
Which Sales Force Sizing 
Method Is Right for You?

In a time of market disruption, CSOs must redeploy their resources 
to match changed demand. CSOs should ensure their direct 
reports adopt suitable methods to rightsize the sales force.
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Rep Method
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Method

Approach
Total sales workload is 
divided by average selling 
time per seller.

Approach
Total sales workload per sales 
pipeline stage is divided 
by average selling time per 
seller and aggregated across 
sales stages.

Approach
Sales cost is adjusted to 
achieve favorable trade-
off between estimated 
revenue and selling costs. 
Seller count corresponds 
to decided sales cost.

Approach
Sales cost is adjusted to 
achieve favorable trade-
off between estimated 
revenue and selling costs. 
Seller count corresponds 
to decided sales cost.

Approach
Revenue target is divided 
by average sales per seller.

Improvements
•	Account tiering
•	Workload distribution 

(Monte Carlo Simulation)

Improvements
•	Multiyear model
•	Progression probability-

based account tiering

Improvements
•	Inclusion of carry-over 

sales
•	Inclusion of nonselling 

costs

Improvements
•	Seller segmentation  

by role
•	Account segmentation 

and tiering

Improvements
•	Seller segmentation by role
•	Account segmentation and 

tiering

Standardized sales process 
with repeatable well-

defined activities

Deals have distinct sales 
stages with distinct selling 

activities per stage

Selling activities vary  
widely between deals

a) How would you describe your sales process complexity?
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Is sales force sizing 
done manually, using 

thumb rules and without 
dedicated personnel?

Is sales force sizing done 
manually with limited 
data by analysts with 
intermediate skills?

Is sales force sizing done 
using packaged software 

solutions, a mix of internal and 
external data sources, and 
experienced data analysts?

b) How would you describe your operational capability for sales force sizing?
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Review: Gartner’s Sales Force Sizing Method Selection Framework

Take Action: Use Gartner’s Decision Framework Below to Identify 
the Sales Force Sizing Methods Suitable for Your Organization, 
by Answering the Following Questions
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