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These days, the challenges involved in prospecting  

have reached an all-time high. Remote work 

environments, packed schedules, and overflowing 

inboxes make it more difficult than ever to reach 

prospects. The numbers prove out the struggle: 

cold-connect call rates bottom out at less than three 

percent, and cold email reply rates come in at less 

than one percent. Meanwhile, the SDRs responsible 

for making those calls (many of whom are in their 

first post-college professional roles), must juggle 

the responsibilities of striving to hit quota while 

simultaneously learning new technologies and 

strategies.

LeadIQ met with Gartner’s Senior Analyst Dan Gottlieb 

during a webinar that explored how SDR teams can 

address these present-day challenges in order to boost 

their pipeline. Summarizing key discussion points, this 

brief:

For the full results and analysis, please read Gartner’s 

research “4 Levers to Boost SDR Pipeline Generation”. 

Cold-connect call rates bottom out  

at less than three percent.

Cold email reply rates come in at 

less than one percent.

Overview

Dan Gottlieb
Senior Analyst, Gartner

Explains the sales landscape and its challenges 

Introduces the urgency of pipeline generation

Provides three ways which to enable SDR teams

Read More

https://www.gartner.com/en/documents/4000824-4-levers-to-boost-sdr-pipeline-generation
https://www.gartner.com/en/documents/4000824-4-levers-to-boost-sdr-pipeline-generation
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The Dilemma and the Solution for 
Lagging Outbound Sales

SURVEY QUESTIONS

As a warmup to the discussion with Gartner, 
LeadIQ conducted a brief survey that asked 
participants:

Which activities provide SDR teams the 
most value?

Who’s responsible for data enrichment 
within your organization?

How many accounts are your SDR/BDRs 
expected to prospect into every month?

76%

76%

76%

15%

15%

9%

9%

9%

55%

26%

19%

27%

19%

28% 

26%

These survey results highlight an obvious tension 

when looking at questions two and three. An 

overwhelming majority of respondents (79%) said 

that writing personalized emails is the most important 

activity for an SDR to perform. And yet, over half 

of respondents (54%) also said that SDRs were 

responsible for data enrichment: a time-consuming 

and often perfunctory task. Expecting SDRs to 

excel at both writing highly personalized emails and 

performing the work entailed in data enrichment is 

simply unrealistic, considering the demanding nature 

of the job and the time constraints thereof. Asking 

SDRs to do both is setting them up for failure, as it 

demands that they do too much with too little—all 

at a time when prospecting is challenging enough. 

Consider, for instance, the fact that 65% of outbound 

teams are consistently missing opportunity goals. 

Other common complaints from sales leaders 

include:

SDRs that engage in irrelevant and low quality outreach 
due to time constraints (for example, sending out a 
poorly written cold email)

Too much time spent on repetitive and administrative 
tasks (i.e., filling out data entry fields in Salesforce )

Gaps in ideal customer profile and accurate data

Entering data into 
systems

Sales Ops

Less than 25

Personalizing emails

SDR/BDRs

26-50

Looking for contact 
data

Marketing

51-75

76+
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All this information boils down to one takeaway: that sales reps are 

wasting too much time on low value activities. In order to win more 

meetings and business, the future of prospecting will:

In order to expand upon the exact path forward for this approach, Dan 

Gottlieb shares research-driven insights on how SDRs can better perform 

their job in order to drive pipeline generation. Specifically, Gottlieb outlines 

key initiatives that sales teams can adopt in order to achieve success.

THE DILEMMA AND THE SOLUTION FOR LAGGING OUTBOUND SALES

Eliminate busy work

Involve more strategic prospecting

Use collaborative selling

says Gottlieb, and points out how sales development was built as 

a direct response to that challenge. While the landscape of sales 

development varies, he clarifies that “what we’re learning now is 

that one of the big differences between organizations that are 

really effective in generating pipeline from sales development, 

and everybody else, is the amount of rigor they put into the 

strategy and operations behind the book.” That being said, when 

thinking about the three levers to boost pipeline generation 

from sales development, Gottlieb stresses that it’s important 

to consider them as “strategic investments in resources that 

allow us to do more with the same people we have and be 

more productive along the way.” Sale’s present-day competitive 

landscape mandates that sales development is not just about 

making improvements: it’s about addressing urgent pipeline 

needs. Consider these facts:

Prospecting is really, really hard...

Sales Development’s Role in Boosting 
Pipeline Generation

50%

of sales teams are transitioning from 
a field model to a remote model.

36%

of sales officers are considering 
sales development.

70%

of sales leaders have inadequate 
pipeline coverage, with gaining access 
to stakeholders ranking as a top 
challenge. Meanwhile, 70% of SDRs 
struggle to get a buyer’s attention.
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Creating Specialized Roles for SDRs

Dan Gottlieb
Senior Analyst, Gartner

When we ask folks to do both, and we’re not really careful about 

that—when we set up reps to support a geographic territory 

and their job is to handle all the inbound needs in that geo and 

some of the reps will go outbound on target accounts—what 

we’re doing is we’re creating inefficiency because of the context 

switching that they have to do all the time.

In light of all this information, Gottlieb says that sales development these days  

has two jobs. 

SALES DEVELOPMENT’S ROLE IN BOOSTING PIPELINE GENERATION

LEVER ONE

These complex processes must be taught to SDRs by following the right guidelines: i.e., 

the three operational levers for increasing productivity in sales development.  

These levers are: specialization, data sourcing, and using a sales engagement playbook.

The first is one sales teams are 

already familiar with: targeting, 

engaging, and qualifying leads. 

The second, less talked about but just as important 

responsibility is multithreading, nurturing 

relationships, and re-engaging prospects over time.

The first lever deals with creating specialized roles for SDRs. As pointed out in this 

brief’s initial survey, SDRs are expected to perform multiple jobs, sometimes with 

conflicting interests. It’s unlikely that an SDR groomed for data enrichment, for 

instance, will also have the time, resources, and knowledge necessary for writing 

pitch-perfect personalized emails. Specializing roles for SDRs allows them to focus 

on learning how to reach a specific audience with customized skill sets to match. 

The outreach protocol to target accounts, for instance, is not the same as that 

followed for inbound leads. Flopping between outbound prospecting and dealing 

with inbound leads may work in the short term, but as Gottlieb points out: 
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LEVER ONE: CREATING SPECIALIZED ROLES FOR SDRS

In other words, context switching leads to decreased productivity over weeks 

and months. Specializing SDRs yields greater productivity, and Gartner suggests 

three “motions” or roles for SDRs:

These SDRs deal mostly with outbound sales. They collaborate with marketing, 

sales, have longer sales cycles, complex buying cycles, smaller target list, and 

aim to contact 200-300 contacts/month with more strategic messaging.

SDRs trained for inbound accounts deal with all inbound leads, including chat. 

They typically have a lower ASP, a sales cycle of less than three months, a less 

complex buying environment, and deal with 300-400 leads per month, usually 

working within response times of less than one hour.

Dealing mostly with outbound sales and target accounts only, these SDRs hit the 

middle ground between the two options listed above. They have a lower medium 

ASP, a 3-6 month sales cycle, an established market target list, and prospect 

to 300-500 contacts a month. This role is the most chaotic of the three and 

requires the most precision. 

Target accounts

Inbound

Market development

For smaller teams, separating SDRs into three distinct buckets is unrealistic.  

A startup with only four SDRs, for example, will automatically need each person to 

wear multiple hats. It’s helpful to re-frame your thinking for how to train SDRs by 

using this scalable framework: instead of thinking in terms of teams, think in terms 

of motions. An outbound motion will know how to locate and capture new business; 

an inbound motion will specialize in handling prospective clients that find you.
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LEVER ONE: CREATING SPECIALIZED ROLES FOR SDRS

This framework provides the fluidity for managing a team of any size with any 

budget. If your company has the capacity for specializing SDRs to only one 

motion, inbound or outbound, that’s great. But if it needs to train employees in both 

motions, and shift responsibilities as the organization grows, that works too.
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If you take away one thing, know that sales development 
is a finite resource...
says Gottlieb. Every individual can only accomplish so much in one day, month, 

or quarter, depending upon several variables. The one constant, says Gottlieb, 

is that the typical capacity for interacting with contacts is somewhere between 

300-500 a month. For more strategic roles with customized messaging, that 

number is lower, while SDRs focused on volume can achieve greater numbers.

Gottlieb cites research that determined that over one-third of SDRs reported 

too many non-sales activities as their top issue with hitting quota.

“It used to be logging activity data in the CRM,” says Gottlieb: a problem that’s 

largely been solved by sales engagement technology. Nowadays, the work lies 

in figuring out how to reach out, and who to reach out to in order to hit quota. 

That’s where data enters the picture. “Your database is your crown jewel of 

being able to hit your number,” says Gottlieb. “Why? Well, if you have any ability 

to forecast inbound demand based on historicals, we expect, maybe let’s say, 

of over the 100 opportunities needed to hit our number, we know that about 

20 of them are going to come from inbound marketing because of our month 

over month performance, alongside some predictions we’ve made.” The work 

for determining how to reach the other 80% of accounts, says Gottlieb, is 

left to SDRs, who then must determine answers to questions like: how many 

accounts are needed to engage by segment to generate an opportunity? What 

are the minimum prospecting points needed at the account level in order to 

reach that goal?

Shifting Data Responsibilities to 
Cost-Effective Roles

LEVER TWO
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LEVER TWO: SHIFTING DATA RESPONSIBILITIES TO COST-EFFECTIVE ROLES

While nuances exist for each business, Gottlieb says that this research isn’t 

actually very complex. But when it comes to looking at the CRM, things grow 

more complicated. SDRs must know how many accounts are in there, if any 

of these prospecting points exist, how big is the gap, while also addressing 

higher-level concerns such as the quality of data itself and determining if 

they have the tools to get the job done. 

This is where the second lever comes in. Sales leaders at this point can 

assist SDRs in one of two ways. The first, says Gottlieb, is to “source the 

account data using third-party technologies, and then load that information 

into the tool and say, ‘Here’s your account list. Here’s how we’re surfacing 

them. Intent data can be a part of that, et cetera. Go find the contacts.’” 

The second way is to take that assistance a step further by using low-

cost resources such as interns. The catch with this latter approach, says 

Gottlieb, is that you don’t want people copy and pasting information from 

the database and loading it in the CRM, which is why SDRs will still need to 

validate the account and contact data no matter what.
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LEVER TWO: SHIFTING DATA RESPONSIBILITIES TO COST-EFFECTIVE ROLES

Whatever course of action a leader chooses, minimizing the workload of the 

SDR by bringing in tools and other resources to remove friction on low-value 

activities will accomplish the fundamental task of giving SDRs time back in 

their day, so that they can then place their energy in two different buckets: 

validating the information, and executing on it. Instead of struggling to figure 

out data and manage it, SDRs can get down to the brass tacks of determining 

that if they should reach out to a contact, and following through on the right 

steps to do it—a process which leads directly into the third lever: of building 

and following a sales engagement playbook.
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A sales engagement playbook fulfills the valuable role of allowing SDRs to be more 

methodical in their prospecting efforts, while also simplifying their decision making. 

Repeatable prospecting is higher-performing prospecting, and an effective playbook 

will clearly streamline standard activities to make for better messaging, thereby 

allowing SDRs to boost replies and connect rates. While the sales engagement 

playbook will vary from organization to organization depending upon the SDRs 

specialized role and responsibilities, a standard architecture can still be put into 

place for building that playbook.

To start, let’s look at an example target account prospecting flow. Say that a 

company has set up 10 data triggers that an SDR uses to source a couple of 

contacts from existing market leads that have engaged with the organization, after 

validating their qualifications. The SDR will begin by putting those contacts into a 

standard outbound touch pattern that could look something like this:

Build out and Follow an  
Engagement Playbook 

LEVER THREE
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SDRs must engage and be 

methodical in their approach, 

meaning it’s not just about 

LinkedIn versus phone  

versus email.

LinkedIn. Phone. Email.

Of course, prospecting usually doesn’t follow such a neat sequence 

of events. Other factors come into play: a referral enters the scene, 

or the prospect learns something new about the account and will 

thread deeper based on that insight. Or, perhaps it’s not the right 

time for that account, and the SDR needs to circle back later. 

LEVER 3: BUILD OUT AND FOLLOW AN ENGAGEMENT PLAYBOOK

This practice is fundamental, says Gottlieb, because it allows sellers 

to work through each possible scenario and scale. When “folks 

just rely on their SDRs to create that [playbook] for themselves 

or just say, ‘Hey, here’s what’s working for me,’ that’s problematic 

because it’s impossible to scale,” he says. By breaking down basic 

scenarios that come up every time and providing guidance, SDR 

decision-making is simplified. “If you don’t have this common sense 

documented, or you think you’re more advanced because you have 

too many touch patterns that are available, I strongly encourage you 

to simplify down to the basics,” says Gottlieb.

It’s also not enough to put prospects into automation, says Gottlieb. 

SDRs must engage and be methodical in their approach, meaning 

it’s not just about LinkedIn versus phone versus email. SDRs must 

rely on all three channels, with messaging customized to each.

In each scenario, the SDR will need to rely upon discrete touch 

patterns—or in other words, sequences and cadences—in order 

to determine how to best handle the prospect. 
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LEVER 3: BUILD OUT AND FOLLOW AN ENGAGEMENT PLAYBOOK

Don’t just rely on email or phone calls. Use all three channels, which could look something 
like sending an email, then making a phone call to make sure that the person saw the email, 
or even writing a message on LinkedIn and then circling back about the same message via a 
different channel.

Use all three channels

Once a prospect is qualified, SDRs should reach out this amount of times, over this span of 
time, in order to make sure that they have fully put forth their best effort.

Make 12-24 touches over 2-4 weeks

Break the content into different themes. Gottlieb shares the example themes of key initiative 
centric and buyer centric. You’ll want to work within your specific industry and prospect 
profile to determine these themes.

Group by themes

With email usually being the primary channel, and phone and social as the second channel, 
SDRs will want to spend time customizing a message to the primary channel, then using 
secondary channels to call attention to it. After recycling the message two or three times 
with no engagement, an SDR can move onto the next message and repeat the same process 
of tailoring it and sharing it across channels. Great prospecting uses triple touches, says 
Gottlieb, and will group touches by two, three, or four themes. The touch pattern ensures SDR 
always has something fresh to say, and the triple touch works to get that message seen.

Lead with a tailored triple touch

A good touch pattern, he says, will have the following traits: grouping touches by time 

and theme, which is formulating a message key by who you’re reaching out to and 

the type of content you’re using to reach out. “A touch pattern is broken up into three 

themes or four themes,” he shares, which basically means building out different types 

of content based upon who the prospect is and where they are in the buying journey. 

Having themes can help an SDR be specific about having something “fresh to say,” as 

well as recognizing when the content isn’t working and it’s time to move on.

To lay out the specifics, here are the best practices that leaders can follow in order to 

build an effective sales engagement playbook:
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Summary
While each company will find its own journey in the sales development, 

following these levers qualifies an organization for receiving the benefits of 

a world-class sales development approach. When properly executed, these 

strategies have been shown to result in:

Specialized roles help focus SDRs: by understanding that every sales team should 

specialize SDR roles by grouping capabilities into two two different motions—inbound 

and outbound—sales leaders can create a solid working foundation that prioritizes SDR 

resources and increases pipeline generation capabilities.

Data sourcing streamlines SDR activity: by sourcing data and relying upon technology 

and other resources to accomplish lower-value activities, sales teams can work 

towards targeting prioritized prospects while increasing the activity per prospect.  

Sales engagement playbooks increase efficiency: by following a clear blueprint built 

out specifically for your team, sales leaders can become more efficient in generating 

good messaging by improving its consistency, increasing prospecting activity, and 

engaging in conversation intelligence that boosts replies and connects.

So what can you do to ensure that you are on track with these three levers? 

Keep in mind the following three takeaways:

pipeline value added per 

SDR/ month

total pipeline flows 

through SDRs
win rate for SDR-sourced 

opportunities

$415K >50% 20%
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