
The dilemma: building an in-house vs. an outsourced SDR team

SDR talent: build or buy?

Picking the right SDR strategy is a crucial decision. Do you build it in-house or outsource to an expert
partner? Many companies assume that keeping SDRs internal gives them more control, but the reality 
is often more complex. Hiring, training, and retaining SDRs require significant investment, and if the
process isn’t optimized, results can lag. 

On the other hand, outsourcing provides a fast, scalable solution—but is it the right fit for your
business? Let’s explore the factors that make the decision easier.



The cost of the wrong decision
Cost comparison: what you’re really paying for

It’s easy to focus only on SDR salaries, but the true
cost of an in-house team extends far beyond base
pay. Companies often underestimate hidden costs,
which add up quickly.

Direct costs—Salaries, commissions, payroll
taxes and benefits.

Hidden costs—Recruiting, onboarding, ongoing
training, management oversight, and turnover.

Scaling costs—Expanding into new markets
means dealing with language barriers, HR
compliance and infrastructure.

Operational costs—Office space, IT support,
software licenses, EOR providers and compliance
costs.

Turnover costs—SDRs are a high-churn role,
requiring constant rehiring, retraining and ramp-
up periods.

Time and management costs—Leadership
bandwidth is stretched managing hiring, training
and daily performance.

Quality and performance: managing SDR success

SDRs are only as effective as the training, tools, and
guidance they receive. A high-performing SDR
team requires:

Ongoing coaching and feedback—SDRs need
consistent training to refine their messaging
and tactics

Strong data and tech  infrastructure—CRMs,
auto-dialers, and multi-touch cadences make
outreach more efficient.

Alignment with sales and marketing—Successful
SDR programs bridge the gap between inbound
marketing and outbound prospecting.

Access to market insights and best practices—
Outsourced teams operate across industries,
bringing valuable insights.

Proven performance tracking—Metrics-driven SDR
teams optimize outreach based on real-time results.

Outsourcing de-risks these foundational elements
because SDR efficiencies and performance are core 
to the business.
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Explore the obvious and not-so-obvious costs
associated with building and maintaining an
SDR team.

A side-by-side analysis consistently shows
that fully-loaded monthly costs for in-
house SDRs average around $9,500 per
SDR, whereas outsourcing typically costs
around $7,000 per SDR per month—
delivering approximately $30,000 in annual
savings per SDR.

Read on for more details on a few of these 
hidden costs. 
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A few cost considerations

Management ratio considerations if you
go with the in-house model. Effective SDR
management typically requires a dedicated
manager-to-SDR ratio of 1:10. While some
companies opt for a tighter ratio (1:5), this
is typically expensive and hard to sustain
unless SDRs drive exceptionally high-value
deals. Without the ideal 1:10 management
ratio, in-house SDR programs often
struggle, as SDRs require frequent training,
coaching, and feedback. A suboptimal ratio
leads directly to diminished performance,
slower ramp times and increased turnover.

Sales and Marketing misalignment hurts
the bottom line. When sales and marketing
aren't aligned—often due to internal SDR
bandwidth constraints or competing
priorities—marketing-generated leads
frequently go untouched, grow stale, or get
lost altogether. 

Every unqualified or neglected lead
represents sunk marketing spend and
potential revenue slipping away. Without a
dedicated, specialized SDR function,
companies consistently bear these hidden
costs, undermining overall go-to-market
efficiency and effectiveness.

Payroll administration expenses,
especially when expanding
internationally. Using Employer of Record
(EOR) providers, which handle payroll, tax
compliance, and local employment
contracts, can add $15,000 to $25,000
annually per SDR—significantly increasing
your total investment per hire.

The compounding cost of SDR turnover
Turnover doesn’t just slow you down—it
sets you back. Every time an SDR leaves, you
lose more than just headcount. You lose:

Active pipeline development
The time and investment it took to train
that person
Institutional knowledge they’ve built
about your ICPs
Team momentum and morale

And it gets worse. 

Every vacant seat still incurs cost—licensing
fees, tech stack overhead, manager time—
but generates zero revenue. It’s not just a
gap in your org chart. It’s a drain on your
entire go-to-market engine.

You invest heavily in training and
development—often 30–50% of an SDR’s
annual salary—but without clear career
paths or growth velocity, SDRs leave just as
they become most productive. And when
they do, you’re not just replacing a person.
You’re restarting the entire motion.

The true cost isn’t just in backfilling roles. It’s
in the continual pipeline disruption, repeated
onboarding cycles, and lost momentum
every time an experienced rep exits.

The critical question becomes  not only how
you attract talent, but whether your
organization has the structure, resources
and expertise to  retain and develop SDRs
long-term.

Here are a few more things to consider about the often-overlooked management and operational costs that
significantly impact your sales efficiency and bottom line:



The decision that could slow you down

Hiring delays—Finding and onboarding the right
SDRs takes time, often 3-6 months before they
are fully productive.

Limited agility—Scaling up requires additional
hiring cycles, and scaling down means costly
layoffs or redeployments.

Regional barriers—Expanding into new markets
means navigating HR policies, hiring laws,
language requirements and  cultural differences.

Questions to ask

How quickly do you need to see results?

Do you have the bandwidth to quickly scale
your SDR team up or down as needed?
Is your leadership team prepared to
manage hiring, training, and retention?

Can your internal team support multi-
market expansion, language barriers, and
compliance needs?

Outsourcing offers a plug-and-play model
where SDRs are trained, experienced, and
ready to execute immediately.

Hiring SDRs in-house: trading control for agility

Business and sales priorities shift—whether it’s moving
up or down market, expanding into new geographies, or
shifting to a product-led growth (PLG) model. When
your strategy changes, so do your SDR needs.

In-house risk—If your team was built for one
motion and you pivot, you’re left with misaligned
talent. Do you retrain, repurpose, or let them go?

Outsourced advantage—With an outsourced
model, you can adjust headcount, shift focus,
and pivot strategies without the burden of layoffs
or re-hiring.

Global expansion challenges—Entering new
markets requires compliance with HR laws,
language skills, and cultural fit, all of which can be
handled seamlessly with an outsourced provider.

The ability to adapt without disruption is a key reason
many companies turn to outsourcing.

Speed and scalability: factors to consider

A well-functioning SDR team doesn’t come together
overnight. Hiring, onboarding, and training SDRs
internally takes months—while outsourced SDRs
ramp up in weeks. Speed and scalability should be
top considerations when evaluating your options...
and here are some factors that can slow things
down:
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Why both models can fail
Lessons from the trenches:
why in-house SDR teams fail

Many companies start with an in-house SDR team but
later pivot to outsourcing. Common pitfalls include:

Hiring takes longer than expected—Finding
and onboarding the right SDRs is a time-
consuming process.

Results don’t come fast enough—Without
established processes, teams struggle to
generate pipeline.

Leadership is stretched too thin—Sales
managers end up coaching SDRs instead of
closing deals.

Unrealistic KPIs—Overly ambitious targets
demotivate SDRs, driving burnout and turnover.

Turnover stalls momentum—SDRs ramp up, gain
experience, then leave—forcing constant rehiring.

Tech alone isn’t enough—Buying automation
tools doesn’t guarantee a strong outbound motion.

Scaling becomes a bottleneck— Moving into new
regions or changing ICPs means a new hiring cycle,
adding delays and costs.

By outsourcing, organizations may bypass these
growing pains and accelerate results—but it’s not
a guarantee. Finding the right vendor is critical.

To avoid failure, you need an outsourcing partner
that provides:

A global footprint—Expertise in multiple
regions with knowledge of HR compliance and
hiring best practices.

Industry expertise—Deep understanding of the
key verticals you serve.

A built-in training program—Ensuring SDRs
ramp quickly and follow best practices.

A flexible model—The ability to customize
outreach, adjust campaigns, and pivot strategy.

A hiring pipeline—The option to transition
outsourced SDRs to full-time hires if they’re a
great fit.

Recruitment support—The ability to scale
quickly without your internal team having to
manage the process.

Proven sales and marketing alignment—
Ensuring messaging and outreach are fully
integrated into your sales motion.

Data-driven execution—Clear reporting,
accountability, and performance tracking to
optimize success.

Experience-based metrics—KPIs shouldn't be
guesswork—ensure your vendor has decades of
proven, data-driven expertise.

Choosing the right outsourced vendor
reduces the risks

Everyone has a story about trying outsourced sales
only to be disappointed. The truth is, outsourcing
only works when you choose the right partner.
Without key capabilities, vendors fall short, leading
to frustration and missed revenue goals. Here are
things to look for In an outsourced vendor. 
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Other factors to consider
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Over-relying on automation

Many in-house SDR teams lean heavily on email
campaigns, automated cadences, and LinkedIn
outreach because technology providers push
them toward these tools. 

While automation has value, teams that depend
too much on tech sacrifice meaningful prospect
interactions. 85% of successful outreach at
memoryBlue happens through direct phone
conversations, allowing SDRs to qualify leads
more effectively, gather critical insights, and
generate genuine demand— something
automation alone can’t deliver.

The role of AI: Can’t bots be SDRs?

With AI-powered sales tools on the rise, some
wonder if they even need SDRs. The reality? AI
enhances SDR performance—it doesn’t replace it.

AI can help with: email automation,
conversation intelligence, and data insights.

AI can’t replace: real human engagement,
nuanced prospecting, and consultative
conversations.

Over-relying on AI leads to: generic outreach,
lower response rates and lost opportunities.

The winning approach: AI-powered
insights combined with experienced SDRs to
create personalized, data-driven outreach
that converts.

The best approach combines AI with experienced
SDRs who can personalize outreach, handle
objections, and build real relationships...
particularly critical when selling complex
technology or services.

For some businesses, building an in-house SDR
team makes sense—if they have the internal
expertise, bandwidth, and resources to support it.
These organizations have dedicated SDR
management, structured training, and long-term
hiring capabilities. But for many, outsourcing
provides a faster, more cost-effective, and lower-
risk path to pipeline growth.

Outsourced SDRs are ideal for companies that want
to scale quickly, avoid hiring burdens, and drive
revenue efficiently. Outsourcing removes the burden
of hiring cycles, attrition, and compliance headaches,
allowing companies to focus on sales execution.

Building a BDR team doesn’t have to be an either/or
decision. Some of the best companies use
outsourcing as a proving ground—scaling fast,
testing markets, and then hiring top-performing
outsourced reps into full-time roles when the time
is right.

With the right partner, you gain more than pipeline.

You gain:
Access to a trained talent pool
A lower-risk way to evaluate fit before hiring
The ability to scale without overcommitting

If someone’s a standout, bring them in-house. If not,
no harm done—and your pipeline keeps humming.

Download the 2025 (vendor-neutral)
sales outsourcing buyer’s guide—
complete with an internal checklist 
and customizable RFP template.
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The right decision, the right time


