
sales as competition, not a complement. Clarity on rules
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of engagement was critical.

* Account reassignment: Moving accounts from “house”
to inside sales required strong change management and
executive backing.

* PE expectations: With private equity owners
scrutinizing every investment, the program had to
demonstrate ROI quickly and consistently.

The discipline of separating net-new metrics from SMB
metrics helped build credibility. The field came to view
inside sales less as a threat and more as a growth partner.

Lessons Learned

The heavy duty truck parts case demonstrates several key

lessons:

* Phased buildout works. Starting with net-new
acquisition helped prove value before expanding into
SMB coverage.

* SMB accounts are hidden gold. What looked like a
declining, unprofitable segment became an engine of
growth once assigned to inside sales.

* Scale requires executive sponsorship. Growing from
1to 12 reps in a PE-backed environment required
constant reinforcement and proof of ROL

* Rules of engagement matter. Field alignment is
essential; ambiguity creates friction.

The Proof Point for Heavy Duty Distribution

By 2019, the inside sales team in this heavy duty truck parts
distributor had become a core part of the go-to-market
model. It had delivered tens of millions in incremental
revenue, reversed SMB decline, and created a scalable
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engine that private equity could underwrite as part of the
growth thesis.

It proved that even in highly relationship-driven sectors
like truck parts, inside sales could succeed not only as a
lead generation function, but as a full-fledged account
coverage engine.

Executive Takeaway

Inside sales in heavy duty distribution demonstrates the

power of a hybrid model:

* Net-new acquisition fuels pipeline for outside sellers.

* SMB coverage stabilizes and grows a historically
neglected segment.

Together, these motions created a double-barreled growth
engine that generated measurable impact, aligned with
private equity’s mandate, and positioned the business for
accelerated value creation.
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Chapter 5
Industrial Distribution: Cultural
Transformation at National Scale

The Starting Point: A Legacy Model Under Strain

In the late 2010s, one of North America’s largest industrial
distributors faced a stark reality. With more than $7B in
annual revenue, 4,000+ sellers, and over 700 branches,
the company was dominant in footprint but under pressure
in execution.

For decades, the sales culture had been opportunistic, not
strategic. Sellers were rewarded for reacting quickly to
inbound requests, not for driving proactive growth. Many
accounts delivered little or no profitability, yet remained
“protected” by field ownership. In effect, thousands of
sellers were functioning as order takers, not consultative
partners.

Leadership understood that without a reset, the
organization would remain large, but not high-performing.

A Leadership Mandate for Change

The company’s new president, a leader with deep sales

and marketing roots, set out to rethink the role of sales
entirely. His philosophy was simple but firm:

* “Everything in distribution starts with a sale. If we don’t
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sell something, nothing else matters.
“We don’t have room for C-players. You're either A, or
you're a B who can become an A”

A voluntary retirement program created space for new
talent and signaled a shift toward higher performance
expectations across the salesforce.

Rebuilding the Sales Engine

The transformation was anchored in several key moves:

1.

Profit-Optimized Strategy

Historically, the distributor had pursued sales
volume at all costs. The new strategy shifted to profit
optimization, segmenting accounts, scrutinizing
margins, and exiting unprofitable business.

Pricing Discipline

With 4,000 sellers came 4,000 pricing strategies. A
new strategic pricing function standardized margins,
equipping sellers with tools to ensure discipline. The
results were profound: over 500 basis points of gross
profit improvement within three years.

Inside Sales Expansion

Inside sellers were deployed to stabilize SMB accounts
and drive growth in segments where field coverage
was ineffective. Leveraging Al and CRM analytics, these
teams prioritized accounts at risk of churn, as well as
underpenetrated segments with growth headroom.

Digital Integration into Sales

In a critical move, digital sales was pulled out of IT and
placed under sales leadership. The website, EDI, and
omni-channel platforms became extensions of the
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salesforce, not back-office functions. (See fig 5.1)

Embedding Accountability

Fig 5.1 E
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Volume-focused Pricing discipline Digital |n1'egra1'|on
sales volume standardize margins, Digital sales under
at all costs equip sellers sales leadership
Profit Inside sales Profit optimized
optimization expansion Strategic,
segment accounts, Stabilize SMB efficient sales
scrutinize margins accounts, drive growth engine

The new operating rhythm emphasized discipline and

accountability:
* Sellers were measured not just on revenue, but on GP$
contribution.

* Compensation plans were restructured to incentivize
stretch performance, forcing comfortable reps to chase
new growth.

» Sales training shifted from product-centric to
consultative, teaching sellers to become market
makers, not order takers.

By embedding accountability into strategy, structure,

and incentives, the distributor replaced decades of
complacency with a high-performance culture.

Quantifying the Transformation
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The financial results validated the approach:
* Gross Profit: +500 basis points in three years.

* EBITDA: Expanded from ~6% to 10%+, with ambitions to

go higher.

» Digital Sales: Grew from <1% of revenue to a run-rate
approaching 15%.

* Automation: Productivity improvements funded
investments in automated distribution centers,
compounding efficiency gains.

From a private equity perspective, this transformation

created the conditions for multiple expansion: sustainable

EBITDA growth, scalable inside sales coverage, and a
modernized go-to-market engine. (See fig 5.2)

Fig 5.2 Multiple expansion
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Cultural Shifts: The Hardest Work of All

While systems and processes were critical, the cultural
reset was the true breakthrough. As leadership evolved,
the organization transitioned toward a buyer-centric
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model, modernizing both structure and mindset to reflect
the realities of today’s industrial customer. Weekly
communication from the top reinforced transparency:
“People can handle the truth. What they can't handle is not
knowing?” This candor, paired with accountability, cascaded
through the organization.

For sellers, the mandate was clear: the future belonged to
proactive, consultative sales professionals who created
demand—not just fulfilled it.

Lessons Learned

The industrial distribution transformation offers several

lessons for executives and investors:

» Sales is the lever. Every operational improvement
depends on starting with profitable sales.

* Culture eats process. Without a cultural reset, pricing
tools and inside sales pilots will never scale.

» Digital belongs in sales. Customers see digital as part of
their buying experience, not an IT system.

* Accountability drives results. A-player cultures require
clear comp plans, transparent metrics, and leadership
courage.

The Proof Point for Industrial Distribution

This case demonstrates that even the largest, most
entrenched distributors can reinvent themselves. By
confronting complacency, embedding accountability, and
deploying inside sales strategically, the company unlocked
hundreds of millions in new profitability and built a scalable
growth engine.
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It was not just an organizational transformation. It was a
cultural transformation at national scale.

Executive Takeaway

Industrial distribution proves that inside sales is not just a
tactical fix. It is a catalyst for enterprise-wide change.

By tying inside sales to pricing discipline, digital
integration, and cultural reset, the organization proved that
inside sales is the linchpin of profitable growth in modern
distribution.
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Three Categories, One Pattern

Across electrical distribution, heavy duty truck parts, and
industrial distribution, the operating environments looked
very different. Each had unique products, customer bases,
and cultures. Yet when it came to sales transformation, the
patterns were remarkably consistent.

Fig 5.3
Electrical distribution Heavy duty truck
Inside sales is the parts distribution
industrialization of Inside sales stabilizes
lead generation base & accelerates growth

$100M revenue $10M in impact

Sales
transformation

T

Industrial distribution
Inside sales turned sales
culture into a growth engine

$10M incremental sales growth

* Electrical Distribution proved that centralizing demand
creation could scale. A team that started as a two-
person pilot became a 40+ seller engine, delivering
nearly SI00M in new revenue annually. The lesson:
inside sales is the industrialization of lead generation.

* Heavy Duty Truck Parts Distribution demonstrated
the power of a hybrid model. By first fueling net-new
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acquisition and later taking ownership of SMB accounts,
a 12-person inside sales team generated SI0M in impact
and many accounts reversed double-digit decline in
neglected segments. The lesson: inside sales stabilizes
the base and accelerates growth simultaneously.
Industrial Distribution showed what happens when
inside sales is embedded into a cultural reset. By
connecting pricing discipline, talent accountability, and
digital integration to inside sales, a S7B+ distributor
turned sales culture into a growth engine, validating
that inside sales isn't tactical, it's transformational. (See
Fig 5.3)

Universal Impact of Inside Sales

Category Starting Transformation | Results
Point

Electrical No proactive | Centralized S100M in

distribution | coverage; ad | inside sales new annual
hoc pilots » demand orders

creation engine

Heavy duty | Field- Inside sales for | SIOM
truck parts | only SMB net-new + SMB | incremental;
distribution | coverage; accounts SMB

PE pressure stabilized

Industrial Order-taking | Cultural reset Double-

distribution | culture; + pricing + IS+ | digit organic
fragmented | digital sales growth
pricing from SMB
accounts
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The Common DNA of Success

While each case had distinct elements, five universal
success factors emerged:

Executive Sponsorship: All three transformations had
CEO/President-level backing. Without it, resistance
from the field would have crushed momentum.
Segmentation Discipline: SMB accounts, house
accounts, and net-new targets were explicitly assigned
to inside sales. Clarity was non-negotiable.

Talent and Playbooks: Inside sellers were not call
center staff. They were hunters with defined scripts,
cadences, and discovery frameworks.

ROI Visibility: Incremental GPS was measured,
communicated, and reinforced to prove value quickly.
Cultural Integration: Success wasn't just about activity.
Inside sales was positioned as part of the sales culture,
not an experiment. (See Fig 5.4)

Segmentation

Fig 5.4 .
.— Executive
/ sponsorship

discipline

Talent and
playbooks

RO visibility —)

@ culiural

W  integration

Why This Matters for Private Equity and
Operators
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For investors, these proof points demonstrate that inside
sales is not sector-dependent. It works in electrical, truck
parts, and industrial — three very different distribution
environments.

The implication is clear: inside sales is a repeatable value
creation lever that can be applied across any distributor
portfolio. It drives:

* Faster time-to-value than field expansion.

* Higher ROI on sales investment.

» Scalable systems that persist beyond the hold period.

Executive Takeaway

The lesson from these case studies is not simply that inside
sales works. It is that inside sales works everywhere when
executed with discipline.

Whether the challenge is SMB churn, stalled field
productivity, or a complacent sales culture, inside sales has
proven to be the lever that unlocks growth, profitability,
and enterprise value.

The next section of this book will provide the
implementation playbook: how to design, launch, and scale
an inside sales program in your business, regardless of
sector.
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Chapter 6
Designing Your Inside Sales
Program

From Case Studies to Blueprint

The case studies from electrical, heavy duty truck parts,
and industrial distribution prove that inside sales works
when executed with discipline. But proof points alone
are not enough. Leaders need a repeatable framework to
design their own inside sales program, tailored to their
business model, customer base, and growth objectives.

This chapter provides that framework. It is not theory.
It is drawn directly from the playbooks that transformed

Fig 6.1

Launch with discipline

o]
ﬁ Define metrics and ROI

ﬁ Deploy the technology stack
ﬁ Build the playbook

ﬁ Establish rules of engagement
ﬁ Segment your accounts

ﬂ Define the strategic mandate

Recruit the right talent
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real distributors into high-performing, growth-focused
organizations. (See Fig 6.1)

Step 1: Define the Strategic Mandate

Inside sales programs fail when they start as “side projects.”

Success begins with a clear, executive-level mandate.

Ask:

* Is the goal net-new customer acquisition, SMB
retention and growth, or account expansion?

» How will success be measured: incremental GPS,
customer retention rate, or share-of-wallet growth?

* What is the expected ROI window: 6 months, 12 months,
or longer?

Without this mandate, inside sales becomes an ambiguous
experiment. With it, it becomes a strategic growth
initiative.

Step 2: Segment Your Accounts

Segmentation is the foundation of the operating model. The
logic is simple: not all accounts deserve field coverage, and
not all accounts should be left to digital self-service.

The most effective segmentation models break accounts
into three tiers:
* Tier 1 Strategic Accounts
- Handled primarily by field sales.
- Inside sales provides support on product depth and
cross-sell.
* Tier 2: Growth Accounts
- Co-owned by inside and field sales.
- Inside sales runs cadence, books meetings, and
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qualifies opportunities.
- Field sales closes larger, complex deals.
* Tier 3: SMB Accounts
- Owned fully by inside sales.
- Accounts receive proactive cadences, consistent
outreach, and structured coverage.

This model ensures every account has coverage without
wasting field resources on low-value calls.

Step 3: Establish Rules of Engagement

Clear rules of engagement prevent the turf wars that doom

many programs.

For example:

» Ifan SMB account generates <S100K annually, it belongs
to inside sales.

e If an account crosses the $250K threshold, it transitions
to field coverage with a structured handoff.

» If inside sales books a meeting with a new prospect
above a certain revenue size, the field closes it, but the
ISR receives credit for the opportunity.

Rules like these protect the integrity of the program and
reinforce partnership between field and inside sales.

Step 4: Recruit the Right Talent

Inside sales is not customer service. It requires a different

Sales DNA:

* Resilience in the face of rejection.

» Curiosity to uncover needs beyond the immediate
request.

* Energy to maintain high-activity cadences (calls, emails,
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social touches).
» Consultative instincts to sell value, not just price.

Advanced programs use sales candidate assessments to
filter for traits like Desire, Commitment, and Accountability.
Many avoid candidates who score below threshold in these
areas, even if they have industry experience.

The message is clear: hire for traits, train for skills.

Step 5: Build the Playbook

A sales team without a playbook is chaos. The playbook

defines:

* Introductory Call Scripts: How to present as the
dedicated resource.

* Objection Handling: Predefined responses to “I'm happy
with my current supplier” or “You're too expensive.”

* Cadence Models: For Tier 2 accounts, 2 touches per
week; for Tier 3 accounts, 4 touches per month.

* Discovery Frameworks: Standard questions that move
conversations from transactional to consultative.

The best playbooks are living documents, continuously
updated as sellers share new success stories and tactics.

Step 6: Deploy the Technology Stack

Technology enables scale. The essential components

include:

* CRM: Must be the single source of truth. All activities,
leads, and opportunities logged.

* Cadence Tools: Automate call /email workflows,
ensuring consistency.
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* Al-Driven Insights: Highlight churn risks, wallet share
gaps, and next-best-product recommendations.

* Dashboards: Real-time visibility into activity, pipeline,
and GPS contribution.

Importantly, technology must be integrated into the sales
workflow. A CRM that sellers avoid is worthless. A CRM that
enables their daily activity is indispensable.

Step 7: Define Metrics and ROI

Measurement is what separates credible programs from
vanity projects.

Core metrics include:

* Activity: Calls made, emails sent, contacts touched.

* Pipeline: Opportunities created, S value of pipeline.

* Conversion: Win rate, cycle time.

* Financials: Incremental GPS per ISR, ROI on program
spend.

For context: a mature inside sales rep should generate
$125K-$250K in incremental GP$ per year, with breakeven
typically achieved in under 9 months.

Step 8: Launch with Discipline

Program launch must be deliberate, not haphazard. Best

practice includes:

» Pilot » Scale: Start with one cohort of sellers in one
region before expanding.

* Weekly Cadence: Hold weekly activity and pipeline
reviews.

* Field Engagement: Share success stories immediately to
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reinforce credibility.
* Executive Visibility: Report results directly to the
C-suite and, if applicable, the PE sponsor.

This creates momentum, ensures early wins, and mitigates
cultural resistance.

Executive Takeaway

Designing an inside sales program is not about copying
another distributor’s model. It's about applying a
structured framework that aligns with your unique
account base, salesforce, and growth objectives.

The formula is simple but uncompromising:
Strategic mandate » Segmentation » Rules » Talent »
Playbooks » Technology » Metrics » Launch.

Distributors who follow this blueprint consistently achieve

rapid ROI, stabilize their SMB base, and accelerate growth
in ways that field sales alone cannot deliver.
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Chapter 7
Building and Leading the Team

Why Talent is the True Differentiator

The design of the inside sales program matters, but talent
execution is the real differentiator. A poorly led team of
average reps will fail even with the best playbook. A well-
led team of A-players can overcome weak systems and still
deliver impact.

Inside sales is ultimately a talent and leadership business.
This chapter breaks down how to recruit, onboard, coach,
and retain the type of sellers who can make inside sales a
true growth engine.

Step 1: Recruit for Sales DNA, Not Résumés

Traditional hiring in distribution outweighs industry
experience and undervalues natural selling traits. That
approach has failed repeatedly.

Inside sales requires a different DNA profile:

* Desire: Do they actually want to succeed in sales, or are
they looking for a paycheck?

e Commitment: Will they push through rejection and
discomfort?

* Outlook: Do they bring energy and positivity to a high-
activity environment?

* Responsibility: Do they own results, or do they make
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excuses?

Motivation: Is it intrinsic, extrinsic, or altruistic? Will it

sustain them?

Assessments can filter candidates effectively. For example,
candidates who fail in two or more DNA categories
(especially Desire and Commitment) almost never succeed.

Rule of Thumb: Hire for DNA. Train for industry knowledge.

Step 2: Onboard with Purpose

Onboarding is not orientation. It is the launchpad for
performance.

Best-in-class programs structure onboarding around three
pillars:

Product and Service Knowledge

- Core product categories

- Service differentiators

- Pricing structures

Sales Process Mastery

- Call scripts, cadence models, objection handling
- Role-plays to simulate real-world scenarios
- Shadowing senior reps to learn in the field
Tools and Technology

- CRM workflow.

- Cadence automation platforms.

- Al-driven insights and how to act on them.

A strong onboarding program accelerates ramp. In many
cases, inside sellers can be revenue-producing within
60-90 days, compared to 12+ months for a new field rep.
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Step 3: Coach Relentlessly

The number one reason inside sales programs
underperform is a lack of frontline leadership. Coaching
must be embedded in the operating model.

Best practices include:

* Daily Huddles: 15 minutes on activity, priorities, and
mindset.

* Weekly I'1s: Pipeline reviews, skills feedback, role-play
practice.

* Live Call Coaching: Managers listening to calls in real
time and providing instant feedback.

* Success Story Sharing: Reinforcing behaviors by
celebrating wins.

Managers must be player-coaches, not administrators.
Their job is to elevate performance, not just monitor
dashboards.

Step 4: Build the Right Culture

Inside sales culture is distinct. It thrives on energy,
accountability, and recognition.

Core cultural elements:

* High Activity, High Energy: The floor must buzz with
calls, collaboration, and urgency.

» Transparency: Metrics are visible to everyone. There is
nowhere to hide.

* Recognition: Wins are celebrated immediately, whether
a S500 order or a S50K account.

* Meritocracy: A-players advance; C-players exit quickly.

One effective cultural framework is the “ABCs of Culture”:
* Arrogance: Remove it. It kills collaboration.
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* Bureaucracy: Minimize it. It slows execution.
* Complacency: Eliminate it. It destroys growth.

Step 5: Retain by Creating Pathways

Inside sales can be a career, but for many, it is a stepping
stone to field sales or leadership. The best programs
embrace this reality.

Retention strategies:

* Career Pathways: Clear progression into field roles, key
account management, or team leadership.

» Skill Development: Training not just on sales, but
leadership, negotiation, and strategy.

* Incentives: Balanced comp plans that reward both
activity and results.

By positioning inside sales as a launchpad for high-
potential talent, distributors create a virtuous cycle:
attract hungry reps, develop them, and promote them while
continuously backfilling with the next wave of talent.

(See Fig 7.1)

Fig71
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Executive Takeaway

Inside sales is a people business. The best playbook,
segmentation, and tech stack mean nothing without the
right sellers and leaders.

The formula is simple:
Hire for DNA » Onboard with Purpose » Coach
Relentlessly » Build Culture » Create Pathways.

Organizations that get this right create a talent engine

that not only drives revenue, but also develops the next
generation of sales leaders.
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PART IV
The Implementation Playbook
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Chapter 8
The Operating Rhythm

Why Rhythm Matters

Inside sales teams succeed not because they work harder,
but because they work with discipline and consistency.
The secret is rhythm: the predictable operating cadence
that ensures accountability, reinforces behaviors, and keeps
the entire team aligned.

Without rhythm, inside sales becomes reactive chaos. With
rhythm, it becomes a high-performing machine.

Daily Rhythm: Energy and Accountability

Every high-performing inside sales team runs a daily
cadence.
* Morning Huddle (15 minutes)
- Focus: yesterday’s wins, today’s targets, quick
updates.
- Energy: upbeat, motivating, and fast-paced.
- Rule: No deep dives. This is about alignment and
mindset.
* Block Time for Prospecting
- Dedicated hours for calls, not optional.
- CRM reports drive who gets called and why.
- Managers monitor activity in real time.
* End-of-Day Check-In
- Optional for individuals, mandatory for managers.
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- Ensures activity and pipeline metrics are logged in
CRM.

The daily rhythm builds habits. Activity compounds, and
pipeline growth follows.

Weekly Rhythm: Coaching and Pipeline

The weekly cycle is where skills and strategy get
reinforced.
* 11 Pipeline Reviews
- Each ISR meets with their manager.
- Focus on open opportunities, deal progression, and
next steps.
- Managers use dashboards, not anecdotes, to guide
discussions.
* Live Call Coaching
- Managers listen in on real calls.
- Immediate feedback is provided.
- Reps learn faster from real-world situations than
from training decks.
* Team Learning Sessions
- Share objection-handling wins.
- Reinforce discovery questions.
- Celebrate “success stories” to build confidence.

Weekly cadence is about sharpening the saw, ensuring
sellers improve, not just repeat activity.

Monthly Rhythm: Strategy and Alignment

Monthly cycles elevate the conversation to strategy and
outcomes.
* Performance Reviews
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- Compare activity and pipeline to GPS results.

- Identify underperformers early.

- Recognize top performers publicly.
e Sales + Marketing Alignment

- Review lead flow and campaign ROI.

- Ensure marketing-generated leads are pursued.

- Close the loop on what’s working and what’s wasted.
* Field Sales Syncs

- Joint meetings with outside sales leaders.

- Resolve account ownership issues.

- Reinforce rules of engagement.

The monthly rhythm ensures inside sales is not isolated but
fully integrated into the broader sales engine.

Quarterly Rhythm: Calibration and Reset

Quarterly reviews provide an opportunity to step back and
recalibrate.
* Quarterly Business Review (QBRs)
- Reps present results, wins, and lessons learned.
- Managers identify systemic gaps in process or
training.
- Executives see progress, not just anecdotes.
* Comp Plan Calibration
- Assess whether current incentives are driving
desired behaviors.
- Adjust thresholds, accelerators, or bonuses if
misaligned.
* Segmentation Refresh
- Accounts shift tiers as revenue changes.
- New SMB accounts are added to inside sales.
- Growth accounts are reassessed for field transition.

QBRs prevent drift and keep the program sharp, aligned,
and strategically relevant. (See fig 8.1)
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Fig 8.1
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The Metrics That Matter

Rhythm is nothing without measurement. The right metrics
drive focus:
* Activity Metrics
- Calls per day
- Emails sent
- Conversations held
* Pipeline Metrics
- Opportunities created.
- Pipeline value vs. quota.
- Conversion rates.
* Financial Metrics
- GPS per rep.
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- ROI on program cost.
- SMB account stabilization.

The rule: measure what matters, not everything.
Dashboards should be simple, visible, and actionable.

Executive Takeaway

Inside sales performance is built on rhythm: daily
execution, weekly coaching, monthly alignment, quarterly
reset.

When leaders run this cadence consistently, inside sales

teams don't just make calls, they create predictable and
scalable growth.
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Chapter 9
Technology and AI Enablement

Fig 9.1
Why Technology Matters

Inside sales is only as strong Generative Al

as the tools that power it. v
Unlike field sales, where Gl el
individual relationships can
mask inefficiencies, inside
sales depends on scale,
consistency, and visibility.
Technology is the multiplier.
Without it, even the best
sellers plateau. With it, a lean

team can outperform entire
regions. (See fig 9.1)
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CRM

The Core Tech Stack

Every high-performing inside sales program runs on a
foundation of integrated tools.
* CRM as the Source of Truth
- All accounts, activities, and opportunities must be
logged.
- [Ifit's not in the CRM, it didn’t happen.
- Dashboards provide real-time visibility for reps,
managers, and executives.
* Sales Cadence Platforms
- Automate touchpoints: calls, emails, LinkedIn
messages.
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- Ensure consistent coverage across hundreds of
accounts.
- Free reps from manual task tracking.
e Call Intelligence
- Records and transcribes conversations.
- Provides keyword tracking (“pricing,” “competitor,’
“timeline”).
- Enables managers to coach from actual calls, not
assumptions.
* Digital Collaboration Tools
- Inside sales thrives on speed. Platforms like Teams
or Slack ensure instant access to peers, product
experts, and managers.

Advanced Layer: Al and Analytics

Whereas the core stack enables productivity, Al and
analytics drive intelligence and precision.
* Account Prioritization
- Al models rank accounts by churn risk, propensity to
buy, and wallet share gaps.
- Reps no longer guess who to call; the system tells
them.
* Next-Best-Action
- Al surfaces what to do on each account: recommend
products, schedule follow-ups, suggest pricing
strategies.
- Personalization at scale becomes achievable.
e Predictive Pricing
- Instead of 4,000 sellers making 4,000 pricing
decisions, Al tools predict the right margin by
account, industry, and order size.
- Protects profitability without slowing down the sale.
* Conversation Intelligence
- Real-time Al prompts sellers during calls (e.g.,
“Mention our 24-hour shipping” when a customer
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references urgency).
— Post-call summaries reduce admin work and feed
CRM automatically.

Generative Al in Inside Sales

Generative Al has moved from novelty to necessity. It is
reshaping inside sales in four critical ways:
* Personalized Outreach at Scale
- Al drafts customized emails for hundreds of
accounts, referencing specific industries, recent
orders, or buying behavior.
e Call Preparation and Research
- Al agents synthesize customer history, open quotes,
and industry news into a one-page call brief.
* Training and Onboarding
- New reps can “practice” against Al-driven role-play
bots that simulate real objections.
* Content Creation
- Playbooks, objection libraries, and account plans are
continuously refreshed with Al-generated insights.

This is not about replacing sellers. It is about equipping
them to spend more time selling and less time preparing,
researching, or writing.

Integration with Digital Sales Channels

The line between inside sales and digital is disappearing.
Customers expect omni-channel engagement: phone,
email, e-commerce, EDI, and self-service portals.

The best distributors integrate inside sales into digital
channels by:
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* Equipping ISRs to monitor website activity (e.g.,
abandoned carts, frequent searches).

» Triggering ISR outreach when a customer engages
online.

* Ensuring website pricing matches inside sales pricing,
eliminating channel conflict.

When digital and inside sales act as one, the customer
experience is seamless and consistent. (See fig 9.2)

Fig 9.2

Inside Digital sales

sales channels

Omni-channel engagement

Metrics for Tech ROI

Technology investments must be justified, especially under

private equity scrutiny. Metrics that prove ROI include:

* Activity Lift: Increase in calls/emails per rep per day.

» Coverage Expansion: Accounts touched per month.

* Conversion Impact: Higher opportunity-to-win ratio
after Al prioritization.

* Margin Protection: GPS lift from predictive pricing.

* Time Saved: Reduction in non-selling time through
automation.
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The strongest ROI cases show that technology pays for
itself within months by unlocking rep productivity and
protecting margins.

Executive Takeaway

Technology and Al are no longer optional. They are the
force multipliers that make inside sales scalable, profitable,
and sustainable.

The formula is clear:

Core Stack (CRM + Cadence + Call Intelligence) » Al
Layer (Prioritization + Pricing + Insights) » Generative Al
(Outreach + Training + Content)

Distributors that embrace this model will see inside

sales evolve from a call team into a tech-enabled growth
engine. Those that do not will find themselves outpaced by
competitors who can sell smarter, faster, and with higher
margins.
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Chapter 10
Measuring ROI and Proving Value

Why ROI Is Non-Negotiable

Inside sales programs live or die on their ability to prove
value quickly. In a field-driven culture, skeptics are
everywhere: branch managers, field reps, and executives
who see inside sales as overhead. In a private equity
context, the pressure is even sharper. Every investment
must show a measurable return.

The good news: inside sales has one of the fastest payback
curves of any sales investment in distribution. The key is to
measure the right metrics and report them relentlessly.

Core ROI ]
. ong-term Fig 10.1
Metrics impact &

A
There are four
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metrics that

consistently Infernal _
resonate with focus =
executives and

Financial
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metrics

. External
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Pipeline
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(See fig 10.1)

v
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* Activity Metrics
Calls per day.
Emails sent.
- Conversations with decision makers.
- Purpose: Proves the team is executing at scale.
* Pipeline Metrics
Opportunities created.
Pipeline value (S).
- Conversion rates.
Purpose: Demonstrates that activity translates into
real business.
* Financial Metrics
- Incremental GPS per rep.
Total incremental GPS from the program.
ROI vs. program cost (breakeven point).
- Purpose: Quantifies the economic impact.
* Customer Metrics
- SMB account stabilization (declining » flat »
growing).
- Net-new customer count.
- Share-of-wallet expansion within existing accounts.
- Purpose: Shows the long-term customer value
impact.

The Benchmark: $125K-$250K GPS Per Rep

Across multiple distribution categories, the performance

benchmark is clear: a fully ramped inside sales rep should

generate $125K-$250K in incremental GPS per year.
Breakeven Point: Typically reached within 6-9 months.

* Mature Run-Rate: By year two, top performers often
exceed $250K in incremental GPS.

* PE Lens: At a 33% GM assumption, that equates to
S450K-S900K in incremental top-line revenue per rep.

For executives, this is the proof point that converts inside
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sales from “experiment” to “must-have.

Linking to EBITDA Impact

Incremental GPS is powerful, but private equity cares most

about EBITDA impact. Here’s how inside sales connects:

* Revenue Growth: Incremental GPS flows directly to the
bottom line.

* Margin Protection: Al-enabled pricing ensures orders
are sold at optimal margins.

* Cost Efficiency: Inside sellers cover hundreds of
accounts each, at a fraction of field cost-to-serve.

Example:

* A10-rep inside sales team delivering $2.5M in
incremental GPS annually.

e At a10x EBITDA multiple, that’s $25M in enterprise
value creation from a program costing under $S1.5M per
year.

This math gets the attention of sponsors, CFOs, and boards.

Communicating Results to the Business

Measurement is not just about tracking. It's about
storytelling with data. (See fig 10.2)

Fig 10.2
Weekly Monthly Quarterly
dashboards | reports executive
updates Field
B YE— P Y——— - communication
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Best practices for communicating ROI:

* Weekly Dashboards: Shared with reps and managers to
drive accountability.

* Monthly Reports: Highlighting incremental GPS, new
accounts opened, and SMB stabilization.

* Quarterly Executive Updates: Framing results in terms
of EBITDA impact and enterprise value creation.

* Field Communication: Sharing “wins” where inside
sales created opportunities the field closed.

This keeps all stakeholders aligned and reinforces inside
sales as a growth partner, not a competitor.

Avoiding Vanity Metrics

Not all metrics matter equally. Vanity metrics — like
dials made or emails sent are dangerous if presented as
outcomes. They prove effort, not value.

Executives and investors care about impact metrics: GPS,
EBITDA, retention, and share-of-wallet. Always connect
back to these.

Executive Takeaway

Inside sales ROI is measurable, fast, and compelling. The
formula is simple:

Activity » Pipeline » Incremental GP$ » EBITDA »
Enterprise Value

Programs that measure and communicate this progression
consistently earn executive sponsorship, field alignment,
and long-term investment. Those that don't risk being

dismissed as just another cost center.
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Chapter 11
Overcoming Cultural Resistance

The Reality of Resistance

Every inside sales launch encounters resistance. Field
sellers feel threatened. Branch managers view the team as
outsiders. Long-tenured reps dismiss it as a passing fad.
Left unmanaged, this resistance can derail even the
best-designed program.

Inside sales is not just a sales strategy. It is a cultural shift.
Success requires managing perceptions, building trust, and
proving value in the face of skepticism.

Why Resistance Happens

The pushback is predictable.

* Field Sellers Fear Cannibalization: They believe inside
sales will steal their accounts.

* Branches Resist Centralization: Local managers don’t
want “corporate” dictating coverage.

* Legacy Culture Prefers Status Quo: Sellers accustomed
to order-taking resent a proactive model.

* Incentive Misalignment: If comp plans are not aligned,
field sellers may actively block inside sales.

Recognizing these dynamics is the first step to addressing
them. (See fig 11.1)
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Fig 11.1
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Strategy 1: Secure Executive Sponsorship

Cultural resistance cannot be solved at the front line alone.

It requires visible executive backing.

* The CEO or President must position inside sales as a
core growth strategy, not an experiment.

* Messaging should emphasize that inside sales expands
coverage, accelerates growth, and supports field sales.

* Without this top-down alignment, branch politics will
undermine progress.
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Strategy 2: Define Clear Rules of Engagement

Ambiguity fuels conflict. The fastest way to earn trust is to

clearly define account ownership.

* SMB and house accounts are owned by inside sales.

* Net-new opportunities above a certain threshold are
handed to field sellers but inside reps get credit for
sourcing them.

* Growth accounts are co-owned with structured
collaboration.

When rules are transparent, conflict decreases and
collaboration increases.

Strategy 3: Deliver Quick Wins

Skeptics don'’t believe in words. They believe in results.

* Prioritize accounts the field isn’t calling on.

* Show immediate growth in SMB segments that were
declining.

» Share stories where inside sales created opportunities
that the field closed.

Quick wins convert skeptics faster than presentations ever
could.

Strategy 4: Align Incentives

Compensation must reinforce partnership, not
competition.

* Inside reps are paid on GPS growth.

* Field reps are paid on larger account growth.
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* When an ISR creates an opportunity for a field seller,
both get credit.

This structure ensures field sellers view inside sales as a

growth partner, not a threat.

Strategy 5: Build Credibility with Discipline

Inside sales credibility is built on consistency. Field reps
and branches will test whether the team follows through.
* Callslogged in CRM every day.

* Opportunities qualified with discipline.

* Reports delivered on time.

The message: this is not a “call center.” This is a
professional sales function.

Strategy 6: Manage Out the Blockers

Some resistance is healthy. But entrenched blockers,

especially in leadership must be addressed.

* Identify individuals who actively undermine the
program.

* Give them a chance to adapt, but set expectations
clearly.

» If they refuse, move them out.

Cultural transformation requires courage. One or two
visible moves often unlock the rest of the organization.

Executive Takeaway

Inside sales is as much about culture as it is about process.
The formula for overcoming resistance is clear:
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Executive Sponsorship » Rules of Engagement » Quick
Wins » Incentive Alignment » Credibility » Courage.

Distributors who manage culture with the same rigor as

metrics transform faster, face less internal friction, and
create sustainable growth engines.
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Chapter 12
Scaling and Institutionalizing
the Model

Why Scaling Matters

A pilot inside sales team proves the concept. But pilots
don'’t transform companies. True transformation comes
when the model is scaled across the enterprise —
standardized, institutionalized, and embedded in the
culture.

Scaling is where distribution businesses either unlock
sustainable growth or allow momentum to stall.

Step 1: Move Beyond the Pilot Mindset

Pilots are valuable, but they create risk: stakeholders can
dismiss them as “one-off experiments.”

Scaling requires leadership to declare:

* Inside sales is not optional.

» Itis a core coverage model, alongside field and digital.
* Every branch, region, or business unit will adopt it.

This shift reframes inside sales from “nice-to-have” to
“non-negotiable.”
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Step 2: Standardize the Playbook

Consistency is the foundation of scale. Without it, each
branch builds its own rules, and results vary wildly.

Elements to standardize:

* Segmentation logic: clear thresholds for SMB, growth,
and strategic accounts.

* Rules of engagement: how accounts transition, how
credit is split.

* Cadence models: touch frequency by account tier.

* Reporting dashboards: uniform KPIs across regions.

Flexibility may exist at the margins, but the core model
must be consistent enterprise-wide.

Step 3: Build the Leadership Layer

Scaling requires more than reps. It requires leaders.

* Frontline Managers: Player-coaches who drive daily
huddles, pipeline reviews, and skill development.

* Regional Leaders: Bridge between branches and
corporate, ensuring adoption across geographies.

* Executive Champions: Keep inside sales visible in board
and investor discussions.

Without this leadership spine, scaling collapses into
inconsistency.

Step 4: Expand the Talent Engine

Growth depends on a repeatable hiring and development
pipeline.
* Dedicated Recruiters: Specialized in sourcing sales
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DNA profiles.

Onboarding Academy: A structured 30-60-90 day
program to ramp new reps consistently.

Career Pathways: Clear progression into field, key
accounts, or management roles.

When talent systems scale, the inside sales model becomes
self-sustaining.

Step 5: Integrate with Digital and Field Sales

Scaling requires removing silos. Inside sales must be fully
integrated with field and digital.

Field Integration: ISRs co-own accounts with field
reps, generating warm opportunities and supporting
transactional orders.

Digital Integration: ISRs respond to signals from
e-commerce, abandoned carts, and EDI portals.
Customer Integration: From the customer’s
perspective, inside sales is not a “new team” but part of
a seamless omni-channel experience.

Step 6: Measure and Institutionalize ROI

As the model scales, ROI reporting must be
institutionalized.

Branch-Level Dashboards: Show inside sales
contribution to local performance.

Regional Reports: Aggregate impact at scale,
demonstrating consistent ROL.

Enterprise Reporting: Quantify total GPS impact and
EBITDA contribution across the company.

The story becomes: “Inside sales is not a cost, it is a proven

81



enterprise-wide growth engine”

Step 7: Guard Against Drift

As programs expand, drift is inevitable: processes loosen,
rules blur, and results erode. Guard against it by:
* Conducting annual segmentation refreshes.

* Auditing CRM compliance quarterly.

* Rotating managers or reps who slip into complacency.

Fig 12.1
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Scaling and institutionalization

Institutionalization requires constant vigilance.

(See fig 12.1)
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Private Equity Lens: Scaling as Enterprise Value
Creation

For PE-backed distributors, scaling is where the real

enterprise value is unlocked.

* A10-rep pilot may add $2M in GPS annually.

* Scaling to 100 reps across regions can deliver
$S20M-S30M in GPS annually.

* At a10x EBITDA multiple, that’s $200M-$300M in
enterprise value.

This is why private equity sponsors consistently demand
scaling. It is not just sales growth, it is value creation at
scale.

Executive Takeaway

Scaling and institutionalizing inside sales requires discipline
and leadership.

The formula:

Pilot » Standardization » Leadership Layer » Talent
Engine » Integration » ROI Institutionalization » Guard
Against Drift.

When executed correctly, inside sales evolves from a

“project” to a core commercial model, permanently
embedded in the organization’s DNA.
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Chapter 13
The Future of Inside Sales

Why Look Ahead

Inside sales is no longer an experiment in distribution,
it's the new standard. But markets don'’t stand still. The
coming decade will bring seismic shifts in customer
behavior, technology, and workforce dynamics. Leaders
who anticipate these trends (See fig 13.1) will widen their
competitive moat; those who don’t will be left behind.

Fig13.1
Trend 6 Trend 1
Private equity as The rise of the
a forcing function SMB economy

=N
Ce]

®
Trend 5 a Trend 2
Workforce Tz o af Al as a co-pilot,
evolution Inside Sales not a replacement

Trend 4 Trend 3
Customer expectations Digital + inside sales
of speed and expertise convergence

Trend 1: The Rise of the SMB Economy

Small and mid-sized businesses (SMBs) remain the growth
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frontier in distribution.

Field Economics Don’t Work: Outside reps cannot
profitably cover thousands of SMB accounts.

Inside Sales Is the Answer: ISRs can cover 500+
accounts each, stabilizing churn and driving growth.
Future Outlook: Expect distributors to allocate more
than 50% of new selling resources to inside sales roles
focused exclusively on SMB.

Trend 2: Al as a Co-Pilot, Not a Replacement

Generative Al is moving from hype to integration.

Al as a Co-Pilot: Real-time call guidance, email drafting,
pricing suggestions.

Al as an Analyst: Identifying at-risk accounts, wallet
share gaps, and growth opportunities.

Al as a Trainer: Simulated objection handling, instant
coaching, and role-play bots.

The future is not human vs. Al It is human + Al, with inside
sellers augmented at every step.

Trend 3: Digital + Inside Sales Convergence

The customer experience will no longer distinguish
between digital and human channels.
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E-Commerce Signals » Inside Sales Actions: ISRs will
act on abandoned carts, search queries, and portal
behavior.

Omni-Channel Consistency: Pricing, product
availability, and service must align across all channels.
Future Outlook: Inside sales will be the “human bridge”
between digital platforms and complex customer needs.



Trend 4: Customer Expectations of Speed and
Expertise

Tomorrow’s buyers won't wait days for responses.

Response Time Will Shrink: Inside sales teams must
answer inquiries within minutes, not hours.
Expertise at Scale: Customers will expect ISRs to
understand products, pricing, and service nuances
deeply.

Future Outlook: Training and enablement will
accelerate; reps will be knowledge workers, not just
callers.

Trend 5. Workforce Evolution

The talent profile of inside sales is shifting.

Digital Natives: Younger reps expect Al tools, not
manual CRM data entry.

Career Launchpad: Inside sales will increasingly serve
as a feeder for field, key accounts, and leadership.
Future Outlook: Companies that market inside sales as
a career accelerator will attract higher-caliber talent.

Trend 6: Private Equity as a Forcing Function

PE-backed distributors are under relentless pressure to
grow EBITDA. Inside sales is now a playbook item on every
diligence checklist.

Faster Ramp: Programs must prove ROI within 6-9
months.

Scalability: Institutional investors expect models that
can expand nationally.

Future Outlook: Inside sales will be a mandatory lever
for PE portfolio companies, not optional.
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Executive Takeaway

The future of inside sales is being defined right now. It will
be:

* SMB-focused as the economic growth frontier.

* Al-enabled as a core productivity multiplier.

» Digitally integrated for seamless customer experiences.
* Talent-driven with clear career pathways.

* PE-backed as a non-negotiable value creation lever.

Inside sales is no longer the “next big thing” It is the
foundation of modern distribution sales models. The
winners will be those who scale, innovate, and continuously
adapt.

88



Chapter 14
The Role of Generative Al in
Redefining Sales Models

Beyond Hype: Al as a Strategic Lever

For years, Al in sales was a buzzword. Predictive lead
scoring, basic chatbots, and CRM prompts were the extent
of it. Generative Al changes everything. It’s not just about
predicting outcomes, it’'s about creating new possibilities:
new conversations, new insights, and new efficiencies.

In distribution, where inside sales teams must cover
thousands of accounts efficiently, generative Al is the
difference between incremental growth and exponential
scale.

How Generative Al Changes the Game (See fig 14.1)

Fig 14.1 Content generation
and enablement

Real-time call ° Account and
intelligence market insights
Training and
onboarding
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1. Personalization at Scale

Traditionally, sellers had to choose: quality outreach or

quantity. Generative Al removes that trade-off.

* Drafts personalized emails referencing account history,
recent orders, or industry trends.

* Creates call scripts that adjust by customer size,
segment, or buying behavior.

* Produces proposals tailored to customer-specific
challenges.

Future state: every customer, regardless of size, feels like
they have a dedicated rep.

2. Real-Time Call Intelligence

Generative Al transforms live conversations.

* Prompts ISRs with suggestions in real time (“Mention
our same-day shipping guarantee”).

* Flags competitor mentions and supplies counterpoints
instantly.

* Summarizes calls into CRM notes automatically,
eliminating administrative drag.

Future state: sellers spend 90% of their time talking, not
typing.

3. Content Generation and Enablement

Inside sales teams often lack content support. Generative

Al closes that gap.

* Produces sales playbooks, objection libraries, and
proposal templates.
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* Creates customer-ready collateral in minutes.
* Refreshes training modules continuously.

Future state: content is no longer static or outdated. It’s
living, adaptive, and always relevant.

4. Account and Market Insights

Generative Al synthesizes internal and external data into

usable intelligence.

» Surfaces wallet share gaps by comparing ERP and CRM
data.

* Generates account briefs before calls with key industry
news.

* Analyzes lost deals to recommend better positioning.

Future state: ISRs start each day with a prioritized, insight-
rich call list — not a blank screen.

5. Training and Onboarding

Onboarding is one of the costliest challenges in inside sales.

Generative Al accelerates it.

* Simulates customer objections for role-play practice.

* Creates adaptive learning paths based on rep
performance.

* Provides 24 /7 coaching resources through chat
interfaces.

Future state: ramp time shrinks from six months to three,
cutting cost and accelerating ROL

Risks and Guardrails
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Generative Al brings risks that must be managed
(See fig 14.2):

Fig 14.2

Compliance
risk

Adoption
risk

* Accuracy Risk: Al may “hallucinate” or invent details.
Guardrail: human-in-the-loop review.

* Compliance Risk: Customer communications must
remain legally compliant. Guardrail: approved templates
and oversight.

* Adoption Risk: Reps may resistif Al feels like
surveillance. Guardrail: position Al as a co-pilot, not a
watchdog.

When managed effectively, these risks are outweighed by
the massive upside.

Private Equity Lens: Al as a Value Creation
Multiplier

For PE-backed distributors, generative Al accelerates every
lever of value creation (See fig 14.3):
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* Faster Ramp: Lower onboarding costs, quicker
productivity.

* Higher GPS: Optimized pricing and opportunity
targeting.

* Scalability: Fewer reps can cover more accounts
without quality loss.

» Exit Narrative: Al-enabled inside sales is a compelling

differentiator in diligence conversations.

Fig 14.3

Accelerated
value creation

Executive Takeaway

Generative Al is not a side project. It is a structural shift in
how inside sales operates.

The winners will:

* Deploy Al to personalize at scale.

* Embed real-time intelligence into calls.

* Automate content and onboarding.

* Use Al insights to sharpen account strategy.

* Communicate Al-driven ROI to boards and investors.

The future of distribution sales is not human vs. Al It is
human + Al, institutionalized at scale.
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Chapter 15
Private Equity and the Future of
Sales Transformation

Why PE Matters in Distribution

Private equity has become a dominant force in distribution.
With billions under management, PE firms are reshaping
the competitive landscape by consolidating fragmented
industries, professionalizing management, and forcing
operational discipline.

In this environment, sales transformation is no longer
optional. It is a playbook requirement. And inside sales,
powered by Al has emerged as one of the fastest, most
reliable ways to grow EBITDA and enterprise value.

The PE Investment Lens (See fig 15.1)

Private equity sponsors view sales not as a “function,” but as

a lever of value creation. Their questions are blunt:

* How fast can we ramp incremental GPS?

* What's the payback period for investment in headcount
and technology?

* Can the model scale nationally or globally?

* How does this improve EBITDA multiple expansion at
exit?

Inside sales checks all of these boxes.
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Fig 15.1
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Inside Sales as a Value Creation Lever

For PE-backed distributors, inside sales is now a standard

part of the diligence checklist.

* Coverage Expansion: ISRs stabilize the SMB base and
recover declining accounts.

* New Revenue: Net-new customers generate
incremental GPS at a fraction of the field cost-to-serve.

* Margin Expansion: Al-enabled pricing protects
profitability.

* Scalable Growth: Programs can expand rapidly once the
playbook is proven.

A typical inside sales program delivers S125K-$250K in
incremental GPS per rep annually, with breakeven in less
than 9 months. For a sponsor, that’s a lever worth pulling
every time.

Generative Al as a Multiplier

Sponsors increasingly ask about Al, not as a “future

initiative, but as a current differentiator.

* Operational Efficiency: Al reduces ramp time, cuts
admin work, and expands account coverage.
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* Data Leverage: Portfolio companies often sit on massive
ERP and CRM datasets. Al unlocks them.

» Exit Narrative: “Al-enabled inside sales” is a compelling
differentiator during sale or recap.

What used to be a “nice-to-have” is now a boardroom
expectation.

Case Example (Vendor-Neutral)

Consider a PE-backed distributor in the electrical category.
A 40-person inside sales team added ~$100M in first-

time orders over five years. At a 10x EBITDA multiple, the
program contributed nearly $1B in enterprise value.

In another example, a heavy-duty truck parts distributor
added S10M in new business through a 12-person team

in year two. That incremental EBITDA alone justified the
program investment.

These are not anomalies. They are replicable outcomes.

What PE Sponsors Expect From Sales Leaders

Sponsors don’t want theory. They want measurable,

repeatable impact. Sales leaders must:

* Present clear ROI math (S GPS per rep, breakeven
timeline).

* Demonstrate scalability (talent pipeline, repeatable
onboarding).

* Show integration with digital and field coverage.

* Link results directly to EBITDA impact and enterprise
value creation.
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Failure to do so risks losing executive sponsorship, or
worse, being replaced.

The Future: Institutionalized Sales
Transformation

Looking ahead, private equity will continue to hardwire

sales transformation into portfolio companies.

* Inside Sales Will Be Standardized: Every PE-backed
distributor will have a scaled ISR program.

* Al Will Be Embedded: Generative Al co-pilots will be as
common as CRMs.

* Exit Stories Will Feature Sales Transformation: Buyers
will expect evidence of scalable, tech-enabled growth.

For founders, CEOs, and sales leaders, this means inside
sales and Al are no longer optional. They are table stakes.

Executive Takeaway

Private equity has set the trajectory for sales
transformation in distribution. Inside sales, powered by Al,
is the fastest path to incremental GPS, EBITDA expansion,
and enterprise value creation.

The mandate is clear:

* Prove ROI early.

* Scale consistently.
* Institutionalize Al

Leaders who embrace this mandate will thrive in a PE-
backed world. Those who don’t will be replaced.
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Chapter 16
Conclusion: Building the Legacy
Flywheel

The End of the Beginning

Inside sales in distribution has come a long way. What started
as a small, experimental team in a corner office has now
become the centerpiece of modern sales strategy. With
private equity demanding ROI, customers expecting speed,
and Al reshaping productivity, the future is clear: inside sales
is no longer optional. It is foundational.

The Flywheel Effect

When executed correctly, inside sales becomes a flywheel of

growth:

* Activity: ISRs engage hundreds of accounts daily,
covering the long tail.

* Pipeline: That activity converts into new opportunities
and stabilized SMB accounts.

* GPS Growth: Incremental gross profit dollars flow
directly to the bottom line.

* EBITDA Expansion: Value creation scales at the
enterprise level.

* Reinvestment: Profits fund more reps, better tools, and
faster innovation.

The cycle repeats, accelerating each year. Once in motion,
this flywheel is difficult for competitors to catch. (See fig 16.1)
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The Leadership Mandate

Building this flywheel requires leaders with conviction. It is
not enough to dabble in pilots or bolt on token resources.
Leaders must:

Commit to inside sales as a core commercial model.
Invest in talent, tools, and training with discipline.
Measure ROI relentlessly and communicate impact
across the organization.

Integrate inside sales seamlessly with field and digital.
Adapt continuously as Al and customer expectations
evolve.

Half measures don’t build legacies. Bold commitments do.

The Human + Al Future
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The most enduring lesson is that the future will not be

human or Al It will be human + AL

* Inside sellers will use Al to personalize at scale, handle
administrative tasks, and sharpen their pitch in real
time.

* Leaders will use Al-driven insights to segment smarter,
price with confidence, and coach more effectively.

* Customers will benefit from faster responses, deeper
expertise, and more consistent experiences.

Technology will amplify talent, not replace it.

From Growth to Legacy

The true reward of building inside sales is not just quarterly

numbers. It is legacy.

* Legacy in the customers who feel supported, no matter
their size.

* Legacy in the careers launched, as inside sellers grow
into field leaders, managers, and executives.

* Legacy in the enterprise value created — measured not
just in dollars, but in the transformation of an entire go-
to-market model.

For CEOs, investors, and sales leaders, the question is no

longer “Should we build inside sales?” The question is “How
bold are we willing to be?”

Executive Call-to-Action

The playbook is proven. The economics are undeniable. The
future is waiting.

Now is the time to:
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* Act decisively..Don't wait for competitors to define the
future.

* Scale aggressively: Move from pilots to enterprise-wide
adoption.

* Institutionalize transformation: Make inside sales and
Al-enabled selling part of your DNA.

Those who act boldly will build not just growth, but a

lasting legacy flywheel, one that spins long after today’s
leaders have moved on.
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Appendix A: ROI Models and
Financial Frameworks

Sample ROI Calculation

* Average ISR annual cost: $85,000

* Incremental GPS per ISR: $125,000-$250,000
* Payback: <9 months

e ROI: 2.5-3.5x annual return

PE Multiples Impact Example

e 50 ISRs x S200K incremental GPS = S1I0M annual GPS
* At 10% EBITDA margin » SIM EBITDA

* At 10x multiple » SIOM in enterprise value creation

Appendix B: Sales DNA Assessment
Framework

Core Attributes (Threshold: 25 or higher)

e Desire
e Commitment
e Qutlook

* Responsibility
* Motivation

Screen-Out Criteria

* Candidates scoring below 25 in any core attribute.

* Candidates who reattempt the assessment multiple
times or take >1 hour to complete (indicating lack of
decisiveness).
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Appendix C: Example Rules of
Engagement

SMB accounts (<S50K annual spend) » Inside Sales
ownership.

Growth accounts ($50K-$250K annual spend) » Inside
Sales + Field co-ownership.

Strategic accounts (>$250K annual spend) » Field
ownership with Inside Sales support.

Credit split policy: clearly defined in CRM, reviewed
quarterly.

Appendix D: Metrics and
Dashboards

Core KPIs for Inside Sales

Accounts covered per ISR: 400-600

Monthly call volume: 400-500 outbound calls

Pipeline contribution: 25-30% of net-new opportunities
Incremental GPS per ISR: S125K-$250K annually

Churn reduction on SMB accounts: 5-10% improvement

Dashboard Example
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Appendix E: Sample Customer
Engagement Scripts

Opening Call Script (New Account)

“Hi [Customer], this is [ISR Name] with [Distributor]. I'm
your dedicated inside sales partner, here to make sure
your business gets the best service, fastest quotes, and full
access to our capabilities. I'd love to learn more about how
you're currently handling [category need] and share how
we can add value”

Follow-Up Email (After Call)

“Thanks for your time today. As your dedicated inside

sales resource, I'm committed to ensuring you receive the
highest level of service. Attached is a quick overview of our
capabilities, and I'll be following up with product specialists
where needed”

Appendix F: Implementation
Checklist

* Define segmentation thresholds.

* Establish rules of engagement with field and digital.

* Hire pilot ISR team (5-10 reps).

* Deploy CRM discipline with dashboards.

e Track ROI within 6 months.

* Scale to additional regions.

* Refresh segmentation annually.

* Institutionalize coaching, metrics, and career pathways.
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