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COST GUIDE / BIZNATRON

Outsourced SDR Cost Guide

The Biznatron Framework for Comparing In-House, Outsourced, and Hybrid
Sales Development by Total Cost, Quality, Speed, Control, and Risk

The cheapest SDR is not always the lowest-cost sales-development system. A salary can look cheaper than
an agency fee until recruiting, benefits, tools, management, ramp time, QA, turnover, and lost leadership
time are included. An outsourced program can look expensive until the buyer sees how much operating
infrastructure is already included.

The right question is not:

“What does one SDR cost?”

The better question is:

“What does it cost to create a reliable flow of qualified sales opportunities, and which model creates that
capability with the best balance of cost, speed, control, and risk?”

Use the Biznatron cost formula:

TOTAL SYSTEM COST - TIME TO PRODUCTIVITY -» QUALITY -» OPPORTUNITY

CREATION - PIPELINE - MANAGEMENT LOAD - RISK —» LEARNING

1. Start With the Outcome, Not the Seat

An SDR or BDR exists to create qualified sales conversations that can become opportunities.

Before comparing prices, ask:

® How much does it cost to create a meaningful buyer conversation?

® How much does it cost to create a qualified meeting that actually shows?
® How much does it cost to create an accepted sales opportunity?

® How much qualified pipeline is created per dollar invested?

® How quickly can the motion become productive?

® How much leadership time does the model consume?

® What happens if the rep leaves?

® How quickly can the model be changed if the market does not respond?

A lower monthly price can produce a higher commercial cost when the output is weak.
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2. The Cost Illlusion

Most SDR comparisons begin with the wrong two numbers:
Internal salary vs outsourced monthly fee. That comparison ignores the operating system behind the

person.

A functioning SDR motion normally requires:
® Target-market definition

® |CPresearch

® Buyer-role mapping
® Contact data

® Email verification

® Calling infrastructure
® Email infrastructure
® LinkedIn access

® CRM

® Messaging

® Training

® Management

® Coaching

e QA

® Reporting

® Replacement coverage

® Continuous learning

The rep is one component of the system, not the whole system.

3. Three Ways to Build Sales Development

In-House

The company recruits, employs, trains, manages, equips, coaches, and retains the SDR team.

Best when:

® Sales development is a long-term strategic capability the company wants to own.
® Strong SDR leadership already exists.

® The sales motion is proven.

® The business has enough volume to justify permanent infrastructure.

® Deep daily internal collaboration is required.
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Trade-off:

Maximum control, but the company also owns recruiting, ramp, management, turnover, tools, and process
quality.

Outsourced

An external provider supplies some or all of the sales-development capability.

Depending on scope, this can include:
® Dedicated SDR or BDR capacity

® Research

® Data

® (Calling

® Cold email

® LinkedIn outreach
® Messaging

e QA

® Management
® Reporting

® CRMdiscipline
® Optimization

® Replacement coverage

Trade-off:

Faster access to infrastructure and talent, but the company must evaluate quality, control, transparency,
and vendor dependency carefully.

Hybrid
The company keeps core commercial judgment in-house while external capacity handles defined parts of

the motion.

Often kept in-house:
® Positioning
® Pricing
® Sales strategy
® Deep product expertise
® | ate-stage discovery
® Solution design
® Proposal

® Negotiation
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® (Closing

Often supported externally:
® Market research
® Account selection
® Contact research
® Prospecting
® (Cold calling
® Cold email
® linkedIn
® Follow-up
® Early qualification
® Meeting handoff
® Reporting

Hybrid can work well when the company wants control of strategy without building every execution layer
internally.

4. Total System Cost

Use this formula for an internal SDR:

TOTAL IN-HOUSE COST = COMPENSATION + EMPLOYMENT COST + TOOLS + DATA
+ RECRUITING + MANAGEMENT + TRAINING + QA + REVOPS + RAMP LOSS +

TURNOVER RISK

Typical cost categories include:

® Base salary

® Variable compensation
® Employer taxes

® Benefits

® Recruiting

® | aptop and equipment
® CRM

® Sales intelligence

® Data enrichment

® Email verification

® Sales Navigator
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® Dialer

® Email sequencing

® Mailbox and domain infrastructure
® Management time

® Training

® Call coaching

e QA

® Messaging support

® RevOps support

® Reporting

® Ramp-time productivity loss

® Turnover and replacement

If the comparison includes only salary, it is incomplete.

5. The Management Tax

Management is one of the most hidden SDR costs.

Someone must:
® Set priorities
® Review lists
® Approve messaging
® |isten to calls
® (Coach objections
® Inspect CRM notes
® Review performance
® Fix workflow problems
® Handle underperformance
® Recruit replacements
® Coordinate with AEs

® Translate market feedback into changes

Call this the Management Tax. It is not necessarily a bad cost. Good management creates value. But it
must be counted because leadership time is scarce. A founder spending five hours every week managing
one SDR is paying with more than salary. The company is also spending five hours of founder capacity.
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6. Ramp Exposure

Hiring and productivity do not begin on the same day.

A new SDR may need time for:

® Recruiting

® Notice period

® Onboarding

® Product learning
® Industry learning
® Buyer-language learning
® Systems training
® (Call practice

® Objection practice
® CRMdiscipline

® Message testing

® Market feedback
Ramp Exposure is the money and time spent before performance becomes stable enough to judge.

Use:

RAMP EXPOSURE = COST DURING RAMP + MANAGEMENT TIME DURING RAMP +

LOST PIPELINE CAPACITY

Do not judge time to productivity by the first call or first email. Judge it by the point where the motion
begins producing repeatable evidence and useful commercial output.

7. Continuity Risk

A one-person outbound function has a hidden concentration risk.

If one internal SDR leaves:
® OQutbound capacity may fall sharply.

® Recruiting starts again.

® Training starts again.

® Manager workload rises.

® Account knowledge can disappear.

® Buyer conversations may go cold.
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Call this Replacement Shock. A mature outsourced provider should absorb more of this risk through
backup staffing, documented playbooks, shared campaign knowledge, and replacement processes. But
outsourcing does not automatically remove continuity risk. A vendor with frequent rep rotation can create
the same problem.

Always ask:

® Who owns replacement?
® How is campaign knowledge preserved?
® Does outreach stop during replacement?

® Does the client continue paying during downtime?

8. The Cost of Learning

Outbound is not only execution. It is a market-learning system.

Early outreach should help answer:

®  Which accounts respond?

®  Which titles care?

®  Which problems create conversation?
®  Which objections repeat?

®  Which industries convert?

® Which channels work best?

®  Which qualification gaps appear?

Use the Cost-to-Learning concept:

COST TO LEARNING = MONEY SPENT BEFORE THE COMPANY HAS ENOUGH

RELIABLE MARKET EVIDENCE TO MAKE A BETTER GO-TO-MARKET DECISION

A cheap campaign that produces no useful learning can be expensive. A more disciplined campaign can
create value even before revenue by showing the company which market, buyer, or message should
change.

9. Quality-Adjusted Cost

Do not compare providers using cost per meeting alone.

Use progressively stronger economics:

® (Cost per meaningful conversation = Total outbound cost + Meaningful conversations
® Cost per qualified meeting = Total outbound cost + Qualified meetings attended

® Cost per accepted opportunity = Total outbound cost + Accepted opportunities created
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® Pipeline efficiency = Qualified pipeline created + Total outbound cost

® Revenue efficiency = Mature outbound-sourced revenue =+ Total outbound cost

The farther down the funnel the metric sits, the harder it is to improve through low-quality activity alone.

10. The Cheap Meeting Trap

Illustrative example:

Vendor A
® 8 meetings booked

® 5 attend
® 2 involve the right buyer

® 1 becomes an opportunity

Vendor B

® 8 meetings booked

® 7 attend

® 7 fit the ICP

® 5 involve the correct decision-maker

® 4 become opportunities

The meeting count is identical. The commercial value is not. If Vendor A costs $2,000 and Vendor B costs
$4,000:

Vendor A cost per booked meeting = $250 Vendor B cost per booked meeting = $500 Vendor A looks
cheaper at the calendar level.
But:

Vendor A cost per opportunity = $2,000 Vendor B cost per opportunity = $1,000 The “more expensive”
vendor is economically stronger once quality is included. This is why the denominator matters.

11. Opportunity Economics

The real unit of sales-development value is often the opportunity, not the activity.

Ask:

® How many qualified opportunities are created?

® \What is the average opportunity value?

® \What percentage becomes pipeline the sales team accepts?
® \What percentage eventually wins?

® How long does that take?

A useful planning model is:
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EXPECTED PIPELINE VALUE = ACCEPTED OPPORTUNITIES x AVERAGE

OPPORTUNITY VALUE

A simple mature revenue model is:

EXPECTED REVENUE = ACCEPTED OPPORTUNITIES x AVERAGE DEAL VALUE x

HISTORICAL WIN RATE

These are planning models, not guarantees.

12. Capacity Utilization

A full-time internal SDR can be economically attractive when the company has enough good work to keep
the role productive. But unused capacity is still paid capacity.

Low utilization can happen when:

® The target market is too small.

® The ICP is not ready.

® The product is not ready for outbound.

® The sales team cannot absorb more meetings.
® Data is unavailable.

® The company keeps changing direction.

Outsourcing can be attractive when the company needs variable or experimental capacity. In-house can
be attractive when the demand for SDR capacity is stable and continuous.

13. The Reversibility Premium

One cost question most comparisons ignore is:

“How expensive is it to change our mind?”

In-house commitments can include:

® Recruiting cost

® Employment commitments
® Management structure

® Tool contracts

® Equipment

® Training investment
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® Termination or transition costs

Outsourcing can be easier to scale up, reduce, or stop, depending on contract terms. That flexibility has
value. Call it the Reversibility Premium. A higher monthly outsourced fee can still reduce downside
exposure if the company is testing a new vertical, geography, product, or market.

14. Control Has Value Too

Cost should not be the only reason to outsource.

In-house teams can provide advantages such as:

® (Closer product knowledge

® Direct cultural integration

® Internal career development

® More direct management control
® Faster access to internal experts

® |ong-term institutional knowledge

These advantages have economic value even when they do not appear on a spreadsheet. The goal is not
to prove outsourcing is always cheaper. The goal is to compare both models honestly.

15. Outsourcing Has Hidden Assets

A strong managed provider may include capabilities that would otherwise require several internal roles or
vendors:

® Recruiting bench

® Research team

® Data systems

® Sales tools

® Training

® (Call coaching

e QA

® Campaign management
® Deliverability knowledge
® Reporting

® Replacement process

® Playbooks

® Cross-campaign pattern recognition

This is why two outsourced providers with the same number of SDR seats can have very different prices.
The buyer is not only paying for labor. The buyer may be paying for infrastructure and risk transfer.
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16. Outsourcing Has Hidden Risks

Outsourcing can also create costs that do not appear in the proposal.

Watch for:

® Shared reps presented as dedicated

® Frequent rep rotation

® Weak product learning

® Generic lists

® Generic scripts

® Email-only delivery sold as multichannel

® Weak call quality

® No qualification standard

® Poor CRM notes

® No-show responsibility pushed to the client
® Hidden data or tool charges

® Weak reporting

® Vendor-owned domains or data with unclear transfer rights
® |ong contracts with weak exit terms

® Activity reporting without pipeline reporting

A low fee can become expensive if the buyer must rebuild the missing operating layer internally.

17. Pricing Models Change Behavior

Monthly Retainer

A fixed fee covers a defined operating scope.

Strength:

Stable budget and room for continuous optimization.
Risk:

The client must verify that real work, quality control, and learning are happening.

Dedicated SDR Fee
The buyer pays for dedicated rep capacity, often with a support layer.

Strength:

Clearer ownership and focus.
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Risk:

“Dedicated” must be defined. Ask whether the rep works on other client accounts.

Pay Per Meeting

The provider is paid when meetings are booked.

Strength:
Lower apparent fixed risk.
Risk:

If qualification is weak, the pricing model can reward calendar volume over opportunity quality.

Hybrid Retainer + Performance

A fixed fee supports infrastructure while variable compensation rewards defined outcomes.

Strength:

Can align incentives when qualification and attribution rules are precise.

Risk:

Disputes appear when “qualified,” “sourced,” or “accepted” is not clearly defined.

Hourly or Freelancer

The buyer purchases labor time.

Strength:

Low commitment and flexibility.

Risk:

The buyer often becomes the manager and still owns research, tools, process, QA, reporting, and
replacement.

18. Current U.S. Cost lllustration

Public figures provide a useful floor for understanding internal SDR economics. As of September 1, 2026,
Salary.com lists the average U.S. “Sales Development Rep” salary at about $42,145 per year. The U.S.
Bureau of Labor Statistics March 2026 Employer Costs for Employee Compensation table reports wages
and salaries as 75.3% of total compensation for sales and related occupations, with benefits representing
24.7%.

Using those two public figures only as an illustration:

$42,145 + 0.753 = $55,970 total compensation equivalent
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Add two common prospecting tools:
LinkedIn Sales Navigator Core: $1,079.88 per year when billed annually Apollo Basic: $49 per seat per
month when billed annually, or $588 per year
Illustrative direct recurring total:
$55,970 + $1,079.88 + $588 = $57,638 per year
That still excludes:

® Variable compensation

® CRM

® Dialer

® Equipment

® Recruiting

® Management

® Training

e QA

® Additional data

® Email infrastructure

® Ramp loss

® Turnover

This is not a universal fully loaded SDR benchmark. It is a transparent example showing why salary alone
understates system cost.

19. Published Outsourced Pricing lllustration

Published pricing also shows how wide the outsourced category is. Belkins currently describes outsourced
SDR starter pricing from about $5,000 per month and includes a dedicated SDR, sales audit and strategy
mapping, TAM and buyer mapping, manual lead research, reporting, copy support, appointment booking,
no-show recovery, and optimization in the described service. SalesRoads currently lists Full SDR
Appointment Setting starting at $9,950 per four weeks for one dedicated SDR plus a broader support team
and infrastructure. These prices do not prove one vendor is better than another. They prove that
“outsourced SDR” is not one standardized product.

Always normalize the scope before comparing price.

20. Apples-to-Apples Cost Checklist

Compare every model using the same categories:
® People cost

® Variable compensation

® Employer cost

BIZNATRON KNOWLEDGE CENTER BIZNATRON.COM | 13



‘;‘.i:zHZNnTnnN

® Recruiting

® Research

® List building

® Data

® Verification

® CRM

® Calling infrastructure
® Email infrastructure
® linkedIn

® Messaging

® Training

® Management

e QA

® Coaching

® Reporting

® RevOps

® Ramp

® Replacement

® | eadership time

® Contract flexibility
® Data ownership

® Technology ownership

If one proposal excludes a category, add the cost of supplying it yourself.

21. The False Savings Test

Before calling an option “cheaper,” ask whether the lower price creates any of these costs somewhere
else:

® More founder time

® More sales-manager time
® More AE prospecting

® More no-shows

® More bad-fit meetings

® More CRM cleanup

® More list cleanup

® More tool spending
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® More replacement work
® More missed pipeline

® More brand risk

If yes, the saving may only have moved to another budget or another person's calendar.

22. Buyer Psychology: Cost Means Different Things
by Title

Founder / CEO

Usually cares about:
® Speed to market

® Founder time

® Ability to test a market
® Pipeline creation

® Downside risk

® Management burden

Use language such as:

“Can this create a working outbound motion without building another department?”

CRO / VP Sales

Usually cares about:

® Pipeline coverage

® Meeting quality

® AE capacity

® Opportunity conversion
® Forecast impact

® Control

Use language such as:

“What does this add to pipeline without lowering qualification quality?”

Head of SDR / BDR

Usually cares about:
® Rep quality

® Coaching

® Standards
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® Data
® Channel execution
® Management control

® Transparency

Use language such as:

“Will the external team operate at the same standard as the internal team?”

Ccoo

Usually cares about:

®  Process ownership
® Reliability

® Staffing burden

® Handoffs

® Accountability

® Scalability

CFO

Usually cares about:

® Fixed vs variable cost
® Total annual cost

® (Cost per opportunity
® Headcount exposure
® Payback

® Forecast confidence

® Downside risk

Do not sell a CFO on call volume. Translate activity into economics.

23. Industry Changes the Economics

SaaS / Technology
Deeper technical products and larger buying committees can require more research, multithreading, and
qualification.
Judge cost against:
® ACV
®  Opportunity value

® Pipeline
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® Technical stakeholder access

® Sales cycle

MSP / IT Services / Telecom / UCaaS
Timing around current providers, renewals, geography, and infrastructure can matter more than raw

volume.

Judge cost against:
® Correct buyer access

® Renewal timing
® (Qualified opportunities
® Territory coverage

® Migration potential

Consulting / Professional Services

Senior-buyer access and credibility often matter more than mass activity.

Judge cost against:

® Senior conversations
® (Qualified opportunity value
® Partner time saved

® Proposal progression

Staffing / Recruiting

Hiring triggers and speed can support higher outreach volume.

Judge cost against:

® Hiring-manager conversations
® Urgent opportunities
® Account penetration

® (Client acquisition

Manufacturing / Logistics / Industrial

Site research, operational titles, multiple stakeholders, and procurement can increase research cost.

Judge cost against:

® Correct-site coverage
® Operational buyer access
® QOpportunity value

® Procurement progression
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Healthcare / Dental / Medical Services
Gatekeepers, practice ownership, trust, compliance language, and local context can increase the effort

required to reach the true buyer.

Judge cost against:

® Correct routing

® (Qualified conversations
® Show rate

® Practice fit

®  Multi-location opportunity

The same monthly price can create very different economics in different markets.

24. When In-House Usually Makes More Sense

Choose in-house more often when:

® Sales development is strategically important enough to own long term.

® The company already has capable SDR leadership.

® The motion is proven.

® There is enough continuous prospecting demand for permanent capacity.
®  Product complexity requires very close daily internal support.

® The company wants SDRs as a talent pipeline for future AEs.

® The business can absorb recruiting, ramp, turnover, and infrastructure costs.

In-house is strongest when the company is ready to own the complete system, not just hire the rep.

25. When Outsourcing Usually Makes More Sense

Choose outsourcing more often when:
® The company needs outbound capacity without building another department.

® A new ICP, industry, geography, or product needs testing.

® Founders or AEs are spending too much time prospecting.

® The company has closers but weak top-of-funnel coverage.

® Recruiting and SDR management would distract senior sales leadership.
® Research, data, QA, messaging, and reporting are fragmented.

® The company wants more reversible capacity.

® The internal team needs an execution layer faster than it wants to build one.

Outsourcing is strongest when the buyer purchases a functioning capability, not only cheaper labor.
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26. When Hybrid Usually Wins

Hybrid can be strongest when:
® The company has strong closers but weak prospecting coverage.

® The business needs external research and outreach while keeping strategic sales conversations internal.

® The market is complex enough to require internal product expertise but repetitive enough to outsource
prospecting work.

® The company wants to test a market before hiring permanently.

Simple hybrid model:

External team: Research — Prospecting - Early Qualification - Meeting Handoff Internal team: Discovery
- Solution —» Business Case — Proposal = Negotiation —» Close

27. Vendor Evaluation Scorecard

Ask every provider the same questions before comparing price:
® |s the SDR dedicated or shared?

®  Who recruits the rep?

® Who replaces the rep?

® Who manages day to day?

® Who builds and validates the list?

® Which data sources are included?

®  Which tools are included?

® Are calls, email, and LinkedIn included?

® Who writes and updates messaging?

® How is buyer-title language adapted?

® How is industry language adapted?

® What exactly counts as a qualified meeting?
® Who handles no-shows and reschedules?

® How are calls reviewed?

® How often is coaching performed?

® What CRM activity and notes are required?
® What reporting is included?

® (Can results be segmented by title, industry, channel, and message?
® How is market feedback returned?

® Who owns the data?

® Who owns domains and campaign assets?

® What happens when a rep leaves?
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® What is the contract term?
® What is the exit structure?

® \What costs are extra?

Price should be compared only after scope is normalized.

28. The Biznatron BDaaS Model

Biznatron approaches outsourced business development as a managed sales-development function rather
than a freelance seat.

Depending on scope, the operating model can include:
® Dedicated human BDR execution

® |CP alignment

® Buyer-role mapping

® Account research

® Contact research

® Manual lead validation
® Cold calling

® Cold email

® LinkedIn outreach

® Follow-up

® Qualification

® Messaging support

e QA

® Coaching

® Account management
® CRM discipline

® Meeting handoff

® Reporting

® Continuous campaign learning

The operating principle is:

RESEARCH BEFORE OUTREACH. QUALITY BEFORE VOLUME.

The objective is not to fill a calendar with anybody willing to accept a meeting. The objective is to create
relevant conversations with buyers who fit the agreed market and qualification standard.
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29. Biznatron Cost Reference

A standard Biznatron BDaaS planning reference is $1,500 per dedicated BDR per month, subject to scope,
market, campaign requirements, and final commercial agreement.
At that planning reference:

Monthly service fee = $1,500 Annual service fee = $18,000 Do not compare the $18,000 service fee only
with internal salary. Compare the operating scope included in the engagement against the total internal
cost of producing the same capability. Using the public U.S. illustration in this guide, salary plus a
BLS-style compensation load and only two common prospecting tools reaches roughly $57,638 per year
before several other internal costs are included. The comparison is illustrative, not identical. An employee
and a managed service differ in control, culture, ownership, flexibility, risk, and capability.

The purpose of the math is to make hidden cost visible.

30. The Build vs Buy Decision Model

Score each option from 1 to 5 on:

® Total annual cost
® Time to productivity
® Management burden
® Research quality
® Data quality
® Channel capability
®  (Qualification quality
® QA and coaching
® Replacement protection
® Control
®  Product knowledge
® Scalability
® Reversibility
® Reporting
®  Opportunity quality
® Pipeline potential
Then ask four questions:
® Which model creates the strongest qualified pipeline for the total cost?
® Which model consumes the least scarce leadership time?
® Which model gives the company the level of control it genuinely needs?

® Which model creates the least painful downside if the strategy changes?
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Do not choose the smallest monthly number. Choose the strongest operating economics for the situation.

31. Final Principle

Outsourcing should not be evaluated as cheap labor. In-house should not be evaluated as salary alone.
Both are methods for building revenue capacity. The best model is the one that creates qualified
opportunities at an acceptable total cost with the right balance of:

® (Quality
® Speed
® Control

® Management burden
®  Flexibility

® |earning

® Continuity

® Rijsk

Use the final Biznatron formula:

TOTAL SYSTEM COST - PRODUCTIVITY —» QUALITY —» OPPORTUNITY - PIPELINE -

MANAGEMENT LOAD - FLEXIBILITY -» RISK -» LEARNING

Measure the system, not just the seat.

Sources and Public Reference Points

Public references checked September 9, 2026.

® Salary.com: U.S. Sales Development Rep salary, updated September 1, 2026.

® U.S. Bureau of Labor Statistics: Employer Costs for Employee Compensation, private industry sales and
related occupations, March 2026.

® linkedIn: Sales Navigator plans and pricing, updated August 2026.
® Apollo: Pricing plans, Basic plan listed at $49 per seat per month when billed annually.
® Belkins: Outsourced SDR services pricing, starter price described from about $5,000 per month.

® SalesRoads: Full SDR Appointment Setting pricing, starting at $9,950 per four weeks.

Public prices and compensation figures can change. Treat them as dated illustrations and verify current
source pricing before making a financial decision.

BUILDING BUSINESSES THROUGH PEOPLE
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Explore more practical revenue resources at www.biznatron.com/resources
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