
An after-action debrief is a great way to help your sales reps get better at their job by 
reviewing what happened on a sales call. 

Here’s a 3-question debrief you can use to ensure your team continues to improve—
and closes more deals:
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Don’t end with the next steps. Start with them. If you ask about next steps at the beginning of the 
debrief, you reinforce the importance of the next action. You cover the most important process 
issue while it’s still fresh in your sales rep’s mind. 

Most sales calls don’t end with a firm “yes.” But that’s okay, as long as the call moves you forward. 

After each call, the members of your sales team should have a clear idea of what the next step is. 

The next steps represent the tangible outcome of the call, and the most important thing for your 
team to focus on and remember.

1. “What are the next steps?”

COACHING YOUR TEAM TO BETTER RESULTS

Ask your sales reps what they discovered about your prospect’s problems and priorities during 
the sales call. What questions did they ask, and how did the prospect respond to their challenges? 

If they did their job, they should have plenty of material for an answer. But if your sales rep begins a 
lot of sentences with “I said,” that’s a bad sign. 

All good sales calls uncover new or better information about what exactly your prospect is trying to 
achieve, because all good sales calls are focused on your prospect, not your product. It’s easy, 
however, for a sales rep to get caught up in talking about the magic of your product or service. 
When you ask what the rep learned, the prospect’s perspective remains the primary focus.

2. “What did you learn about your prospect?”

The day a sales person stops trying to get better at their job is the day you should cut them loose. 

Use your post-sales call debrief sessions as an opportunity to help your sales person—and your 
sales process—improve through self-critique. 

Don’t reprimand them. Just ask them how they thought they did—what they did well, and what they 
could do better. It will show them it’s okay to own up to their shortcomings, as long as they seek to 
address them—and use them to improve.

3. “What did you do well, and what could you do better?”


