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INTRODUCTION

Growth is happening.
Sustainability isn’t.

The gap isn’t demand —
it’s execution.

The State of B2B Field Sales
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B2B field sales teams are performing better than ever—
yet most have not unlocked sustainable success. In

our 2026 State of Field Sales Survey, 78% of B2B field
sales organizations reported revenue growth, but only
a minority have turned that momentum into consistent
performance and stable, durable teams.

This gap reveals a fundamental insight: the constraint
is not market conditions—it is execution. Some teams
hit their numbers but churn through reps. Others
retain their people but miss their targets. As a result,
many organizations are growing revenue on top of a
fragile operational foundation rather than building truly
sustainable sales engines.

The benchmarks are clear. Only 26% of surveyed
B2B organizations report that 70% or more of their
representatives consistently hit quota targets, with an
additional 13% unable to track this metric. Just 16%
maintain low annual turnover below 10%, while 32%
lose half or more of their sales force every year.

Quota Attainment

Other

13%

Attainment 70% +

26%

Attainment Below 70%

62%




Annual Sales Representative Turnover Rate

Less than 10%
10-29%
30-49%
50-69%
70-89%

90-100%

Don't know/Not applicable

0.0 0.05 0.10 0.16 0.20 0.25

Number of Respondents

At the same time, reps spend only 33% of their week in front of
customers and lose about 21% of their time to administrative
work and manual CRM entry. These numbers show that
performance and retention problems are tightly linked to how
time, process, and visibility are managed in the field.
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But there is good news: sustainable success is achievable.

To understand what separates resilient, high-performing
organizations from everyone else, SPOTIO surveyed 452 field
sales reps, managers, and executives—across industries,
company sizes, and revenue trajectories. The data shows
that the strongest teams are not in easier markets and they
are not simply working harder. They execute better on a set

of controllable factors: compressing ramp time, reducing the
“admin tax” through better processes and tools, improving

Tu rn OVG r visibility into field activity, and aligning expectations with modern

sales velocity.
IS th e h I d d e n By the conclusion of this report, you will understand not just

tax O n where B2B field sales stands today, but which levers most
directly impact sustainable performance—and how your team
compares to the benchmarks. Armed with that knowledge, you

performance' will have a clearer roadmap to close your execution gaps and
build a team that grows with consistency, efficiency, and stability.




METHODOLOGY
& DATA HANDLING

The 2026 State of Field Sales report is based

on a comprehensive survey of 452 field sales
professionals, including representatives,
managers, and executives. To ensure the
highest degree of relevance for B2B readers, this
specific report focuses on the 112 organizations
classified as “B2B” models. The remaining
respondents represent B2C and Hybrid (B2B/
B2C) organizations, which are analyzed in our
2026 State of B2C Field Sales Report.

Unless otherwise indicated, all performance data
and percentages are calculated based on active
responses; “Other,” “Don’t Know,” and “N/A”
answers are treated as missing data to provide
the most accurate benchmarks for organizations
with established tracking and reporting.

A cross-industry snapshot of
modern field sales.

452

FIELD SALES
PROFESSIONALS SURVEYED

Representatives,
Managers, Executives

Across industries and revenue tiers

Primary Sales Model

Comercial Business———
(B2B)

Residential
Consumers (B2C)

Both
B2B $B2C
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FORWARD

Thisisn’t a market problem. It’s an execution
challenge. And execution is a
leadership decision. e

The State of B2B Field Sales




FORWARD T et B

Dear Readers,

Welcome to the sixth edition of our State of Field Sales report—and what may be our most
encouraging findings yet.

For the past five years, these reports have tracked the challenges facing field sales teams:
economic headwinds, shifting buyer behavior, rising competition, and ongoing technology
change. We expected more of the same this year. Instead, the data surfaced something more
revealing—and ultimately more hopeful: most of the obstacles holding teams back are inside
the four walls of the organization, which means they are within leaders’ control to fix.

Across the industry, field sales teams are growing revenue but struggling to turn that growth
into durable, repeatable success. Some teams hit their numbers but burn out their people.
Others retain their reps but fall short of their targets. The real story of 2026 is not about market
conditions; it is about execution—how businesses ramp new hires, structure their processes,
manage time in the field, and hold people accountable to clear standards.

What makes this year’s report so powerful is that it also shows what “good” looks like. A
subset of teams have found ways to balance performance and retention, protect selling time
from administrative drag, and adapt to faster deal cycles without sacrificing quality. They are
not in easier markets and they are not simply working harder. They have gotten sharper about
the levers they can actually control: better onboarding, better processes, better visibility, and
better use of their people’s time.

This report is not about adding pressure or asking reps to grind harder. It is about giving
leaders a clearer picture of where B2B field sales stands today—and a practical roadmap for
building healthier, more resilient organizations. The path forward is less about heroic individual
effort and more about designing systems that make sustainable success possible.

At SPOTIO, we remain dedicated to supporting field sales professionals with the technology,
insights, and best practices that turn execution from a constant firefight into a competitive
advantage. Thank you to the field sales organizations who shared their data, their challenges,
and their strategies; your transparency makes this research possible and helps the entire
industry move forward.

As you read the findings, | invite you to focus on one question:
Which parts of your team’s execution are truly within your control—and what would
change if you fixed them?

All the best,
Trey Gibson
CEO, SPOTIO



EXECUTIVE o Sugthin .
SUMMARY

In 2026, B2B field sales organizations are finding themselves in a “Growth Paradox.” While
revenue is increasing for a majority of teams, most are struggling to turn that momentum into
durable, repeatable success. Only a minority of organizations have managed to combine strong
guota performance with stable, healthy teams. The rest are fighting a two-front war: hitting
ambitious targets while battling high turnover, prolonged onboarding cycles, and a heavy “admin
tax” that sidelines both representatives and managers.

To navigate this landscape, we have segmented B2B organizations into four categories based on
the intersection of Quota Attainment and Employee Retention:

THE PERFORMANCE QUADRANTS

> 19% Elite Winners: These define sustainable success, combining high quota attainment
with low turnover. They prove that performance isn’t about easier markets—it’s about superior
execution systems.

> 12% At-Risk Winners: These organizations hit their numbers today but are “growing through
churn.” With turnover exceeding 30%, their success is fragile and dependent on constant,
high-cost backfilling.

> 21% Stable Strugglers: These teams excel at retention but miss their revenue targets. They
have built a strong culture but lack the process and technology required to drive results.
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>  49% Dual Crisis: Nearly half of the B2B market is trapped in a downward spiral—consistently
missing quota while simultaneously losing talent.

Across these segments, three patterns emerge: many teams experience 30% or higher annual
turnover, the majority have less than two-thirds of reps hitting quota, and a significant share take
longer to onboard new hires than the length of their typical sales cycle. These dynamics underpin
the performance gap—and point directly to where leaders can intervene.

Why This Matters: The 12% At-Risk Winners segment is your early
warning system. If you’re hitting quota but losing reps, you’re not
winning—you’re delaying failure. Sustainable success requires fixing
BOTH performance AND retention.




B2B Performance Quadrant:
Sustainability Index

At-Risk Winners — 12% Elite Winners — 19%

Stable Strugglers — 21%

EMPLOYEE RETENTION
(Annual Turnover < 30%)

THE “AT-RISK WINNERS” PARADOX

One in eight organizations hits quota while hemorrhaging talent. These At-Risk Winners teams look
successful on quarterly earnings calls but are one talent exodus away from collapse.
Why this happens:

>

>
>
>

Complex deals require institutional knowledge that leaves with departing reps
Client relationships don’t transfer cleanly
Three to six month onboarding means constant rebuilding

Top performers burn out covering departed teammates’ territories

The insight: Quota attainment alone isn’t success. Sustainability requires both performance and
retention.
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SIXKEY FINDINGS

1. THE PERFORMANCE GAPIS SIGNIFICANT —AND SOLVABLE

Most B2B field sales organizations are not simultaneously strong on both performance and
retention. Many either hit quota while churning through talent or preserve headcount while
missing their numbers. The complexity of B2B selling—longer cycles, multiple stakeholders, and
relationship-driven deals—makes consistent execution challenging, and the stakes are highest for
smaller teams where the loss of a single rep can derail entire territories.

The data confirms the scale of the challenge:

>

>
>
>

Only 19% of surveyed B2B teams achieve sustainable success

81% struggle with performance, retention, or both

60% of B2B teams that track turnover reported 30% or higher annual turnover
32% are in a “turnover crisis,” losing 50% or more of their sales force annually

Yet Elite Winners prove sustainable success is achievable. They operate under the same market
pressures but outperform by focusing on controllable execution factors—onboarding speed, activity
standards, and process discipline—rather than waiting for easier conditions.

Why This Matters: If you only track quota, you can look healthy while
your team structure is quietly eroding. Measuring both performance and
retention forces more honest diagnostics and prevents “At-Risk Winner”
situations from surprising you later.

2. THE CHALLENGE STACK

B2B leaders face three layers of challenge: external pressures they cannot control, internal
execution gaps they can fix, and frontline obstacles that dictate where support is most needed

External Pressure
External challenges ranked by survey respondents:

YYY¥YNYNYNVYIVYYV

Inflation/slowing economy

Supply chain issues

Hard to find qualified leads

Shifting regulations

Changes in customer buying behavior
Harder to find sales talent
Competitive pressure

Political instability



Internal Execution Gaps
Internal challenges ranked by survey respondents:

>

vy VYV VY

Limitations of existing processes or technology
Lack of visibility due to missing or incorrect data
Managing mobile teams is too time consuming
Difficult to ensure process is being followed

Difficult to keep salespeople accountable for activity
Hi rep turnover, low retention

Onboarding salespeople is manual and labor-intensive

Frontline Rep Obstacles
Top rep challenges ranked by sales leaders:

Y Y Y ¥Y¥Y VY Y)Y

Lack of activity

Not following process

Lake of sales skill

Finding qualified prospects

Not following up with leads
Changes in buyer behavior/finances
Keeping organized

Time management

Performance
comes from
disciplined
execution.

Elite teams cannot eliminate external headwinds, but they outperform by aggressively addressing the
internal gaps they control—especially technology limitations, lack of activity, and not following process.

Why This Matters: You cannot fix the economy, but you can fix
process, visibility, and activity. Separating uncontrollable pressures from
controllable execution gaps keeps your strategy grounded and your
investments focused where they will actually move the needle.
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3. STRATEGIC TECHNOLOGY BEATS MORE TECHNOLOGY

Many struggling teams report using more tools than their higher-performing counterparts,
highlighting a technology paradox: tool sprawl does not guarantee better results. When sales
leaders cobble together generic CRMs, mapping apps, route planners, and reporting dashboards,
reps spend more time toggling between systems than selling.

Purpose-built field sales execution platforms address this by unifying territory management, route
optimization, activity tracking, and performance visibility in a single system designed specifically
for how field teams work. The difference isn’t just convenience—it’s eliminating the data gaps and
context switching that slow reps down and create blind spots for managers.

Distribution of Sales Tech Usage by Performance

Stable Strugglers [ Elite Winners Dual Crisis [l At-Risk Winners

40

1-2 systems 3-4 systems 5-6 systems 7-10 systems  More than 10
System Usage systems

4. WINNERS SET HIGHER STANDARDS, NOT JUST HEAVIER WORKLOADS

Activity volume alone does not explain success in B2B field sales. The survey shows three distinct
patterns for the teams achieving 70%+ quota:

> 47% of teams operate in a moderate volume band of roughly 10-50 in-person visits per week

> 35% run very high-volume motions with 50-150+ visits per week

> 18% run lower-volume, higher-value motions where a meaningful share of deals exceed
100,000 dollars

This suggests that making quota depends more on the quality and focus of engagement than on raw
activity counts.

Winning teams define and enforce standards around what constitutes a high-quality meeting—clear
discovery, multi-stakeholder engagement, and collection of meaningful account intelligence—rather
than simply pushing for more visits. In complex B2B cycles, depth of interaction consistently beats
breadth of touchpoints.



Why This Matters: When you measure only visit counts, you incentivize
shallow activity. When you define and measure quality engagement, you
align rep behavior with how B2B deals actually get done: through deeper,
better-prepared conversations with the right people.

5. ONBOARDING IS THE HIDDEN REVENUE MULTIPLIER

Onboarding speed is a critical performance lever. Many organizations report that it takes longer to fully
ramp a new field rep than the length of their typical sales cycle, meaning they are investing heavily

in talent that cannot contribute quickly enough. This mismatch is most painful in teams with shorter
cycles, where slow ramp times leave significant pipeline and revenue on the table.

With substantial portions of the industry experiencing high annual turnover, slow onboarding creates
a constant rebuild. Aligning onboarding duration more closely with sales cycle length—and targeting
faster ramp where possible—reclaims months of productive selling time for each new hire and
compounds across the team.

Why This Matters: If it takes longer to ramp a rep than to close a typical
deal, you are always chasing lost capacity. Tightening onboarding is one
of the fastest ways to turn hiring investments into real revenue and reduce
the drag of constant backfilling.

Average Time to Fully Onboard a New Field Sales Rep

Less than 1 month

Don't know/Not
applicable

3-4 months
1-2 months
7-9 months
5-6 months
10-12 months

18+ months

0 10 20 30 40

Number of Respondents
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6. THE EXECUTION GAP

The data confirms that most B2B field sales teams are growing revenue in an environment that
should be favorable to sustained performance. Yet a large majority still struggle with either hitting
targets, keeping talent, or both. Elite Winners operate in the same environment but have narrowed
the gap by focusing on execution: protecting selling time from administrative overhead, improving
visibility into what happens in the field, tightening onboarding, and setting clear standards for quality
engagement.

The primary constraint on sustainable success is not the market—it is execution discipline.
Organizations that are willing to address internal gaps rather than wait for external conditions to
improve have a path to join the top tier.

Why This Matters: Hoping for better market conditions is not a strategy.
Treating execution as a core competitive advantage—onboarding, time
use, visibility, and standards—turns existing revenue tailwinds into
durable, scalable performance.

THE PATH FORWARD

This report is designed to help B2B field sales leaders identify which segment their team falls into,
understand the specific execution gaps holding them back, and prioritize changes that will have the
greatest impact. You may not be able to shorten your sales cycle or reduce deal complexity, but you
can redesign onboarding, reduce the admin tax, improve visibility, and raise standards for quality
engagement.

The question is not whether the environment will get easier, but which parts
of your execution you are ready to change.



CHAPTER 1 e g s

THE PERFORMANCE GAP It’s sales force stability.

Walk into any B2B sales leadership conference and you’ll hear the same frustrations: “We can’t make
quota. We can’t keep reps. We’'re rebuilding the team again.” Our survey of B2B field sales teams
reveals these aren’t isolated complaints—they’re symptoms of a significant performance gap. While
B2B selling involves long-term relationship building and complex stakeholder management, the data
shows that the primary hurdle to growth is the stability of the sales force itself.

THE REALITY: PERFORMANCE VS. RETENTION

Sustainable success is the powerful combination of high quota attainment and healthy
representative retention. When we isolate the B2B segment, we see that most organizations are
struggling to maintain this balance.

» The Quota Gap: Only 26% of B2B organizations report that more than 70% of their team
consistently meets sales targets.

> The Turnover Crisis: 32% of B2B teams are in a “Turnover Crisis,” losing half or more of their
sales force every year.

> The Stability Ceiling: Only 16% of B2B organizations have achieved the “gold standard” of a
stable team with less than 10% annual turnover.

Q

Balance is the hidden engine
of sustainable growth.

Why This Matters: Knowing where your team sits on the performance-
retention matrix determines your strategy. If you are hitting numbers but
losing reps (At-Risk Winners), you are vulnerable to a talent exodus that
could tank your next three quarters. If you have a loyal team that isn’t
hitting targets (Stable Strugglers), your issue is likely process-driven.



SMALL TEAMS: HIGHER STAKES

Small B2B teams (1-15 reps) represent a significant portion of the market, yet they face the highest
stakes. In these organizations, the loss of even one representative isn’t just a headcount issue—it’s
a loss of deep product knowledge and critical client relationships.

> The Retention Struggle: About half of surveyed small B2B teams (1-15 reps) face turnover
rates of 30% or higher.

> The Executive Drain: When a 10-person team loses 5 reps a year, management is forced
to spend more than half of its capacity on recruiting and basic training rather than high-level
coaching and strategy.

Why This Matters: Small teams cannot absorb the “institutional
amnesia” that comes with high turnover. For these leaders, fixing
retention is a prerequisite for scaling.

B2B TEAM SIZE DISTRIBUTION

B2B field sales is not a monolith. The team sizes in our survey reflect a market that ranges from
nimble specialized units to massive enterprise operations:

> Small(1-15reps): 34%

> Mid (16-50reps): 24%
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» Large (51+reps): 42%

Small (1-15 Reps)
34%

Large (51+ Reps)
42%

Mid (16-50 Reps)
24%

Regardless of size, B2B selling requires organizational scale to handle territory coverage and the
multi-layered decision-making processes inherent in business contracts.




THE REVENUE GROWTH CONTEXT

The most revealing finding in the 2026 data is the “Growth Paradox.” Despite the internal friction of
high turnover and low quota attainment, the B2B market is thriving:

> 77% of B2B organizations reported revenue growth last year.
> 44% of those saw revenue significantly increase.
> Only 4% reported a decline.

o

The marketis a tailwind.
Execution is the anchor.

%

Why This Matters: You have revenue tailwinds. If your team is struggling
to hit quota or keep reps, it is not a market problem—it is an execution
gap. The favorable conditions prove that the opportunity is there; the
organizations that win are those that master the controllable factors—
onboarding speed, administrative automation, and activity standards
—to turn market growth into sustainable performance.

Revenue Trajectory Over the Past Year

Significantly
increased

Somewhat
increased

Maintained

Decreased \

0% 10% 20% 30% 40%

% of Reponses

N\\\



CHAPTER 2 Prhonte oy e e
THE TECHNOLOGY PARADOX

B2B field teams are not struggling because they lack technology—they’re struggling with how
that technology shows up in arep’s day. The data points to a clear issue: an Admin Tax created by
scattered tools and manual processes that chip away at selling time

Why This Matters: When activity is spread across multiple systems
and spreadsheets, reps end up doing the stitching work themselves—
retyping notes, updating fields, and hunting for information. The problem
isn’t “having tools”; it’s having workflows that force reps to act like
admins instead of being in front of customers.

THE ADMIN TAX: A DRAIN ON PRODUCTIVITY
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For a field sales rep, every hour spent on manual data entry is an hour not spent building
relationships or navigating a complex buying committee. The survey results show a massive
productivity leak across the industry.

> The Selling Gap: The average B2B field representative spends only 26% of their week on
prospecting, face-to-face selling, and follow-up.

> The Administrative Burden: On average, reps lose about 23% of their total work week
(roughly 9 hours) to administrative tasks and data entry.

> The Multiplier Effect: On a 10-person team, this “Admin Tax” results in over 4,700 hours of

lost selling capacity every year.

Why This Matters: When activity is spread across multiple systems
and spreadsheets, reps end up doing the stitching work themselves—
retyping notes, updating fields, and hunting for information. The problem
isn’t “having tools”; it’s having workflows that force reps to act like
admins instead of being in front of customers.




Weekly Hours Sales Reps Spend on Manual CRM Data Entry

Less than 2 hours
2-4 hours

5-7 hours

8-10 hours

11-15 hours
16-20 hours

More than 20 hours

We have automated CRM data
entry

Don’t know/Not applicable

0% 5% 10% 15% 20% 25%

% of Respondents

THE ADMIN TAX: A DRAIN ON PRODUCTIVITY

When B2B professionals were asked to rank the internal challenges holding them back, the results
were definitive. The primary constraint is not a lack of effort or talent, but the systems the teamis

required to use.

1 Limitations of existing processes or technology

2 Lack of visibility due to missing or incorrect data

3 High rep turnover and low retention

4 Difficult to ensure process is being followed

5 Difficult to keep salespeople accountable for activity

The Insight: The top three challenges are deeply interconnected. When technology is limited or
manual (#1), data becomes inaccurate or missing (#2). This lack of visibility leads to management
friction, which ultimately drives the industry’s high turnover rates (#3).
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TOOL PROLIFERATION VS. STRATEGIC EXECUTION

The data reveals that tool sprawl correlates with team size, but the pattern isn’t linear. The Large
Team segment (51-250 reps) stands out as the highest-risk zone: 75% use 5+ systems, and 33.3%
are managing 7 or more tools—far higher than any other segment.

Smaller teams keep things tight: Micro (1-5 reps) and Small (6-15 reps) teams almost never use 7+
tools (0% in both segments). Most run on 1-4 systems, with 86.4% of Micro teams and 87.5% of
Small teams staying in that range.

Mid-Size teams show early warning signs: At 16-50 reps, complexity starts creeping in. While most
(66.7%) still use 1-4 tools, nearly 10% have jumped to “More than 10 systems,” suggesting some
are trying to solve growth challenges by adding point solutions.

Enterprise is surprisingly disciplined: Despite their size (251+ reps), 70% of Enterprise teams

keep their tech stack to 1-4 systems. However, 20% operate with 7+ tools, indicating that when
Enterprise teams do sprawl, they sprawl significantly.

Tool Usage by Team Size

[ More than 10 systems 7-10 systems 5-6 systems [l 3-4systems [l 1-2 systems

100% | I |

75%
50%

25%

0% 2 B
Total Micro Team Small Team Large Team Enterprise Enterprise Team
(1-15 reps) (16-50 reps) (51+ reps) (51+ reps) (51+ reps)




RECLAIMING THE FIELD

To move from a “Dual Crisis” segment to sustainable success, B2B leaders must address the
technology paradox head-on. The path forward is to:

» Audit the “Admin Tax”: Measure exactly how much time your reps are spending inside the CRM
vs. inside the territory.

> Prioritize Integration: Ensure that field activity data flows automatically into the CRM to solve
the visibility gap without rep intervention.

> Solve for the Rep First: Deploy tools that provide immediate value to the rep (like activity
capture and route optimization) to drive adoption and data quality.

Less admin.

E More territory.

H




CHAPTERS3

SPEED WINS
THE B2B VELOCITY REALITY

Speed alignment is the
new competitive advantage.

In sales leadership circles, the “B2B Sales Cycle” is often discussed as a long, multi-month
marathon. While enterprise deals require patience, the 2026 data reveals a B2B market moving
with significant momentum. For the modern B2B leader, success depends on accurately matching
onboarding speed and sales activity to the specific “Velocity Profile” of their deal size.

THE SALES CYCLE SEGMENTATION

When we analyze the sales cycles of B2B organizations across different deal sizes, the data
shows that velocity is the rule, not the exception.

($5k—$25Kk): The High-Velocity Engine

For deals in this bracket, the

field motion is almost entirely
transactional. 89% of these deals
close within the first quarter, and
just over half (52%) close in less
than three weeks.

The Insight: Speed-to-lead and
initial visit quality are everything
here. If arep’s “Time-to-Value”

is delayed by a slow onboarding
process, they miss the window for
the majority of their pipeline.

($25k-$100Kk): The 90-Day Standard

For deals in this bracket, the

field motion is almost entirely
transactional. 89% of these deals
close within the first quarter, and
just over half (52%) close in less
than three weeks.

The Insight: Speed-to-lead and
initial visit quality are everything
here. If arep’s “Time-to-Value”

is delayed by a slow onboarding
process, they miss the window for
the majority of their pipeline.

SalesCycleLength TotalB2B Small ($5k- $25k) Medium ($25k- $100k) Large ($100k+)

8 Under 90 Days 68% 89% 65% 33%
&

ie]

©

E 4 to 6 Months 14% 2% 13% 38%
&

2 7 Months to 1 Year 9% 2% 10% 21%
17

2

= More than a Year 5% 0% 10% 8%

SMALL DEALS MEDIUM DEALS LARGE DEALS

($100k+): The Momentum Pivot

Once deals exceed $100,000, the
sales cycle shifts dramatically.
The majority of these contracts
(67%) take 4 months or longer to
finalize, with the most common
window being 4 to 6 months
(38%).

The Insight: For Enterprise

B2B, the metric isn’t “speed”

but “Momentum Management.”
These teams require robust
tracking of buying committees
and long-term nurture automation
to ensure deals don’t stall in the
second half of the year.



THE ONBOARDING-VELOCITY MISMATCH

The “Turnover Crisis” identified in Chapter 1 (where 32% of B2B teams lose half their staff annually)
can occur due to a mismatch between the sales cycle and the onboarding cycle.

» The Efficiency Standard: 34% of B2B organizations have already streamlined their processes to
onboard representatives in under 30 days.

» The Risk: If your organization sells small B2B deals (89% < 90 days) but your onboarding takes
4-6 months, you are paying for unproductive time while the market moves past your new hires.

THE 30-DAY B2B GOAL: TIME-TO-VALUE

With 65% of the total B2B market closing deals in under 90 days, the high-performance standard
for onboarding has shifted. A 30-day Field-First Onboarding model helps build sustainable B2B
organizations:

> Immediate Field Exposure: Replacing weeks of classroom theory with immediate territory
presence, supported by real-time activity tracking.

> Automated Territory Intelligence: Using digital mapping to give new reps a “Day 1” prioritized
roadmap, eliminating the “Guesswork Phase.”

> Benchmark Alignment: Setting activity standards that reflect the sales cycle. A rep in a 3-week
cycle needs high visit volume immediately, while a rep in a 6-month cycle needs deep discovery
coaching.

High-performing teams don’t
train first — they deploy first.

Why This Matters: Every month a new representative spends “getting

up to speed” is lost quota capacity that cannot be recovered. If you're in a
market where most deals close in under 90 days, a slow onboarding process
is not just a cost—it is a primary driver of rep churn and lost revenue.
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CHAPTER 4 Pipeline visibility

DATA-DRIVEN PRIORITIZATION e SR

Traditional CRMs weren’t built for field sales. They track deals, not territories. They log
meetings, not the physical intelligence reps gather going door-to-door or during on-site visits.
Purpose-built field sales execution platforms close this gap by capturing what generic systems
miss: the context, relationships, and territorial signals that determine which accounts are
actually ready to buy.

oy
i

Systems
multiplied.
Productivity
didn’t.

THE VISIBILITY GAP: APRIMARY BARRIER TO SUCCESS

While B2B organizations are growing, they are doing so with significant blind spots. Survey
respondents revealed a critical disconnect between the data leaders need and the data field
reps are able to provide:

» The Management Challenge: “Lack of visibility due to missing or incorrect data” ranked
as the #2 internal hurdle for surveyed B2B leaders.

» The Productivity Bottleneck: Reps spend only about a quarter of their time on direct
selling and customer conversations, while more than half of the week disappears into
travel, admin work, and manual CRM entry.

» The Research Burden: Despite spending roughly 11% of their week (about 4.5 hours) on
prospecting research and preparation, “Finding qualified prospects” was ranked as the #1
challenge impacting reps’ ability to meet targets.

Why This Matters: This visibility gap isn’t caused by lack of effort. It’s

the result of systems that weren’t designed to capture how field sales
actually works. When critical intelligence stays in reps’ heads or gets lost in
disconnected tools, managers can’t see what’s happening in the territory,
and reps waste time guessing which leads deserve their attention.



WHAT FIELD INTELLIGENCE CAPTURES

Field Intelligence is the information your reps gather in the field that traditional CRMs miss:

> Physical signals: Confirmed decision-maker authority discovered during face-to-face meetings,

competitive presence within a specific territory, facility conditions that indicate budget cycles or
expansion plans.

> Relationship quality: Strength of connections with buying committee members, referral
networks within a vertical market, trust built through repeated in-person visits.

> Timing signals: Budget approval processes observed on-site, seasonal buying patterns unique
to a territory, organizational changes that create buying windows.

Purpose-built field sales platforms capture this intelligence automatically—through mobile check-ins,
geo-tagged notes, and activity patterns—reducing the administrative work that consumes 25% of a
rep’s week while creating real-time visibility for managers.

The breakthrough comes when Al layers on top of this field data. By analyzing patterns across
thousands of visits—which door-knocks converted fastest, which buying committee signals predicted
closed deals, which territory characteristics correlate with win rates—AIl can automate lead scoring in
ways traditional “email opens and website clicks” models never could. This is why mid-market teams
($25M-$50M) are adopting Al for lead prioritization at 75% rates, compared to 50% at enterprise firms
still constrained by legacy infrastructure.

Al Adoption by Team Size: Surveyed B2B firms in the $25M-$50M
revenue range reported 75% Al adoption for content generation and lead
prioritization, outpacing enterprise firms ($100M+) which lag at 50%

adoption due to governance and legacy infrastructure barriers. For mid-
market teams, Al tools help automate lead scoring based on field data,
effectively reclaiming hours from “guesswork research.”

Impact of Al on Daily Sales Activites

CRM Data Entry Automation
Email/Message Personalization
Proposal Content Generation
Conversation Intelligence
Customer Behavior Analysis
Lead Scoring & Prioritization
Planning Al Within 6 Months

Predictive Forecasting

We're not currently using Al in sales

0 5 10 15 20 25 25

Number of Respondents



THE ROI OF INTELLIGENT PRIORITIZATION

When representatives use field intelligence to guide their daily routes, the impact on the bottom
line isimmediate:

> Increased Conversion Quality: Prioritizing leads with confirmed buying-committee signals
ensures that limited selling time is spent with actual decision-makers

> Reduced Prospecting Fatigue: Automating the identification of qualified prospects
addresses the top-ranked hurdle for reps, reducing the frustration that contributes to a high
turnover rate

> Dynamic Territory Management: Instead of static territories, leaders use real-time
visibility to shift resources to the vertical markets and neighborhoods currently converting
at the highest rates
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Better routing
drives better
revenue.

Why This Matters: In 2026, a B2B leader’s primary lever for revenue

is the quality of the visit, not just the quantity. If your representatives are
still manually choosing their daily targets, you are leaving revenue on the
table. By deploying field execution platforms that capture and act on field
intelligence, you turn every visit into a strategic advantage that makes the
next visit more likely to close.




CHAPTER4

ACTIVITY EXPECTATIONS

Measure impact,
not just effort.

A common trap for B2B sales leaders is “Activity Policing”—focusing on the sheer volume of touches
rather than the quality of the engagement. While activity is the engine of sales, the 2026 survey data
shows that for B2B field sales, the type of motion determines the target volume.

ANALYZING THE B2B ACTIVITY BENCHMARK

There is no single “average” for B2B field visits. Instead, surveyed organizations split into distinct
motion profiles based on deal complexity and cycle length:

) The Enterprise Segment: 0-10 visits/
week): 35% of B2B teams.

These organizations prioritize deep stakeholder
engagement. With 21% of these teams reporting
average deal sizes exceeding $100K, each “visit”
often involves multi-hour discovery sessions with
buying committees.

) The Velocity B2B Segment (26-50
visits/week): 23% of B2B teams.

A high-intensity B2B motion (common in
Business Services and CPG) where success is
driven by keeping the pipeline moving through
frequent weekly touchpoints.

> The Mid-Market Segment (11-25 visits/
week): 14% of B2B teams.

This is the “Strategic” motion, balancing
relationship depth with a higher frequency of
touches in the mid-market space ($25k-$50k
deals).

) The Transactional B2B Segment (51+
visits/week): 28% of B2B teams.

High-volume B2B plays (e.g., Supplies, Telecom)
that mirror a B2C motion in density, requiring 10+
stops per day.

Why This Matters: Struggling Teams (<70% Quota) actually complete
more visits per week (Avg: 56) than Elite Winners (Avg: 53). This confirms
that “more visits” is not a solution for underperformance; it is often a
symptom of inefficient, low-quality activity.



THE BUYING COMMITTEE CHALLENGE

In B2B, a “visit” is only successful if it reaches the right people. As deal sizes grow, so does the
complexity of the decision-making unit.

» Stakeholder Proliferation: For deals over $50k, the “Buying Committee” becomes the
primary barrier to closure. Leaders rank “Changes in customer buying behavior” as a
top-tier pressure, reflecting the shift toward consensus-driven purchasing where multiple
stakeholders must be engaged to secure a single contract.

» The Depth Metric: High-performing B2B teams are moving away from measuring “Visits”
and toward measuring “Stakeholder Progression”—how many members of the buying
committee have been engaged in a discovery conversation?

Why This Matters: In an enterprise motion, 50 visits to 50 different
companies is often less valuable than 5 visits to 5 key stakeholders
within a single high-value account. If you track only “stops” and not
“stakeholders,” you are measuring the wrong kind of momentum.

THE COACHING GAP: THE MANAGER’S ROLE IN QUALITY
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If “Quality of Engagement” is the goal, then manager coaching is the lever. However, surveyed
B2B organizations reveal a significant gap in field leadership.

> The Coaching Deficit: 31% of surveyed B2B managers reported spending less than 2 hours
per week coaching their representatives.

» Administrative Bloat: Survey respondents indicated that managers spend almost 20% of
their time on administrative tasks rather than being in the field with their reps—a mirror of the
same “Admin Tax” burdening front-line sellers.

Why This Matters: Accountability cannot be enforced through a
dashboard alone. Without regular field coaching, “Activity Standards”
become a checkbox exercise. Elite B2B organizations are those that
automate manager reporting to “buy back” up to 10 hours of leadership
time per week, allowing managers to move from “spreadsheet
management” to high-impact field coaching and ride-alongs.




Average Percent of Sales Leaders/ Managers Time Spent on Activities

Administrative tasks

Recruitment/Hiring
Coaching/Training salespeople
Internal meetings/Training

Entering sales info

Preparation and planning

Travel (to meet with reps, _l

customers, ETC

Selling/Demoing/Presenting (with
reps or solo)

Other -l

o
wul

10 15 20 20

STANDARDS THAT DRIVE DEALS

To transition to Sustainable Success, B2B leaders must redefine what a “successful week” looks like:

> Set Motion-Based Targets: Assign visit minimums based on your deal size, i.e. 5-10 for
Enterprise motions, 50+ for high-velocity transactional plays.

> Measure Committee Depth: Track how many decision-makers are touched per account, not just
how many doors are knocked.

>  Prioritize Coaching Hours: Shift manager focus from “spreadsheet management” to “field
development” by automating basic activity reporting.

Redefine success:
measure the right motion,
not just the motion.
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CHAPTER 1 e

THE B2B GROWTH PLAYBOOK

(BY ORGANIZATIONAL SCALE)

Success in B2B field sales is not determined by the size of the contract alone—it is determined by
how well the structural framework of the business supports its sales motion. A leader managing a
specialized 5-person firm faces fundamentally different operational hurdles than a VP overseeing
a regional sales force of 500.

While certain organizational scales naturally gravitate toward specific markets, our 2026 B2B data
reveals that operational complexity, not the dollar value of the contract, is the primary driver of
performance. This playbook provides specific strategic plays for each stage of the B2B journey.

SMALL-SCALE OPERATIONS (1-15 REPS)

> Market Representation: 36% of surveyed B2B teams operate at this scale.
» Your Reality: Two Distinct Worlds

The data reveals that small sales forces are not a monolith. Firms with 1-5 representatives operate
in a fundamentally different reality than those with 6—15—and the performance gap is dramatic.

THE ELITE MICRO-TEAM (1-5 REPS)

These teams represent 22% of the B2B market and are often the most stable performers:

> The High-Performance Benchmark: 31% of these businesses report high quota attainment
(70%+ of the force hitting targets), outperforming the larger units that follow them.

> The “Enterprise-Ready” Small Firm: Contrary to the myth that small operations only
handle small deals, 27% of these micro-companies are successfully closing enterprise
contracts exceeding $100K.

> The Vulnerability: Success relies on close proximity and individual accountability. When a
single representative leaves a 5-person operation, 20% of the firm’s institutional knowledge
and client relationships walk out the door.

Strategic Priority: Codify What Already Works. Your unfair advantage is proximity: leadership sits
close enough to see what great execution looks like in real time. The risk is that this excellence
lives in people’s heads instead of your systems.

The Action: Capture today’s “tribal knowledge” in simple, lightweight frameworks: a documented
territory map, a basic visit rhythm, and a one-page onboarding checklist for new reps. Write down
how you qualify, how you hand off, and how you expect reps to follow up, then make sure every rep
runs the same play.

The Goal: Make the business resilient to turnover and ready for rep #6. Losing one person should
hurt for a quarter—not force you to rebuild your entire book of business from scratch.



THE PROFESSIONALIZATION TRAP (6-15 REPS)

Market Representation: 14% of surveyed B2B teams
This segment faces an execution crisis. In our study, companies in the 6-15 rep range reported the
most concerning performance metrics in the study:

> The Performance Ceiling: 0% of businesses in this segment reported elite (>90%) quota
attainment. They are the only group in the study to achieve zero top-tier performance.

> The Turnover Crisis: 59% of these organizations experience annual turnover exceeding 30%—a
“Leaky Bucket” that prevents the buildup of territory equity.

> The Root Cause: At 6-15 reps, informal, founder-led execution breaks. Tribal knowledge and
informal assignments cannot scale across a dozen people.

Strategic Priority: Professionalize the Infrastructure. You cannot scale with current processes.
Informal, founder-led execution will not support a dozen people across multiple territories.

The Action: Formalize territory ownership, onboarding, and activity tracking in a single system that
everyone uses. Move assignments, routing, and visit logging out of spreadsheets and text threads into
a governed field execution platform that syncs back to CRM.

The Goal: Build a small but truly scalable sales organization where adding rep #16 increases capacity
instead of increasing chaos.

MID-SIZE SALES FORCES (16-50 REPS)

Market Representation: 25% of surveyed B2B teams

The Reality: The Stabilization Phase Mid-size firms have often escaped the “Trap” by
implementing formal systems, leading to a performance rebound.

> Performance Gains: This segment reports the highest consistent quota attainment in the study,
with 37% of companies achieving high performance (70% + attainment).

> The Multi-Motion Challenge: Mid-size operations are often the most diverse, with 44% of
businesses managing a mix of transactional and strategic deals ($5k-$100k) that require the
sales force to switch motions daily.

Strategic Priority: Lock in Professionalization Gains. You’ve escaped the initial trap; now the risk is
sliding backward into inconsistency as you add layers of management.

The Action: Standardize your core plays—territory rules, visit cadences, qualification criteria, and
coaching rhythms—and enforce them through your field platform rather than manual policing. Use that
same system to reduce the admin tax by making it the single workspace that feeds CRM.

The Goal: Create a mid-size engine where performance is driven by process, not heroics, and where
every new manager inherits a repeatable operating system instead of reinventing their own.
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LARGE ORGANIZATIONS (51-250 REPS)

Market Representation: 22% of B2B Organizations

The Reality: The Complexity Crisis The 101-250 rep range is the most volatile segment in the
study, characterized by extreme tech-fragmentation.

> The Tool Sprawl Peak: 50% of enterprises in this range manage 7-10 different systems—the
highest tool complexity of any segment.

» The Visibility Blind Spot: This segment suffers from a turnover crisis, with 71% of firms facing
annual churn over 30%. At this scale, the disconnect between field activity and executive
visibility is at its widest.

Strategic Priority: Consolidate the Tech Stack. You are trying to execute complex B2B deals while
toggling between a fragmented stack. Every manual data sync is a point of failure.

The Action: Route field activity through an integrated execution platform that connects directly
to CRM and analytics. Make it the default place where reps plan their day, work accounts, and log
activity—then retire redundant point solutions.

The Goal: Reduce the tech stack from 7-10 systems back to 3-5 core platforms that share data
seamlessly, so leaders finally get a single view of territories, activity, and pipeline.

ENTERPRISE ORGANIZATIONS (251+ REPS)

Market Representation: 17% of surveyed B2B teams.

The Reality: Governance vs. Re-Fragmentation At the enterprise level, the study shows two
distinct paths. Firms of 251-500 reps often achieve “Efficiency Gains” through leaner tech stacks
(86% use only 1-4 core systems), but companies that scale past 500 reps often see tools start to
proliferate again through regional silos.

Strategic Priority: Maintain Governance at Scale. With hundreds of representatives driving
nine-figure revenue, field sales execution is mission-critical infrastructure.

The Action: Enforce enterprise-grade governance across your field execution stack—SSO,
role-based permissions, standardized objects, and global policies for territory and data
management. Block “shadow IT” by giving regions what they need inside the governed platform
instead of letting them buy their own tools.

The Goal: Prevent the re-fragmentation that happens past the 501-rep mark and preserve a single,
unified view of field performance that finance, RevOps, and the board can trust.



EXECUTIVE TAKEAWAY
The 2026 B2B field sales landscape is not linear. Each organizational stage faces distinct structural

hurdles:

> 1-5Reps: High performance, but extreme vulnerability to turnover.
> 6-15 Reps: The Professionalization Trap—:zero elite performance and high churn.

» 101-250 Reps: The Complexity Crisis—peak tool sprawl and peak turnover (71%).

Success at each stage requires segment-specific strategies. The firms that win are those that
recognize which structural stage they are in—and build the systems required to graduate to the next.

P Winning teams
< evolve their systems
at every stage.
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CONCLUSION: AROADMAP TO SUSTAINABLE B2B SUCCESS

The 2026 State of Field Sales report reveals that the “B2B Execution Gap” is the single greatest
barrier to scaling. While the majority of organizations enjoy revenue tailwinds, they are doing so
with a fragile infrastructure—one defined by high turnover and low quota attainment.

Sustainable success is achievable, but it requires moving away from the “legacy” model of manual
oversight and high-attrition hiring. The roadmap for 2026 is built on three pillars of operational
discipline.

PHASE 1: RECLAIM THE FIELD (THE AUTOMATION PLAY)

You cannot coach your way out of a system that steals a quarter of your team’s time. The first step
for any B2B leader is to eliminate the “Admin Tax” that currently sidelines representatives.

> The Goal: Automate 100% of field activity capture so that data flows into the CRM without
rep intervention.

> The Result: You “hire” back a day or more of selling time per rep and solve the “Visibility
Gap” (the #2 internal hurdle) for your management team.

PHASE 2: STABILIZE THE TALENT (THE 30-DAY ONBOARDING PLAY)

With 65% of B2B deals closing in under 90 days, the traditional six-month ramp-up is a primary
driver of rep churn. Organizations that fail to generate early “Time-to-Value” will continue to suffer
from crisis-level turnover.

The Goal: Streamline onboarding to a sub-30-day window (a standard already met by 34%

of the industry).
The Result: New hires enter active sales cycles while their motivation is highest, making it
less likely that they’ll turnover.

PHASE 3: OPTIMIZE THE MOTION (THE INTELLIGENCE PLAY)

In a market where buyers are more complex and committees are larger, “more visits” is no longer a
viable strategy. B2B leaders must empower their teams to navigate territories with precision.

The Goal: Deploy Field Intelligence platforms that prioritize prospects based on on-site
signals (Authority, Budget, Timing) rather than just digital clicks.

The Result: Your reps spend more selling time with actual decision-makers, leading to higher
conversion rates and more consistent quota attainment.



THE FINAL WORD

The gap between the “Stable Winners” and the “Dual Crisis” segments is not talent, territory, or
product—it is Execution Discipline. The 2026 data proves that the B2B market is ready and growing.
The only question for leaders is whether they will continue to manage a “leaky bucket” of talent and
manual processes, or if they will invest in the systems required to join the top tier of sustainable B2B
organizations.

The roadmap is clear. The data is definitive. The shift begins with execution.

The market is ready.
Execution decides
who wins.

HOW SPOTIO HELPS YOU EXECUTE

The gap between struggling and winning is execution discipline. And with the right technology, your
team can close that gap.

SPOTIO is the world’s leading field sales execution platform, purpose-built to help outside sales
teams capture the field intelligence that separates Elite Winners from At-Risk Winners. Our platform
equips teams with lead generation, route planning, appointment setting, multichannel communication,
automation, territory management, customer mapping, and sales reporting features—all designed to
turn field data into prioritization intelligence.

With SPOTIO, you can:

> Cutonboarding time by capturing and sharing what top performers actually do in the field
>  Prioritize prospects using Al trained on your real conversion patterns, not generic models
> Set clear activity standards with real-time visibility into quality engagement

Every quarter of misalignment costs pipeline, client relationships, and talent. With only 19% achieving
sustainable success—despite 77% experiencing revenue growth—the opportunity is clear: execution,
not market conditions, determines sustainable performance.

The Elite Winners have shown what’s possible. The roadmap is clear. The question is: are you ready to
execute?

Schedule a SPOTIO demo today and discover how field intelligence transforms execution from a
challenge into a competitive advantage.
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APPENDIX e

SURVEY DEMOGRAPHICS

WHAT BEST DESCRIBES YOUR ROLE?

Survey Responses: Roles Distribution

C-Level Executive/CEO/Owner/Founder
Customer Success

Other (Specify)

Sales Enablement/Training

Sales Manager/Director

Sales Manager/Director

Sales Operations/Revenue Operations
Sales Representative/Individual Contributor

Senior Sales Leader/VP

0% 20% 40% 40% 60%

WHAT IS YOUR COMPANY’S APPROXIMATE ANNUAL REVENUE?

Company’s Approximate Annual Revenue Distribution

| ~
Under $1M

$1M - $5M

$5M - $10M
$25M - $50M
$10M - $25M
$50M — $100M
$100M - $500M

$500M+

(0] 5 10 15 20

Number of Companies

B Count



WHICH OF THE FOLLOWING BEST DESCRIBES
YOUR PRIMARY SALES MOTION?

Primary Sales Motion

Managing an
existing book...
14.3%
A mix of both
B 44.6%

Generating new
business

14.3%

What industry best describes your company

Alarm/Security

Business Services/Supplies
Distribution/Manufacturing
Food & Beverage/CPG
Home Improvement
Insurance/Finance/Payments
Marketing/Advertising
Medical Device

Other - B2B

Other - D2D
Pharmaceutical
Roofing/Storm Restoration
Solar

Telecom/Fiber
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WHAT IS YOUR COMPANY’S APPROXIMATE ANNUAL REVENUE?

Company’s Approximate Annual Revenue Distribution

\
Under $1M

$1M - $5M

$5M — $10M
$25M - $50M
$10M - $25M
$50M - $100M
$100M - $500M

$500M+

0 5 10 15 20

Number of Companies

B Count

WHAT IS YOUR AVERAGE DEAL SIZE?

Average size deal

Less than $5,000

$100,000-$200,000

$5,001-$25,000

$25,001-$50,000

$50,001-$100,000

More than $200,000

0 5 10 15 20 25

Number of Respondents



WHAT IS THE AVERAGE LENGTH OF THE
SALES CYCLE AT YOUR COMPANY?

Average Length of the Sale Cycle

1 to 3 weeks

1to 3 months

A week or less

4 to 6 months

7 months to 1 year

Don't know

More than a year

PLEASE DESCRIBE YOUR COMPANY’S REVENUE TRAJECTORY OVER THE
PAST YEAR.

Revenue Trajectory Over the Past Year

Significantly
increased

Somewhat
increased

Maintained

Decreased

0% 10% 20% 30% 40% 50%

% Responses
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