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Rethinking New Hire
Onboarding for a Hybrid Era
» S ALES ONBOARDING looks very different than it did just 24 months

ago. A high-performing sales engine is still critical for many businesses. But remote work, a tight labor market, high employee turnover, and increasing competition mean it’s vital for sales organizations to train new hires to be productive faster.
It’s a challenging time to be recruiting, interviewing, and onboarding.
The shift to remote work exposed the weaknesses of organizations
that relied on outdated processes to onboard new hires. For many,
building a hybrid onboarding program when they’d relied on an
in-person approach felt like a difficult task.
Allego, the sales enablement platform that ensures employees
have the right skills, knowledge, and content, wanted to understand where sales onboarding has been, where it is today, and
where it’s going next. Allego asked 330 B2B sales leaders about their
onboarding plans and practices.
We found that onboarding in general is a lengthy, costly, and
stressful process for sales leaders and new hires. Though onboarding
has shifted to reflect hybrid workplaces, it lags when it comes to
meeting new needs for customization and mobile access. While
remote work initially dealt a blow to organizations’ onboarding practices, many found that adapting to this change actually helped them
be more effective.

REPORT METHODOLOGY
Allego commissioned an independent research firm to
survey 300 B2B sales leaders about the state of sales
onboarding in 2022. The margin of error for this study is
+/-5.7% at the 95% confidence level. Respondents were
screened and sampled in partnership with Lucid, a global
survey panel provider.

The State of Sales Onboarding

Our findings offer an insider’s view into the current state of sales
onboarding and recommendations to help you improve your
company’s program.
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6 Findings for B2B Sales Leaders:
Onboarding for a Hybrid Era
Onboarding Needs Are More Complex Now
FINDING 1 » How companies train and prepare new hires for the hybrid workplace is a complicated process. Sales leaders report that sales positions are more complex, it is
difficult to customize onboarding for each new hire, and few are able to meet
the need for mobile onboarding.

67%
67% of sales leaders
say sales positions are
more complex than they
were one year ago

26%
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The top 3 sales
onboarding pain points
are keeping new hires
engaged, keeping
content current, and the
low quality of hires

84%
84% of sales leaders say
it’s crucial to integrate
and socialize new hires
with other team members within three weeks
of onboarding

68%

33%

68% of sales leaders
say their onboarding
doesn’t adjust for the
new hire’s previous
experience

Only 33% of sales
leaders say they’re
sure they offer a great
onboarding experience
on mobile devices
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Only 26% of onboarding
is customized to adjust
to a new hire’s strengths
and weaknesses

Top

2

FINDING 2 » More Sales Reps Leave Now Than Before,
But the Reps Who Stay are Happier
Overcoming the low quality of new hires is one of the top obstacles for
onboarding teams. Organizations struggle to find and retain high-quality
employees as reps leave at higher rates.

78%

52%

78% of sales leaders
say a goal of their
onboarding is to
identify hires that
may be a bad fit early

52% of sales leaders
say sales reps are
leaving at a higher
rate now compared to
before the pandemic

60%
Only 60% of sales
hires will stay with
the company at least
6 months

44%
44% of sales leaders
say sales reps report
a higher level of
job satisfaction
now compared to
2 years ago

FINDING 3 » Onboarding has Evolved in the Past 12 Months
Sales leaders reached for new tactics to recruit, interview, and train new hires.
Over the past twelve months, onboarding has incorporated more video and more
input from marketing departments. Overall, organizations report a shorter and
easier onboarding process.

60%

Top

3

60% of sales leaders
say remote work
has increased the
effectiveness of
onboarding

The top 3 reasons
remote work
has increased
onboarding
effectiveness are
that it is easier to
incorporate video,
conduct quizzes, and
communicate
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FINDING 4 » Onboarding Reflects a Shift to Hybrid Workplaces
Remote work dealt a blow to many organization’s onboarding practices. More than
two years since the start of the pandemic, onboarding practices vary, aligning with
how each organization is returning to the office.

51%
51% of companies
modified onboarding
because of their plans to
return to the office

11%
11% of companies expect
onboarding will be
remote-only in the next
12 months

10% of companies expect
work will be remote only
In the next 12 months

39% of sales leaders
say remote work has
rendered their
onboarding process
obsolete

38%
38% of companies
expect onboarding will
be in-person only in the
next 12 months

36%
36% of companies
expect work will be
in-person only In the
next 12 months

51%
51% of companies
expect onboarding will
be hybrid in the next
12 months

54%
54% of companies
expect work will be
hybrid In the next
12 months
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10%

39%
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FINDING 5 » Most Sales Reps Onboard in Groups Via
Live and Recorded Training
Practices have shifted as companies moved to hybrid workplaces. Many
organizations found that the use of video and asynchronous self-guided
training helped them be more effective.

51%
51% of onboarding is
conducted synchronously (live either in
person or via video
conference)

49%

79%

49% of onboarding
is conducted
asynchronously
(self-guided content,
videos)

79% of sales reps
onboard in cohorts

21%
21% of sales reps
onboard individually

FINDING 6 » Onboarding is Still a Costly, Lengthy, and Stressful Process

50%

38

Days
On average, the
typical onboarding
sales process takes
38 days

41%

50%

On average, only
41% of sales reps pass
their final onboarding
test on their first try

Nearly half of
sales leaders say
onboarding has been
so stressful on some
hires that they quit

The average cost
to onboard a new
sales employee

26%
26% of sales leaders
say onboarding has
been so stressful
on some hires that
they cried
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50% of companies
begin the onboarding
process before a new
hire’s first day on the job

9,589

$
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5 ONBOARDING
RECOMMENDATIONS

Make Content
Easy to Access

5 Onboarding
Recommendations
for Sales Leaders

Personalize
Onboarding

»W
 HETHER YOU’RE HIRING REPS or SHIFTING EXISTING ONES

into new roles, reducing the time it takes to get new hires ramped
and productive is crucial.

Well-designed onboarding programs speed time-to-productivity for
new reps, improve results, and lower travel expenses by empowering
teams to train and learn remotely.
Here are five recommendations to help you deliver the best experience for your new hires, help make them successful throughout their
sales careers, and drive better results for your organization.

Reinforce
Learning

Incorporate
Informal Learning
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Traditional sales onboarding methods rarely produce business
results or move the needle on key metrics. Upgrading to a modern
approach offers an exciting opportunity for today’s sales enablement and training professionals to transform onboarding into an
organizational capability that drives growth.

Deliver Content
in Bites
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RECOMMENDATION 1 » Make Content Easy to Access
	The objective for any sales onboarding program is to get new reps productive as
fast as possible. Your onboarding content needs to cover critical topics in a way
that’s easy to access.
• Determine which skills matter most for your sales reps and build sales
onboarding and training content based on those.
• Tap into top producers and leverage known best practices to scale content.
• Make sure reps can access content on any device.

RECOMMENDATION 2 » Personalize Onboarding
	Today’s sales enablement platforms can assess each learner’s strengths and weaknesses and deliver “just for me” learning. One way to personalize skill development is through competency assessments.
• Develop training tailored for each rep’s abilities based on surveys that
gauge knowledge.
• Use role plays, simulations, and field observation to determine skills.
• Build dynamic learning paths that can deliver personalized content for each
individual’s needs automatically.

	RECOMMENDATION 3 » Deliver Onboarding Content
in Bites
	Delivering learning over time and breaking it up into small chunks wherever
possible reduces cognitive load and can ease the perceived burden of learning.
Studies show that this gives people a sense of empowerment when it comes to
learning and produces better training outcomes.
• Design sales onboarding to support learning milestones.
• Take every opportunity to break up learning content and space the delivery
over time.
The State of Sales Onboarding
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RECOMMENDATION 4 » Reinforce Learning
	Research shows that people forget 80% of what they learn within a month of
training. Modern onboarding technology uses machine learning to push automated, daily reinforcement exercises to each rep’s mobile device using spaced
repetition for maximal retention.
• Ensure reps “use it” so they don’t “lose it.”
• Reinforce learning with ongoing skills coaching, exercises, periodic assessments, practice, and role play scenarios with feedback loops.

RECOMMENDATION 5 » Incorporate Informal Learning

• Encourage peers and seasoned reps to record strategies, updates, and
competitive intelligence on video.
• Gather these insights and provide easy access to new hires as they need them.

The State of Sales Onboarding

	Many organizations devote most of their onboarding to structured, formal
learning despite the fact that the majority of learning happens informally.
Learning is more effective when it’s self-directed: the rep finds information
when it’s needed and uses it immediately—especially hard-won best practices
from peers.
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Allego Solutions for Today’s
Hybrid Sales Teams
Allego’s AI-powered solutions are built for the way today’s sellers and buyers
work. Empower hybrid teams with the skills, knowledge, and content they need
to drive results anywhere, anytime.

Equip Sellers
with Content

Foster engagement,
behavior change,
and retention with
virtual programs
that shorten ramp
time and produce
business value.

Connect Sellers
& Buyers

Engage buyers
virtually at every
stage of the sales
process with interactive, personalized
experiences and
content.

Enable
Company-Wide
Learning
Drive proficiency
and productivity
with the skills,
knowledge, and
content needed
to win.
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Create, manage,
and activate sales
content with context
for greater effectiveness through
marketing and sales
collaboration.

Train and
Coach Sellers

9

www.allego.com | 781.400.5671 | salesinquiry@allego.com

Learn About Us

Learn more about sales enablement that wins
sellers and buyers at allego.com.

Request a Demo

To learn how Allego can help take your
sales enablement efforts into a new era of
success, request a demo today.

About Allego
Allego is the future of sales enablement. Our sales enablement, learning, content management, and conversation intelligence products accelerate performance for sales and other teams. Allego is AI-driven and seller-centric, with the power,
agility, insight, and ease you need to drive results in a hybrid world—all in a single app. More than 650,000 professionals
use Allego to equip sellers with intelligent training, coaching, and content that engages and converts buyers.
Learn more about sales enablement that wins sellers and buyers at allego.com.
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