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Introduction

Without enough high-quality leads, your sales pipeline 
dries up fast. And that’s problematic for small and 
medium-sized businesses (SMBs). Sales and marketing 
leaders know better than anyone that you don’t 
generate revenue without closing deals.

Without a sales development team, you can find yourself 
struggling when it comes to pipeline generation. You can 
use lead-sourcing technology and sales automation, but 
you still need people to power those tools.

We’ve drawn on 5 years of experience in the outbound 
prospecting and sales development world to pull 
together the knowledge, facts and figures that reveal
the true costs of a sales development program. We’ll 
take a look at everything you need to know to make
a decision on whether or not building an internal sales 
development program is the right decision for your 
business as well as compare it to the costs and benefits 
of using an outsourced partner.

Before we jump in, though, Kevin Warner, Co-Founder 
and CEO of Leadium, clarifies what a sales development 
program entails.

When you want to improve
(or even just start) your sales 
development program, you’re faced 
with a pivotal strategic decision:
do you hire an in-house sales 
development team or work with
an outbound sales partner?

and there are many 
factors to weigh.

ASK YOURSELF

It’s a big decision,

https://www.linkedin.com/in/kevinawarner/
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The Rise of Revenue Through Outbound Sales

Two foundational acquisition 
channels exist, inbound and 
outbound. While it’s important to 
implement strategies for both, 
the benefits of outbound sales 
are realized far quicker for small 
and medium-sized businesses.

Namely, there are three reasons 
that specifically highlight why 
you should start an outbound 
sales development program:

You have the unique ability to choose your customer. Inbound lead 
generation is reactive in nature to the constant marketing and content 
initiatives you undertake, whereas, outbound sales development is 
proactive. Enabling you to engage customer segments, on your 
timeline, who may not yet be familiar with your brand, products, 
and/or services.

As a business, your number one 
focus is consistently sales. 
Customer acquisition drives 
revenue and revenue becomes 
your means of growth. Thus, you 
are constantly evaluating how 
you will get your
next customer.

1. Targeted

Kevin Warner
Leadium Inc.
Co-founder & CEO

After developing an outbound sales strategy, sourcing contact data, 
crafting messaging, and consistently engaging prospects, you will 
uncover predictable conversion metrics. With these metrics you’ll be 
able to project accurate revenue numbers.  At this point, by increasing 
the number of prospects you put into the top of the outbound funnel 
you will exponentially increase your rate of revenue. A simple formula 
can be followed: prospects engaged x response rate x conversions 
held x close rate x deal size = revenue. 

2. Predictable

By combining Sales Development Reps (SDRs) with technology and 
data you will be able to automate and multiply your leads. Together 
these factors will increase work capacity of your sales reps, enabling 
1 to do the work of 3. 

So, while we now understand the revenue benefits that outbound 
sales can provide your business, it’s not quite clear how to create 
and execute a program. Truth is, it isn’t easy. 

3. Scalable

3x

https://www.linkedin.com/in/kevinawarner/
https://www.linkedin.com/in/kevinawarner/
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Several Components Go Into an
Outbound Sales Program

the components required for 
successful outbound sales (listed 
above)? Especially considering that 
outbound prospecting will not work 
consistently unless you have reps 
who are dedicated (at least 90%)
to prospecting.

Now we’ll break down each 
component of building an outbound 
sales team and program and its 
associated cost to empower you with 
a decision of managing it internally
or with an experienced outsourced 
partner.

Your Level of Outsourced 
Commitment is Up to You

You don’t have to decide to hire
an entire outbound sales team or 
outsource the whole operation. In
our experience, approximately 35% of 
companies use a combination of both 
in-house and outsourced teams.

This gives sales teams the 
advantages of both options
(which we’ll discuss shortly).

It might seem like managing an 
in-house team while coordinating with 
an outbound sales agency would be 
an administrative hassle. But once 
you’re up and running, having a 
partially outsourced sales 
development team can save you
a lot of time and money.

So when you’re reading the 
advantages and disadvantages of 
each, keep in mind that you don’t 
need to fully commit to one. Every 
company can find the best balance
for their resources and goals.

¹ Realistic Expectations When Launching an Outbound Prospecting Team, OpenView Labs (2018).

They are:

Ideal Customer Profiling
Go-To-Market Messaging
Addressable Market Data Research
Contact Data Compiling
Outbound Strategy Development
Sales Development Team Hiring
Conversion Metrics & Analysis

This is where the true benefits of engaging 
an outsourced sales agency can be realized. 
Leveraging an industry-experienced 
outsourced sales team combined with 
strategy and technology enables you to 
quickly launch a targeted campaign, 
by-passing the typical 4-6 months it takes
to generate quality sales opportunities 
consistently if done in-house.¹

The question is: do you have the resources 
to hire, train, and manage an internal sales
development team to deliver on all of 

35% of companies use
a combination
of both in-house
and outsourced 
sales development 
teams

https://labs.openviewpartners.com/launching-outbound-prospecting-team-realistic-expectations/#.XIaB6ShKhPY
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Weighing Salary and Other Personnel
Costs of an In-House vs. Outsourced Sales
Development Team

² Sales Development Representative Salaries, Glassdoor (2019).

Personnel cost is a major factor in choosing between building your own in-house team 
and using an outsourced sales agency. And the di�erence can be significant.

Let’s use the Sales Development Rep (SDR) role as an example. Many would argue 
that a SDR is one of of the most integral hires attributed to the success of any B2B 
company. They reach decision makers long before inbound marketing campaigns, 
their contribution to the bottom line is visible and trackable, they’re usually young, 
hardworking, and eager to hit goals, and, if trained correctly, they’re trusted to be
the face and first-contact of your company. 

Glassdoor says that a typical SDR gets paid around $74,000 with salary and bonuses.² 
But companies pay a lot more than that. Here are some of the other expenses you’ll 
incur with each SDR hire.

With all of the attendant costs, a SDR can easily end up costing your company double 
their salary. That means the average SDR could come with a price tag of up to $150,000 
per year.

Now, that’s just one SDR. Who will manage them? Do you need more than one?

There are advantages to paying this price for an in-house SDR. They get the chance
to develop long-term knowledge and expertise about your company, for example.
We’ll talk about some other advantages in the following sections.

Employer taxes
Benefit costs
Software licenses
Human resources
expenditures
Training costs
Administration and
management

+

Sales Development 
Representative (SDR)

POSITION:

Average salary = $74K

True Cost = $150K

https://www.glassdoor.com/Salaries/sales-development-representative-salary-SRCH_KO0,32.htm


But there’s no question that outsourced SDRs are more cost-e�cient. There are two factors at play here.

Outbound sales agencies spread the costs of training, onboarding, and software across many clients. Because of that, 
companies get reps that are highly trained, fully ramped up, and ready to start booking appointments and closing deals.

Providers also have access to top software that you don’t have to pay for. Sales automation software, lead databases (which 
can cost anywhere from $10K to $30K per month), and analytics packages are expensive. When you outsource, you don’t 
have to worry about paying expensive subscriptions or add-on costs for new hires.

But you get to take advantage of the power they provide.

The second factor is that you get a lot more than sales development from outsourced sales agency. You get an entire 
outsourced sales development team (not just a single SDR hire) that handles strategy and implementation, as well.

An in-house rep specializes in making calls and sending emails, and might occasionally handle some lead generation and 
strategy. But you get so much more from an outsourced team. We’ll talk about all the services you get in the following 
sections.

What does it cost to get all of this from an outbound sales outsourcer? At Leadium, it costs the equivalent of $45,000 per 
YEAR for the entire outsourced team. That’s a third of the cost of doing it in house. And you get a lot more for each dollar
you spend.

And don’t forget that a sales team includes more than SDRs. Sales specialists, researchers, account executives, and sales 
managers contribute to the e�ectiveness of your team, too.

First, there’s an economy of scale.

7



Software is a big part of sales development. Your reps will need a powerful CRM, as well as other tools like LinkedIn Sales 
Navigator, an outreach tool, an email validation tool, business email accounts, and more.

Those costs add up fast. Because every company uses a unique suite of tools, there’s no way to predict exactly how much 
you could save. But here are some of the annual fees you might pay for sales software:

You might use three of these tools, as well as
G Suite, ZeroBounce, cloud storage, and more.

That adds up fast. Especially when you start scaling 
beyond a very small team. And it doesn’t include the 
costs of implementation or training, which may be 
necessary for complicated systems (there are 
organizations that o�er SalesForce training for
$150 per employee).

Combining those software costs with the high 
turnover of an in-house sales development team 
drives the cost up even further. The average 
American company has a turnover rate of 
22%³—while the average in-house sales 
development team sees turnover of 39%.⁴

All of these types of software are included in your outsourcing fee 
with an agency. You get industry-leading technology and the 
expertise to put it to use without paying thousands of dollars extra.

There are other software-related perks, too. For example, 
outsourced sales providers have team members who are highly 
trained in reporting and metrics. They draw information from the 
CRM and sales software used by SDRs to optimize your outbound 
sales process. That results in significant boosts in e�ciency.

If you want this same capability in house, you have two options: 
hire a full-time analytics specialist or spend time training your 
in-house SDRs to do it themselves. But both options are going
to be very costly—you can expect to pay an analytics specialist 
around $77,000 per year (along with another $8,000 in bonuses 
and profit-sharing).⁵

SOFTWARE
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Assessing the Cost & Functionality of Software

³North American Employee Turnover: Trends and E�ects, Mercer (2018).
⁴Sales Development 2018: Metrics and Compensation Research Report, The Bridge Group (2018).

⁵Analytics Specialist Salaries, Glassdoor (2019).

$4,800–$14,400 
(for 5 or 10 users)

$1,440–$3,588 
(for 1,500–10K contacts)

$300–$1,404 
per user

$300–$3,600 
per user

$1,188 
per user

$1,200 
per user

https://www.imercer.com/content/article/employee-turnover.aspx
https://blog.bridgegroupinc.com/hubfs/resources/SDRMetricsReport_TheBridgeGroup.pdf
https://www.glassdoor.com/Salaries/analytics-specialist-salary-SRCH_KO0,20.htm
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Understanding the Cost of Data
The most talented sales teams and the best technology still need input to generate sales. And that input comes in the form
of data. If an SDR makes 50 calls in a day, they’re going to need a lot of prospects to build up momentum.

When you have multiple SDRs on your team, you need a robust solution for
filling your pipeline with prospects.

When the two options are combined, SDRs become more e�cient.
They can run defined sales campaigns and not get bogged down in researching their prospects.

But is it realistic for small-to-midsize companies to have a dedicated research team for finding leads to pass to SDRs?
In many cases it’s not. Even having a single full-time researcher can cost $50,000.⁶ Unless you’re willing to spend an
extra $100,000 on lead research, you’re better o� outsourcing this function.

And if you decide to have your SDRs do their own lead research, you’re asking them to spend a lot of time away from selling. 
And they’ll need subscriptions to lead databases and validation services, which can also be quite costly (depending on how 
many contacts you download, you could be looking at up to $30,000 per user, per year). There are advantages to this 
approach; just-in-time research means contacts will be very fresh, and SDRs will have few leads that have left their 
companies. But it takes a lot of time.

Outsourced sales agencies have their own research teams on sta�. They use databases, real-time research, validation 
software, and other human-led resources to make sure that sales teams are getting the best leads possible.

And that improves your most important sales development metric: the number of prospects moving through your pipeline.

SDRs find all of their own leads.
Dedicated research team finds all leads for SDRs.
Combining the two approaches.

Sales Hacker outlines three potential solutions:

⁶Market and Sales Research Specialist Salaries, Glassdoor (2019).

https://www.glassdoor.com/Salaries/market-and-sales-research-specialist-salary-SRCH_KO0,36.htm
https://www.saleshacker.com/sdrs-generating-leads-prospecting/
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The Hidden Costs of Hiring, Ramping,
and Managing

Hiring is a resource-intensive process. You need to create job posts, interview candidates, and negotiate salaries with a 
constant stream of sales team members. The hiring process takes a lot of time and money, especially if you’re investing in a 
rep that doesn’t have much experience (which is common; almost 75% of high-growth companies hire sales reps with a year 
of experience or less⁷).

Outsourced reps are already prepared to ramp up as quickly as possible - at Leadium, it takes less than a month before 
the SDRs are launching campaigns. And the hiring is taken care of for you.

That’s a full-time position. And Insight Squared recommends having no more than eight reps per sales manager.
So even a mid-sized sales team needs several managers.

When you outsource, that’s all taken care of. The outsourcing organization has managers in place to make sure that reps
are doing their best day in and day out.

The same goes with management. Managing a sales team is time-intensive and covers a wide range of tasks:

Coaching sales reps
Helping with customer issues

Once you’ve gone through that process, it takes an average sales rep three months 
to ramp up to full quota. Which doesn’t sound so bad until you find out that the average
SDR tenure is only 14.2 months.⁸

So you’re putting in all that work for 11 months of full-quota sales. And then you need to start 
again with a new hire. You also take a risk on each new hire. Not every sales rep is going to fit 
in well with your company culture. And a bad fit can mean an even shorter tenure.

⁷Sales Development Onboarding Framework, Topo (2015).
⁸Sales Development Onboarding Framework, TOPO Blog (2017).

The average

is 14.2 months
SDR tenure

Assisting on sales
Pipeline analysis

Enforcing sales accountability
Assessing training needs

Administration

https://blog.topohq.com/sales-development-onboarding-framework/
https://blog.topohq.com/sales-development-onboarding-framework/
https://www.insightsquared.com/2014/01/how-many-people-can-a-sales-manager-manage/


11⁹A preliminary glimpse at the Sales Manager Activity Survey results, EcSell Institute (2014).

A Note About Internal and External Sales
Development Leadership

If you combine your in-house team with an outsourced one, you get the benefits of more sales reps without adding to your 
managerial duties. Which means your managers can spend time doing things that make a real di�erence—like spending 
more time coaching.⁹

Great leaders make great teams. And the best sales development 
leadership comes from people who have outbound sales experience. 
They understand the problems and solutions involved in lead 
generation and prospecting.

Unfortunately, many in-house outbound sales leaders don’t have 
extensive outbound experience. And that can be a problem.

Outsourced sales leaders have worked with many companies
to maximize outbound sales. And that experience means they 
understand not just how to manage people, but how to manage
an entire sales process.

Sales managers at Leadium have extensive cross-industry experience 
in sales development. That experience allows them to provide 
consultative services for clients. They develop insight into your 
product, market, and value proposition. They get to know your 
customers and their pain points.

Using this knowledge, they develop robust strategies that maximize 
outbound sales performance.

This is another great example of where blending in-house and 
outsourced teams is an e�cient use of your sales budget.

Watch this video
to learn more about 
Leadium’s sales
development process.

https://www.ecsellinstitute.com/sales-coaching-blog/a-preliminary-glimpse-at-the-sales-manager-activity-survey-results
https://www.ecsellinstitute.com/sales-coaching-blog/a-preliminary-glimpse-at-the-sales-manager-activity-survey-results
https://vimeo.com/285993804


THE VALUEThe Value of Sales Expertise
E�ective sales reps need to have three kinds of 
expertise: product knowledge, selling, and technological 
expertise. 

And no one is going to have a deeper understanding of 
those things than your in-house sales team. Outsourced 
reps know your products and your company very well. 
But there’s nothing like spending all of your time inside a 
company.

In-house reps develop strong connections and 
communication practices, too. And that helps them do 
their job, especially now that individual sales reps rely 
more heavily on their teams to get the job done.

Unfortunately, as we saw above, the average sales rep 
tenure is very short. They only spend 11 months, on 
average, at full ramped-up capacity. That’s one of
the shortest tenures of any role in business. Which 
means that experts don’t stick around very long.
So even though you develop a strong team, you also 
deal with a lot of turnover.

Outsourced reps give you sales experience from 
real-world selling and trainings with industry thought 
leaders. They’re the best in the business.

Finally, there’s technological expertise.

You can pay for powerful tools and train your reps on 
them. And that expertise will be very valuable in your 
sales process. But because reps will only be around for 
11 months, you’re going to spend a lot of time training.

Outsourced reps, on the other hand, are already 
experts in these tools and help you get the best value 
out of them (even without actually paying for the 
software). Depending on the company you outsource 
to, you can also gain other specific types of 
technological expertise. For example, at Leadium,
we have a strong focus on email deliverability.

Now let’s talk about the second type of expertise: 
selling expertise.

This is where outsourced sales agencies shine. Over 
years of selling, outsourced sales agency teams learn 
sales best practices inside and out. That’s a big deal. 
Bringing on top sales talent in house is very expensive. 
And companies can be ruthless in poaching great 
salespeople.

First, they need to have a deep understanding of 
your product, value proposition, and di�erentiating 
factors.

12
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Here are some of the things we do to 
make sure your sales emails get 
delivered:

Run weekly deliverability tests
Establish correct DNS settings
Create secondary backup domains and warm 
them up over time
Throttle email deliveries
Limit deliveries from individual addresses
Validate emails twice with two sets of validation 
software before sending
Monitor hard and soft bounces in real time

Would an in-house sales rep be able to do all of that?

There’s just no way that an in-house rep could split their 
time between these technological tasks and hitting their 
sales quota. You could  bring on another full-time 
employee to work on deliverability. But again, very 
expensive.

The balance of these types of expertise is one reason 
that many companies choose to use both in-house and 
outsourced sales teams.

Paying a lot of money for an in-house sales team is a 
priority for some companies that want to maximize 
product expertise. But scaling up that team can be 
financially prohibitive.

No.

Listen to
The Outbound Sale
Podcast:

Ep.6 “How To Decide 
Whether You Need to Out-
source or Hire an In-house 
Sales Development Team”

https://www.leadium.io/podcast/inhouse-vs-outsourced


SCALINGThe Exponential Costs of Scaling
Quickly and Easily

Remember how expensive it is to bring on a single SDR? Imagine scaling up your 
team by a factor of two or three.

That’s the position many high-growth companies find themselves in. If you have 
great product-market fit, you might be limited by the number of reps you can a�ord.

And don’t forget that scaling up your sales team requires scaling up other 
departments, too.¹⁰ You’ll need more customer service, administrative, and support 
sta�—unless you want your sales reps to handle those tasks. Which is an ine�cient 
use of resources.

Not to mention more licenses for software, training, and all the other things that go 
into onboarding a rep. You’ll also need more leads, which could mean increasing 
your marketing e�orts or your database spend.

Outsourced sales eases—and sometimes eliminates—that problem. Want to bring 
on another outsourced sales rep? Just tell your provider, and they’ll make it 
happen. You pay an increased fee, and you have another highly trained SDR 
working for you.

They’re onboarded, ready to ramp up quickly, and they have access to 
industry-leading tools and leads.

You could bring on two or even three more outsourced SDRs for the cost of 
hiring one in-house. And you’ll get more expertise for it.

14¹⁰Scaling Your Sales Team: 5 Massive Mistakes, Peak Sales Recruiting (2017).

https://www.peaksalesrecruiting.com/scaling-sales-team-mistakes/


OUTSORCINGThe True Value of Outsourcing Your
Sales Development Program

One of the biggest mistakes companies make when 
they’re deciding whether to outsource sales 
development is that they compare the salary of an 
in-house SDR to the cost of outsourcing one rep.

That’s not a fair comparison.

First, as we saw above, a salesperson’s salary doesn’t 
reflect the total cost to the company. Onboarding, 
training, software licensing, support, and other factors 
may cost the business double the rep’s salary.

And second, outsourcing gets you a lot more than an 
SDR. An in-house SDR is great at moving through huge 
lists of leads by sending a lot of emails and making a 
lot of calls. Which is very valuable.

You could bring all of those functions in house. But 
you’ll have to significantly expand your team or ask 
your reps to take on a lot of new tasks. It’s possible, 
but you’ll be asking your sales team to learn a lot of 
new skills. And take time away from selling.

In the end, there’s just no comparison. You get a lot 
more for every dollar you spend by outsourcing sales 
development.

Every company can benefit from outsourcing their 
sales development. Not every company will do it in the 
same way. You may combine a small in-house sales 
team with a an outsource agency. Or go completely 
outsourced. Or only outsource specific functions. 
There’s no limit to the number of ways you can make 
outsourced sales development work for you.

But outsourcing gets you an entire sales 
development team that handles strategy, lead 
generation, automation, implementation, 
dashboards, analytics, and more.

15
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About Leadium

Leadium is the premier full-service agency accelerating growth through outbound 
lead generation. By leveraging a unique combination of expertise, technology, 
on-demand data and a globally distributed workforce, clients are well positioned
to scale revenue quickly. 

We are focused on improving sales outcomes by providing personalized data 
around niche data segments and combining this data with multi-channel 
prospecting campaigns. Managed by a dedicated team of strategists, researchers, 
content writers, sales developments reps, and analysts -- Leadium becomes your 
embedded sales team.

We are the only team you need to find prospects, automate outbound,
and grow pipeline.

Contact Leadium today to get an outbound consult.

https://www.leadium.io/contact-us



