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FOREWORD

THE SALES 
SCALES ARE 
TIPPING IN 
THE BUYER’S 
FAVOR

When I got my first sales job in October 2000, our “CRM” was a bunch of physical cards with 
customer information on them stored in a filing cabinet. To say things have changed would be an 
understatement.

The arc of technology bends toward convenience and efficiency, and both sellers and buyers have 
evolved. As the internet enabled widespread access to information, buyers started conducting 
research independent of conversations with salespeople. As businesses globalized, sales moved 
from outside to inside. And now, AI is a daily driver in most of our workdays.

When it comes to AI and sales, ChatGPT’s fall 2022 release was our iPhone moment. Since then, 
we’ve witnessed massive productivity gains in engineering—tools like Cursor and Claude have 
fundamentally changed how developers work. But sales? We’re still waiting for our breakthrough.

Here’s what I know: when it arrives, the transformation will be staggering. If today’s top inside sales 
rep produces $1M in annual recurring revenue, tomorrow’s AI-enabled rep will produce $4M. That’s 
not incremental improvement; that’s revolution.

This isn’t just about individual productivity. Organizations themselves will transform into sequences 
of specialized AI agents. In go-to-market alone, imagine agents that continuously refine your ideal 
customer profile, identify target accounts, select contacts, craft personalized sequences, and execute 
outreach—all working in concert.

The future of sales isn’t coming. It’s here. The only question is whether you’ll 
lead the change or chase it.

In the pages that follow, you’ll find a comprehensive examination of the 
sales landscape in 2025—the challenges teams are facing, the strategies 
that are working, and the specific actions you can take today. Whether 
you’re a sales leader charting strategy, a manager coaching your team, 
or a rep looking to multiply your productivity, this report provides the 
roadmap for success in our AI-first future.

Mark Roberge
Co-Founder, Stage 2 Capital

https://www.linkedin.com/in/markroberge/


Value and trust create 
sales success

INTRODUCTION + 
KEY FINDINGS
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INTRODUCTION + KEY FINDINGS

SELLING 
TODAY IS 
ALL ABOUT 
VALUE

In a market where consumers have more options to choose from and do more of their 
own research than ever before, salespeople hoping to stand out from the crowd have to 
demonstrate precise, personalized value propositions to close the deal.

We surveyed 1,000 top sales leaders and reps to gather insights on growth opportunities, 
challenges, and key strategies for 2025. We learned that the most successful teams 
practice value-first selling, that AI integration is now a table-stakes competency rather 
than a competitive advantage, that social channels are a bigger part of the sales process 
than ever, and that agility in the face of economic uncertainty is driving growth.

The biggest changes in sales since 2024, 
according to sellers

The rise of buyer reliance on self-service tools

In-person selling is more important

More touchpoints/interactions throughout the sales process

Remote selling is more important

Solution selling > pitching products/services

40%

35%

31%

31%

27%



KEY FINDINGS
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AI has become operational, not experimental

AI tools raise the bar for sellers

Retention matters

Lack of product fit kills deals

Outreach is changing

Social media generates revenue

Sales teams are nimble

Economic uncertainty is not a death sentence

Sales hiring hasn’t slowed down

Culture is king

1

2

3

4

5

6

7

8

9

10

Only 8% of sales reps don’t use AI at all

74% of sellers say AI tools have made buyer research easier, putting more pressure on sellers to deliver value

42% of teams prioritize annual recurring revenue (ARR) as their top success metric

37% of deals don’t close because buyers don’t see product fit

42% say social media channels have the highest prospect response rate, vs. just 26% for email

45% rate social media as “very effective” at driving sales, more than any other channel

67% of teams rate themselves “very” or “extremely” adaptable to changing macro conditions

91% report win rates increased or stayed flat despite market turbulence

Only 3% expect their team size to shrink this year

Salespeople say trust in leadership (30%) and healthy competition (30%) keeps them motivated



THE SCIENCE OF SCALING: 
A CHANNEL FOR THE 
REVENUE-OBSESSED
“When should I scale” and “How fast?” These two questions are mission-
critical for startups. But founders and entrepreneurs don’t always have a 
rigorous, repeatable framework to rely on. 

On this YouTube series, Mark Roberge, Co-Founder of Stage 2 Capital 
and rotating hosts chat with tech’s top sales leaders to figure out what 
actually works. We break down frameworks and show you how to scale 
without the fluff.

     Check out some recent videos

How to Cold Call 
When 90% Hang Up

Cold Call Review: He Turned ‘Not 
Interested’ into a Booked Meeting

Book 30% More Meetings NOW: The 
Cold Outreach Framework That Works

Subscribe to the channel

Learn what works from the people who have been there before.

https://www.youtube.com/watch?v=sPzjW5njjGQ
https://www.youtube.com/watch?v=ks3qBray59U&t=1s&ab_channel=TheScienceofScaling
https://www.youtube.com/watch?v=PAH4Kc1lXw4&ab_channel=TheScienceofScaling
https://www.youtube.com/@ScienceofScaling?sub_confirmation=1


Navigating uncertainty 
with adaptability

CHALLENGES + 
OPPORTUNITIES
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CHALLENGES + OPPORTUNITIES

SUCCESSFUL 
SALES TEAMS 
ADAPT QUICKLY TO 
ECONOMIC AND 
BUYER SHIFTS

Talk of recession dominates 
the headlines, but the best 
sales teams are writing 
another story. While reps are 
concerned about recession 
or inflation, performance 
data reveals that adaptable 
teams aren’t just surviving 
in these uncertain times, 
they’re thriving. 
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Macroeconomic concerns are 
top of mind for sales leaders
In 2025, the only certainty seems to be uncertainty.

The macroeconomic factors that sellers are concerned about in 2025

Potential 
recession

Inflation Interest 
rates

Supply chain 
issues

Tariffs and 
trade policies

Workforce/
labor market 

changes

Exchange rate 
fluctuations

75% 74% 70% 69% 69% 67% 66%
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The biggest challenges 
in the sales process
While AI may have been bleeding-edge just a few years ago, today it’s a core part of go-to-
market (GTM) strategy — and teams face challenges taking full advantage. Think of this as 
an opportunity: Thoughtfully deployed AI can help with nearly all of the other challenges 
salespeople say they face. 

What are the biggest challenges you face 
with the sales process?

Leveraging AI/automation

Standing out from the competition

Meeting quotas

Building rapport/trust without meeting prospects in-person

Leveraging personalization

Adapting your sales strategy as the world changes

Getting in direct contact with decision makers

Lack of sales/marketing alignment

Difficulty handling objections from prospects

Lack of quality data on prospects and/or their companies

32%

29%

29%

27%

27%

26%

25%

19%

18%

16%

How sales teams can use AI

• Improve outreach and personalization with generative AI

• Deploy AI to streamline the sales process

• Learn how top sales teams use AI today

• Try Breeze, HubSpot’s powerful AI, for free

https://blog.hubspot.com/sales/generative-ai-in-sales
https://blog.hubspot.com/sales/ai-in-sales#11-ways-your-team-can-use-ai-in-sales
https://offers.hubspot.com/ai-sales
https://www.hubspot.com/products/artificial-intelligence
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How adaptable 
teams thrive 
amidst uncertainty
The majority of teams are well-informed about what changes may come. 76% 
of sellers say they understand how macro trends affect their industry, while 
79% say their organizations communicate effectively about how fluctuations 
impact their businesses. 

In unpredictable times, preparation is key. Adopting new 
technologies early keeps teams ahead on how to sell to 
prospects. A culture of experimentation and innovation creates 
a process for trying new things that makes it easier to adapt 
quickly. And strategic planning for multiple scenarios ensures 
that sales teams are never starting from scratch.

67% 88%
of sales teams consider 
themselves “very” or 
“extremely” adaptable

of sales teams feel that 
making sales has stayed the 
same or gotten easier in the 
past 12 months
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There are opportunities 
for resilient sales teams
The vast majority of sellers say their win rates (91%) and close rates (91%) increased or stayed flat 
over the last 12 months. Nearly all (93%) of respondents’ deal sizes stayed the same or increased 
since last year, and 68% say lead quality has gotten better.

Sellers are more optimistic about quota attainment in 2025 

hit 75% or less of 
quota in 2024

expect less than 75% 
quota attainment in 2025

expect 76-99% quota 
attainment in 2025

expect to meet or 
exceed quota in 2025

hit 76-99% of quota 
in 2024

met or exceeded 
quota in 2024

51%

40% 26% 34%

25% 24%

Job prospects for sellers have also stayed steady. 
Half (49%) of sales leaders say that getting the 
budget for the headcount they needed was neither 
easy nor difficult this year, while 42% said it was 
easy. Only 9% of teams had challenges getting the 
headcount they wanted.



13

Approaching 
strategy with a 
growth mindset
Top sales teams aren’t laying off their reps, they’re holding 
steady or investing even more. Uncertain times are the perfect 
time to iterate and experiment instead of retreat, as buyer 
behavior and preferences are guaranteed to shift as well.

“If everyone’s zigging, you’ve got to zag. There’s been three points in HubSpot’s 
history where we’ve gone completely against advice we’ve been getting. 

The first is SMB. We were convinced that the internet disproportionately 
benefited small businesses relative to large and that we could build a platform 
that would help entrepreneurs turn their startups into scale ups. Everyone 
wanted us to move up to enterprise. Every round of venture capital was a dog 
fight. But we said, trust us.

The second one was when we made the shift from marketing app to CRM 
platform. A lot of people thought it was stupid. Investors thought it was stupid. 
Wall Street didn’t get it at all. But it worked.

The third one is, everyone says once you get to a certain size of CRM company, 
it’s very simple. You just start acquiring all these apps. You just plug them in 
and you build a kind of a Frankensystem. It’s just how you do it, right? No. 
Developers are really productive these days. They get a lot more done. Humans, 
increasingly, particularly end users, want an Apple-like feel to their product and 
user experience that really matter. 

So we bet on ourselves. You have to be bold with the pivot.”

SCIENCE OF SCALING SPOTLIGHT

Brian Halligan
Co-Founder and Former CEO, HubSpot

LISTEN TO THE PODCAST

How will the number of sales reps 
under each manager change in the 
next 12 months?

The number of sales reps under each manager will stay about the same

The number of sales reps under each manager will increase

The number of sales reps under each manager will decrease

52%

45%

3%

https://podcasts.apple.com/lv/podcast/the-untold-story-of-scaling-hubspots-sales-team-w/id1692614906?i=1000626898954
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SALES TAKEAWAYS
Assess market health 
every quarter

Share market updates when 
they impact your team

The most effective sales leaders aren’t just experts on their customers 
and products — they make it their business to understand their broader 
competitive landscape. 

Institute a periodic trend assessment of your industry to ensure you’re 
always in the know. Bring together leaders across departments to share 
what their functions see — for example, privacy regulations may impact 
lead volume, which will eventually impact deal flow. Devote regular time 
to reading trade publications and financial news. Consider bringing in 
external guests such as investors or your biggest customers who can 
share what they’re seeing on the ground.

Your team doesn’t need to know everything you do, but you should 
inform them of major market developments. There’s a fine line 
between too much information, which can create unnecessary stress, 
and too little, which leads to further confusion. A shift in trade policy 
that is going to impact exports starting next month? Communicate it. 
A piece of relevant legislation that won’t be voted on until next year? 
Watch and wait.

Make a communication plan that focuses on what actions leadership 
is taking, how those changes will affect sales processes, and what 
resources are available to help.

1 2

https://blog.hubspot.com/marketing/communications-plan
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Set a backup plan, 
but bet on success

Build a flexible 
operating system

Focus on lead quality 
over quantity

Only 3% of sales teams expect to 
shrink this year, so a defensive stance 
puts you behind the competition. 
Create a best-case, base-case, and 
worst-case business plan for the year 
and a hiring plan that corresponds 
to each. Be ready to pivot in case 
something changes, but don’t retreat 
before you have to.

Resilience isn’t just operational, it’s 
cultural. Foster a growth mindset in 
your team and train reps to cope with 
ambiguity, complexity, and uncertainty. 
Make sure your teams are set up to work 
from anywhere and are as comfortable 
with digital processes as they are analog 
and in-person ones.

With 68% of teams reporting that lead 
quality has gone up despite economic 
concerns, there’s no better time to 
double down on quality over quantity. 
Work with marketing leadership to teach 
them what a good-fit lead looks like, and 
implement lead scoring and prioritization 
so that reps can see at-a-glance who they 
should reach out to first.

3 4 5

https://youtu.be/6LvgwURyCqo?si=VuzCjXu1LDkyBxwd
https://blog.hubspot.com/sales/business-resilience
https://blog.hubspot.com/sales/growth-vs-fixed-mindset
https://blog.hubspot.com/sales/ultimate-guide-to-sales-qualification
https://blog.hubspot.com/marketing/lead-scoring-instructions
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MARK’S TAKE
When the 2008 financial crisis hit, HubSpot was still a small startup working out of the 
Cambridge Innovation Center. All around us, companies were going out of business. 
Our churn rates were increasing, and we had to act fast. We built a list of high-value 
customers who were churn risks, and offered them additional training so they’d get as 
much value as possible.

The crisis wasn’t all bad for us. We accelerated sales hiring, taking advantage of the 
spike in sales talent due to layoffs elsewhere. These new hires went on to play key 
roles in developing our playbook and hiring the next generation of salespeople. And 
the weak economy forced us to discover our “must-have” value proposition to ensure 
we were only focusing on our customers’ mission-critical problems.

A market turn can be bad news for a business that’s unprepared to pivot. But it could 
also be a blessing in disguise.

Mark Roberge
Co-Founder, Stage 2 Capital, Founding CRO at HubSpot



How your sales 
team stacks up

BENCHMARKS + 
PERFORMANCE
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BENCHMARKS + PERFORMANCE

SALES TEAM 
PERFORMANCE 
BENCHMARKS 
FOR 2025

Which of these sales metrics are 
most important to track?

Which sales rep productivity metrics 
are most important to track?

Annual 
Recurring 
Revenue

Number of 
follow-ups from 

high-quality leads

Average Profit 
Margin

Use of 
sales tools

Conversion 
Rate

Emails sent

Win Rate

Conversations

Average 
Revenue Per 

User

Social media 
interactions

Key sales and productivity metrics

42%

38% 34% 34% 34% 32%

30% 29% 28% 27%

Here’s how sales teams performed in 2024, measured success, tracked productivity, 
and more.
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Sales team quotas 
and compensation

What percentage of your annual sales goal or quota did you hit in 2024 vs. 2025?

2024

0-10% 11-25% 26-50% 51-75% 76%-99% 100%-105% 106%-115% 116%-125% 126% or higher

2025 (Expected)

2%

7%

16%

25%

21%

25%
26%

16%

19%

5%

8%

2%

4%

1%

3%

13%

2%

4%
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“It’s clear that trust - both between sales reps and their leaders, and 
among reps themselves - is one of the best ways to keep salespeople 
motivated. While building a lucrative sales compensation plan may seem 
like an easy way to build that trust, you’re better off building a plan that 
follows three criteria: simple, logical, and fair.

A simple plan allows your team to focus their efforts on what matters 
most to your business, a logical plan clearly lays out (and everyone 
understands) the ‘why’ behind the plan, and a fair plan is equitable to both 
the rep and the business, allowing both to achieve their goals.

92% of sales reps are using AI in their work, and Mark Roberge thinks an 
AI-enabled top performing rep will be able to 4X their sales. You need to 
be factoring that in as you’re building your comp plans by asking yourself 
questions like: 

• Can an AI-enabled sales rep achieve a quota  
we thought was impossible last year? 

• Should I be adding in even more accelerators  
for my top performers? 

• Do I need to include a decelerator for people who  
aren’t hitting their targets?.”  

Graham Collins
Head of Partnerships, QuotaPath

Partner InsighT
Which of these sales 
compensation plans 
does your company use?

On-Target Earnings

Sales Quotas

Gross Margin Commission Plan

Sales Performance Incentive Fund or Sales Contests

Sales Decelerators

40%

34%

26%

26%

22%

20



Inside the AI-powered 
sales team

AI USE CASES 
+ TOOLS
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AI USE CASES + TOOLS

MOVING 
FROM AI 
TESTING TO 
OPERATIONS

The AI revolution in sales is already 
here. We’ve leapfrogged past 
“should sales teams use AI?” to 
“where should we implement AI and 
how?” The most successful teams 
aren’t just bolting AI onto their 
existing sales playbook, they’re 
rebuilding it from the ground 
up. Here’s what they’re doing 
differently.



AI holdouts 
are rare (and 
missing out)
Only 8% of sellers don’t use any AI in their sales 
process. The ones who do report that AI and 
automation solutions provide the best ROI of 
any of their sales tools.

Which types of AI tools do you use in your sales role, if any?

General purpose chatbots (e.g. ChatGPT, Copilot AI, Google Gemini)

General Purpose Text generation tools (copy generators like Jasper, Copy.ai, Compose AI, etc.)

Visual AI tools (image/video/design generators like DALL-E, Synthesia, etc.)

Audio AI tools (voice/music generators like Speechify, Murf, Soundraw, etc.)

Revenue intelligence platforms with AI built in (e.g. Gong)

AI features built in to my productivity tools (GSuite AI suggestions, Office365 Copilot, ClickUp Brain, etc.)

AI features built in to my CRM and sales tools (ChatSpot, Salesforce Einstein, etc.)

Call notetakers (e.g. Fireflies, Fathom)

I don’t use AI for work

AI Sales Agents

23

45%

44%

34%

32%

30%

26%

19%

18%

8%

2%
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The pillars of AI 
sales success
AI has quickly gone from a novelty to a standard part of any workflow. 
Here’s how sellers use AI today.

Optimize the 
sales process

Get insights 
from data

Makes the sales cycle 
more productive

Pull insights from 
conversations

Save time Personalize 
interactions

Communicate 
more effectively

84%

82% 79% 79%

84% 83% 80%

“AI has the opportunity to reshape categories where content is an 
important input. Historically, a customer would have to come into 
ZoomInfo, find a set of accounts they were looking for, then go see 
if there were any signals that made those accounts good accounts 
to talk to. Is there intent? Did they visit my website? Do they have a 
new CIO? Are any of my former customers now with this company? 
You had a lot to grok, if you were a sales rep, to try to get at the 
right companies. 

The first thing that AI does in our space is it takes away a lot of that 
cognitive load for a sales rep, and it understands your business. 
Trying to triangulate who to who to talk to today based on a bunch 
of disparate signals becomes handed over and delivered to you.

The second thing is AE to SDR pairings. How many conversations in 
your career have you had about AE to SDR pairings? One to one? 
One to two? What’s the best number? The future account executive 
account manager is going to have an agentic SDR that rides along 
with them on everything. Every AE should have a one-to-one AI SDR 
pairing in the future.”

Henry Schuck
Founder and CEO, ZoomInfo

SCIENCE OF SCALING SPOTLIGHT

LISTEN TO THE PODCAST

https://podcasts.apple.com/ao/podcast/ai-is-reshaping-the-way-we-prospect-w-henry-schuck/id1692614906?i=1000697800593
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THE AGE OF THE SUPER-
INFORMED BUYER What happens when buyers know more than you do? This is quickly 

becoming the new reality for sellers. 74% believe that tools such 
as ChatGPT have made it easier for buyers to research products, 
which means the bar for sellers has been raised permanently.

Where sellers believe they can add value in the AI age

36% 33% 27%

Today’s salespeople are more than information providers — they’re decision facilitators.

building buyer confidence in their 
purchase decisions

helping buyers secure internal buy-in addressing buyers’ emotions 
throughout the process



WHY BUYERS STILL NEED YOU
What AI can’t do is provide the human element 
that buyers need in any considered purchase. 

They trust 
relationships 
over platforms

They need help 
connecting the dots

They’re emotionally 
invested in decisions

Relationships matter more than ever. 
With so many similar products in the 
marketplace, buyers are more likely 
to do a deal with someone they trust 
has their best interests at heart. 

Buyers may have boatloads of 
information at their fingertips, but 
they still need someone to help make 
sense of it all. A seller who can assess a 
buyer’s situation and design a solution 
that’s tailored to their needs is worth 
their weight in gold.

Facts and features are only part of 
what influences buyer decisions. Just as 
important is the emotion – have you made 
them feel confident in this solution? If 
they’re not the decision maker, have you 
helped them navigate internal politics and 
priorities to secure buy-in? AI can’t do any 
of that — only a human can.

26
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SALES TAKEAWAYS
Listen to what your calls 
are really telling you

Teach your team to do 
what AI can’t

Measure  
AI’s impact

Conversation intelligence — generating insights 
from real conversations — is the highest-
impact and easiest AI solution to implement. A 
tool that integrates with your CRM can extract 
key points from individual conversations, as 
well as aggregate insights across all calls. Not 
only will these insights make your reps more 
efficient, they’re an invaluable resource to 
help managers see performance patterns at a 
glance and understand the “why” behind team 
performance.

Take our Academy course on how managers 
can leverage conversation intelligence to coach 
sales teams.

With AI helping to take notes and outline 
action steps, reps no longer need to spend 
time on manual tasks. Instead, train them 
on confidence-building and securing buy-
in. With an average of five decision makers 
involved in every sale, soft skills and 
emotional intelligence are more useful than 
ever. Teach them how to identify emotional 
vs. rational buying motivations and how to 
tailor their sales conversations in response.  

Optimization, time-saving, personalization, 
communication, insights, productivity, 
and conversational intelligence are the 
seven impact areas sellers say AI helps 
them with. Define key success metrics for 
each — response rate for personalization 
or time saved per rep for productivity, for 
example — and set up tracking before and 
after implementation so you can hone in 
on AI’s impact.

1 2 3

https://academy.hubspot.com/lessons/conversation-intelligence
https://academy.hubspot.com/lessons/conversation-intelligence
https://blog.hubspot.com/sales/hubspot-sales-strategy-report?hubs_content=blog.hubspot.com/sales/sales-statistics&hubs_content-cta=hubspot
https://blog.hubspot.com/sales/buying-motives
https://blog.hubspot.com/sales/buying-motives
https://blog.hubspot.com/sales/sales-metrics
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Implement gradually 
but deliberately

AI implementation is a marathon, not 
a sprint — especially when it involves 
customers. Rank potential investments by 
impact and effort. Prioritize the low-effort, 
high-impact initiatives while preparing for 
high-effort, high-impact initiatives — you 
can get to the rest when you have time.

Richard White, CEO and founder at 
Fathom, an AI notetaker and meeting 
assistant, deploys customer-facing AI with 
caution.
 
“At first, we were cavalier about using 
customer-facing AI,” says White. “But there 
were some emails that we weren’t very 
happy with. There were some support 
responses that we weren’t very happy 
with. Now, we are very quick to deploy 
internal-facing use cases that uplevel our 
team. But we’re really cautious around 
bringing things to market that go directly 
to our customers.”

4

Prepare for AI-
informed buyers

As prospects get smarter, sellers have to 
step up their game. Train your team on 
consultative and solution selling. While 
buyers can access more information, 
more quickly than ever before, your 
reps are the experts. Train them on how 
to conduct discovery in the age of AI 
— questions like “What do you already 
know about us?” should be part of the 
qualification process if they aren’t already 
— and how to design personalized action 
plans that cater to prospects’ unique 
situations.

5 Partner InsighT

“Buyers already have the facts. What they 
need is confidence, clarity, and internal 
alignment. That’s where buyer enablement 
comes in. Trumpet data shows teams using 
personalization and engaging elements, such 
as mutual action plans, in our sales rooms, see 
win rates climb by more than 10%. In fact, sales 
rooms that include tailored video or content 
are revisited 40% more often, showing that the 
human touch is what keeps buyers engaged.

When sellers shift from information providers 
to decision facilitators, they build trust, 
connect the dots, and support the emotional 
side of purchase decisions. Our trumpet 
engagement data proves it: Prospects are  
2–3x more likely to share a sales room 
internally when it’s mapped to their  
specific buying group; directly accelerating 
alignment and deal momentum.  
In the age of the super-informed  
buyer, enablement isn’t optional,  
it’s the human element that turns  
knowledge into revenue.” 

Rory Sadler
Co-Founder, Trumpet

https://fathom.video/
https://blog.hubspot.com/sales/consultative-selling
https://blog.hubspot.com/sales/solution-selling
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MARK’S TAKE
As part of a course I teach at Harvard Business School, I take 50 students on an annual field trip. Last 
quarter, we went to Silicon Valley to study AI. Our guest speakers described a future organizational 
structure consisting of a series of specialized AI agents, each responsible for specific tasks. For 
example, in a go-to-market prospecting sequence, agents might calculate the Ideal Customer Profile 
(ICP), identify the optimal unpenetrated accounts that fit the ICP, pinpoint five employees within the 
decision-making unit at each account, create a personalized outreach sequence for each contact, 
then execute each step of the sequence through the appropriate channel.

Just two years ago, successful AI implementations were rare. Most of the activity took place in 
innovation labs, and there were significant concerns about AI hallucinations. By 2024, comfort with 
the technology had increased, but implementing AI was hindered by legal and security issues, as 
these departments lacked established policies and were concerned about protecting intellectual 
property. Now, we’re seeing greater success in integrating AI into core business operations.

As we move into the AI-driven future, nimble startups have an opportunity to rethink their entire 
internal operations. The winners will be those who not only embrace AI but do so in a way that aligns 
technology with business strategy.

Mark Roberge
Co-Founder, Stage 2 Capital, Founding CRO at HubSpot



The best reps are putting 
on their marketing hats

SALES + 
MARKETING
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The line between sales and 
marketing has blurred 
Today’s top performers aren’t just closers being fed leads. They’re content creators, educators, 
social media experts, and brand builders. Marketing and sales organizations are more in tune 
with one another than ever. 

“The biggest mistake people make with demand 
generation is the inappropriate cut and paste. This 
happens in many go-to-market system designs. 
They’ll go to a conference and hear about someone 
who had amazing success with content marketing 
or cold outreach or events and they’ll try to copy it. 
Demand generation selection has to be aligned with 
your context.”

MARK ROBERGE
Co-Founder, Stage 2 Capital, Founding CRO at HubSpot

say their sales and 
marketing teams 
are “somewhat” or 
“strongly” aligned

describe marketing 
leads as “high” or 
“very high” quality73%91%

Watch the video on lead generation 
secrets from a Harvard Business 
School professor

WATCH HERE

https://www.youtube.com/watch?v=QKTTnDP3v3M
https://www.youtube.com/watch?v=QKTTnDP3v3M


Where sales and 
marketing alignment 
falls short

The bad news is that these challenges pose significant obstacles to strong 
alignment. The good news is that they’re operational or organizational 
challenges with concrete solutions. Build a shared operating system that 
defines how teams will communicate and give input on lead generation, and 
consolidate tools and data sources with your CRM to create a strong shared 
foundation for sales and marketing teams.

When sales and 
marketing collaborate, 
everyone wins
The benefits of aligning sales and marketing are clear: Your sellers will get 
better leads, leading to better business outcomes and happier customers.
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What are the biggest challenges in making 
sure sales and marketing teams are aligned?

What are the biggest benefits of sales and 
marketing teams being aligned? 

Ineffective communication between teams

Teams use different tools

Not enough sales input on marketing content

Difficulty sharing data with each other

Lack of visibility into marketing activities

41%

39%

35%

34%

30%

Improves lead quality

Increases revenue

Improves the customer experience

Helps you prioritize high quality leads

Helps you implement customer feedback more effectively

Helps you get a clearer understanding of your customers

Helps both teams execute on a common strategy

41%

29%

29%

28%

27%

26%

23%



What sales 
wants from 
marketing
The first step to better alignment is setting 
shared expectations. Sellers prioritize better sales 
enablement content and higher-quality leads, but 
also say they want to function as strategic partners 
to marketers and help to define goals and strategy.

What do you need most from your marketing team?
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Better sales enablement content

Higher quality leads

More transparency into what marketing content is most effective

More input on what type of marketing content they are sharing

Alignment on goals/strategy

More customer feedback

More market/industry research

33%

33%

31%

31%

29%

29%

23%
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Sales enablement that wins deals
Effective enablement content helps sellers build real-world credibility. Traditional formats like ebooks and call scripts are less effective in a world 
where generic information is a simple internet search or LLM prompt away. Instead, endorsements from customers — like testimonials, reviews, 
and social proof — backed by clear data on outcomes and ROI — move the needle on deals.

Which type of sales enablement content is most effective at helping you win deals?

Customer 
testimonials

Market 
research

Reviews Social media 
content

Proof points 
leveraging data/

statistics

Email  
templates

Competitor 
analyses

eBooks Conversation 
guides

Call scripts

36% 35%

30%

24% 23%
21% 20%

14%
12%

8%
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How top reps do 
more than sell
Salespeople have always done more than “just sell,” but in 2025 there’s more to the sales role than ever before. 
Here’s where today’s best reps invest:

Content 
creation

Social 
engagement

Value-first 
education

Personal brand 
development

Community-
building

Personal branding and 
thought leadership are 
essential to build trust 
with prospects who 
need advisors to guide 
them through a sea of 
information.

Whether it’s social 
listening — monitoring 
mentions of your product 
on social media and 
chiming in with an expert 
opinion – or joining 
industry conversations, 
social media is a crucial 
outreach channel.

Prospects only care about 
the value you provide 
them. Highlighting 
customer success, sharing 
tips and tricks to get the 
most of your product, or 
sharing interesting use 
cases are all more relevant 
to prospects than acting as 
a personal billboard.

Prospects are more likely 
to respond to a message 
from a rep whose LinkedIn 
profile is filled with helpful 
insight than one who’s 
never posted. The sellers 
who invest in building their 
personal brands will reap 
the rewards.

A prospect’s peer 
will often have more 
relevant insight than a 
salesperson. Top sellers 
create communities to 
connect prospects with 
customers and experts 
they wouldn’t otherwise 
have access to.

1 2 3 4 5
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Self-service is 
reshaping the 
sales process
A few decades ago, a customer’s research process began with talking to 
a salesperson. Today, customers conduct the majority of research before 
ever taking a call. With the rise of self-service, buyers can learn more and 
do more on their own than ever before.

The most effective tools demonstrate 
value, such as user reviews, customer 
stories, and free trials.

Which self-service tools are most effective at 
helping buyers make purchase decisions?

Product demos

User reviews

Customer stories

Free trials

Self-service pricing

A chatbot

A knowledge base/FAQ page

My company does not offer self-service tools to buyers

47%

40%

37%

34%

32%

22%

20%

6%

94% 40%
companies that offer 
self-service tools for 
buyers

are expanding 
self-service 
options
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SALES TAKEAWAYS
Sell to buyers 
where they are

Train reps to become the 
experts buyers trust

Develop a social-first 
enablement playbook

35% of reps get their highest-quality leads 
and 42% get the highest response rates from 
social media, performance which demands 
formal investment from sales leaders. 
Conduct research to learn what platforms 
your customers use and educate your reps 
on how to leverage social media to build their 
own brands. Remember that every channel is 
different — tactics for LinkedIn, for example, 
won’t necessarily translate to Facebook.

Check out our guide to social selling and 
suggested social selling training to get started.

Authentic, informative thought leadership 
builds trust between prospects and 
salespeople. Not only should reps create 
original content, they should participate in 
broader industry conversations where they can 
share their expertise and — only if it’s relevant 
— insights about your product. Our guide to 
personal branding and free personal branding 
tools will help your reps get started.

Sales enablement has traditionally focused on 
meetings: battlecards, competitive intelligence, 
objection-handling resources, and more. But 
today, personal social media is just as important. 

Develop a library of shareable content and 
prompts that’s built for social media, but go 
beyond prewritten content (unless you want 
your sales reps to all sound the same). Prioritize 
guidelines for each social platform, and tips that 
enable reps to create content with confidence. 
Whether it’s creating videos for social platforms 
or prompts that reps can use as a starting point, 
show them how to share their own perspectives 
while staying on message.

1 2 3

https://blog.hubspot.com/sales/social-selling-linkedin
https://blog.hubspot.com/sales/sales-professionals-guide-to-social-selling
https://blog.hubspot.com/sales/social-selling-training
https://blog.hubspot.com/sales/the-ultimate-guide-to-personal-branding
https://blog.hubspot.com/sales/the-ultimate-guide-to-personal-branding
https://www.hubspot.com/resources/tool/personal-branding-and-development
https://www.hubspot.com/resources/tool/personal-branding-and-development
https://blog.hubspot.com/marketing/content-social-media-popularity
https://blog.hubspot.com/sales/social-selling-video
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Implement social 
listening tools

Build self-service 
options that help 
buyers help themselves

Bring social insights 
into your CRM

Salespeople shouldn’t manually search 
for relevant posts or conversations. Invest 
in tools that can monitor prospects and 
industry conversations. We’ve put together 
a list of our favorite social listening tools to 
get you started.

Whether it’s a trial, pricing calculator, or 
customer stories, update your sales and 
marketing process to match the way people 
buy today. Don’t feel like you have to do 
everything at once — for example, you may 
not be set up to create a free trial quickly. 
Prioritize the quick wins while laying the 
foundation for larger investments.

It will come as no surprise that all the 
social selling and social listening won’t be 
effective if it’s not tracked and stored in a 
single source of truth. Integrate your various 
social listening tools with your CRM so their 
performance can be tracked alongside the 
rest of your sales metrics. 

4 5 6

https://blog.hubspot.com/service/social-listening-tools
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MARK’S TAKE
Traditionally, sales and marketing have not gotten along. Marketers see salespeople as overpaid 
spoiled brats, and salespeople think marketers do arts and crafts all day. That doesn’t fly in 2025. 
Almost all buying journeys start in an area owned by marketing before progressing to an area 
owned by sales. If those teams are misaligned, buyers can feel it. 

When I worked at HubSpot, I was lucky to have a real partner in our CMO. We defined three 
categories of engagement and put a dollar figure against each, and that allowed us to essentially 
put marketing on a revenue quota. Because we built this alignment from the very beginning 
of the company and educated employees on the importance of this — we even created a 
monthly “Smarketing” meeting that all salespeople and marketers were invited to attend — this 
collaboration was the heartbeat of our organization.

Today, alignment isn’t enough. Marketers are creating more and more sales-like material and 
generating demand for self-service trials, and salespeople are creating more and more thought 
leadership content. The future of these professions is intertwined.

Mark Roberge
Co-Founder, Stage 2 Capital, Founding CRO at HubSpot



The most popular channels and 
strategies for reaching prospects

COMMUNICATION
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communication

IT’S TIME 
FOR SALES 
TO GET 
SOCIAL

The communication playbook that 
worked 18 months ago already 
needs updating. Top sellers have 
cracked the code on modern 
prospect communication — and 
it’s not what you’d expect. Here’s 
what’s actually working.



The best 
channels to 
make deals
Compared to 2024, 30% more sellers rate social 
media as “very effective” in 2025 and 21% more 
sellers rate video calls as “very effective.” In 
contrast, the effectiveness of in-person meetings 
dropped, with 5.5% fewer reps rating the channel 
as “very effective.”

We asked salespeople to rate each of the following channels on 
how well they drive sales. Here’s how many sellers rated each as 
“very effective”:
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Social 
media

In-person 
meetings

Video 
calls

Phone 
calls

Email Live chat 
tools

Text 
message

45% 44%

35% 34% 32% 31%

23%
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Social media is 
influencing every 
part of the sales 
journey
When it comes to response rate and lead quality, social media is king.

Where do you get your highest quality leads 
(or prospect contacts) from? 

Social media marketing

Email messaging  (Cold emails, outreach to prospects, follow-up emails, inbound emails from prospects)

Email marketing

Online advertising on search engines, social media, other websites, or similar channels

My sales team’s social media research and outreach

Content gated by a landing page or contact form on my company’s website

Free content on my company’s website (blogs, articles, educational guides)

Direct customer referrals or introductions

Outbound, field or door-to-door sales

Events/Conferences/Networking Meetups

35%

29%

28%

27%

24%

21%

19%

15%

13%

12%

Which channel has the highest response 
rate when it comes to cold outreach? 

Reaching out to prospects on social media

Reaching out to prospects on through email

Reaching out to prospects over a phone call

Reaching out to prospects through text message

I don’t use cold calling in my sales strategy

42%

26%

23%

3%

7%



Why 
deals 
die
When sellers lose out on 
deals, it’s usually because 
prospects don’t see value.

What are the biggest reasons prospects back out of deals? 
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Prospects aren’t convinced your product/service is right for them

Prospects aren’t convinced your product/service is worth the price

Prospects aren’t ready to make a purchase

You haven’t established enough trust with the prospect

The sales process isn’t personalized enough

Prospects aren’t able to get approval from decision makers

The sales process takes too long

Your product/service isn’t solving the right problem

The prospect had a poor buying experience

The prospect didn’t receive enough information to help guide their decision

37%

35%

35%

30%

29%

28%

26%

23%

18%

14%
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Social 
listening 
platforms

Video 
messaging 
tools

Email 
automation

Analytics and 
tracking CRM

Monitor prospect 
sentiment at scale and 
enable reps to jump into 
relevant conversations 
with no manual work

Add a personal touch to 
all communication to build 
trust with prospects

Personalize sequences 
that don’t feel automated 
but also don’t require 
repetitive manual work

Measure what matters 
across channels and 
what works across teams, 
so you can continually 
innovate and iterate

All tools should integrate 
with a CRM that acts as 
a single source of truth 
for customer data and 
enables you to coordinate 
multi-channel outreach

THE SALES COMMUNICATION 
TECH STACK



BUILDING TRUST WITH 
PROSPECTS IN THE AGE OF AI
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Offer a 
human touch 
in digital 
channels

Maintain 
consistency 
across 
touchpoints 
with a unified 
message and 
experience

Lead with 
insights, not 
sales pitches

Prioritize 
two-way 
conversations 
over one-way 
broadcasts

Build 
long-term 
relationships 
beyond the 
immediate sale

1 2 3 4 5
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SALES TAKEAWAYS
Create multi-channel 
prospect journeys

Flip your outreach 
strategy to social-first

Build a customer journey map that documents how prospects 
first learn about your business all the way to closing a deal. Map 
touchpoints across social, email, meetings, and video so reps 
understand how the typical buyer behaves at every stage of the 
research process.

Channels should always work together, not separately. When building 
prospecting sequences and nurturing campaigns, make sure they’re 
orchestrated to avoid repetition and annoying customers. 

In 2025, prospecting should be social-first. High-quality leads come 
from everywhere, so start with research that reveals where your 
customers spend their time. If you sell to small businesses, Facebook 
will be crucial. If your sales process is more complex, a combination 
of LinkedIn and email prospecting with the goal of booking a video 
call may be more effective.

Use your customer journey map as a foundation to rebuild outreach 
sequences that can be deployed on social media, then build 
traditional channels around those sequences. Measure performance 
at every step of the way and tweak your strategies accordingly.

1 2

https://blog.hubspot.com/service/customer-journey-map
https://blog.hubspot.com/sales/prospecting
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Teach reps to show prospects 
‘what’s in it for me?’

Invest in video communication 
capabilities

72% of deals fail because buyers don’t see value. Sometimes, a “no” is 
a “no.” But when a prospect is a good fit, a “no” often means that your 
reps haven’t proven value. 

Your qualification and discovery process should weed out bad-fit 
prospects. Remember that disqualifying a prospect is just as valuable 
as qualifying one, as it saves your team from wasting time. Train your 
reps in objection handling to get to the bottom of a “no”, especially one 
that’s price or timing-based.

Train your reps to move from pitching to consulting. They should 
educate rather than promote, demonstrate ROI through tangible and 
measurable use cases, and leverage the perspective of other happy 
customers — through case studies and success narratives that are 
relevant to the prospect’s use cases and industry — to show how your 
product works for others like them. 

Five years ago, using video in sales might have helped you stand 
out from the crowd. Today, a personal touch to digital outreach 
builds trust in an impersonal world. Make sure you choose a tool 
that integrates with your CRM so all engagement and watch data is 
tracked and can inform future strategy.

3 4

https://blog.hubspot.com/sales/ultimate-guide-to-sales-qualification#when-and-why-to-disqualify-prospects
https://blog.hubspot.com/sales/handling-common-sales-objections
https://blog.hubspot.com/sales/video-selling
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MARK’S TAKE
In my Harvard Business School class on personal selling, we roleplay sales meetings. 80% of my 
students go straight to selling, then ask the “buyer” to purchase. You might recognize this as the 
“show up and throw up” strategy. Newsflash: It doesn’t work.

The key to closing sales is empathy. A salesperson’s job is to develop a buyer perspective — their 
needs, their challenges, the timing around the deal, and their buying authority. Selling is really 
about buying, and a salesperson is really just a vehicle for the buyer to solve a business problem. 
Communicating with prospects works the same way. Understand the perspective of the buyer 
and then tailor your sales process accordingly. Channels and buyer behavior will change, but 
empathy always works.

Mark Roberge
Co-Founder, Stage 2 Capital, Founding CRO at HubSpot

Watch the video on how to close 
your first high ticket deal

WATCH HERE

https://www.youtube.com/watch?v=ZAV_QTpcNlY


The best sales teams balance 
trust, competition, and growth

CULTURE
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CULTURE

CULTURE IS 
A STRATEGIC 
ADVANTAGE

High-performing teams aren’t just 
better at sales, they’ve created 
an environment where reps can 
collaborate and thrive. Nearly all 
(98%) of sellers say team culture 
affects their job satisfaction, and 
just as many say culture helps 
them hit sales goals. Here’s what 
separates champion cultures from 
everyone else.



What motivates 
sales reps
Trust is key, and a little (healthy) competition never hurt anybody. 

Sellers are split when it comes to the variable compensation that they prefer.

Which aspects of internal sales culture 
are most important to keeping you or 
your team motivated?

What bonus structure is most effective at 
motivating reps to sell?

Trust between sales reps and sales leaders/management

Healthy competition

Trust between sales reps

Career development opportunities

A performance-based incentive structure

Recognition for achievements

Training opportunities

30%

30%

28%

28%

26%

26%

26%
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Bonus off commission 
(variable bonus)

Bonus off annual performance 
(variable bonus)

Bonus off customer 
lifetime retention 
(variable bonus)

Bonus off sales for specific 
product or service 

(above-plan incentive)

32%

28%

30%

9%
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“The design of the sales compensation plan is a lever that is underutilized 
by the head of sales. It’s one of the most powerful tools to reinforce the 
strategy of the business.” 

MARK ROBERGE
Co-Founder, Stage 2 Capital, Founding CRO at HubSpot

Varun Anand
Co-Founder and COO at Clay,  

from the 2025 HubSpot for Startups AI Summit

There are very few people on our team who were previously 
quota-carrying reps. The titles that people have had 
before joining us have included founder, artist, biomedical 
engineer. They used to build bridges. It’s all over the place. 
The common denominator is that they are all very curious. 
They’re all commercially-minded. They are scrappy and 
resourceful. They’re very, very adept at Clay and other 
technical products, and they can bring these skills together.

The team is also not even paid on commission. There’s no 
variable compensation. Our team is well-compensated, of 
course. But our model leads to a very different culture and 
a very different team-first mentality.

SALES TEAM SPOTLIGHT

Watch the video on 
the 3 stages of sales 
compensation for 
startups to scale-ups 

WATCH HERE

https://www.youtube.com/watch?v=icS99QWpE5U
https://www.youtube.com/watch?v=icS99QWpE5U
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What kills high sales 
performance
While the popular conception of sellers may be that they’re lone wolves, the truth 
is that they want to work together.

Salespeople also cited a lack of trust between reps and managers (27%), 
lack of career growth (24%), and high turnover (23%) as net negatives.

“The top sellers in the industry speak less than half the time. The worst 
sellers speak over 75%. How are you training your reps if you’re spending 
all your time teaching them about the product?” 

Mark Roberge
Co-Founder, Stage 2 Capital, Founding CRO at HubSpot

From day one, Eric [Yuan, CEO and founder of Zoom] really loved this book 
Delivering Happiness [by Tony Hsieh]. He said, “This is what we’re going to 
do.” We’re going to be all about delivering happiness. The technology is going 
to deliver happiness, and we could see it was doing that, but we’re going to 
surround it. We’re going to treat people, people with respect. We’re going to 
listen, we’re going to care, we’re going to take care of our community, each 
other, our customers. 

So when we were hiring people, we would take note of if someone was the 
best rep at that company but not the nicest person. If they just go grind out 
deals and you probably have to take a shower afterwards, that’s a failed rep.

Hire the one that is a good person. That will listen. That will care. It’s not 
just about the deal. Those are harder to find because there’s a “nice guys 
don’t finish first” thing. So it’s a little more unique kind of a seller. We would 
ask, “Give me some examples where you’ve delivered happiness in your life, 
maybe in your just your outside life, and maybe at work. When’s the last time 
you delivered happiness? Give me an example.” This was taking our mantra 
and just forming it in a question that would, that would tell me a lot.  
It sounds super simple. But nobody was doing it.

Greg Holmes
Former CRO, Zoom

SCIENCE OF SCALING SPOTLIGHT

lack of collaboration 
and knowledge-sharing

toxic competition 
between reps

lack of recognition  
for achievements

29% 28% 28%

Aspects of sales culture that negatively impact performance 

Watch the video on how the 
right sales training can lead 
to $100M in revenue

WATCH HERE

LISTEN TO THE PODCAST

https://www.youtube.com/watch?v=Ug0BBQ_jJUg
https://podcasts.apple.com/us/podcast/create-a-billion-dollar-sales-culture-w-greg-holmes-cro-zoom/id1692614906?i=1000701843572


Leadership priorities for sales teams
Managers and leaders named career development as the second-most important aspect of culture instead of healthy competition, 
but otherwise leadership priorities are very similar to the frontline’s.

Which aspects of internal sales culture are most important for reps to succeed? 

Trust between 
sales reps and 
sales leaders/
management

Career 
development 
opportunities

Trust between 
sales reps

Healthy 
competition

A performance-
based incentive 

structure

Training 
opportunities

Recognition for 
achievements

Low turnover Collaboration 
and knowledge 

sharing

A fair 
compensation 

structure
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30% 29% 28% 28% 27% 27%
24%

15% 15% 14%
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SALES TAKEAWAYS
Keep a pulse on 
team morale

Design healthy 
competition systems

Implement trust-
building initiatives

At HubSpot, we run a quarterly “eNPS” survey, 
which asks employees how likely they are to 
recommend HubSpot as a place to work. eNPS 
data isn’t useful in isolation — what you want 
is for the score to go up over time. Set up your 
own eNPS surveys and also measure employee 
retention and churn, which indicate whether 
reps want to build careers at your company. 
Give employees the option to write more 
detailed feedback and offer suggestions in 
addition to a quantitative rating.

There’s a fine line between competitive and 
cutthroat. Run sales contests and incentives — 
for example, who can book the most meetings 
or who closes deals the fastest. Spur your 
team to outperform another team at the 
company, or unite your teams to outsell an 
industry competitor. Encouraging reps to beat 
their own previous records is another way to 
stoke their competitive spirit without getting 
toxic.

30% of reps say trust in leadership is important 
to their performance, so do your part to 
foster a healthy sales culture. Encourage 
collaboration on deals that rewards both reps 
if a deal closes. Outside of the sales process, 
create time for informal and social connections 
through lunches and team-building activities. 
If budget allows, consider bringing together 
hybrid or remote teams for in-person 
gatherings at least once a year.

Ask for reps’ feedback on your management, 
and incorporate it into how you operate 
moving forward to demonstrate that you’re 
open to change. 

1 2 3

https://blog.hubspot.com/service/enps
https://blog.hubspot.com/sales/sales-contest-essential-elements
https://blog.hubspot.com/sales/successful-sales-incentives
https://blog.hubspot.com/sales/sales-culture
https://blog.hubspot.com/sales/motivate-your-sales-team
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Prepare reps for their next career move Celebrate more than just 
performance

29% of sellers are motivated by career development opportunities. And it’s easier to promote an 
internal employee who already understands your product, customers, and industry than to hire and 
train an external one. Invest in technical and soft skills training programs that salespeople can use 
to continue building their skills. For example, AI training is a great investment right now. Schedule 
training during work hours to demonstrate that learning is part of the job, and gather feedback on 
format and content to improve future sessions.

Provide management-curious reps with development opportunities. Whether it’s through 
mentorship programs for new hires, leading a short-term experiment, or creating a peer-to-peer 
training, formalize ways for reps to try their hand at leadership.

Offer cross-functional exposure, too. The best reps understand their place within the larger 
business. For example, marketers and sales can work together on campaigns; customer success can 
teach sales what makes a customer likely to retain and how to look for it in qualification, and sales 
has valuable insights for product on the features customers want.

Give sales awards for performance, but reward soft 
skills too. Recognize reps who elevate the culture and 
collaborate, share knowledge with, and support their 
teammates.

4 5

https://blog.hubspot.com/sales/sales-manager-training
https://blog.hubspot.com/sales/salesperson-award
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MARK’S TAKE
The industry average for salespeople churn is 30%, which is way too high. I aim for a churn rate  
of 10%-20% — lower than that, I’m probably being too soft, and north of that, I’m worried about 
culture issues. 

While I was at HubSpot, I oversaw both Sales and Service, and worked closely with Marketing to 
teach all of our employees how a SaaS business works. That approach gave people a sense of 
ownership and encouraged them to learn about the business in the way it wanted to. It also created 
new leadership opportunities for them. On a monthly basis we had a full day meeting where each 
leadership team came in for an hour and presented to a “mini board,” which was our CEO, CFO, head 
of Sales, and our CMO. We asked them questions like, “Hey, why is your churn down? Why is your 
revenue slower than it should be?” They’d be there presenting like it was a board meeting.

Building a strong sales culture requires getting people on board with a shared vision. I like to involve 
my team in the business. Instead of being super prescriptive and telling them exactly what boxes to 
check, I want to build a culture where people are curious about the larger strategy and vision. I try to 
hire people who want more autonomy and have the ability to lead from their seat.

Mark Roberge
Co-Founder, Stage 2 Capital, Founding CRO at HubSpot



Emerging sales trends

PREDICTIONS
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TOP EMERGING TRENDS
IN SALES TO HAVE ON YOUR RADAR

1

6

2

7

3

8

4

9

5

AI will become a native 
part of the sales and 
buyer research process, 
and the best reps will 
use agents to help them 
sell better.

Adaptability will be a 
competitive advantage 
in uncertain economic 
times.

Technical and soft 
skills are essential in 
an AI-first world.

Multi-channel selling 
will become the default, 
and the orchestration 
tools required to pull 
it off must be part of 
every sales stack.

AI-powered signals to 
predict buyer intent and 
improve lead scoring 
will indicate purchasing 
readiness and help reps 
prioritize.

Revenue intelligence 
platforms will become 
more widely adopted in 
the next year.

Social selling is now a 
strategic sales channel, 
and will only become 
more important.

Conversational 
commerce will become 
essential to growth, 
especially in SaaS.

Education-first selling 
complemented with self-
serve options will become 
the norm, and buyers will 
come to sales reps further 
along in the research 
process than they ever have.
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WHAT’S 
NEXT FOR 
THE FUTURE 
OF SELLING?

“When I started out in sales, I couldn’t have imagined how different today’s landscape 
would look. And I’d bet that in another 25 years, everything will have changed again.

Sales tools may come and go, and frameworks may go out of fashion, and technology 
will continue to evolve past our wildest dreams, but one thing will stay the same: We’re 
here to help people, to create clarity in the midst of confusion. Through uncertain times 
and the rise and fall of new tech, the sellers who win are the ones who keep their buyers’ 
hopes, dreams, fears, and needs front and center. It doesn’t matter how many bells and 
whistles you add on top — with that foundation, it’s hard to go wrong.

Here’s my advice: embracing AI isn’t optional. Yes, your first attempts at AI-a
ugmented selling might take longer than your current process. That presentation that 
takes 30 minutes today might take 90 minutes with AI–at first. But soon it 
will take 10 minutes. The leaders who reserve time now to experiment, 
who push through the initial friction, who reimagine their processes 
rather than just optimize them—they’re the ones who will thrive in 
this new landscape.

We’re not replacing salespeople. We’re unleashing them. The grunt 
work disappears. The strategic, relationship-building, problem-
solving work amplifies. And the results? They’ll redefine everything 
we thought possible.”

MARK ROBERGE
Co-Founder, Stage 2 Capital, Founding CRO at HubSpot
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PLAYBOOK Your sales team’s AI action plan for 2025-2026

PHASE 1 PHASE 2 PHASE 3

AI assessment and quick wins Social selling bootcamp Value-based selling

Assess your team’s current AI use Evaluate your team’s current social 
selling strategies Conduct a value pitch training

Audit your AI tech stack Optimize profiles across platforms like 
LinkedIn and Instagram

Create an ROI calculator or framework 
for sales teams

Track the AI impact areas Create a library of value-first posts, 
industry insights, and customer stories

Build a library of customer success stories 
by vertical, company size, and/or region

Run sales conversation trainings and 
role-playing sessions

Begin implementing new use cases 
for AI on a monthly basis

Track response rates across social channels Create materials for internal sales champions

The data is clear: AI adoption separates winners from losers, social selling delivers the highest response rates, 
and value-focused teams thrive despite economic uncertainty. This playbook translates insights into action—
your roadmap from current state to sales excellence.

Check off the steps below as you complete them!
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PHASE 4

PHASE 6

PHASE 5

Team culture overhaul

Evaluating ongoing success

Multi-channel selling

Survey your team on current perceptions of culture

AI tool adoption rate Team sentiment and growth Customer satisfaction and LTVLead quality by channel

Elect the top performers across channels as resources for other sales reps

Review recognition and incentive programs

Response rates by channel Revenue impact Win rate improvementsDeal velocity and close rate 
improvements

Integrate sales tools across social, email, phone, and video selling

Create a plan for improved team collaboration and communication Evaluate performance across channels, and for those using multiple channels

Start tracking and measuring overall team sentiment and culture Create channel-specific sales enablement content

Build playbooks or sequences for outreach across multiple channels



METHODOLOGY
HubSpot surveyed 995 sales professionals in June 2025 from B2B and 
B2C organizations in the U.S., UK, France, Germany, Japan, Australia, 
Mexico, Canada, the Netherlands, Sweden, Norway, Denmark, and 
Finland across industries to gain these data points.

Report created in collaboration with Datalily.
www.datalily.com • hello@datalily.com

Supercharge your sales team

Prospect smarter Accelerate revenue growth Power relevant connections

Find, track, and close deals all in one powerful, easy-to-use platform with HubSpot Sales Hub. Increase your team’s productivity, enable customer connection, 
and support growing your sales org.

Minimize distractions and keep your reps 
organized, efficient, and effective.

• Lead management and prospecting
• Email templates
• Sales automation

Turn more leads into closed deals with 
automated insights that maximize every 
minute of your sales team’s day.

• Meeting scheduler
• Document tracking
• Playbooks

Deepen customer interactions with sales 
software that gives your teams a complete 
picture of your buyer.

• Analytics & reporting
• Conversation intelligence
• Forecasting

GET A DEMO

https://www.datalily.com/?utm_source=hubspot&utm_medium=report&utm_campaign=state-of-sales-2025
https://www.datalily.com/?utm_source=hubspot&utm_medium=report&utm_campaign=state-of-sales-2025
https://offers.hubspot.com/sales-demo?
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