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Finding and keeping a
truly world-class sales
representative often
feels like searching for
a needle in a haystack.
For decades, sales

leaders have relied on
gut feelings, charm,
and polished resumes
to make hiring
decisions. The result? A
staggering turnover
rate and teams that
consistently

underperform. If you
are tired of hiring B
and C players who
coast through the
motions, it is time to
adopt a system that is
built on data, rigor, and
proven results. This
article explores the


https://web1.enteraskincare.com/

Topgrading for Sales
world class methods
to interview hire and
coach top sales
representatives. By
the end of this guide,
you will understand
how to transform your
sales team into a
powerhouse of A-
players who
consistently crush their
quotas.

WHAT IS
TOPGRADING? A
BRIEF OVERVIEW

FOR SALES
LEADERS
Topgrading is a
structured, high-
definition hiring

methodology

developed by Dr.
Bradford Smart. At its
core, it is a philosophy
that advocates for
building a team of only
"A-Players" — the top
10 percent of talent
available for a specific
role. In the context of

sales, this means hiring
individuals who not
only have the skills to
sell but also fit the
cultural and
performance
expectations of your
organization.

The method is famous
for its rigorous, multi-
hour chronological
interview process.
However, Topgrading is
not just about hiring.
The Topgrading for
Sales world class
methods to
interview hire and
coach top sales
representatives
extends into
onboarding, coaching,
and performance
management. It
creates a loop of
continuous

improvement where
salespeople are
constantly challenged
and developed. The
key differentiator here
is the emphasis on
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complete transparency
and a deep dive into a
candidate's career
history, rather than
relying on hypothetical
questions or surface-
level conversation.

THE SALES HIRING
CRISIS: WHY
TRADITIONAL
METHODS FAIL

Before we dive into the
world-class methods, it
is essential to
understand the
problem. The average
cost of a bad sales hire
is astronomical. It
includes not just salary
and training costs, but
also lost revenue,
damaged customer
relationships, and the
time your team spends

managing
underperformers.
Traditional sales
interviews are

notoriously unreliable.
They are often

scripted, rehearsed,
and filled with stories
that are impossible to
verify. Questions like,
"What is your greatest
weakness?" or "Where
do you see yourself in
five  years?" yield
predictable and useless
answers. Furthermore,
many sales leaders fall
for the "halo effect" —
they hire a charismatic
person who looks good
on paper but cannot
execute in the real
world. The
Topgrading for Sales
world class methods
to interview hire and
coach top sales
representatives is
designed to eliminate
these errors by
replacing subjectivity
with objective,
behavioral data.

THE CORE OF
TOPGRADING: THE
CHRONOLOGICAL




INTERVIEW (CIDS)

The centerpiece of the
Topgrading process is
the Chronological In-
Depth Interview (CIDS).
This is not a standard
one-hour chat over
coffee. A CIDS typically
takes 90 minutes to
three hours, depending
on the complexity of
the candidate's career
history. For sales roles,
this is where the magic
happens.

How the
CIDS
Works for
Sales
Candidat

IN-DEPTH

€S

The interviewer walks
the candidate through
every job they have
held, starting with the
earliest and
progressing to the
most recent. For each
role, the interviewer
asks the same set of
targeted questions:

e What were your
specific
responsibilities in
this role?

e What were your
biggest
accomplishments
and failures?

e Who were you
working for?
(Names and
contact info are
crucial here)

e Why did you join
this company?
Why did you
leave?

e What was your
ranking among
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your peers?

This method s
incredibly effective for
sales because it
exposes patterns. A
salesperson who hit
quota at three different
companies under
different managers is
likely an A-Player. A
salesperson who has a
pattern of leaving
companies after six
months without hitting
targets is a red flag
that no resume can
hide. The Topgrading
for Sales world class
methods to
interview hire and
coach top sales
representatives
relies on this forensic
approach to uncover
the truth.

DEFINING AN A-
PLAYER BEFORE
YOU START HIRING

One of the most
common mistakes in

sales hiring is not
knowing exactly what
you are looking for.
Topgrading solves this
by requiring a
"Scorecard" before the
interview process
begins. This Scorecard
is not a vague list of
personality traits. Itis a
detailed document that
outlines specific,
measurable outcomes.

Building

the Sales
A-Player

Scorecar
d

The Scorecard for a
sales role should
include:

1. Mission: What is
the core purpose
of this role? (e.g.,



"Generate $2M in
new revenue
annually.")

2. Outcomes:
Specific KPIs
(e.g., 120% of
quota, 90%
retention rate,
4.5 star
customer
satisfaction).

3. Competencies:
The behaviors
and skills
required (e.qg.,
resilience,
closing skills,
prospecting
discipline, CRM
proficiency).

Without a Scorecard,
you are hiring blind.
When wusing the
Topgrading for Sales
world class methods
to interview hire and
coach top sales
representatives, you
constantly refer back
to this Scorecard to
ensure that every
candidate is evaluated

against the same
objective criteria.

BEYOND THE
RESUME: THE
TELEPHONE
REFERENCE CHECK

Most companies treat
reference checks as an
afterthought. They call
the three names the
candidate provided,
get glowing reviews,
and move on.
Topgrading flips this
process on its head.

The
"Backdoo
I,.II
Referenc
e and
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Deep
Dives

Topgrading teaches us
to do reference
checks on steroids.
Instead of calling only
the provided
references, you ask the
candidate to provide
the names of their
former bosses, peers,
and direct reports. You
also ask for permission
to speak with people
who might not be on
their list.

During the reference
call, you ask the same
questions you asked in
the CIDS. You look for
consistency. If a
candidate told you
they were the top
performer in their
office, but their former
manager says they
were ranked 10th out
of 15, you have
discovered a

discrepancy. This
rigorous approach is
what makes the
Topgrading for Sales
world class methods
to interview hire and
coach top sales
representatives so
reliable. It closes the
loopholes that average
salespeople use to
inflate their
achievements.

COACHING YOUR
SALES
REPRESENTATIVES
THE TOPGRADING
WAY

Hiring A-Players is only
half the battle. To keep
them, you must coach
them effectively.
Topgrading is not a
"set it and forget it"
philosophy. It requires
active, ongoing
management.



Structure

saying, "You need to
sell more," you say,
"Your prospecting calls

d One-f’@ﬂ-m per day, but

the target is 40. Let's

i your script and
OneS dmﬁtime-blocking

Perfor

nce
Reviews

Topgrading
recommends weekly
one-on-ones that are
focused on
performance, not just
status updates. During
these meetings, you
review the Sales
Scorecard. Are they
hitting the numbers? If
not, what is the
barrier? Is it a skill gap,
a motivation issue, or a
resource problem?

For coaching, you use
the same data-driven
language. Instead of

strategy."” The

mnaading for Sales

world class methods
to interview hire and
coach top sales
representatives
emphasizes that
coaching should be
direct, transparent,
and focused on
concrete behaviors.

Handling
C-Players
Quickly

One of the hardest
things for sales leaders
is letting go of
underperformers.
Topgrading has a clear
policy: if someone is a
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C-Player, and you have
given them clear
coaching and a
reasonable timeline to
improve, you must
move them out.
Keeping a C-Player on
the team drags down
the morale of your A-
Players. A-Players want
to work with other A-
Players. By wusing
Topgrading methods
for coaching, you
create a culture of high
performance where
mediocrity is not
tolerated.

COMMON PITFALLS
WHEN
IMPLEMENTING
TOPGRADING IN
SALES

While the system is
powerful, it is not
foolproof. Sales leaders
often make specific
mistakes when trying
to implement the
Topgrading for Sales
world class methods

to interview hire and
coach top sales
representatives.

e Rushing the
CIDS: You
cannot do a
proper
chronological
interview in 30
minutes. It takes
time and focus.
Do not rush
through it.

e Ignoring the
"Halo Effect":
Beware of
candidates who
are incredibly
charismatic but
have a history of
job hopping.
Sales charm can
fool you.

 Skipping
Reference
Checks: This is
the most
common
violation. Always
do the deep-dive
references.
Always.



e Hiring for
Urgency: When
a territory is
open, the
pressure to fill it
is intense.
Topgrading
requires
patience. A bad
hire is much
more expensive
than an empty
seat.

PRACTICAL STEPS
TO IMPLEMENT

TOPGRADING FOR
YOUR SALES TEAM

Ready to put this into
action? Here is a step-
by-step gquide to
integrating the
Topgrading for Sales
world class methods
to interview hire and
coach top sales
representatives into
your daily operations.
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Step 1:
Train
Your
Hiring
Managers

Your managers must
be trained in the CIDS
technique. They need
to learn how to ask
probing questions and
how to listen for
inconsistencies. This is
not intuitive for most
people.

Step 2:
Create
Your
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Sales

Scorecar

d

Gather your leadership
team and define what
an A-Player looks like
for your specific sales
role. Write down the
mission, outcomes, and
competencies. Be
specific.

Step 3:
Revamp
Your
Interview
Process

Replace standard
phone screens with a
mini-CIDS. Schedule
three-hour blocks for

in-person interviews.
Prepare your interview
team with  specific
questions based on the
Scorecard.

Step 4.
Implemen
t the
"Rigorous
Referenc
!
Protocol

Create a standard
operating procedure
for reference checks.
Do not let anyone skip
this step. Use a
structured script.



Step 5:

12

methods, something
remarkable happens to
your culture. The "B"

Coac h players either improve

Using th

to become "A" players,
leave because
ndards are too

high. The "C" players
Scoree\éar weeded out

d

Once hired, review the
Scorecard with the new
rep weekly. Use it as a
living document for

coaching and
development. This
ensures that the
investment you made
in hiring pays off
through continuous
improvement.

THE LONG-TERM
IMPACT OF

TOPGRADING ON
SALES CULTURE

When you consistently
hire and coach using
these world-class

quickly. The result is a
team of high-
performing, motivated,
and honest sales
professionals.

This culture attracts
more A-Players
because top talent
wants to work with
other top talent. Your
team becomes a
magnet for success.
Furthermore, vyour
customers notice the
difference. They are
dealing with
salespeople who are
professional, prepared,
and accountable. The

ultimate  benefit s
predictable,
sustainable revenue

growth.
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CONCLUSION:
ELEVATE YOUR
SALES TEAM WITH
PROVEN METHODS

Hiring and coaching
top sales
representatives is not a
mystery. It is a science.
The Topgrading for
Sales world class
methods to
interview hire and
coach top sales
representatives
provides a clear,
repeatable, and
reliable system for
identifying, selecting,
and developing the
best talent in the
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market. It requires
discipline, time, and
courage to change
your hiring habits.
However, the payoff is
enormous. By
embracing the
chronological

interview, the objective
Scorecard, and
rigorous coaching, you
will build a sales force

that consistently
outperforms the
competition. Stop

relying on luck and
start relying on a
proven system. Your
quota — and your
sanity — will thank
you.



