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ARTICLE / BIZNATRON

SDR & BDR
An SDR or BDR is often the first real conversation a buyer has with a company. That means the role is not
junior sales labor. It is the part of the revenue system responsible for turning a market into evidence,
conversations, and qualified next steps. A weak SDR function creates activity. A strong SDR function
creates information the rest of the revenue team can use.

Use the Biznatron sales-development formula:

MARKET → ACCOUNT → BUYER → EVIDENCE → CONVERSATION → QUALIFICATION →
HANDOFF → PIPELINE → LEARNING

1. Stop Designing the Role Around the Acronym
Companies use SDR and BDR differently.

A common definition is:

SDR
Often handles inbound leads, qualification, nurture, and early-stage follow-up.

BDR
Often handles outbound prospecting, account research, cold outreach, and new-logo creation. But titles
are inconsistent across companies.

The useful question is not:

“Is this person an SDR or a BDR?”

Ask:

“What revenue work needs a clear owner, and what evidence should that person create before the next
seller takes over?” The job should define the title. The title should not define the job.

2. The Role Contract
Before hiring or assigning an SDR/BDR, create a Role Contract.

It answers six questions:
● What market does the rep cover?
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● What accounts does the rep own?
● Which buyers should the rep reach?
● Which problems can the rep discuss credibly?
● What evidence must exist before a meeting is handed off?
● What does the rep own after the meeting is booked?

Without a Role Contract, sales development becomes a collection of tasks. With one, it becomes an
accountable part of the revenue process.

3. The Job Is Conversation Creation, Not Activity
Creation
Calls, emails, LinkedIn touches, research, and follow-up are inputs. The commercial job is to create useful
buyer movement.

A useful conversation does at least one of these:
● Confirms the account is relevant
● Reveals the right buyer
● Confirms or rejects a problem hypothesis
● Creates a reason for a deeper discussion
● Finds a timing or decision constraint
● Identifies another stakeholder
● Creates a future follow-up reason
● Disqualifies a bad-fit account
● Returns useful market intelligence

That means a “no” can still be productive when it improves the company’s understanding of the market.

4. Inbound SDR vs Outbound BDR
Inbound and outbound are different jobs even when one person does both.

Inbound
The buyer has already created a signal.

The rep’s job is usually:
● Respond quickly
● Understand intent
● Separate curiosity from buying interest
● Route correctly
● Qualify enough for the next step
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● Protect the buyer from unnecessary repetition

Outbound
The company creates the first commercial contact.

The rep’s job is usually:
● Choose the right account
● Find the right buyer
● Create a credible reason for contact
● Start a conversation without assuming a problem
● Test the hypothesis
● Qualify what becomes real
● Create the next step

The difference is important. Inbound begins with buyer interest. Outbound begins with seller evidence.

5. Specialized vs Full-Cycle SDR
Specialized Model
Research, prospecting, qualification, and closing are owned by different people.

Strengths:
● Clear focus
● Easier training
● Higher repetition
● Clearer measurement
● More predictable handoffs

Risks:
● Context loss
● Too many ownership changes
● Reps optimizing their own stage instead of the customer journey
● Meetings booked for the closer rather than opportunities created for the business

Full-Cycle Model
One seller handles more of the journey from prospecting through close.

Strengths:
● Stronger context
● Fewer handoffs
● More direct learning
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● Clearer end-to-end accountability

Risks:
● Prospecting becomes inconsistent when late-stage deals become busy
● Harder workload prioritization
● More complex training
● Less specialization

Neither model is automatically better. Choose based on deal complexity, account value, market size, sales
cycle, management capacity, and how expensive context loss would be.

6. The Specialization Tax
Specialization creates efficiency, but every handoff creates a possible loss of information. Call this the
Specialization Tax.

Examples:

The BDR learns why the buyer replied, but the AE never receives it. The SDR hears a timing constraint, but
the CRM only says “interested.” The buyer explains the current process, then must explain it again on the
next call. The AE does not trust SDR qualification and starts discovery from zero. Specialization is valuable
only when the system preserves context. Efficiency without continuity creates friction for the buyer.

7. Account Ownership Must Be Clear
A rep needs to know what “owning an account” means.

Possible ownership levels include:

Contact Ownership
The rep is responsible for one person.

Account Ownership
The rep maps and works the whole company.

Buying-Group Ownership
The rep intentionally covers multiple stakeholders connected to one problem.

Territory Ownership
The rep is responsible for the overall opportunity set in a defined market. For larger B2B deals, contact
ownership is often too narrow. One friendly contact is not the account.
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8. Buying-Group Coverage
Complex sales rarely depend on one person.

The SDR/BDR should learn to identify roles such as:
● Problem owner
● Day-to-day user
● Manager
● Technical evaluator
● Finance
● Procurement
● Legal or compliance
● Economic Buyer
● Executive sponsor
● Potential blocker
● Internal advocate

Do not contact every person just because they exist. Map who matters to the specific problem.
Buying-Group Coverage measures whether the seller understands enough of the organization to avoid
building the entire opportunity around one person.

9. The Friendly Contact Trap
A prospect can be responsive, enthusiastic, and still have little influence over the purchase.

Do not confuse:

Friendly with Influential

A useful internal advocate usually does things when the seller is not present.

They may:
● Bring another stakeholder into the conversation
● Explain how decisions are made
● Share internal constraints
● Help refine the business case
● Tell the seller what will block the deal
● Help create a next step

Interest is useful. Internal action is stronger evidence.
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10. Research Depth Should Match Opportunity
Value
Not every account deserves the same amount of research. Use three practical levels.

Level 1: Market Research
Enough to know the company fits the target market.

Level 2: Account Research
Understand company context, likely buyers, signals, and possible business problems.

Level 3: Opportunity Research
For strategic accounts, understand the buying group, public priorities, recent changes, current
environment, likely alternatives, and internal decision complexity.

The rule is simple:

Research depth should increase when the cost of being wrong increases.

11. The Three Truths Rule
SDRs often turn research into certainty too quickly.

Use:

FACT → HYPOTHESIS → BUYER-CONFIRMED TRUTH

Example:

Fact
The company is hiring 12 salespeople.

Hypothesis
Growth may be creating pipeline, onboarding, or management pressure.

Buyer-confirmed truth
“Our AEs are ramping faster than our pipeline can support them.” The rep can use the fact to earn a
question. The rep should not present the hypothesis as if the buyer already confirmed it.
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12. Signal-to-Action Time
A buying signal becomes less useful when the team reacts too slowly. Call this Signal-to-Action Time.

Possible signals include:
● New leadership
● Hiring
● Funding
● Expansion
● New locations
● Acquisition
● Product launch
● Technology change
● Contract renewal
● New compliance requirement
● Customer growth
● New partnership
● Executive priority
● Public complaint or operational issue

The strongest teams do not merely collect signals. They decide which signals deserve action and how fast
the account should be worked.

13. Signal Strength Is Not the Same as Signal
Volume
A company can have many signals and still be a poor target.

Evaluate signals using:

Relevance
Does the signal connect to a problem the company can solve?

Proximity
How close is it to the likely business problem?

Specificity
Does it tell us something meaningful about this account?
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Freshness
Is it recent enough to affect the current situation? A recent contract renewal can be more commercially
useful than ten generic company-news items.

14. Every Channel Has a Job
Do not ask every channel to do the same thing.

Phone
Best for live feedback, rapid diagnosis, objections, and real-time qualification.

Email
Best for concise written relevance, proof, and a message the buyer can reread or forward.

LinkedIn
Best for identity, familiarity, public context, buyer activity, and social proof.

Voicemail
Best as a bridge that adds context to another channel.

Content
Best for helping buyers understand a problem, category, or point of view before or after direct outreach.
The rep’s job is not to “do multichannel.” The job is to use each channel for the work it does best.

15. Attention Allocation
Time is one of the SDR team’s scarcest resources. Call the allocation of that time Attention Allocation.

A rep can spend time on:
● Research
● Calling
● Email
● LinkedIn
● Follow-up
● Inbound leads
● CRM work
● Meeting preparation
● No-show recovery
● Account mapping
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● Coaching
● Internal meetings

When everything is important, prospecting becomes random. The manager should decide which work
deserves the rep’s best attention based on account value, buying signals, buyer accessibility, and funnel
bottlenecks.

16. Activity Debt
High activity can create hidden future work. Call this Activity Debt.

Examples:
● Hundreds of low-quality contacts create cleanup work.
● Too many weak meetings create wasted AE time.
● Poor CRM notes force later sellers to rediscover context.
● Automated follow-up creates replies nobody handles properly.
● Mass outreach creates reputation problems that require repair.
● Unqualified pipeline creates forecasting noise.

Activity is not free just because it is easy to count. Bad activity creates debt somewhere else in the
revenue system.

17. Buyer Psychology by Title
Founder / CEO

Usually thinks about:
● Growth
● Speed
● Focus
● Cash
● Risk
● Founder time
● Market validation
● Pipeline consistency
● Strategic leverage

A founder usually does not care that a rep “does 100 activities.” They care whether the activity creates
evidence and opportunity.
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CRO / VP Sales

Usually thinks about:
● Pipeline coverage
● Opportunity quality
● AE capacity
● Territory coverage
● Conversion
● Forecast confidence
● Sales cycle
● Win rate
● Rep productivity

The useful language is pipeline and conversion, not task volume.

Head of SDR / BDR

Usually thinks about:
● Rep productivity
● Conversation quality
● Coaching
● Data quality
● Message performance
● Call QA
● Coverage
● Consistency
● Qualification
● Handoff quality

This leader needs to know whether the system helps reps improve judgment, not just compliance.

RevOps

Usually thinks about:
● Definitions
● CRM hygiene
● Routing
● Source accuracy
● Stage integrity
● Attribution
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● Duplicate control
● Reporting
● Funnel leakage

RevOps needs operational truth.

COO

Usually thinks about:
● Reliability
● Process ownership
● Continuity
● Staffing burden
● Handoffs
● Escalation
● Quality control
● Visibility

The COO wants the process to work without constant rescue.

CFO

Usually thinks about:
● Cost per opportunity
● Total sales-development cost
● Pipeline per dollar invested
● Headcount exposure
● Payback
● Risk
● Revenue efficiency
● Management cost

A CFO does not need more touches. A CFO needs to know whether the system creates economically useful
opportunities.

18. Industry Changes the SDR Job
SaaS / Technology

The rep may need to understand:
● ARR and ACV
● Pipeline coverage
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● Technical stakeholders
● Integrations
● Product adoption
● Sales efficiency
● Multi-threading
● Expansion
● Security or technical review

Higher-value accounts usually justify deeper research and broader stakeholder coverage.

MSP / IT Services / Telecom / UCaaS

The rep may need to understand:
● Current provider
● Contract timing
● Renewals
● Infrastructure
● Support issues
● Cloud migration
● Locations
● Technical ownership
● Uptime and continuity

Current-vendor context can matter more than a generic feature list.

Consulting / Professional Services

The rep may need to understand:
● Partner time
● Utilization
● Senior-buyer access
● Project demand
● Expertise
● New-logo growth
● Trust

One strong executive conversation can be worth more than many weak meetings.

Staffing / Recruiting

The rep may need to understand:
● Open requisitions



BIZNATRON KNOWLEDGE CENTER BIZNATRON.COM   |   13

● Hiring velocity
● Time to fill
● Talent shortage
● Local market conditions
● Account coverage
● Urgency

Live hiring demand can create strong timing signals.

Manufacturing / Logistics / Industrial

The rep may need to understand:
● Site-level operations
● Facilities
● Production
● Procurement
● Supply chain
● Capacity
● Compliance
● Implementation constraints

The real buyer may sit at a plant, warehouse, or regional location rather than headquarters.

Healthcare / Dental / Medical Services

The rep may need to understand:
● Owner structure
● Practice managers
● Office managers
● Administrators
● Gatekeepers
● Staffing
● Patient operations
● Compliance
● Multi-location structure

Correct navigation can matter more than contact volume.

Financial Services

The rep may need to understand:
● Trust
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● Risk
● Compliance
● Data handling
● Seniority
● Cost control
● Client acquisition

Precision matters. Exaggeration damages credibility quickly.

19. Qualification Boundary
The SDR should not be expected to run the entire discovery process before a first meeting. But the rep
should create enough evidence to justify the next seller’s time. Call this the Qualification Boundary. The
exact boundary should depend on deal size and sales complexity.

A practical early-stage qualification set can include:
● Account fit
● Relevant buyer or stakeholder
● Problem or use case
● Reason for interest
● Current situation where known
● Business impact where known
● Timing where known
● Commercial fit where appropriate
● Other stakeholders where relevant
● Clear meeting purpose
● Important exclusions
● Known disqualifiers

Use the rule:

UNKNOWN = UNKNOWN Do not invent information to make a meeting look better.

20. Do Not Turn Qualification Into an Interrogation
Qualification frameworks are useful, but buyers do not want to feel like they are completing a form. Use
frameworks as thinking aids. SPIN helps reps understand situation, problem, implication, and value. Gap
Selling helps compare the current state with the desired future state. Sandler helps test whether the
problem, commitment, and commercial reality justify pursuit. MEDDPICC helps inspect complex deals
involving economics, decision criteria, process, champions, competition, and paper process. Challenger
helps when the buyer needs a useful insight or a better way to understand the problem. JOLT helps when
the buyer sees value but is afraid of making the wrong decision.
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Fanatical Prospecting reinforces the discipline of consistent prospecting. Predictable Revenue popularized
specialization and repeatable outbound roles. Winning by Design emphasizes process, handoffs, and
revenue as a connected system.

The rule is:

USE THE METHOD THAT SOLVES THE CURRENT PROBLEM.

Do not force every buyer through one favorite methodology.

21. The Handoff Contract
The SDR-to-AE handoff should be designed before the first campaign begins. Use a Handoff Contract. It
defines what the receiving seller should receive.

A strong handoff can include:
● Buyer name and role
● Company context
● Why the account was targeted
● Relevant signal
● Conversation summary
● Buyer language
● Problem or use case
● Current approach
● Qualification evidence
● Unknowns
● Other stakeholders
● Objections
● Timing
● Meeting purpose
● Agreed next step
● CRM notes

The AE should continue the conversation. The buyer should not need to restart it.

22. SDR-to-AE Trust
An SDR team can create meetings and still fail if the closing team does not trust them. Call this SDR-to-AE
Trust.



BIZNATRON KNOWLEDGE CENTER BIZNATRON.COM   |   16

Trust increases when:
● Qualification is consistent
● Unknowns remain unknown
● Notes are useful
● Meetings fit the ICP
● The correct buyer attends
● The stated problem matches the actual conversation
● The SDR does not oversell what the AE will do
● The AE reports outcomes back to the SDR

Trust decreases when:
● Meetings are booked to hit quota
● Notes are vague
● The buyer has no idea why the meeting exists
● The AE discovers obvious disqualifiers immediately
● The SDR promises things the company cannot deliver

The health of the handoff is a revenue metric, not an internal relationship issue.

23. The Pipeline Tax
Poor sales development creates costs downstream. Call these costs the Pipeline Tax.

Examples:
● AE time spent on bad meetings
● Forecasts filled with weak opportunities
● Managers reviewing unqualified pipeline
● Longer sales cycles caused by weak discovery context
● No-shows caused by low meeting commitment
● Follow-up on accounts that should have been disqualified
● CRM cleanup
● Brand damage from poor outreach

A team can appear productive at the top of the funnel while creating a large Pipeline Tax below it.

24. Compensation Distortion
People optimize what they are paid to optimize. If the rep is paid only for meetings booked, the system
may produce more meetings and worse qualification. If the rep is paid only for activity, the system may
produce more touches and less judgment. If the rep is paid only for pipeline created, attribution arguments
may replace learning.
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Use the rule:

DO NOT REWARD A METRIC YOU WOULD NOT WANT MAXIMIZED.

A healthier model usually balances:
● Controllable activity
● Conversation quality
● Qualified meetings
● Show rate
● Accepted opportunities
● Pipeline contribution
● Quality standards
● CRM discipline
● Learning behaviors

Not every metric needs to affect compensation. But compensation should not fight the commercial goal.

25. Activity, Conversion, Quality
Measure the SDR/BDR system in three layers.

Layer 1: Capacity
● Accounts researched
● Contacts validated
● Calls
● Emails
● LinkedIn touches
● Follow-up completion
● Buying-group coverage
● Signal response time

Layer 2: Conversion
● Connect rate
● Positive reply rate
● Meaningful conversation rate
● Conversation-to-meeting rate
● Show rate
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● Meeting-to-opportunity rate

Layer 3: Commercial Quality
● Qualified meetings
● Meetings accepted by sales
● Opportunity quality
● Pipeline created
● Pipeline per dollar invested
● Win rate by source when mature
● Revenue sourced when the cohort is mature

Use:

COUNT + RATE + QUALITY

One layer alone can mislead.

26. Diagnostic Patterns
High activity + low conversations
Check data, targeting, channel mix, timing, opening relevance, and message quality.

Good conversations + low meetings
Check problem relevance, qualification, CTA, rep confidence, and whether the buyer needs a different next
step.

High meetings + low show rate
Check meeting commitment, scheduling process, reminder quality, and whether the meeting had a real
purpose.

High show rate + low opportunity rate
Check ICP, buyer role, qualification, problem depth, and handoff quality.

Good opportunities + low pipeline progression
The SDR may not be the bottleneck. Inspect discovery, stakeholder alignment, solution fit, business case,
decision process, and buyer indecision.

Strong results in one segment + weak results elsewhere
Do not average them together. Segment by industry, title, company size, source, channel, signal, and rep.
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27. QA Should Improve Judgment
Quality assurance should not turn reps into identical robots.

Review:
● Account relevance
● Opening relevance
● Tone
● Buyer language
● Question quality
● Listening
● Problem diagnosis
● Objection handling
● Accuracy of claims
● Qualification
● Meeting purpose
● CRM notes
● Handoff quality
● Follow-up quality

The goal of QA is not script obedience. The goal is better judgment with consistent commercial standards.

28. Coaching Should Use the Market
The best coaching material already exists in:

● Calls
● Email replies
● LinkedIn conversations
● Objections
● No-shows
● Qualified meetings
● Rejected meetings
● Won opportunities
● Lost opportunities

Coach around real patterns.

Examples:
● Which openings create conversations?
● Which questions reveal useful information?
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● Which titles respond to which problems?
● Which industries require different language?
● Which objections are genuine disqualifiers?
● Where does the rep talk too much?
● Which meetings become real opportunities?
● Why do good meetings fail after handoff?

The market should continuously train the playbook.

29. AI Should Remove Repetitive Work, Not
Commercial Judgment
AI can help with:

● Research summaries
● Call transcription
● CRM note drafting
● Message variation
● Account summaries
● Pattern detection
● Call review support
● Data cleanup
● Follow-up reminders

Human judgment should remain central to:
● Account selection
● Interpreting signals
● Choosing the business reason for outreach
● Live conversations
● Handling nuanced objections
● Qualification
● Buyer empathy
● Commercial promises
● Escalation
● Strategic account decisions

The goal is not AI activity. The goal is more human attention on the parts of selling that require judgment.
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30. Career Path Should Follow Capability, Not Time
Served
A rep should not become an AE simply because enough months have passed. Readiness can be shown
through capability.

Look for evidence such as:
● Strong account research
● Consistent conversation quality
● Good listening
● Clear qualification judgment
● Understanding of business impact
● Stakeholder awareness
● Accurate CRM notes
● Strong handoffs
● Objection diagnosis
● Ability to explain value without feature dumping
● Ownership of follow-up
● Coachability
● Commercial curiosity

Promotion should follow the ability to handle deeper buyer complexity.

31. Common SDR and BDR Failure Modes
● Working bad data
● Calling without understanding the account
● Treating a title as a persona
● Using one script for every industry
● Researching trivia instead of business context
● Pitching before earning relevance
● Talking more than listening
● Treating every objection as resistance
● Booking anyone who says yes
● Optimizing for calendar volume
● Ignoring no-show rate
● Leaving weak CRM notes
● Depending on one contact in a complex account
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● Creating follow-up with no new reason
● Automating before the message works
● Using fake personalization
● Using fake urgency
● Hiding weak quality behind activity totals
● No feedback from AEs
● No coaching from real conversations
● No ownership of market learning

The role fails when the rep becomes disconnected from the commercial purpose behind the activity.

32. In-House, Outsourced, or Hybrid?
In-House

Often stronger when:
● The motion is proven
● The company has experienced SDR leadership
● The market supports permanent headcount
● The company wants a long-term SDR career path
● Deep internal collaboration is required
● Institutional knowledge is strategically important

Outsourced

Often stronger when:
● The company needs capacity quickly
● Founders or AEs are doing too much prospecting
● A new market needs testing
● The company lacks SDR management infrastructure
● Research, outreach, QA, and reporting are fragmented
● The company wants a more reversible capacity model

Hybrid

Often stronger when:
● Research and prospecting can be externalized
● Product expertise should stay internal
● Discovery and closing need senior internal ownership
● Strategic accounts require executive involvement
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● The company wants external execution without losing commercial control

Choose the model that solves the operating constraint.

33. The Biznatron SDR & BDR Model
Biznatron treats the SDR/BDR as the front line of a broader business-development system.

Depending on scope, the rep can be supported by:
● ICP alignment
● Account research
● Buyer-role mapping
● Manual lead validation
● Signal research
● Cold calling
● Cold email
● LinkedIn outreach
● Follow-up
● Qualification standards
● Call QA
● Coaching
● CRM discipline
● Meeting handoff
● Account management
● Reporting
● Campaign learning
● Continuous optimization

The operating principle is:

RESEARCH BEFORE OUTREACH. QUALITY BEFORE VOLUME.

The target is not a full calendar. The target is commercially relevant conversations with the right buyers,
supported by enough evidence to justify the next step.

34. SDR & BDR Decision Checklist
Before the role goes live, confirm:

● The revenue job is clearly defined
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● Inbound and outbound ownership are clear
● The target market is documented
● The ICP and exclusions are documented
● Account ownership is clear
● Buyer roles are mapped
● Research depth is defined by account value
● Signal priorities are defined
● Channel roles are defined
● Industry language is documented
● Title-specific buyer concerns are documented
● Approved claims and proof are clear
● Qualification Boundary is defined
● Disqualifiers are defined
● Unknown information is allowed to remain unknown
● The Handoff Contract is documented
● CRM fields are ready
● AE feedback is part of the process
● QA is active
● Coaching uses real conversations
● Metrics include count, rate, and quality
● Compensation does not reward the wrong behavior
● The team owns market learning
● The rep knows what happens after the meeting

35. Final Principle
An SDR or BDR should make the closing team smarter, not just busier.

The strongest sales-development teams do four things well:
● They choose where attention should go.
● They create conversations worth having.
● They create enough evidence to justify the next step.
● They return learning that improves the whole revenue system.

Use the final Biznatron formula:
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RIGHT MARKET → RIGHT ACCOUNT → RIGHT BUYER → REAL EVIDENCE → HUMAN
CONVERSATION → QUALIFICATION → CONTEXT-RICH HANDOFF → PIPELINE →
LEARNING

Sales development is not the work before “real sales.” It is the part of sales that earns the right for the
deeper conversation to happen.

How Biznatron Helps
Biznatron builds dedicated human SDR and BDR capacity around the client’s market, buyers, offer, and
qualification standards. Rather than treating the rep as an isolated seat, the operating model can combine
research, buyer mapping, multichannel outreach, qualification, QA, coaching, CRM discipline, handoff,
reporting, account management, and continuous campaign learning.

The goal is simple:
● Create the right conversations.
● Qualify honestly.
● Protect the buyer experience.
● Hand off useful context.
● Return market intelligence.
● Improve what happens next.

BUILDING BUSINESSES THROUGH PEOPLE

Explore more practical revenue resources at www.biznatron.com/resources


