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03 EXECUTIVE SUMMARY

The problem is not a lack of interviews
Sales hiring has an evidence problem.

Salespeople are ultimately hired to perform in conversations with buyers. Yet 
companies still make important sales hiring decisions using evidence that sits one 
step removed from the work itself.



CVs show what someone has done. Interviews show how well they can explain it. 
References provide another perspective. None fully shows how someone actually 
sells.



There is a second question that matters almost as much: when shown something 
specific to improve, can they apply the feedback? Most hiring processes ask 
candidates whether they are coachable. It is now possible to observe it.

POTENTIAL SALES SHORTFALL

$375,000
Illustrative shortfall versus prorated 

quota

MANUAL PRACTICAL ASSESSMENT

200 hours
100 candidates, 1 hour, 2 employees

Human time avoided versus 
full manual assessment

155 hours
Illustrative AI assessment model

The opportunity is to assess more candidates doing more of the actual work, use 
less employee time to generate that evidence, observe capability and coachability 
before the offer, and carry what was learned into development after the hire.

More direct evidence. Less human effort to generate it.
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04 THE SALES HIRING EVIDENCE GAP

Assess more of the work itself
Sales hiring relies heavily on proxies for future performance.

What companies commonly assess What the role ultimately requires

CV history, recruiter interviews, manager interviews, 
competency interviews, presentations, references.


Discovery, listening, commercial judgement, 
qualification, objection handling, adaptability and 

the ability to progress a buyer conversation.

Some companies add practical sales exercises later in the process, but typically only for a smaller group of finalists 
because they require significant employee time to run manually.

The problem is not that existing methods are wrong. Each can provide useful 
information. The problem is that a candidate can perform well throughout the 

process without ever having to demonstrate how they actually sell.



An excellent interviewer is not necessarily an excellent salesperson. The reverse can 
also be true. A candidate whose background appears less impressive on paper may 
demonstrate stronger commercial capability when placed in a realistic buyer 
conversation.

Why should companies wait until after someone is hired to 

see meaningful evidence of how they sell?

THE EVIDENCE STACK

What the candidate says they 
can do

What their experience suggests 
they can do

What they actually demonstrate 
when asked to sell
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05 THE COMMERCIAL COST

The downside extends far beyond recruitment
A poor sales hire is not simply a recruitment cost. It is a commercial risk.

01)  Lost sales capacity

A salesperson occupies a territory, receives leads, works opportunities and carries a revenue target. If 
performance remains materially below the required level, part of that sales capacity is never realized.

02)  Compensation during underperformance

Substantial employment cost can be committed while the organization is still discovering whether the person 
can perform at the required level.

03)  Management capacity

Underperforming hires can require disproportionate call review, coaching, deal support and repeated 
intervention. That capacity has an opportunity cost.

04)  Starting again

If the hire ultimately fails, the organization sources, interviews, assesses and ramps a replacement while the

commercial position remains exposed.

How much evidence should you gather before putting salary, 
management capacity, leads and pipeline behind someone?

For a Sales Leader, the question is not simply whether the candidate interviews well. 
It is how much evidence should be gathered before putting salary, management 
capacity, leads and pipeline behind that person.
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06 ECONOMIC EXPOSURE

A practical model for estimating exposure
The objective is not to create artificial precision. It is to show the scale of commercial 
capacity attached to one sales hiring decision.

Illustrative assumption

Annual sales quota

Time before the organization concludes the hire is not working

Quota for those nine months

Actual attainment

Sales generated

Potential sales shortfall versus quota

Illustrative annual employment cost

Employment cost over nine months

Figure

$1,000,000

9 months

$750,000

50%

$375,000

$375,000

$100,000

$75,000

PRORATED QUOTA

$750,000
Nine months of a $1m annual quota

SALES GENERATED

$375,000
Illustrative 50% attainment

POTENTIAL SHORTFALL

$375,000
Versus prorated quota

This does not mean the hiring decision caused every dollar of the shortfall. 

Territory, product, market conditions, lead quality and other factors also influence 
sales performance.



The model shows why the quality of evidence before the hire matters. A single sales 
hiring decision can carry substantial commercial capacity.
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07 THE CAPACITY PROBLEM

Assess 100 candidates. Do not schedule 100

role plays.
Practical assessment is valuable. The problem is that it does not scale manually.

Suppose 100 candidates are being considered for a sales role.

100 candidates × 1 hour × 2 
employees = 200 employee hours

That is equivalent to 25 eight hour working days for one hiring process.



For most organizations, that is unrealistic. So practical assessment tends to 

happen later in the funnel. CVs and interviews reduce the candidate pool first. 

Only a smaller number of candidates get the opportunity to demonstrate how 

they actually sell.

Most companies do not do this today precisely because the time requirement 
would be prohibitive. Instead, CVs and interviews are used to narrow the pool 
before practical assessment begins.

THE HIDDEN TRADE OFF
The company uses weaker evidence to decide who gets access to its strongest evidence.

This means the practical assessment problem is not only about saving time. It is 
about assessment coverage. The organization cannot realistically give every 
credible candidate a meaningful live role play with senior employees.
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08 AI CHANGES THE ECONOMICS

More evidence without hundreds of live meetings
AI changes the economics of practical assessment.

Step Human time Illustrative total

100 candidates complete the AI sales

assessment

No live employee required during the

simulation

0 hours during simulation

Review structured evidence for all 100

candidates

15 minutes per candidate 25 hours

10 finalists complete a live role play 1 hour with 2 employees 20 hours

Total human assessment time 45 hours

MANUAL EQUIVALENT

200 hours
If all 100 received live role plays

AI ENABLED MODEL

45 hours
Review plus 10 finalist role plays

155 hours
fewer employee hours than 

equivalent full manual assessment

That is nearly 20 eight hour working days of employee capacity in one illustrative 
hiring process.



The more important point is structural. The organization can gather practical selling 
evidence across a much wider candidate pool while reserving human time for the 
candidates most likely to be hired.

Greater assessment coverage. Lower human effort per 
candidate assessed.
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09 CAPABILITY AND COACHABILITY

Assess capability. Then observe coachability.
The assessment should begin with the work. The role defines what good looks like.

An SDR, an account executive and an enterprise seller require different behaviors 
and different performance standards. A useful assessment therefore begins with 

the role, the buyer, the required behaviors and the performance bar.

CAPABILITY

How effectively can this person sell 
today? Evidence can include discovery, 
active listening, commercial awareness, 
qualification, objection handling, 
communication, adaptability, commercial 
momentum and securing an appropriate 
next step.

COACHABILITY

When shown something specific to 
improve, can this person apply the 
feedback? One meaningful moment is 
identified, one focused piece of coaching 
is provided, and the candidate retries 
that moment.

Most hiring processes ask whether someone is coachable. 

A practical assessment can observe it.

Capability shows where someone is today. Coachability gives evidence of how they 
respond when asked to improve.
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10 THE ASSESSMENT

What the assessment actually does
The process should be simple for the candidate. The difficulty should come from 
selling, not from figuring out the technology.

01 BRIEF

The candidate understands who they represent, who they are speaking with, the objective of the 
conversation and enough context to begin selling.

02 SALES CONVERSATION

The candidate speaks with an AI buyer that can withhold information, challenge assumptions, raise 
objections and respond to how effectively the candidate sells.

03 EVIDENCE

Relevant behaviors are assessed against the agreed role standard. Material conclusions are linked back 
to evidence from the interaction.

04 COACHING AND RETRY

One important moment is selected. The candidate receives one focused coaching intervention and 
retries it.

05 OUTPUTS

The hiring team receives structured evidence to inform subsequent interviews and the final human 
decision. The candidate also receives useful feedback from the assessment.

DESIGN PRINCIPLE
Consistent starting conditions make candidates comparable. A dynamic buyer still 
requires them to sell rather than navigate a fixed questionnaire.
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11 BETTER EVIDENCE

Better evidence should produce better decisions
The objective is not another unexplained AI score.

Hiring is too important for a black box number. The hiring team should be able to 
interrogate why a conclusion was reached.

Every material score should carry a receipt

The behavior being assessed, the performance expectation, what the candidate 
said, how the buyer responded, where the moment occurred and what changed 
after coaching.

The output should separate certainty from uncertainty

What we observed, what remains uncertain and what the

interviewer should investigate next.

This makes subsequent interviews more useful. Candidate A may demonstrate 
strong discovery but weak commercial impact. Candidate B may qualify effectively 
but lose authority under pressure. There is little value in giving both candidates the 
same generic final interview.

Simulation

Evidence

Targeted Interview

Human Decision

The assessment has done its job when the interviewer asks a better question because of it.
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12 LIMITS

Be precise about what one simulation can prove
Credibility requires limits.

A simulation can provide useful evidence on

Discovery

Commercial awareness

Active listening

Qualification

Objection handling

Communication

Resilience and adaptability

Securing a next step

Evidence may need to come from elsewhere

Long term work ethic

Collaboration

Time management

Internal stakeholder management

Sustained quota performance

Broader technical capability

If sufficient evidence does not exist, the assessment should say:

 Not enough evidence.

Better assessment does not eliminate uncertainty. It makes the remaining 
uncertainty more visible and the next question more precise.
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13 HUMAN GOVERNANCE

Better automation should strengthen human

judgement
Sales Leadership and Talent are solving different parts of the same problem.

Sales wants stronger evidence about selling capability and less senior employee time 
consumed by repeated assessment meetings. Talent needs a process that can 
generate useful evidence consistently and responsibly.

JOB RELEVANCE

Assess behaviors that genuinely matter in the role.

CANDIDATE TRANSPARENCY

Make clear that AI is being used and how the assessment contributes to the hiring process.

BETTER USE OF HUMAN TIME

Reduce live assessment meetings before the strongest candidates have been identified.

CONSISTENCY

Give candidates comparable starting conditions and assess them against an agreed standard.

TRACEABILITY

Enable humans to inspect the evidence underpinning material conclusions.

HUMAN GOVERNANCE

Do not automatically advance or reject candidates based solely on an AI assessment.

AI supports the assessment. A human makes the decision.
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14 AFTER THE OFFER

The assessment should not end at the offer
Most hiring assessments disappear once the candidate signs the contract. That 
wastes useful information.

The behaviors that mattered one day before the offer generally still matter one day 
after it.

DAY 0 HIRED DAY 1 DEVELOP

The organization already has evidence 

of demonstrated strengths, development 
priorities, response to coaching and

areas requiring further observation.

Those insights can become the new 
hire's first practice and coaching 
priorities instead of beginning 
development from zero.

Assess

Hire

Onboard

Coach

Measure

Over time, the organization can test whether what it observed before the hire 
corresponds with what happens after the person joins. Which initial gaps disappear? 
Which persist? Which behaviors prove important in real customer conversations?

IMPORTANT LIMITATION
This evidence takes time to accumulate. It should not be presented as predictive proof 
before sufficient longitudinal data exists.
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15 PRACTICAL STARTING POINT

Start with one sales role you are currently hiring for
This does not require redesigning the entire hiring process.

Use the job description, competency expectations, seniority, buyer context, common 
objections and realistic commercial situations to create the assessment.

Then evaluate:



• Does the assessment differentiate candidates meaningfully?

• Does observing coachability add useful information?

• Does it improve the questions asked in subsequent interviews?

• Do Sales Leaders and Talent teams trust the evidence?

• How many candidates can now receive practical assessment?

• How many live employee role plays can be avoided?

• How many employee hours are saved?

• Do candidates find the experience clear and useful?

• Does the successful candidate arrive with clearer development priorities?

Salespeople are hired to sell. The hiring process should 
contain meaningful evidence of how they actually sell.

Pitstop turns a company's sales role and expectations into realistic AI buyer 
conversations that generate structured evidence of sales capability and coachability.

START WITH ONE ROLE
Give Pitstop one live sales role. We can show how the role translates into the assessment 
standard, the AI buyer, the candidate experience, the evidence, the coaching retry and the 
hiring team output before you decide whether to use it with candidates.

Know how someone sells before you decide who to hire.
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16 METHODOLOGY

Methodology and assumptions
The economic examples in this paper are illustrative models designed to make 

the commercial trade offs transparent. They are not forecasts, customer results or 
guaranteed savings.

ILLUSTRATIVE SALES HIRE MODEL

• Annual quota: $1,000,000

• Time in role before the organization concludes the hire is not working: 9 months

• Prorated quota: $750,000

• Illustrative attainment: 50%

• Illustrative sales generated: $375,000

• Potential sales shortfall versus prorated quota: $375,000

• Illustrative annual employment cost: $100,000

• Employment cost over nine months: $75,000

ILLUSTRATIVE CANDIDATE ASSESSMENT MODEL

• Candidate pool: 100

• Equivalent manual role play: 60 minutes per candidate with 2 employees

• Equivalent manual employee time: 200 hours

• Structured evidence review: 15 minutes per candidate, 25 hours total

• Finalists receiving live role play: 10

• Finalist live role play employee time: 20 hours

• Illustrative AI enabled human assessment time: 45 hours

• 77.5% less human time than assessing all 100 candidates through equivalent live role plays.

LIMITATIONS

Sales performance is influenced by territory, market conditions, product, lead quality, 
management, experience and other factors. The paper does not claim that a hiring decision 
causes every dollar of quota shortfall. Actual time savings depend on the company's hiring 
workflow and how the assessment is inserted into the process.
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