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Before You Become 

A Critical Thinker, 

Great Leaders Become 

Critical and Strategic Questioners. 

Since the Question 

Always Precedes 

The Answer, 

The Answer and 

Line of Thinking 

 You Create 

Are Only as Good 

As The  

Questions You Ask. 

          
 

 

The Journey of Personal Exploration  

And the Creation of Every New 

Success, Innovation, Solution and Possibility  

Begin With And Are Crafted  

Using the Same Invaluable Resource 

 We All Have Access To. 
 

 - THE QUESTION - 
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Introduction to Your Personal Playbook of Coaching Questions 

When you change the conversation, you change the outcome. 

 

It doesn’t matter the situation: 

• The thriving company culture you want to create. 

• The problem you need to resolve.  

• The team you want to develop, inspire, and motivate.  

• The need to build or rebuild trust. 

• The employee with a toxic attitude that is hurting themselves and the team. 

• The underperformer you want to turn around.  

• The up and coming high potential employee you want to ensure is building 

upon their skills, knowledge, and attitude to prepare for their next role.  

• The tension among coworkers or departments that needs to be defused. 

• The alignment needed to collaboratively achieve the team goal. 

• The difficult conversation you’re avoiding. 

•  The sale that must be closed.  

• The top performer you want to retain. 

• The candidate who you want to hire but is considering a position elsewhere. 

• The toxic environment, attitude, or company culture. 

• The people you’re desperately trying to motivate and hold accountable.  

• Defusing a volatile issue. 

• Managing someone’s career path.  

• Reinforcing and coaching the wins to build people’s skills and confidence. 

• Helping someone move through fear or sales reluctance. 

• Re-energizing the disengaged and disheartened. 

• Managing and coaching a remote team. 

• Helping people organize their day, their life, and manage their time. 
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Whatever the scenario, challenge, or solution you’re trying to create, the one 

common denominator and the tool used consistently by best in class leaders and 

coaches when approaching any scenario are questions. 

Not just any questions, but powerful, creative, and well-crafted questions delivered at 

the right time, in the right way, in the right situation. 

Questions stimulate critical thinking It’s where great opportunities are born, new 

ideas are ignited, assumptive, self-imposed limitations are exposed, and vast 

possibilities are discovered. 

Paradoxically, questions can very quickly become the prime source of devastation, 

damage, and disappointment for the manager who misuse or abuse them.  

The wrong questions can destroy trust, put people on the defensive, make them 

wrong, come across as accusatory, and keep people drowning in the problem rather 

than maintaining their focus on the solution.  

The flagrant abuse and misuse of questions can easily create the negative outcomes 

you were trying to avoid. Compound this with the pressure managers are under to 

produce results, it’s easy to shift into the reactive, problem-solving, directive “Here’s 

what you need to do,” mode rather than maintaining the mindset of coaching.   

However, now that you have this coaching playbook, no manager can ever complain 

that “Coaching takes too long” or, “I don’t know what to ask in this situation.” 

Coaching is simply the language you use in every conversation. The language of 

leadership and how every exemplary leader communicates.  

This was my motivation to create this personal coaching playbook for you. To make 

coaching as simple as talking, to make your life easier and career more rewarding, 

and to honor the primary objective of every organization; to make your people more 

valuable, by providing you with the language of leaders – Coaching!  

Now, you can shift from leading with answers and being the directive, time 

consuming, CHIEF PROBLEM SOLVER, super-salesperson who creates a dependent, 

needy team, to the coach who leads with questions. This will make every conversation 

a productive, coaching conversation. I look forward to hearing about your successes!
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How to Use This Playbook 

Questions are the foundation of coaching, during every coaching session, and 

throughout daily conversations between, well, everyone, including your customers.  

This is your personal Playbook of Coaching Questions to use daily, as I’ve created 

more than 600 coaching questions, broken down in over 40 specific categories and 

topics, along with the conversation templates and questions to use in each one. This 

way, you can easily search through and locate the right questions to use in practically 

every scenario, based on the specific topic or the situation you find yourself in.   

This is a tactical handbook of the most effective questions I’ve gathered over 30 

years, traveling to over 75 countries and six continents, and working with hundreds 

of thousands of sales leaders and salespeople. So, feel free to skip around this 

playbook to find what’s most relevant for you in any given situation. 

Whether it’s during a coaching session, or an enrollment conversation to create buy-

in around change, you will find these questions will enable you to create the 

conversations and confidence to facilitate them that you’re looking for to effectively 

coach and get to the real truth behind every issue which will create a better outcome.  

With these tactical questions, you’re equipped to start coaching in practically every 

situation that managers find themselves in, and typically struggle with. 

Remember, before you start using these questions in any cadence, or in any 

conversation, you must ensure you enroll them by setting positive expectations so 

the coachee understands your intentions. That is, WHAT you are doing, Why you’re 

doing it and What’s in it for them or the benefits they will realize. (Coaching 

Salespeople Into Sales Champions.) If intentions aren’t clear, people will default to 

FEAR! 

Most importantly, you can’t rapidly fire these questions at your coachee. It’s essential 

to leverage a proven coaching framework that will give you with a clear path to 

manage every conversation from start to finish, such as my globally adopted 

L.E.A.D.S. Coaching Framework. This will provide you with the structure to ask these 

questions in the right order to achieve unprecedented breakthroughs and results, 

often with just ONE question! Remember the A.B.C.’s of Sales and Leadership, and 

Always Be Coaching! 
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1. Accountability  

 

The question is  

always more important  

than the answer,  

since the answer you get 

 is only as good as 

the question you ask.  

 

 

These questions uncover the salespeople’s level of ownership and accountability 

around their goals, their job, and their problems. They shift the responsibility back to 

the coachee and build in further accountability around their goals. Most important, 

the last few questions will set the rules around how they want to be held 

accountable, instead of having your guess and worry whether you’re doing a good 

job holding them accountable in a way that works for all.  

1. What’s your action plan to achieve (this task, project, goal)? How does this 

break down into your daily routine and activity? 

2. What are the concerns, if any, you have or barriers you see that could get in 

the way of reaching these goals? 

3. How can I best support you to achieve these goals? (How do you like to be 

managed?) 

4. What type of reward or incentive would drive you to achieve even more? 
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5. How can I hold you accountable/be the best accountability partner for you, in 

a way that will sound supportive rather than negative? (How can we ensure 

accountability in a way that’s positive and works for you?) 

6. How do you want me to approach you if you don't follow through with the 

commitments you make? What would be a good way to bring this to your 

attention? 

7. Where are you most irresponsible? 

8. What gift are you not being responsible for leveraging? 

9. What are you committed to? 

10. Who are you if you are not your word? 

11. I hear your intentions behind reaching your goal, but can you share with me 

the evidence or activity that demonstrates your commitment to it? 

12. What role are you playing in all of this? What part did you play in creating that 

in your life? 

13. How have you demonstrated ownership of this? 

14. What if I told you that you’re responsible for everything that shows up in your 

life? (If not, what do you feel you are responsible for?) 

15. What are some of the challenges that keep showing up? 

16. What is currently on your plate that will get in the way of your meeting this 

deadline/expectation?  

17. How long do you think it’s going to take you to complete this task? 

18. Looking at your schedule and your current commitments, when can you 

realistically devote the time you need to complete this? 

 

mailto:hello@profitbuilders.com
http://www.profitbuilders.com/


The 60 Second Sales Coach 

 

Copyright ©, 2020 ۰ Keith Rosen – For Personal Use Only ۰ hello@profitbuilders.com ۰ www.ProfitBuilders.com  11 

2. Acknowledgment: Evidence of Positive Change, Coaching the WIN 

 

Managers spend most of their time focusing on fixing problems, providing solutions 

to their team, what’s not working, or what their team needs to do. If your people are 

only hearing from you when there’s a problem, then when do they know that things 

are going well? When they don’t hear from you? 

These questions reinforce positive behavior and the success that follows. 

Acknowledge your team using these questions to have them celebrate and learn 

from their wins and achievements to reinforce a continued positive attitude, 

behavior, and performance.  

 

1. What’s working for you now? 

2. What changes have you made this week? 

3. What are the three biggest wins you’ve experienced this week? 

4. Have you noticed that there are fewer problems you’re dealing with? (How 

many fewer problems are coming at you?) 

5. How are you feeling as a result of the changes you’ve made? 

6. What are you most proud of accomplishing? 

7. If you were to look at where you were a month ago compared to where you 

are now, what difference do you see? 

8. You have done some remarkable things over the last few months. How have 

you recognized and acknowledged your wins and what you’ve accomplished? 

9. I want you to stop for a moment. Do you realize how much you’ve grown? 

What do you see?  
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10. Congratulations on your last sale! Before we move on, I’d love to hear more 

about it. Can you walk me through it? 

11. You thought you'd never get a meeting with this prospect? How did you do it?  

12. What did you do well that you’re proud of? 

13. Let’s identify the (best practices, attitude, messaging, strategies, activities) that 

lead to your success and embed them into every aspect of your sales process 

to ensure you consistently achieve the results you want. 

14. How can YOU acknowledge yourself for a job well done?  

 

 

The greatest leaders realize 

before you become a 

critical and strategic thinker, 

you must become a 

critical and strategic 

communicator and questioner. 
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3. Action: Create Momentum, Making Requests, Fieldwork, Assignments 

 

These activity-oriented questions get people out of their head, excuses, and stories 

and into action. They build the accountability and momentum needed for them to 

consistently engage in the activities that move them closer to achieving their goals 

and the specific, measurable results they want. 

 

1. What do you want to be able to do now that you feel you’re unable to do? 

2. What in your opinion, is the right action for you to take in this situation? 

3. What’s your opinion on how you’re going to resolve this issue? (While 

answers, solutions, strategies, and process can be “right or wrong,” opinions 

are not, and everyone has one.) 

4. What are the three activities you can commit to doing this week that will move 

you closer to your goal? 

5. Who do you need to be or become to generate these results? 

6. What shift do you feel you need to make in your thinking to achieve this? 

7. What beliefs or assumptions do you need to let go of that no longer serve 

you?  

8. What changes can you make today that would support your goals? 

9. What would you like to have completed by our next coaching session? (What 

are you willing to commit to?) 

10. What’s the biggest change you are willing to make this week, starting today? 

11. What are you going to begin doing immediately after our meeting? 

12. What are you willing to commit to doing this week that would give you a 

sense of accomplishment by our next coaching session? 
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13. What are you willing to do or change to achieve this? 

14. What, if anything, do you need to give up or abandon that would prevent you 

from achieving your goals and creating the life you want? (In thinking and in 

action, old habits, etc.) 
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4. Appreciation: Recognizing Value in Their Life 

 

These questions shift the focus to what is present and magnificent in someone’s life. 

It’s easy to recognize the things we don’t have, don’t do or are not achieving, and 

ignore the things we are accomplishing and the gifts around us. Sometimes it takes a 

few questions to reposition the priorities we value most in front of our line of vision. 

They’re also useful for getting someone out of a funk or for coaching them to replace 

their negative thinking with a more positive mindset and attitude. 

 

1. You said you’re not satisfied with what you have and the results you’re 

generating? Can you say more about that?  

2. Rather than focus on the things you don’t have, can you share with me what 

you do have in your life that makes you happy, and honors your lifestyle, 

goals, priorities and personal values?  

3. What can you do to change this, so you experience the fulfillment and 

satisfaction you want? 

4. What is wonderful in your life right now? 

5. What is working well for you? 

6. What do you love about yourself and your life? 

7. What in your career/life are you taking for granted that if you no longer had it, 

the quality of your life would be diminished? 

8. It sounds as if you are looking through your binoculars backward. You’re 

magnifying what you’re not doing and minimizing what you are 

accomplishing. If you were to turn your binoculars around, what might you 

start appreciating and acknowledging more of each day? 

9. What’s stopping you from celebrating your achievements today? 
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10. What are the three things you love and value most in your career/life? 

11. Let’s look at where you were at the beginning of the year and where you are 

today. Rather than focus on what you didn’t do, let’s make a list of what you 

did accomplish this year. What do you see? 

12. What belief is holding you back from allowing yourself to appreciate the 

wonderful things that you have in your life now?  

13. How can you change your thinking so that you can appreciate all the gifts you 

have in your life today?  

14. It sounds like you have a great life. Congratulations! You’ve worked hard and 

deserve it. 
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5. Assumptions 

 

1. What assumptions might you be making about …?  

2. How do you know this to be true?   

3. What are the facts to support this? 

4. What assumptions are you making that’s giving you what you see? 

5. What’s another way to look at this?  

6. What evidence do you have that supports how you feel? 

 

Springboard Questions to Align Meaning And Conversations 

 

1. When you say, “stressed and overwhelmed” how do you mean? 

2. Can you go into more depth regarding what you mean when you say, “difficult 

workload?” 

3. When you say, “the customer is pushing back,” can you share more about that? 

4. How do you know that to be a fact? 

5. What are the facts that support (your position, how the customer feels, etc.)? 

6. What does “being "overwhelmed” look and feel like for you? 

7. When you say you want to “build your brand, become more successful here, and 

make more money,” can we break each of those goals down so we’re clear about 

what the result is you want to achieve?  

8. What would that look like once you’ve achieved this? What would be present for 

you? 

9. How do you mean when you say, “he’s difficult to work with and don’t collaborate 

or communicate well?”   
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6. Attachment: Control, Perfectionism 

 

These questions break the pattern of thinking that’s causing anguish or problems. 

Maybe the person is resistant to making the changes needed for them to succeed. 

Maybe there’s a fear that’s getting in their way. Maybe they’re control freaks and 

suffer from PERFECTIONISM. Give them the space to explore and self-reflect, as the 

questions will open their thinking and their level of self-awareness that they haven’t 

considered before. 

 

1. What are you attached to? What are you having a hard time letting go of?  

2. How is this impacting you? 

3. What are you holding on to that’s preventing you from recognizing or 

creating a better outcome? 

4. What belief has you gripped that’s causing you to feel stuck? 

5. How do you want it to be? 

6. What are you trying to control? 

7. It sounds like you’re suffering from either-or thinking. Do you know you can 

have it all/both? 

8. What can you change within yourself that you have full control over? There are 

only three things. Our Beliefs/Attitude, our Actions, and our RE-Actions.  

9. What’s the difference between striving for excellence and striving for 

perfection? 

10. Can you share with me what’s perfect in your life right now? (Perfect by 

definition, means flawless.) 

11. What would “perfect” look like in the other areas of your life? 
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12. Who is your model for perfection? Who is the person you picture or want to 

aspire to be? (Chances are that person doesn’t exist!) 

13. What’s it costing you to continually try to control things because you want to 

ensure they’re perfect?  

14. How is your feeling of perfection impacting your job, family, relationships, 

peace of mind, etc.? 

15. What’s the opposite of being perfect? Being human. Choose.  

16. When you hold this high standard of perfectionism you want to uphold, how 

does that impact others?  

17. Do you ever get disappointed when other people don’t live up to your 

expectations? How does this impact you? The other person?  

18. What’s the fear of not being perfect? What would happen? 

19. If you suddenly let go of the things you’re trying to control, what would be 

possible for you?  
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7. Attitude: Limiting Thinking, Beliefs 

 

These questions challenge someone’s core beliefs, limiting thinking, attitude and 

negative assumptions, creating the opening to explore healthier thinking, which leads 

to positive changes in behavior. Beliefs always precede experience. How you think, IS 

what you get!  

 

1. What must happen for you to feel (more successful, happier, more confident, 

passionate, organized, motivated, focused, less stressed, and so on)? 

2. How is that way of thinking working for you? What is it costing you? 

3. What does __________________ (success, failure, happiness, etc.) mean/look like 

to you? 

4. How would this change in your mindset and attitude impact your behavior? 

5. How can you approach your situation in a way that would better serve you? 

6. If I told you that your attitude and way of thinking are choices you make 

rather than a condition of your experiences, how would you respond?  

7. How would your mindset change if you walked into each 

appointment/meeting/presentation not as a sale for you to work hard to win, 

but as if it were already a sale for you to lose? 

8. How would you feel about shifting the focus of our calls from goal setting and 

reporting to making some internal changes regarding your attitude and skill 

set? 

9. Could you reframe this? Is there another way to look at it that would better 

serve you? 
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10. If there is another perspective you can add around this situation, what would it 

be? 

11. How do you want to be known? 

12. How does your attitude impact your performance, health and happiness? 

13. How do you think your attitude impacts the team, your customers, and those 

around you? 

14. Put yourself in their shoes. If you treated yourself the way you treat others, 

how would you feel? 

15. What do you think people say about you? How do you think they’d describe 

you? 

16. What do you want people to say about you? 

17. If nothing changes, how is this going to impact your (brand, productivity, job, 

relationships, personal fulfillment, health, etc.)? 

 

Expansion Questions to Get to Root Cause 

 

1. What else is true? 

2. What else may be possible? 

3. And? 

4. What else might/could be true? 

5. Can you please say more about… 

6. Can you please help me understand why? 

7. Can you help me understand more about… 
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8. Challenging People 

 

These questions are formulated to challenge and stretch a person to reach their 

fullest potential. They challenge someone directly, yet supportively and positively, so 

they can see that it is possible for them to achieve more and do better than they ever 

thought possible. Here’s where breakthroughs in thinking and results occur.  

 

1. (When the person says, ‘‘I can’t.’’) Okay, but if you could, how would you do it? 

2. (When the person says, ‘‘I don’t know.’’) Okay, but if you did know, what would 

it look like? 

3. What would doubling your effectiveness look like? 

4. What could you do that would be uncomfortable for you but would cause a 

breakthrough and move you closer to your goals with less stress and effort? 

5. What would be easy for you to do this week?  

6. What would be a stretch for you? (You can’t stretch or challenge people until 

you know what would be easy for them to accomplish during the course of a 

normal week.) 

7. What is one thing you could do this week that would clearly demonstrate your 

commitment to your goal? (Look for EVIDENCE OF POSITIVE CHANGE.) 
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9. Choice, Being at Choice 

 

These questions reinforce the most powerful tool at our disposal: the power of 

choice. It broadens people’s peripheral vision, giving the coachee more options. It 

allows them to come from a place of abundance and empowerment, rather than 

feeling confined or powerless to make the changes they want. 

 

1. How would you define, “Choice?” 

2. What’s the relationship between awareness and choice? (You can’t make 

better choices unless you have the self-awareness around each experience in 

your life so you can do so.) 

3. What can you do to remind yourself that you are at choice around how you 

feel, think, act and react? 

4. Do you believe you are at choice? Is stress a choice or a condition? 

5. How would you describe the path that you’re on now? If you could, what, if 

anything, would you change? 

6. Is this a choice for you, an obligation, or a should? 

7. What’s getting in your way from making a better choice? 

8. What if I told you that you’ve made a choice to be in this situation? 

9. What change is needed in your thinking to make the choices you want to 

make? 

10. What beliefs, if any, are holding you back from doing so? 

11. What choice can you make that would demonstrate how powerful you can be? 

12. It sounds to me like you have to make a choice, and you have several. What 

options do you have? 
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10. Communication 

 

These questions focus on effective communication and uncover the strengths, as well 

as the developmental opportunities in their communication style. You will also be 

able to challenge them to become more accountable for their communication and 

the areas they recognize the need to further develop to become a more strategic 

communicator.  

 

1. How would you define, “effective communication”?  

2. How do you normally communicate? 

3. What does that sound like? 

4. How much of the responsibility are you owning up to regarding your 

communication with people and the outcomes of each conversation? 

5. How would you describe your communication style?  

6. How would your (friends, coworkers, peers, team, family, etc.) describe your 

communication style? 

7. What, if anything, needs to happen for you to boost the impact of your 

communication? 

8. What, if anything, do you need to let go of (in your thinking or strategy) to 

boost the impact of your communication? 

9. Who is the person you think of as your model for clear, powerful, and 

collaborative communication? 

10. What, if any, communication tactics have you noticed that might be causing 

the problems you’re describing?  

11. How well do you think you’re really listening? 
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12. Have you ever found yourself pushing your agenda (closing the sale, getting 

people to agree with you, etc.) during a conversation? What does that look 

like?  

13. How often do you allow other people to contribute to you during a 

conversation?  

14. It sounds as though you’ve already listened to the entire conversation in your 

head based on prior experiences, before hearing the entire message, and as 

such, created a self-fulfilling prophecy. How much, if any, truth is there to this 

observation? 
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11. Confirming the Value of Coaching 

 

These questions are used at the end of a coaching conversation. They confirm the 

value received by the coachee based on their agenda and expectations, not yours. 

You can quickly uncover how the coaching is having an impact, the message they’re 

receiving, what needs to be changed, if anything, and the follow-up needed to hold 

them accountable to their commitments, while continually acknowledging evidence 

of positive change.  

 

1. How are you feeling about our conversation? 

2.  What are you leaving with? What did you learn? 

3. What did you find most valuable? 

4.  What part of what our conversation was most helpful? How so? 

5. What value did you receive from this meeting/conversation? 

6. What new opening did this conversation create for you? 

7. How did this coaching session meet your expectations? How it didn’t? 

8. What is now possible that didn’t seem possible to you before our meeting? 

9. What are you most excited about? 

10. Can you share with me the shift in your thinking that occurred during our 

coaching today? 

11. What are you willing to commit to in activity and / or result? By when? Walk 

me through your process / approach / conversation to ensure we’re aligned, 

and we didn’t miss anything. 

12. How can you handle this the next time you’re in a similar situation? 

13. When should we reconnect to ensure you have achieved the result you want? 

14.  To best support you, how do you want me to follow-up and be your 

accountability partner? 

15. What would you like me to change, if anything, the next time we coach? Let’s 

go ahead and schedule our next meeting. 

16. Request an email debrief of the coaching session, along with the coachee’s 

commitments. 
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12. Consequence, Implication Based Questions, Uncovering Personal Cost 

 

These questions target the cost of negative thinking, activity, or behavior. 

Unfortunately, pain is sometimes a greater motivator than pleasure. However, instead 

of telling people what they need to do and the consequence of not doing so, smash 

your soapbox and lead with questions. They’re not listening to you. When people 

uncover the cost on their own, it leads to the momentum, ownership, and 

accountability needed to create greater results.  

 

What people hear they resist. What they say, they believe.  

 

1. What is this costing you (to keep doing things the way you’re doing them)? 

2. How is that strategy working for you? 

3. What, if anything, is not changing (action, behavior, thinking) costing you? 

4. When you keep engaging in that behavior, what are the repercussions you 

may experience?  

5. How does your behavior affect you and those around you? 

6. If you maintain this level of performance and behavior, where will you end up? 

7. How does that impact you? 

8. How much longer are you going to put up with that? 

9. If nothing changes, how will this impact your (goals, personal brand, team, 

career, personal and financial goals, level of career fulfillment, etc.) 

10. If you were able to wake up 30 minutes earlier and exercise, what would it 

mean to you? 

11. How would this impact you both personally and professionally? 

12. How would this affect your productivity and performance at work? 

13. What are some of the things that you would be able to do more of/better as a 

result of achieving this? 

14. How would accomplishing this every morning make you feel when you come 

into the office? 

15. What would be some measurable outcomes/results you would expect at work 

if you were able to achieve this personal goal (at home)? 
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16. (Conversely) “If you aren’t able to do this, how would this impact you? 

17. This sounds like it’s important to you. What are some of the implications if you 

do not honor this personal goal? 
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13. Empower: Have Them Create the Answer 

 

These questions are perfect for coaching people to come up with the solutions to 

their own challenges and problems. Don’t foster a team that’s reliant on you for all 

the answers. You can’t scale dependency. These questions challenge people to 

come up with the answers, while you coach, collaborate and support them through 

the process. This builds critical thinking and questioning skills, as well as their 

independence and confidence.  

 

1. If you were me, how would you coach yourself around this? 

2. If we switch positions, how would you handle this?  

3. What’s your opinion on how to move forward and create the results you 

want?  

4. What is a gift you have that you would feel great about orienting your life 

around? 

5. What do you suggest? 

6. Listen to what you just said. What are you hearing? 

7. How have you typically handled something like this in the past? 

8. What question, if you had the answer, would give you the solution you’re 

looking for? (What question, if you knew the answer, would solve that 

problem?) 

9. How should I coach you on this one? 

10. Why is that important to you? 

11. Look in the mirror. What did you just hear? 
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12. If you had to (generate more qualified prospects, boost the effectiveness of 

your presentations, qualify your prospects better, get more organized, 

improve relationships with your peers, manager, customers, etc.), what would 

that look like? 

13. Imagine for a moment that you are the client. How might you respond to your 

approach? 

14. If you want to generate a specific response from your customers, what 

approach, if any, do you think may be more effective? 

15. If you were the coach in this situation, what changes would you like to see 

made? 

 

MINDFUL MOMENT: Every time you give a solution rather than present a 

question, you rob your people of their confidence and personal power. 

Instead of making your people more self-driven, you are making them 

more dependent on you to solve their problems, further robbing them of 

the very accountability, confidence, and critical thinking skills they need to 

develop. 
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14. Enrollment 

There’s no such thing as a difficult conversation. It’s your approach and assumptions 

going into the conversation that make it difficult. 
 

These questions and statements build out the space of possibility by challenging the 

way people think to craft the positive vision and outcomes they want most.  

Enrollment is the communication strategy and conversation YOU initiate to create 

buy-in around your ideas, observations, and any changes to the business, because 

you’ve aligned their sales goals and company objectives with their personal goals, 

priorities and core values. Now they see what’s in it for them.  

1. What I want for you is to achieve the success you want in your career. I’ve 

noticed a few things that, if we can work on together, would make you more 

successful and reduce the workload and stress you mentioned you’re feeling. 

Are you open to discussing this?  

2. What I want for you and the team is to achieve the goals you’ve all shared 

with me. That’s why I’d like to meet one to one and discuss how I can be the 

best manager and coach for you, so that I can support you in a way that would 

enable you to achieve your goals. And I’d appreciate any coaching you can 

provide me, as well. Are you open to creating this strategy together?  

3. These problems seem to persist. What would it be worth to you if you could 

eliminate them? 

4. What would be possible if . . . ? 

5. What would it look like if you were enjoying your ideal career today? 

6. Imagine for a moment . . . 

7. If you were achieving all your personal and professional goals, what would 

that look like?  

8. How would things be different than they are today?  

9. Who would you want to be, compared to who you are now? 

10. What would being who you want to be today, mean to you?  

11. If you can make these changes, what new possibility can be created for you? 
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15. Encouragement - When People Lack Desire and Motivation 

 

These questions tap into the source of someone’s lost or lagging drive, focus, spark, 

or motivation. Do you have salespeople who are moping around, complaining, and 

unhappy? If they aren’t moving or are hesitant to act, you’ll soon learn why after 

asking these questions. 

 

1. What part of you is just waiting for the right person, the right opportunity, or 

the right time to act? 

2. What is the goal or dream that you’ve given up on? 

3. What motivates you to want to improve? 

4. What part of yourself have you given up on attempting to make better? 

5. What goal or part of your life have you put on the back burner? 

6. When do you think you will be ready to make yourself and your life/career a 

priority? 

7. What’s the inner narrative you’re telling yourself? 

8. When did you decide this? 

9. When, if ever, has this happened before?  

10. How did you handle it and get to a better place?  

11. Can you think of something, a trigger point, or a certain experience you had 

that started impacting your motivation?   

12. What are the most important things in your life, that you want to ensure you 

never compromise?  

13. What would be possible if you can better manage your work, so you can do 

more of the things you want to do at home? 
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16. Evidence of Change: Measurable Results, Activities 

 

These questions get right to the evidence of change in either result, activity, change, 

or in action. What has the coachee done specifically? What did they do differently? 

What results have they experienced? If you ever wonder whether someone’s feeding 

you a line of BS or are truly being sincere, these questions focus on what counts: the 

indisputable results. 

 

1. What shifts have you made in your thinking this week? How has it affected 

you? (Good and bad) 

2. How would you handle this situation differently than you would have a year 

ago? Walk me through what that process would look/sound like?  

3. What area did you choose to strengthen this week? 

4. Walk me through the progress you have made this week? 

5. Can you share a specific example with me? (A time when this occurred?) Then 

follow up with the next three questions. 

a. What action did you take? 

b. What result were you expecting? 

c. What happened? 

6. What actions do you take consistently to enhance the quality of your 

relationships with your coworkers and clients? 

7. Finish this sentence. What I accomplished today was . . . 

8. What would a full step forward look like around your (prospecting, selling, 

communication, time management, behavior, attitude)? 
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17. Fear 

 

These questions are highly effective when coaching people around something 

managers struggle with, as you can’t measure it, nor put it on a spreadsheet. These 

questions identify the fears that are holding them back or paralyzing them, while 

upgrading their relationship with fear to make it their ally and teacher. Fear can be a 

toxic source that can rot the motivation, confidence and effectiveness or drive people 

to breakthrough results. It is critical that any fear be acknowledged and addressed; 

otherwise, it simply continues to grow and fester inside. Remember, you can’t coach 

what they fear because what they fear is never real. It’s always the negative 

expectation of the future of what they don’t want to happen. Switch their paradigm.  

 

1. How would you define “fear?”  

2. What are you afraid of? 

3. Even though the feeling of fear is very real, is what you fear happening real? Is 

it happening at this very moment or at some point in the future?  

4. What (consequence) are you avoiding? 

5. Can you remember a time your worst fear came to fruition? 

6. What happened? 

7. How did you handle it and get through it? 

8. What did you learn? 

9. If you follow your fear to its conclusion, what is the worst that could happen? 

10. What are your three biggest concerns or fears you have about yourself? 

11. What are your three biggest concerns or fears you have regarding your career, 

life, relationships, goals, etc.? 
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12. What are your three biggest concerns or fears you have about achieving the 

success you want? 

13. Do you feel you deserve the success you want?  

14. Is your fear real or the result of an overactive imagination focused on the 

anticipated negative possible outcome rather than the best-case scenario? 

15. What’s more real: your fears or your dreams? (They are both created using the 

same tool; your imagination.)  

16. At what point does the fear live? (In the future often based on the past.) That’s 

why that which you fear is never real.) And where do you live? (In the present 

moment.) 

17. (In the present.) So, if you can stay in the moment, then the fear can’t get to 

you. 

18. Instead of focusing on the fear or what you don’t want to happen, can you 

share with me what you do want to happen? 

19. Although I can’t coach you around what you fear, I can coach you around your 

relationship with fear. Are you someone who embraces or resists the feeling of 

fear?  

20. Is fear your ally or your adversary?  

21. How can you change your thinking to make it your greatest ally to make you 

more successful in every area of your life? 

22. What if I told you that fear can be one of your greatest teachers? 

23. If it were, what would that look like? How would you upgrade your 

relationship with fear?  
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18. Focusing on Individuality, Motivations, Natural Strengths 

 

These questions make for a powerful and exciting conversation, since you’re focused 

on uncovering the natural strengths, passions, motivations, priorities, and values 

most important to them at work and home, which now are one of the same. This way, 

you can align their career, responsibilities, as well as their sales strategy and 

approach with their natural style of selling and communicating.  

Cookie cutter, one-size-fits-all sales tactics put limitations on people’s abilities to fully 

express their full talents and potential. This holds true when coaching, especially 

when coaching your customers to succeed! If you don’t ask these questions, you’re 

then assuming people like to be managed and motivated the same way you do. 

Avoid COACHING IN YOUR OWN IMAGE.  

1. What do you want to achieve six months from now? One year from now? Two 

years from now? 

2. What is most important to you in your career? In your life?  

3. What motivates you? 

4. What are the things you enjoy most about your job? 

5. What do you love most about your job / position? 

6. What gives you a sense of accomplishment at the end of each day? 

7. If you could design your perfect day, what would it look like? 

8. If you didn’t have to work, what would you do with your time? 

9. If you could, what would you love to change about your job? Do more of? Less 

of?  

10. What makes you happy? 

11. What would you like to spend more time doing (at home/work)? 

12. What frustrates you?  
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13. What inspires/motivates you? 

14. What would make your job even more exciting and fulfilling? 

15. How do you like to be rewarded / acknowledged for a job well done? 

16. What do you want to achieve in the short term / long-term? 

17. What is your special gift or natural talent that you’d love to leverage more? 

18. What is it you love to do? 

19. When was the last time you did it? 

20. What do you feel you do well with little effort? 

21. If you could design your perfect day, what would that look like? 

22. If you could rewrite your job description, how would it change? 

23. What would you like to be doing more of or differently? 

24. In what areas of your life do you feel naturally strong? 

25. What about you has contributed to the level of success and power you have 

experienced to date? 

26. What excites you and gets you out of bed each morning? 

27. What is the most exciting aspect of your work? 

28. What is the most fulfilling aspect of your work? 

29. How close to you are you from living your ideal life? 

30. What, if anything, would have to change for you to create your ideal life, 

starting today?  
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19. Goals 

 

These questions encourage healthy collaboration and the development of value-

based goals. The coachee will now be able to create the right, value-based goals they 

are passionate about that are sure to motivate and drive them internally, above and 

beyond any other externally enforced, should-based goal. Now, you don’t have to 

worry about continually pushing a boulder uphill each day for them to get their job 

done. You’ve now aligned their personal goals with company objectives. 

 

1. Let’s select a goal for the next 60 days that you really want. Forget about the 

shoulds or what you think is possible. What if there were no limits? 

2. What would you want to change in your life right now if you could? 

3. What are your top three goals? 

4. Why are they important to you? 

5. How do these goals align with your personal vision, values and priorities?  

6. Looking at this goal, what is the deadline to achieve it? 

7. What is your strategy to accomplish this goal? 

8. What don’t you want to happen?  

9. What are your concerns that could get in the way of achieving your goals? 

10. What is the one regret that you don’t want to have in this lifetime? 

11. Is that your goal or someone else’s? (a should-based goal vs. value-based 

goal.) 

12. Is that what you really want or what you think you should do? 

13. What resources are missing that you feel are necessary for your success? 
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14. Can you share with me three improvements that you would love to make as it 

relates to: (Pick any topics from the suggested list below.) 

• Relationships 

• Career 

• Motivation 

• Selling Skills/Professional Skills 

• Communication 

• Time Management/Organization 

• Attitude 

• Quality Of Life 

• Finances 

• Self-Care/ Health 

• Personal Brand 

• Life Balance 

• Collaboration 
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20. Money, Finances 

 

These questions create the space for a healthy and productive conversation about 

their financial well-being. Discover how many people are truly driven by money and 

what limiting thinking they may be harboring around it that will have a direct impact 

on their sales numbers, mindset and financial goals.  

 

1. How much profit should your business/department be making? 

2. What are your financial goals?  

3. How is your financial situation? 

4. How do you manage your money?  

5. How much money is enough for you? 

6. How stable is your income stream? 

7. What holds you back financially? 

8. On a scale from 1 to 10, 10 meaning it’s of the highest priority, how important 

is it for you to make more money? 

9. What is your relationship with money? 

10. What actions could you take that would double your current income, like you 

said you wanted to do? 

11. What mistakes do you seem to make with money? 

12. Do you feel your personal worth and the value you bring is aligned with your 

income? 

13. Do you feel you are worthy of making a (five, six, seven) figure salary? 

14. If so, why? If not, why not? 
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21. No: Saying No, Setting Boundaries  

 

These questions will help you unmask the Yesaholics on your team, and I guarantee, 

there are a few. The good news is, these questions will help them reframe their 

relationship with the word ‘‘No’’ in a way that will build their confidence, close more 

sales, boost their efficiency, and create more time. 

 

1. How can you create more space and time in your days? 

2. What does it cost you when you continually say, ‘‘Yes’’ all the time without 

thinking whether you can deliver on your commitments? 

3. What does being selfish mean to you? Where did you learn that? 

4. What if selfish is more about self-care and taking care of you?  

5. How good are you at self-care? Scale? 1-10? 

6. When you give of yourself, does it ever come at a personal cost?  

7. What does the word, “No” mean to you? 

8. Do you embrace or resist saying, “No?” 

9. What would it mean to you if you started to say, ‘‘No’’ more often? 

10. Think about the people you admire. Do they have strong or weak boundaries? 

That is, is it easy or difficult for them to say, ‘‘No?’’ 

11. Do you realize that when people make requests of you, you don’t have to 

respond to them immediately? 

12. If it’s difficult for you to say, ‘‘No,’’ then what if you responded to other 

people’s requests with,  

• Thanks, let me look at my schedule and get back to you. 
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• Thank you for this opportunity. Let me consider it, and I will call you 

within the next 72 hours. 

• Before I commit to a delivery time, let me check what is already on the 

schedule and call you back with a firm date to ensure I meet your 

expectations. 

• What would be the latest you need this by?  

• I want to ensure I give what you’re asking me to do the time and the 

attention it deserves. Can I get this to you by (under-promise)? 

 

 

 

The creation of every new solution and possibility  

begin with and are crafted  

using the same resource we all have access to - 

 - THE QUESTION - 

A "WHAT IF?" 
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22. Opening a New Coaching Session 
 

If you’re always in search of new and interesting ways to open up a coaching 

conversation in a way that would move it forward and get the coachee to set the 

agenda and focus, these questions are perfect for you, and them. 
 

1. What are your expectations of our coaching session today? 

2. What do you need most from me today? 

3. How would you like me to coach you today? 

4. Is there anything you would like me to do more of or less of during our 

meeting? 

5. Let’s start by hearing what is wonderful in your world. 

6. What do you want to leave with today? 

7. What do you want to learn today? 

8. Where do you want to be at the end of our conversation? 

9. What have you learned this week? 

10.  What have you done this week to become more of who you want to be? (Or, 

to achieve your goals? 

11. How do you want to feel at the end of our coaching session? 

12. If there was one thing that would be worthwhile for you to achieve today, 

what would it be? 

13. What is one thing we could work on together that would be incredibly 

valuable for you and move you closer to your goals? 

14. Before we jump into what you want to discuss today, how about we begin by 

reviewing the fieldwork/activities we identified during our last meeting that 

you committed to completing by our meeting today. 
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15. What’s the single focus for our coaching today that will help you reach 

multiple goals? 

16. With all the topics you want to cover that you put on your coaching pre-call 

prep form, if you were to prioritize them, where would you like to begin?  
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23. Opening a New Possibility, New Opportunities, New Way of 

Thinking 

 

These questions break old patterns of thinking, identify self-limiting and toxic beliefs, 

and encourage people to explore beyond their self-imposed inner boundaries they 

have created, which prevents them from maximizing their talents and abilities. 

 

1. Why wait a decade or two to get what you want when you have what matters 

to you now? 

2. When did you decide that was true? 

3. What if it weren’t?  

4. What if the opposite were true? What would that look like?  

5. What would it mean to you if you could be happy and successful this year 

instead of feeling as if you must wait for it at some point in the distant future? 

6. What are five business opportunities that you are currently not taking full 

advantage of? 

7. What could you do differently the next time you find yourself in a similar 

situation? 

8. How would your decision change if you made it from a place of abundance 

rather than fear and scarcity? 

9. What other choices do you have? 

10. What else could be true/possible? 

11. What are you willing to give up that’s preventing you from creating a new and 

better outcome? 

12. What would be possible if . . .? 
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13. If you were to go to sleep tonight and a miracle were to happen in the 

morning, what would the miracle be? 

14. What would your life look like after the miracle? How would you know it 

occurred? 

15. What new possibility can be created here? 
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24. Payoffs: Uncovering the Benefits of Self-Sabotaging Behavior and 

Thinking 

 

These questions are meant to uncover a seemingly paradoxical behavior or belief 

that stalls professional growth. That is, every action and inaction is a choice that 

comes with a benefit or payoff, even if it causes additional suffering or difficulties. 

Here’s a chance to expose some negative and damaging behavior and thinking that, 

ironically, is working for people in some way. Otherwise, they simply wouldn’t do it. 

As human beings, we will tap into any available energy source, healthy or not.  

 

1. What do you have invested in continuing to do it this way? 

2. What benefit/payoff is there for you? 

3. What’s the cost? 

4. What are you getting out of living your life/managing your career the way you 

are now? 

5. While this may sound strange, as human beings we don’t do anything unless 

there’s some type of payoff even if it causes suffering or difficulty. So, what do 

you think you might be getting from (tolerating this behavior, engaging in 

these activities, not making any changes, avoiding accountability, avoiding a 

regimented routine, complaining, blaming others, etc.)? 

6. How will this impact your (relationship, career, life, income, personal brand) if 

nothing changes?  

mailto:hello@profitbuilders.com
http://www.profitbuilders.com/


The 60 Second Sales Coach 

 

Copyright ©, 2020 ۰ Keith Rosen – For Personal Use Only ۰ hello@profitbuilders.com ۰ www.ProfitBuilders.com  48 

25. Prioritizing, Ownership 

 

These questions help people sift through the mounds of responsibilities, tasks, 

deadlines and requests from others, and prioritize what’s most immediate and 

important now. 

 

1. Walk me through how you manage your priorities and tasks. 

2. What are your priorities? 

3. How do you prioritize? 

4. Why did you put them in this order of priority?   

5. What is so important about that? 

6. What is your most urgent or pressing problem? 

7. What is your most urgent or pressing opportunity?  

8. What problems feel unsolvable for you right now? 

9. What are the three biggest changes you need to make over the next 30 days? 

10. What are the three biggest opportunities you need to focus on over the next 

30 days? 

11. What is the one core problem that, if handled, would eliminate the majority of 

challenges you’re experiencing? (Root cause?) 

12. What is the most important activity or task you can complete this week that 

will move you closer to your goals and provide you with a sense of fulfillment? 

13. What if you can honor all the priorities in your life, at once? (Create a highly 

effective routine to OWN YOUR DAY and create your ideal life.) 
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26. Resistant 

 

These questions are a great way to gently respond to a person’s less than positive 

reaction to what you did, said or want them to do. Whether overtly, passively or 

using your intuition, you feel something is off and know the situation needs to be 

addressed. These questions help you dig deeper into the truth with better questions, 

so you can get complete and allow the person to safely share exactly what it was that 

caused the reaction or resistance to something you may have said, done or 

discussed.  

 

Universal Law #1: We attract what we need to learn the most.  

Universal Law #2: We resist what we need to learn the most. 

 

1. Given your comment, I’m sensing you’re a bit resistant to what I’ve just shared 

with you. May I ask why that is? 

2. I’m sensing that you’re pushing back on this. Is there any truth to this? 

3. Can you say that you’re honestly being open to my point of view? Can you 

share how it’s landing on you so far? 

4. What other areas in your life, if any, do you experience resistance around 

doing or completing?  

5. What could I say that would make you more open to receiving my message? 

6. How do you want me to communicate with you in a way that’s aligned with 

your preferred communication style? 

7. Are you receiving this or resisting this message? 

8. It sounds like you’re having a reaction to what I just said. Is that true? 
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9. I’m sensing that you are resisting this. Can you share with me what part of you 

is? 

10. What part of you needs to change to embrace this? 

11. We resist what we need to learn the most. If that’s the case, would you agree 

there’s an opportunity here worth exploring? 
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27. Results 

 

These questions help people get focused on the measurable activities and results 

they need. The more you can measure results, the better you can manage them, and 

the process needed to consistently refine to achieve the desired outcome. 

 

1. What sort of measurable results are you seeking? 

2. What do you hope to accomplish by having that conversation? 

3. What do you hope to accomplish by doing that? 

4. What do you expect to happen? 

5. How do you plan to achieve that result? 

6. What’s the ideal outcome? Be specific.  

7. Where do you want to be at the end of this conversation? 

8. What result are you expecting? 

9. What result will you be disappointed with? 

10. What result would be your preference? What, if any, would be another? 

11. What would it look like? How would you like it to be? 

12. Can you be more specific regarding the measurable outcome you’re hoping 

for? 

13. What’s the measurable result you really want and the deadline to achieve it? 

14. What do you need to be doing consistently, that you’re not? 

15. What needs to happen to ensure you engage in the consistent activities you 

need to attain your goals? 

16. What do you need to be doing more of, that’s producing positive results? 
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28. Segue, Pivoting in Conversations 

 

These questions are meant to create some flow and more natural transition 

throughout a coaching session. You can also use them to tie up some loose ends or 

conversations you started and then stopped throughout your meeting. 

They also work well when you succinctly, respectfully, and tactfully need to 

immediately redirect the conversation elsewhere.  

 

1. I’d like to press pause on this part of our conversation for a moment and 

explore the comment you just made in greater detail.  We will spend more 

time discussing this, but for now, it sounds like there’s something more 

pressing we need to talk about, okay? 

2. I know we’re jumping around a bit during our meeting. However, you’ll soon 

see how it all ties together. 

3. Do you feel complete around this conversation?  

4. How do you want to move forward from here?  

5. Are you ready to move on to the next topic for today? 

6. I know that what we are discussing is very important to you, and as your 

coach, I don’t want to skip over anything. That’s why I want to shift our focus 

to something else that I’m hearing, which is too important to step over now. 

We will certainly come back to this conversation later. Is that okay with you? 

7. I appreciate you sharing that with me. I want to give your question the time 

and attention it deserves and not rush through it and do it a disservice. This is 

something we will be covering shortly, so is it okay if we wait until then, and if 

I still don’t answer your question then, please let me know, okay?  
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29. Stress, Anxiety 

 

These questions assist you in getting to the trigger point with people (their angst, 

worry, sense of being overwhelmed, fear, or stress), which is affecting their attitude, 

quality of life, and productivity. Once you identify the source, you can do something 

about it.  How is the stress you are under right now affecting you and your life? 

 

1. Define what “stress” means to you? 

2. What concerns and worries are on the top of your list?  

3. Where is the stress coming from in your work/life? 

4. What conflicts, if any, are you having at work? 

5. What might happen that is causing all your worry? (What are you worried 

might happen?) 

6. What’s the worst thing that could happen? Let’s walk through this scenario 

together.  

7. What’s the best-case scenario? 

8. What would a stress-free life look and feel like? What would be present? What 

would be eliminated?  

9. Rather than focus on what you don’t want to happen, what DO you want to 

happen?  

10. What is the most difficult or stressful part of your work? 

11. What makes you happy and provides some stress relief? 

12. What would you like to be doing more of that would make you happy, 

fulfilled, and more productive? (Work, home.) 

13. What would you like to be doing less of?  
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14. If you could manage this feeling of stress or uncertainty, how would you do it?  

15. Who can help support you to stay focused on creating the life you want 

without the stress, and ensure you don’t slip back into negative, unproductive 

thinking? 
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30. Surrender to the Truth, Letting Go of What Doesn’t Work, The Art of 

Abandonment 

 

These questions get to the core motivating factors behind the attachment that 

people have towards achieving a certain outcome and result that they invest all their 

energy into. Unfortunately, all it’s producing is unhealthy and toxic results and 

succeeds in avoiding the activities they need to be doing that will help them win.  

 

1. What fight are you fighting that’s not worth your time or energy? (For 

example, trying to fit 32 hours in a 24-hour day.) 

2. What different possibility can we create that would still make you feel 

accomplished? 

3. You’re pushing very hard for this. Why is this so important to you? 

4. What if you put less pressure on yourself? What would that look like? 

5. What are you avoiding that you’re not ready or willing to look at? 

6. What’s your inner narrative you’re telling yourself regarding this goal you feel 

you must achieve?  

7. At what point are you going to have all the evidence needed that would let 

you know it can/can’t be done? 

8. If you want to figure out what you need to embrace or let go of, just ask 

yourself, what am I complaining about the most? 

9. Is the process of attaining this goal enhancing you and making you happy, or 

consuming you, your energy, and quality of life?  
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31. Setting the Expectations of the Coaching Relationship to Build 

Trust and Make People Coachable 

 

Questions = Coaching.  

Coaching = Caring 

Questions = Caring 

 

Here are the questions you can use today to build trust and set or reset coaching 

expectations, rebuild trust, uncover each person’s coachability index, and how they 

want to be coached. Remember, there’s only one thing people need to be coachable. 

That is, a DESIRE to change for the better, regardless of how extreme. 

 

1. How would you define “coaching?” (I’ve had people tell me coaching is 

manipulation, all based on their experience. Rather than ask me, “Do I have to 

call it coaching?” co-create a new definition of coaching that inspires and 

serves them best.) 

2. Have you ever been coached? 

3. What was your experience? 

4. If you could define/re-define your coaching guidelines when we’re coaching, 

what would they be? 

5. What are three specific goals we can work on together that are most 

important to you?  (Personally, and professionally. There’s no more line 

between work and life, there’s just LIFE!) 

6. What would your expectations be of me as your coach? 
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7. What would you like to accomplish or ensure we cover during our coaching 

sessions that’s most important to you? 

8. What should I be mindful of when coaching you? What would you like me to 

do/not to do? 

9. Since I want to be a leader who makes you more successful, would you be 

open to coaching me? (The law of reciprocity always starts with you. Model 

vulnerability-based leadership, and they will follow.) 

10. What concerns, if any, do you have about our coaching and what we discuss? 

11. How will you know the coaching was successful and that you’re getting the 

value you expect (a feeling, who you become, or a measurable result)? 

12. What changes will you need to make in order to get the most out of our 

conversations? 

13. What’s the most empowering and helpful thing I can do for you during our 

coaching sessions? 

14. Other than encouragement, support, and advice, what are four additional ways 

I can deliver value to you? 

15. What should I do/not do if you fall behind on your goals and commitments? 

16. What would you like to do or talk about toward the end of each coaching 

session? 

17. What should I do if you miss a coaching session?  

18. How would you like me to coach you? 

19. What type of coaching and support do you respond to best? 

20. How long will we be working together in this capacity? 

21. What’s the most exciting part of working with a coach? 

22. How can I best support you to achieve your goals? 
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32. Stuck, Blocks, Resistant, Can’t Take Action 

 

These questions help people chip away at the barriers they have created in their 

thinking that are preventing them from taking the actions that will move them 

forward. These are perfect for a turnaround situation when dealing with an 

underperformer, or with someone in a sales slump.  

 

1. What is stopping you from doing what you know needs to be done? 

2. What do you need to let go of or give up? (In thinking or in behavior?) 

3. What is not working for you? 

4. What is keeping you from doing that right now? 

5. Where do you feel most off? In your head or in your heart? 

6. How is what you are doing standing in the way of who you want to be right 

now? 

7. If I could give you the single most brilliant piece of coaching that would move 

you forward and add value, what would it be? 

8. How can I best coach you around that? 

9. What do you need to move forward? 

10. What are you getting out of (not taking action, your current way of doing 

things, your behavior, your current way of thinking, etc.)? 

11. What is the (fear, story, concern) you have around this that you keep telling 

yourself, as to why you can’t succeed?  

12. Has this happened before? How did you handle it then? 

13. Can you remember a time when you were (achieving your monthly goals, able 

to do that well, living your potential and were happy with the results, feeling 
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positive and excited about your job, etc.)? What was different then compared 

to the situation you’re in today? 

14. What’s the biggest challenge you are facing right now? 

15. If you were to get unstuck, what would that look like? 

16. How would you coach yourself around this?  

17. What’s the inner narrative you’re telling yourself that’s keeping you stuck? 

18. If you were to put a face on that “gremlin” in your head, who would it be?  

19. How can you manage the gremlin? What if the next time they pop up, you tell 

them, “Thank you for sharing. Now, please go away.” You control your inner 

narrative.  
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33. Tactical, Hands-On 

 

These questions help you identify the step-by-step solutions and tactical activities 

and tasks your salespeople need to engage in to achieve their sales goals. These 

questions are useful for uncovering the gaps in their processes, mindset, messaging 

and strategies so that you can fill them together. 

 

1. What system can you design that would prevent this from ever happening 

again? 

2. What’s the first step you need to take? 

3. What information do you need to determine whether they’re aligned with our 

ideal client profile?  

4. What are the qualifying questions you’ll be using to best assess whether this 

prospect is a fit?  

5. Walk me through your process to achieve the results you want. (steps, 

strategy, communication, messaging, etc.) 

6. Since it’s much safer to practice on me rather than on your customers and 

prospects, let’s role-play. (For example, I’m the client who just canceled and 

you’re about to call me.) 

7. What are you going to say? (How will you respond when the customer says….) 

8. What steps do you need to take to move this project through to completion? 

9. What are the five things you spend most of your time doing during your 

workday? 

10. What steps are necessary to move the project forward? 

11. What is the simplest solution here? 
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12. What steps will you or the team take responsibility for? 

13. What is the best way to bridge the current gap? 

14. Who else, if anyone, needs to be involved to ensure the project’s success? 

15. What else, if anything, do you need to put in place to accomplish this? 

16. What obstacles to success, if any, need to be eliminated? 

17. What tasks are you going to have completed by tomorrow? 

18. What skills or mindset do you need to improve or develop that will enable you 

to achieve your goals? 
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34. The Coaching Edge: Delivering a Strong Message, Making a Big 

Request, Taking a Stand for Others 

 

These questions create space for the coach to deliver a strong message; typically, one 

that would traditionally be tough to deliver and difficult for people to hear. Of 

course, you need the foundation of trust to ask them. Questions like these soften the 

blow by clearing any ambiguities other than set expectations around your well-

intended efforts so they understand your positive intent and are open to your 

suggestion. Finally, these questions give you permission to deliver the message in the 

first place, opening their listening and the chance that they will hear what you have 

to say, embrace, and act on it. 

 

1. Can I point something out to you that may be tough for you to look at right 

now but can lead to some amazing breakthroughs in your results?  

2. It sounds like there’s something you’re not willing to own up to. Can I share 

with you what I see and then we can work through this together? 

3. You may not like what I have to say. But if I don’t tell you, I would be going 

against my integrity as a coach, my commitment to supporting you, and what I 

believe is in your best interest. I just ask that you hear it that way, okay? 

4. I have something I need to tell you that is going to sting a little bit, but I need 

you to know that I’m sharing this to honor my commitment to supporting you 

and the team unconditionally, regardless of the message I need to deliver. I 

just need you to be open to hearing it, okay? 

5. This may be difficult for you to hear and, quite frankly, I’m not certain if you’re 

going to be able to hear it right now. Can you commit to at least being open 

to what I have to tell you, even if you don’t agree? 
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6. You may not be able to hear this, but my role is to speak the truth about what 

is going on. Can I share with you an observation that may be uncomfortable 

for you but is sure to cause a breakthrough in your performance if you can 

embrace it? 

7. There’s something that I see that may be a little uncomfortable for you to 

hear, and I just want to make sure that you are ready to hear it. Is it okay if I 

move forward in telling you? 

8. If you really want me to coach you on reaching this goal faster, then I need to 

know that you will be okay with me challenging and stretching you more than 

you’re used to and holding you accountable for the commitments you make. 

Remember, it’s all in the spirit of having you reach your goal. Is that fair? 

9. Do I have your permission to say something to you each time I notice you 

reverting to your old destructive habits or behaviors? 

10. May I have permission to cut you off during our conversations if I see an 

opportunity to coach you on something you could improve on? More 

specifically, if I see you communicating and acting from a place of self-

limitations or weakness, I’m going to jump in and coach you to speak from a 

place of power, which will double your effectiveness. Is this something you 

would be open to?  

11. Can I push you a little harder around the way you’re currently managing your 

schedule that will more than double your productivity each day? 

12. You sacrifice yourself for everyone else’s interests, put up with people’s 

unacceptable behavior, and let your clients walk all over you. The good news 

is, it sounds like you are ready to stop tolerating this, and I can help you do so. 

Is this true? 

13. Your beliefs are hurting and sabotaging you. Are you ready to make some 

changes in your thinking that would enhance you instead? 
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14. The way you come across is keeping you from becoming extremely successful. 

Are you ready to abandon some self-defeating behaviors, which would set you 

free and build a personal brand you’re proud of?  
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35. Truth: Uncovering the Truth, Getting People to Own It 

 

These questions eliminate wasted time coaching people around symptoms, excuses, 

stories, and enable you to penetrate through the BS, personal diversionary tactics, 

and get to the truth of what’s really going on. 

 

1. Is this really the problem or is there something underneath? 

2. What aren’t you telling me that’s keeping me from coaching/helping you? 

3. What’s the real truth, the facts, compared to your opinions and assumptions?  

4. Can you share with me the facts that support this?  

5. What does your soul/heart/gut say? 

6. What is your intuition telling you? 

7. Go deeper. What are you not facing? 

8. And . . .? 

9. If you stopped and reflected on this, what would you share with you? 

10. What else could be true? 

11. What is underneath that? 

12. What are you not saying? 

13. What if anything, are you reluctant to look at and explore right now?  

14. What is missing here? 

15. Go deeper. What else do you have to say about that? 

16. What are you resistant to look at or own, if anything?  

17. What level do you feel you’re operating at compared to your absolute 

potential? 
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18. What would need to change for you to do so? (Activity, skill, mindset) 

19. How can you change to increase your capacity and capabilities in a way you’d 

be comfortable with, while stretching you to achieve even more?  

20. What else may be possible? 

21. What else might/could be true? 

22. Can you please say more about…? 

23. Why? 

24. Can you help me understand more about…? 
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36. Uncovering the S.C.A.M.M., Dealing with a Diversionary Tactic or 

Story, Interpretations, Excuses  

 

These questions help redirect the focus of the conversation to the facts, rather than 

the S.C.A.M.M’s (Stories, Cons, Assumptions, Meaning, Mindset ) that do nothing 

more than fuel avoidance behavior and justify performance. 

 

1. Okay, I’m having a little trouble understanding this. Can you please explain to 

me how this has a direct impact on your (performance, behavior, activity, 

mindset, attitude, results, etc.)? 

2. That’s your story. Now, can you share with me the facts that support what you 

see? 

3. What else is really going on here? 

4. What’s the story you’re telling yourself? Inner narrative?  

5. Sure, that’s one way to look at this situation. Now, what would be another way 

to look at this that would serve you better? 

6. If that is the truth, can you share with me the evidence that supports it? 

7. What else could be true?  

8. Looking at this situation, how much are you owning that you’re accountable 

for?  

9. Who is responsible for this?  

10. What did you make that mean when the customer said . . .? 

11. What action did you take then? 

12. What did that mean to you? 

13. If you couldn’t use that excuse anymore, how would you move forward? 
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37. Uncovering Their Processes, Strategy, Critical Thinking 

 

These questions are essential for your coaching toolbox. Understanding what 

salespeople do in a selling situation, the language or dialogue they use, the specific 

steps they take, all help you accurately pinpoint the strengths and weak links in their 

thinking, system, approach, or activities. It’s the second-best thing to observing them 

in an actual selling situation. 

 

1. Explain to me how you (go about scheduling your day). 

2. Walk me through your process when (following up with prospects, presenting, 

emailing, communicating). 

3. What approach do you typically take to handle any objections you hear? (If 

you hear a prospect say, ‘‘I’m not interested,’’ how do you typically respond?) 

4. When you make a cold call, what does it sound like? How do you open the 

call? What do you say to grab a prospect’s attention? 

5. What questions do you use to qualify your prospects? 

6. During a meeting or presentation, what steps do you walk each prospect 

through before asking for their business? 

7. What’s your take on our industry and competition? How do you combat that? 

8. How do you ask for the sale? What does that sound like? 

9. What is the intention of a (cold call, presentation, follow-up, networking)? 

10. How is your thinking getting in the way of taking the actions you need to 

succeed/complete this project? 

11. How do you develop the unconditional confidence of a sales champion? What 

gets in the way, if anything?  
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12. What are the beliefs, if any, that hold you back from taking certain actions? 

13. Do you embrace cold calling and prospecting or resist it? 

14. How would you define cold calling/selling? 

15. How can we redefine it in a way that you’d be open to and comfortable?  

16. What assumptions might you be making about …? 

17. How would you define an objection? 

18. How do you typically handle them? 

19. Do you embrace or resist objections? 

20. Why do you think you’re getting objections in the first place? 

21. What can you do to best defuse objections without becoming defensive?  

22. Who is the sales process about, the customer or the salesperson? 

23. Who are you making it about that’s causing sales and prospecting reluctance? 

24. What if the opposite were true?  
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38. Vision 

These questions motivate people to think beyond today, next week, even next 

month. They provide you with an opportunity to educate and coach people on 

creating their ideal career and life vision (one in the same) which manifests in their 

weekly recurring routine.  Without a routine, it’s impossible to honor your vision 

and daily activities which move you closer to your goals, while honoring the priorities 

and values in your life each day. Either you own your day, or everything and everyone 

else will own it for you. Your vision then becomes their guiding light or North Star, 

(routine) as they can now identify and navigate through those daily activities that will 

take them where they ultimately want to be tomorrow, and today to create the 

quality of life they want.  

 

1. What is your lifelong dream that is worth living, starting now? 

2. What are you building and working toward creating for yourself? 

3. If you could describe your ideal life/career, what would it sound like/look like? 

4. What is the one personal quality you want to be known for/skill you want to 

master that will affect everything you do? 

5. What does the next level of success look and feel like for you? 

6. How would you define what a personal vision is? 

7. Do you have one written out? 

8. How would creating a personal vision help you attain what matters most to 

you? 

9. If you could paint the perfect picture of your life, what would it look like?  

10. How many of those things are present in your life today?  

11. If you took a Polaroid of your life 20 years from now, what would it look like? 
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12. How would it be different from the way it is today? 

13. What do you want to be known for? Your legacy? 

14. Where do you want to be ten years from now? 20, 25, etc. 

15. What do you have present in your life today, that you always want to ensure 

you hold on to? 
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39. Who – Your Legacy 

 

These questions move the focus away from the tactical and the doing part, to the 

INNER game of sales, leadership, and coaching. That is, who the person is, who they 

want to be, or the qualities and characteristics the person wants to ultimately possess 

and be known for. You can learn so much by listening to someone’s feelings. 

Unfortunately, managers are much more comfortable discussing strategy or what 

needs to be done, rather than the who, the personal side. Here’s how to change that. 

 

1. How would you describe yourself today? (Skills, knowledge, where they are in 

their life, satisfaction, health, well-being, financial success, relationships, the 

impact you’ve made in the world, at home, at work, community, etc.) 

2. How would you like people to describe you? 

3. How do you think they would describe the person you are today?  

4. How would you like to describe yourself?  

5. Who will you be if you do that/achieve that? 

6. Who do you need to be to achieve that objective? 

7. Who are you now? Who would you like to be? 

8. What confining beliefs about yourself do you need to abandon to become the 

person you want to be? 

9. How would you want to feel differently about yourself? 

10. What would you like to say about yourself that you can’t say now? 

11. How do you perceive yourself? Finish this sentence. I am someone who is… 

12. How do you come across to others? 

13. When you look in the mirror, who do you see? 
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14. What is the one standard you choose to live by that is non-negotiable? 

15. How is the belief in yourself getting in the way of achieving your goals? 

16. What do you want to be known for? Your legacy? 

17. If you were to meet yourself 30 years from now, what would you want yourself 

to say about you? What would you want to see? 

18. If you met someone you managed or worked with 5, 10, or 20 years in the 

future, what do you want them to say about you?  
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40. Final Thoughts and Next Steps 

During any coaching session (not training or advising), the person you are coaching 

should be doing approximately 80 percent of the talking, and you, the coach, should 

be doing about 20 percent. 

Realize that one well-crafted question can spark a tremendous breakthrough in 

thinking and in action, skill, self-awareness, mindset, and knowledge. You might find 

yourself using only one, two or three questions in total during a 5 -15-minute 

coaching conversation (which is every conversation!). So, don’t assume coaching is 

something you have to DO but a language you SPEAK in every conversation. Your job 

description hasn’t changed. Just how you engage, communicate with, and develop 

your team has. 

Remember, if you emphasize everything, you wind up emphasizing nothing. Give 

each person you coach the space to process and answer one question at a time. 

Asking questions and proactive, intentional listening is an art form. It requires 

practice, being patient, present, curious, coachable and caring.  

After all, you may know the inner workings and mechanics of the proper golf swing. 

Yet to master your swing, it still requires a level of discipline and consistency that few 

are willing to invest the time to master. 

One final observation: Before attempting to infuse these questions into your 

communication style, it may be more effective to first assess your team and identify 

the opportunities for coaching and improvement within each person on your team. 

This way, you can focus on the areas you feel need immediate attention. 

Keep in mind these questions can be used at any point in time, whether you have a 

team of 1 or 100, regardless of what you are selling, your industry, location, your 
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team’s responsibilities,  department or role, or the size of your organization. And if 

you’re a manager outside of the sales department, these questions work just as well. 

So, treat these questions as you would a buffet: Take the questions you like and leave 

the ones you don’t or are unsure of.  Don’t file this document! Always keep it in front 

of you, where you can easily access these questions until they become a habit. 

While these questions are sorted by category, many of the questions can be used in a 

variety of settings and situations. Most important, take these questions out for a test 

drive to uncover the ones that work best for you.  

You’ll be amazed at what happens. When you give people the space to process and 

self-reflect, you will create new possibilities that neither you nor your team have ever 

experienced before which will create the extreme success everyone wants.  

HOWEVER, your ability to coach and ask these questions will not work if you don’t 

set positive intent and build the trust needed to ask these challenging, yet productive 

and supportive questions. The coachee must know your intent behind the questions. 

That is, WHAT you’re doing, WHY you’re doing it and WHAT’S IN IT FOR THEM. (The 

Enrollment Model that creates immediate buy-in around coaching, your observations 

and feedback, change, and your requests.) Otherwise, 

When intentions aren’t clear, people default to fear. 

I trust this coaching playbook will help you become the coach and leader you want 

to be. If there’s anything I can do in the meantime, please know that I’m always here 

as a resource for you, and know I am and will always be your coach. 

Until we reconnect, please stay safe, grateful, and healthy. 

With gratitude, 
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Schedule A Call 

with Keith! 

 

 
                            

 

 

    

 

 
 

 

 

• Global Authority on Sales and Leadership 

• CEO of Profit Builders and Executive Sales Coach 

• Author of the internationally acclaimed and award-winning, Coaching Salespeople Into 

Sales Champions and Sales Leadership 

 

Keith (KeithRosen.com) is the CEO of Profit Builders, named one of the Best Sales Leadership 

Coaching organizations worldwide. Since 1989, Keith delivered his programs to over 3 million 

sales leaders in practically every industry: on six continents and in over 75 countries.  

 

Inc. magazine and Fast Company named Keith one of the five most influential executive 

coaches. He’s been featured in Entrepreneur, Inc., Fortune, The New York Times and The Wall 

Street Journal. Keith has written several best-sellers including, Own Your Day, Coaching 

Salespeople into Sales Champions, winner of Five International Best Book Awards and the 

#1 best-selling sales management coaching book on Amazon for the last 7 consecutive 

years. His latest book, Sales Leadership, was named the 2018 Sales Book of the Year.  

  

Keith was also featured on the award-winning television show, Mad Men and was one of the 

first coaches who earned the distinguished Master Certified Coach designation credentialed 

through the International Coach Federation.  

 

As a leader in the coaching profession, Keith was inducted in the inaugural group of the Top 

Sales Hall of Fame.  

 

Keith was named The 2009 Sales Education Leader of the Year and was honored as having 

one of the top 25 Sales and Leadership Blogs for the last 5 years.  

 

He was named one of the 50 Best Salespeople of all time, along with Zig Ziglar, Steve Jobs, 

Dale Carnegie and Jeff Bezos and the top 50 Speakers of 2018-2020 by Top Sales World. 

__________________ 

If managers aren’t coaching, salespeople aren’t selling. For more information about Keith’s 

coaching or sales leadership coach training program, contact Keith at KeithR@KeithRosen.com.   
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The material, content and concepts included in this 

document are proprietary information and are the 

intellectual property of Keith Rosen, owned exclusively 

by Keith Rosen. 

 

No part of this document may be reproduced or used in 

any form, by any means without the prior written 

permission of the owner.  

 

No adaptation, group use for training or repackaging is 

allowed without the express, written authorization of the 

author.  
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