
How To Interview 
Salespeople Without Being 

Sold
Separating the Signal from The Noise



Who Am I 
and How Do 
I Know So 
Much?

Successful Tech Sales Recruiter for 
16 years

Interviewed Thousands of 
Salespeople and Sales Leaders

Host of the Over Quota podcast

Upcoming Book “The GOATS of 
Growth”



You’re in the right place if you…

Can’t tell the difference between a good salesperson 
and a bad salesperson

Want to know what to look for and how to screen for 
it when interviewing salespeople

You can’t verify their claims of success

Want to hire the right salesperson and avoid the 
costly mistake of hiring the wrong person



What to 
Expect—No 
Fluff

• Common challenges when interviewing salespeople
• What you need to do long before your first/next 

interview
• Common misconceptions of what makes a good 

salesperson
• The traits and behaviors that all good salespeople 

must possess
• How all the best traits manifest themselves during a 

sales process
• Good interview questions to ask to screen for the 

best traits
• Red flags to look for
• Conclusion



What to 
Expect

• Common misconceptions of what 
makes a good salesperson

• The traits and behaviors that all good 
salespeople must possess

• How all the best traits manifest 
themselves during a sales process



Part 1
What To Look For



First Thing First
Who do you want and what do you want them to do?



Who Do You 
Want And 
What Do You 
Want Them 
To Do?

Personality 

Experience level

Capabilities 

Compensation 

Location



Common Misconceptions of 
Good Salespeople

They can “sell” 
anything

They are great 
people-people

They are 
persuasive They are confident

They are full of 
energy

They are persistent 
and don’t take 

“no” for an answer

They are all good at 
selling themselves

They are money 
hungry

They are 
competitive



The Reality of What Makes Great Salesperson

DATA-DRIVEN PROCESS 
ORIENTED

STRATEGIC COLLABORATIVE TEAM PLAYER CURIOUS



The Reality of What Makes Great Salesperson

EMPATHETIC/GREAT 
LISTENER

VISION SELFLESS FOCUSED DISCIPLINED ADAPTABLE



How The Best 
Traits Manifest 
Themselves
Why the traits matter



Process Oriented

Sales is more science 
than art 

The best salespeople 
follow the same 

process every time 

Once they find a 
process that works, 

they can repeat it and 
then teach it to others. 

A salesperson that 
follows a process is 
more predictable 

Predictable 
salespeople help you 

forecast. 

If you can forecast 
accurately, you’ll have 

less surprises

Your investors or 
potential investors will 

be delighted 



Strategic

They find solutions to 
challenges that may not be 
apparent to most, but when 

presented are accepted by the 
majority–if not all

Solving solutions to challenges 
such as which customers to 

target, how to segment 
customers, which stakeholders 

to target and how, which 
messaging to use and not use, 

etc. 



Strategic

• The challenges are endless in a sales cycle. 

• The best salespeople will be adept at recognizing 
challenges and finding solutions to those challenges that 
are mutually beneficial to both sides.   

• Strategic thinkers can help others think more strategically 



Data-Driven

They use data–when available–to make 
decisions

They can help customers make decisions to 
buy

They manage their team with data

They can forecast more accurately with 
data



Collaborative (Leader)

They aren’t mavericks and aren’t afraid to involve others in the sales 
process. At their best, they ask others for help.

They work cross-functionally with their peers and other leaders to 
ensure their teams are in support of a customer initiative 

They will work with external stakeholders–such as partners or 
“champions” within accounts to reach mutually agreed upon decisions



Team 
Player (IC)

They don’t battle 
every decision 

made by 
management

They eagerly 
help others 
when asked. 
Even better if 

they do it before 
they are asked

They do what 
the team needs 

for them to do to 
be successful

They’re down 
with OPV (They 
celebrate Other 

People’s 
Victories) 



Curious

They ask questions that eventually get 
to 3rd level (personal) pain–which is 
the state in which prospects often buy

They are continuously looking for 
ways to help prospects/customers 
solve their problems 

Growth-minded. Always looking to 
learn new things



Empathetic

• They take time to get to know what 
prospects and customers really need–not 
what they want to sell them

• They motivate people (their team and 
prospects) by understanding what they care 
about most 

• Great listeners
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Visionary
• They look beyond their current circumstances and 

environment

• They anticipate threats to be better prepared when they 
happen or are able to avoid them altogether.

• They see opportunities for growth and expansion in an 
account, territory etc

• They recognize trends and patterns that few others see

This Photo by Unknown author is licensed under CC BY-SA.



Selfless

They’re a servant leader 
who removes obstacles 

for their team and 
enables success

They believe they are 
there to serve the team 

and others, not the 
other way around

They invest in building 
an effective onboarding, 

coaching, and training 
program. Great at 

developing people. 



Focused

THEY DON’T GET DISTRACTED BY UNNECESSARY 
ACTIVITIES OR RELATIONSHIPS THAT DON’T GET 

THE TEAM/ORGANIZATION CLOSER TO THE GOAL

THEY’RE ABLE TO KEEP INTERNAL AND EXTERNAL 
STAKEHOLDERS FOCUSED ON THE SAME, 

MUTUALLY BENEFICIAL GOAL



Disciplined

THEY PUT IN THE WORK CONSISTENTLY–
REGARDLESS OF HOW DIFFICULT IT IS

THEY DO IT BECAUSE IT NEEDS TO BE 
DONE, NOT BECAUSE SOMEONE IS 

WATCHING



Adaptable

They learn quickly and can change 
quickly and seamlessly if that data 
tells them that they should

Can be equally effective even when 
things change

Can inspire others to change and 
adapt just as quickly



Summary



Part 2
Good Interview Questions to Screen Each Trait



Data-Driven Questions

• How do you make decisions? 
• How do you use data? Example?
• Which KPI’s are you measuring and why? 
• Which KPI’s have you stopped measuring and 

why?
• How do you know when to hire?
• How do you know when to change 

strategy/approach? 



Process 
Oriented 
Questions

What’s your approach to onboarding, coaching, and 
developing new hires? (Leader)

How do you run a customer meeting/presentation 

How do you create a playbook?

Walk me through a recent sale from lead to close. Who was 
involved? (IC)

What do prospects need before they decide to buy?

What’s your approach to recruiting and hiring?

Do you have a philosophy or process to scale recruiting when 
necessary?



Strategic Thinker Questions

How do you develop a process?

How do you ensure that everyone on the team is using the same process

How do you measure short term success?

Did you have the right people on your team when you were first hired at 
“company X’? If not, why? 

How many salespeople/sales managers are on your team now? Is that the right 
amount?



Strategic Thinker Questions

We need to hire 20 salespeople this year. Is that a reasonable expectation? If so, how would 
you go about doing that?

How do you implement change? Example

What was the go-to-market strategy when you first joined company X? What changes 
did you make, if any? Why did you make those changes? What was the result?

Tell me about a strategic decision you made that was wrong? How quickly did you realize 
it? Why was it wrong? What was the impact?



Collaborator/Team Player Questions

Who’s involved in the sales process besides 
you? If anyone. (IC)

When do you get others involved? (IC)

When do you get involved in the sales 
process? (Leader)

Besides your team/boss. Who else do you 
communicate with and why?

How do you advocate for your team for things 
such as budget, leads, new initiatives, etc.



Curiosity Questions

We’ve got 30 minutes today and I expect we will go the full 30 minutes.  Based 
on what you know so far about this opportunity, which questions do you have for 
me? (Best choice)

Which analysts are you following? Why?

When was the last time you read an analyst's report about your industry or an 
industry you wanted to learn more about? 



Empathetic/Great 
listener Questions

Ask them to summarize what they learned at the end 
of the interview

How do you motivate people?

How do you advocate for change or for a certain 
initiative? 

How do you, or members of your team, qualify an 
opportunity?

How do you coach reps who struggle?



Vision Questions

What tool/ tech are you 
using to improve 

performance that your 
peers may not be using 

yet? (Why that 
tool/tech?) Or, what 

would you like to use if 
you could?

What have you tried in 
the past that may have 
been a little outside of 

the box? Why?

Why were you hired? 
What challenges existed 

that compelled 
“company X” to hire you?

Why did you decide to 
join? What did you 

envision you could add 
that they were missing? 

What made you 
confident you could 

succeed?
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Vision Questions
Did your vision of what was possible change after you were hired? If so, why? In what way did it change?

How far out do you look when you first take on a role? Why that time period? What do you want to accomplish 
during that time?

What’s your process for making projections? Example?

How do you set goals? What’s your process for setting goals?

What are the potential challenges that could prevent you from achieving your goals over the next 12 months? What 
will need to be done to prevent them or overcome them if they occur? Why?

Where do you draw your inspiration from?



Selfless Questions

Which adjectives would your 
team use to describe you as a 
leader?

How is your typical day 
divided up as it pertains to 
planning, process, and 
people?

What’s more important? 
Having the right process or 
the right people?

Talk to me about a person 
who was once 
underperforming and what 
you did to turn them around?



Focused/Discipline 
Questions

How do you 
prioritize major 

initiatives?

How do you 
organize and plan 

your days and 
weeks?

Do you have a 
morning routine?

How do you 
determine what’s 

urgent and 
important vs 

maybe important, 
but not urgent or 
even necessary? 



Adaptability 
Questions

• Name a strategic decision you 
made recently that you were 
wrong about. How did you 
handle it? 

• In your opinion, what does it take 
to be a successful GTM leader? 
Has your opinion evolved over 
the last 5 years or so? If so, why? 



Red Flags

They talk too much

They don’t answer 
questions directly 

and use non 
sequiturs

They can’t explain 
themselves clearly

They don’t ask good 
questions

They use hypothetical 
scenarios and aren’t 
recalling from real 
world experience

They seem to be 
unengaged or 
disinterested



Conclusion



Now what?


