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Sales coaching template
A sales coaching template is a per-rep record that carries one skill forward across a whole cycle: the skill being worked on, the evidence behind it, the practice assigned and the date it is reviewed. It is a cadence, not a call score. Copy the tables below, or download Excel or Word with no sign-up.
Last updated 2026-10-24. Online version: https://www.revspire.io/resources/templates/sales-coaching-template
How to use this template
Set the cycle before the first 1:1: Write the start and end dates, the weekly slot and who the cycle covers. A quarter is long enough for a behaviour to change and short enough that a wrong choice is not expensive. Put the review date in the calendar now, because a cycle with no end date never produces a verdict.
Choose one skill per rep from a pattern: Look across the rep's last several deals and calls, and at how their deals are lost, before you look at last week. The gap that appears three times is a skill. The gap that appeared once, loudly, is an incident you should still address, just not in this row.
Write the bar in language the rep can use: Describe what you would hear on a call or read in a deal note if the behaviour were there. The test is whether the rep can judge themselves against it on a Tuesday without asking you. If you cannot write that sentence, the skill is still too vague to coach.
Decide where the evidence comes from, including without recordings: Recordings make this easy and plenty of teams do not have them. Closed-lost reasons, the calls you join, the rep's own deal notes, buyer follow-up emails and what a champion says in a deal review all work. Two imperfect sources pointing the same way are enough to open a row. Write in the row which source the evidence came from, so the rep can argue with it.
Assign practice the rep can do without you: The 1:1 is one hour. The behaviour has to survive the other days. Give the rep something to rehearse before a named live conversation, and name the conversation. Practice with no live target attached turns into reading.
Open every 1:1 with the same row: This is the habit that makes the rest work. Before pipeline, before admin, ask where they tried it and what happened. Then write one line of evidence and where it sits against the bar. Keep the deal conversation underneath, in separate notes.
Close the cycle with a verdict, then start a new row: At the review date, say met, not met, or paused, and why. A not-met verdict with a clear obstacle is more useful than a row quietly rolled forward for a third quarter. Then pick the next skill, which is often the one you parked.
The sales coaching template
Fill in the cycle header first, then one plan row per rep. Keep the skill to a single observable behaviour and leave it in place for the whole cycle. The 1:1 structure is there to reopen the same row rather than start a new conversation, and the rule block is what stops the skill becoming whatever went wrong last week.
Cycle header
	Field
	What to write
	Your entry

	Manager and team
	[Manager name] / [the team or segment this cycle covers]
	

	Cycle dates
	[Start date] to [end date], normally a quarter or 90 days
	

	Coaching rule for this cycle
	[The agreed rule for choosing each rep's skill, written before the first 1:1]
	

	Where the evidence comes from
	[Recordings, deal reviews, closed-lost reasons, pipeline inspection, calls you joined, the rep's own deal notes]
	

	Weekly 1:1 slot
	[Day and time, held for every rep and not moved for pipeline]
	

	What this record is not
	[State in writing whether this feeds the performance review, and then keep to it]
	



Coaching plan: one row per rep, one skill per cycle
	Rep
	Skill this cycle
	Evidence it is based on
	What good looks like
	Practice assigned
	Review date
	Status

	[Rep name]
	[One named skill, written as a behaviour someone could observe]
	[The pattern and where you saw it: which deals, which calls, which loss reasons]
	[The bar, written so the rep can judge themselves against it without you]
	[What the rep does between 1:1s, without the manager in the room]
	[Date, at the end of the cycle]
	Not started

	[Rep name]
	[Keep it to one. Park anything else in the next-cycle column below]
	[Two imperfect sources pointing the same way are enough to open a row]
	[Avoid "be more consultative". Describe what you would hear or read]
	[Rehearsal, a role-play, or a named live conversation to try it on]
	[Date]
	In progress

	[Rep name]
	[None this cycle, if the gap is will or situation rather than skill]
	[Say what told you it is not a skill gap, such as the behaviour appearing elsewhere]
	[Not applicable. Record the other conversation somewhere else]
	[No practice assigned]
	[Date]
	Paused, by agreement



Weekly 1:1 structure: the same row, four times
	Agenda item
	What the manager asks
	What goes in the record

	1. The skill row, first
	Where did you try it since we last spoke, and what happened?
	One line of evidence in the rep's words, with the deal or call it came from

	2. Against the bar
	Against what we wrote down as good, where was that?
	At, below or above the bar, and the specific gap

	3. One obstacle
	What got in the way: the skill itself, or something else?
	Skill, will or situation, named explicitly rather than implied

	4. Practice for next week
	What will you rehearse, and which live conversation will you try it on?
	The practice and the named deal or call it will be used on

	5. Deals and everything else
	[Pipeline, accounts, admin, whatever the 1:1 normally covers]
	Normal deal notes, kept separate from the skill row

	6. Close
	What are you doing before we meet again?
	The next date. Nothing new is added to the skill row



The rule for deciding what to coach
	Step
	What to do
	Your entry

	Start from a pattern, not an incident
	Look across the rep's last several deals or calls for the same failure. One bad call is an incident. The same gap three times is a skill.
	

	Prefer the gap that costs deals
	Of the patterns you can see, pick the one that shows up in how deals are lost or stall, not the one that is easiest to observe.
	

	Check that it is a skill at all
	Ask whether the rep could do it if the quarter depended on it. If the answer is yes, the problem is will or situation, and practice will not move it.
	

	Write the bar before the first 1:1
	Describe the behaviour so the rep can judge themselves against it. If you cannot write it down, you cannot coach it or close it.
	

	One skill per rep per cycle
	Two skills means neither gets four attempts. Put the second in a next-cycle column where it stays visible but inactive.
	

	Re-run the rule only at the cycle end
	Evidence arriving mid-cycle goes in the deal notes, not the skill row. Swapping the skill restarts the count, which is the thing the template exists to prevent.
	





Sales coaching template example
Example: fictional company. Ferncastle Analytics sells revenue-forecasting software. Sales manager Rachel Imbert runs one 90-day coaching cycle for three account executives, and the trail below follows Nadia Brandt's row from the first 1:1 to the cycle review.
Cycle header
	Field
	Example entry

	Manager and team
	Rachel Imbert / mid-market new business, three account executives

	Cycle dates
	Week 1 to week 12, aligned to the quarter

	Coaching rule for this cycle
	Each skill comes from a pattern in closed-lost reasons first, then from calls. No skill changes before week 12.

	Where the evidence comes from
	Closed-lost reasons in the CRM, two recorded discovery calls per rep, calls Rachel joined, and each rep's deal notes.

	Weekly 1:1 slot
	Thursday, held every week, moved only for buyer meetings.

	What this record is not
	Not a performance document. Rachel writes a separate quarterly summary and told the team so in week 1.



Coaching plan at the start of the cycle
	Rep
	Skill this cycle
	Evidence it is based on
	What good looks like
	Practice assigned
	Review date
	Status

	Nadia Brandt
	Make the cost of staying put explicit, and get the buyer to say it back in their own words
	Three of her last five closed-lost opportunities were coded no decision. In both recorded discovery calls she moved to the product straight after the buyer described their current process
	The buyer states what the current process costs them and what changes if nothing happens, unprompted, and it appears in the deal notes in the buyer's own words
	Rehearse the cost question and three follow-ups in role-play before each discovery call, then use them live
	Week 12
	In progress

	Jonah Pike
	Get a second stakeholder named and invited before the first demo
	No recordings on his calls, so the evidence is four single-threaded closed-lost deals and the two live calls Rachel joined in week 1
	A named second stakeholder, with a role, appears in the opportunity before the demo is booked
	Write the invitation ask into his own words and try it on every discovery call this week
	Week 12
	In progress

	Tomas Reiner
	None this cycle. The gap is will, not skill
	Tomas does the behaviour well on renewal calls and stopped doing it on new business after the territory split in week 1
	Not applicable. Rachel is having the territory conversation instead, recorded outside this sheet
	No practice assigned
	Week 6, to decide whether a skill row opens
	Paused, by agreement



Nadia's row across four 1:1s and the cycle review
	1:1
	Evidence the rep brought
	Against the bar
	Obstacle
	Practice for next week

	Week 2
	Asked the cost question on the Marlow & Finch discovery call. The buyer said the current process was "just a bit annoying" and Nadia moved on to the demo agenda
	Below. The question was asked; the vague answer was not pursued
	Skill. No follow-up ready when the first answer is soft
	Rehearse three follow-ups to a vague answer, then use them on the Oakmere call

	Week 4
	On the Oakmere call the buyer described the rebuild work that eats the end of every month, and named who does it
	At the bar for the first time. The cost is in the buyer's words and in the deal notes
	None this week
	Do the same on both discovery calls booked for next week

	Week 6
	Two discovery calls. One got a cost in the buyer's words. On the other, Nadia answered her own question before the buyer did
	Mixed. One at the bar, one where she filled the silence
	Skill, narrowing. She is uncomfortable with the pause after the question
	Count to three after asking. Replay the week 4 recording and note what the silence sounded like

	Week 8
	Three discovery calls, three costs in the buyer's words. One buyer repeated it back in their own follow-up email
	At the bar three times in a row
	None
	Keep the behaviour. Record a model clip of the week 8 call for the team library

	Week 12 review
	The behaviour held from week 4 onward and survived two calls Rachel did not attend
	Met. Row closes
	None
	New row opens for the next cycle: getting a second stakeholder into the first call, taken from the same loss pattern



Example: fictional company. Ferncastle Analytics, Harborview Metrics, Marlow & Finch Logistics and every person named in this example are invented for illustration. Any resemblance to real companies or people is coincidental.
Common mistakes
Starting fresh every week: If the 1:1 opens with "how did the week go", the skill resets and the rep gets one attempt at twelve things. Open with the same row and the same bar, and let the week supply the evidence instead of the agenda.
Coaching whatever went wrong last week: The most recent bad call is the loudest signal, not the most expensive one. Choose from a pattern across deals, write it down, and then leave the choice alone until the review date.
Coaching skill when the problem is will: If a rep does the behaviour on renewals and not on new business, more practice makes it worse and reads as not being listened to. Name it as will or situation in the row, pause the skill, and have the other conversation somewhere else.
Letting the record double as a performance file: A coaching record that gets read in the performance review stops being honest inside one cycle. Reps bring their best calls, the evidence column fills with wins, and the obstacle column empties. Decide which document is which, and say which out loud.
Two or three skills at once: Three skills means one attempt each per cycle rather than four at one. Park the others in a next-cycle column where they stay visible without competing for the four conversations.
A bar nobody can judge: "Be more consultative" and "show more urgency" cannot be observed, so they can never be met or closed, and the row survives for years. Write the behaviour the rep could point to in a recording or a deal note.
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