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Introduction

10 Signs Your Sales Territories Need a Refresh

Success in sales often hinges on effective territory management. By 
assigning geographic or customer-based regions to your sales team, 
you ensure resources are allocated efficiently, customers are covered 
effectively, and market potential is maximized. The result? Improved 
sales performance and increased revenue.

However, sales territories are never static. Changes in customer 
demographics, competitive landscapes, product offerings, or 
business goals can render existing territories obsolete. Territory 
management isn't a "set-it-and-forget-it" process, it requires regular 
attention and optimization.

So, how do you know when it's time to revisit your territory structure? 
Watch for these 10 signs that your sales territories need a refresh.
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Uneven Revenue Distribution
When some territories consistently outperform while others 
underdeliver, it's a clear indicator of imbalanced market potential or 
resource allocation.

Sign 1

Reps in resource-rich territories may hit goals easily, while others lack 
opportunities to succeed.

Disparities in revenue or performance across territories that aren't 
explained by rep effort or sales strategy.

Why it matters

What to look for
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Market Changes
Significant shifts in demographics, competitors, or industry 
regulations can quickly make existing territories obsolete.

Sign 2

Ignoring evolving markets leaves high-growth regions underserved 
and limits your ability to adapt.

Rapid population growth, new competitors entering the market, or 
regulatory changes driving demand for specific products or services.

Why it matters

What to look for



10 Signs Your Sales Territories Need a Refresh

Overlapping Efforts
When multiple reps target the same customers or regions, it leads to 
wasted resources, customer confusion, and internal inefficiencies.

Sign 3

Duplicate efforts harm team productivity and create a disjointed 
experience for clients.

Multiple reps calling on the same accounts or unclear ownership of 
specific territories.

Why it matters

What to look for
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Company Growth and Expansion
Growth—whether through new markets, products, or team 
additions—can leave existing territories outdated.

Sign 4

Without updated territories, untapped opportunities and 
overburdened teams can hinder your ability to scale.

Insufficient coverage in new regions, or territories not aligned with 
expanded product offerings.

Why it matters

What to look for
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Declining Performance Metrics
Falling conversion rates, longer sales cycles, or reduced customer 
satisfaction often signal misaligned territories.

Sign 5

Poor performance metrics reveal where territories fail to support your 
sales goals.

Declines in key metrics like sales conversion rates, customer retention, 
or overall territory performance.

Why it matters

What to look for
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Changes in Product or Service Offerings
New products or shifts in focus—like transitioning from hardware to 
software—often require updated sales territory targeting.

Sign 6

Mismatched territories reduce ROI on new offerings and waste 
resources on less relevant markets.

Territories that no longer align with the customer segments or 
geographies most likely to embrace your new products or services.

Why it matters

What to look for
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Sales Team Burnout
Unbalanced workloads, with some reps overstretched and others 
underutilized, can harm morale and productivity.

Sign 7

Burnout leads to disengagement, high turnover, and reduced 
effectiveness across the team.

Reps expressing frustration about overwhelming travel or lack of 
meaningful opportunities in their territories.

Why it matters

What to look for
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Feedback From Sales Representatives
Your sales team is on the frontlines and can identify inefficiencies and 
challenges within their territories better than anyone.

Sign 8

Ignoring rep feedback means missing critical insights into gaps or 
inefficiencies in your coverage.

Reports of inefficient travel routes, underserved regions, or customers 
with unmet needs.

Why it matters

What to look for
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Customer Coverage Gaps
Poorly aligned territories often leave key customer segments or 
regions underserved, leading to missed revenue opportunities.

Sign 9

Neglecting certain customers allows competitors to gain an edge 
while damaging your reputation.

Low engagement in rural areas, smaller clients receiving minimal 
attention, or inconsistent service for high-value accounts.

Why it matters

What to look for
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Organizational Restructuring
Mergers, acquisitions, or strategic shifts can disrupt territory 
frameworks, creating inefficiencies and misalignment.

Sign 10

Without a review, old territories won't reflect new organizational 
priorities or growth strategies.

A mismatch between territory assignments and your organization's 
updated structure or goals.

Why it matters

What to look for
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