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Whenever I conduct my Hire the Best Workshop, I always ask participants what a 
person needs in order to be successful in sales.  Typically, I will hear that they need to 
be:  a good listener, rejection-proof, a team player, organized, an effective 
communicator, have perseverance, be goal-orientated, have industry knowledge, be 
money-motivated, be self-motivated, etc.   
 
What never makes the list is their commitment and desire to be successful.  These are 
never on the list yet commitment and desire to be successful are two of the foundational 
elements present in all top producing salespeople.  
 
These are important attributes and the need for them increases if the marketplace or 
your company is in a state of transforming or transitioning.  So, is the marketplace 
changing or is it business as usual?  Is your company selling the same way, offering the 
same products going forward, or will there be some changes made in order to remain 
competitive? 
 
Bob Reade, was the head football coach at Augustana College in Rock Island, Illinois, 
and is one of the best evaluators of people I know.  His Augustana Vikings won four 
consecutive NCAA Division III National Football Championships, and he has been 
inducted into the Illinois Coaches Hall of Fame and College Football Hall of Fame.    
Very few football players from Division III schools get evaluated for consideration to play 
in the NFL, but Bob had one such player.  This player was an Academic All-American, 
had the explosive athletic ability that the sport requires, was a leader and motivator, had 
good instincts for the game, was dependable and committed to being the best he could 
be.  
 
During one of our discussions on talent and ability, he relayed this story to me.  An NFL 
scout and Bob were discussing his player and the scout asked Bob, “Coach, how is he 
as a student?”  Bob responded that his course work was exceptional; he is an Academic 
All-American and will graduate in the top of his school.  The NFL scout then went on to 
explain to Bob that he was probably going to pass on the kid.  Not because he didn’t 
have the ability, but because he had options.  In this scout’s experience, the best NFL 
players coming out of college are the ones with no options.  In other words, they have to 
make it in the NFL because they have nothing else to fall back on.  The scout explained 
that given the choice between two people who have the same ability, he’d take the one 
that has no other option but to succeed.    
 
This scout understood and in the absence of options a person can become very 
committed.  
 
People will tell you they are committed and desire success.  The key, however, is how 
much of that do they have as it relates to their role as salesperson.  What is the 
commitment level or how much desire does your candidate have in being successful as 
a salesperson?    
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Desire and Commitment Defined 

• Desire means it is important for them to be successful in their sales role.   

• Commitment means they will do whatever it takes to be successful; no matter 

how painful the requirements may be in order to be successful selling your 

products in your marketplace in your timeframe. 

The Impact Low Desire and Commitment Have 
When a salesperson has low desire it will require their manager to constantly monitor 
their sales activity; follow-up to ensure things are done; and reminding them of 
performance expectations.  Constant means daily, weekly or monthly depending on 
their level of desire. 
 
Low commitment means they will make excuses as to why things are not or cannot 
happen.  When people not committed to finding a way, they find an excuse. 
 
Why These Questions Were Developed 
 
One of the problems interviewing salespeople is they are trained to build rapport and be 
persuasive along with having answers that they know you want to hear.  This adds to 
the difficulty of trying to figure out who they really are and their capability. 
 
One of the things I’ve learned from interviewing thousands of salespeople over three 
decades is in order to determine those two things; you have to ask indirect questions 
whereby their answers reveal an attribute, belief, ability or preference.  Then, you are 
able to determine if their answer is in alignment with what you know to be true about 
what is needed in order to be successful selling for your company. 
 
For the past thirty plus years, I’ve written one-hundred sixty-two questions that 
accomplishes this.  Therefore, depending on what success elements are needed in the 
sales role, I have a bank of questions by which I can design my interview questionnaire.   
 
We’ve developed this into a product called Ask Right to Hire Right Salesperson 
Interview Questionnaire which can be customized for your sales positions.  It’s an 
interview questionnaire that gets the candidate to reveal who they really are and gives 
the hiring manager a score card by which they can evaluate them.  This interview 
questionnaire has helped companies standardize their interview process and provide an 
objective vs. subjective way to evaluate their candidates. Clients also tell us it helps 
them from being “sold” by the candidate. 
 
You’ll see in the questions below I’ve included a scoring scale for each question that 
grades the level of their response from bad to good.  Each of these questions and the 
correct and incorrect response has been validated as being accurate based on 
thousands of interviews.    

 – Jim Lobaito 

mailto:jlobaito@pmgllc.net


 

Performance Group, 4401 Westown Parkway, Suite 102, West Des Moines, IA 50266 
 800.550.9509 ◊ pmgllc.net ◊ jlobaito@pmgllc.net 

 
© 2014 Performance Group 

 
3 

The 7 Desire and Commitment Questions. 
 
Scoring scale = 1 is the lowest and 4 being the highest score. 
 
1.  How do you know if you are doing a good job?  
 
Note: Internally motivated people say “I just know,” or see it in the results.  They know 
internally they are doing well.  Externally motivated people say “My boss tells me, 
customers tell me, people tell me.” 
 
1 = My boss tells me 
2 = People tell me  
3 = Customers tell me 
4 = I just know 
 
This question is important because some managers or roles require the salesperson to 
more of a self-starter, which is what internally motivated people are. 
 
2.  What has prevented you from performing better at your current/last job?  
 
Note: This question requires the interviewer to drill down to identify the root cause, not 
the immediate obstacle. 
 
1 = They make excuses or blame outside factors 
4 = They respond it was “Me”.  I did not do what needed to be done. 
 
3. Have you ever failed at anything?  What would you do differently? 
 
1 = No 
2 = Yes, but blamed outside factors 
3 = Yes 
4 = Yes, and added insight from what they learned from it. 
 
4. What's the hardest thing you've overcome?   
 
1 = Could not come up with anything significant 
2 = Habit change.  i.e. Smoking/weight loss 
3 = Death of immediate family member 
4 = Personal injury/handicap/disability 
 
Coming to work for you means that they will have to change something. You are looking 
for the ability or willingness to change. 
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5. Does (candidate’s first name) do the best he/she can or whatever it takes?  You 
have to choose one.  
 
1 = Best they can 
4 = Whatever it takes 
 
After they answer ask; What's the difference between the two?  (Level 4 Answer = 
"Whatever it takes."  People who have unconditional commitment know this.)   
 
People who answer “best they can" may justify their answer by stating that “whatever it 
takes” may include doing something unethical.  That is a self-limiting answer because 
top producers will do whatever it takes and just know that includes not doing anything 
unethical.   They know being a top producer means they need ethics. 
 
This question has raised some debate over the years and at the same time; I stand by 
what I consider to be the correct answer. 
 
Don Yaeger was a guest on my BizTalk radio program.  He was the Associate Editor at 
Sports Illustrated and a national best-selling author.  In discussing his book Greatness: 
The 16 Characteristics of True Champions, he commented on the mental toughness all 
the great athletes that he interviewed had.  He stated "If asked the question 'Do you 
hate to lose or like to win?' without exception, every one of them would state 'I hate to 
lose.'"  If you hate to lose, and you do lose, you'll spend nights trying to figure out why 
you lost and you'll get in position not to lose again. 
 
He also stated that "If you ask top-performing athletes whether or not they do the best 
they can or whatever it takes, they will always respond “Whatever it takes,” because 
"Whatever it takes" means you're eliminating any excuses why you didn't have a top 
performance.  You can't blame it on the competition.  You can't blame it on the arena.  
You can't blame it on the weather.  The most competitive people are drawn to the most 
competitive games and businesses.” 
 
Click here to listen to Don’s podcast on BizTalk 
 
6. Does (candidate’s first name) get whatever he/she wants?  
 
If they answer “No" then ask; in those instances where you didn't get what you wanted, 
what prevented you from getting it?   
 
1 = Yes 
2 = No - And outside factors got in the way 
3 = No - It was because of me but they added an excuse  
4 = No - It was me 
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7. Rank in the order of importance to you. 1) Your will to win. 2) Your will to make 
money. 3) Your desire for recognition.  
  
1 = 3, 2, 1 
2 = 3, 1, 2  
3 = 2, 1, 3  
4 = 1, 2, 3 
 
8. What do you want to do in your life: Make money, make a difference, or make a 
name for yourself?  You can only pick one. 
 
1 = Make a name for yourself 
2 = Make a difference  
4 = Make money 
 
Note:  What experience has proven out with this question is that top producing 
salespeople are money motivated.  A person who answers “make a difference” I’ve 
learned can be a very good salesperson and at the same time is potentially a future 
manager.  
 

Additional Resources 

How Competitive Do Your Salespeople Need to Be? 

Review Hire the Best Blogs 

 

Listen to these BizTalk podcasts: 

• Eric Herrenkohl:  Hiring A Players 

• George Anders:  How Industry Leaders are Finding Top Talent 

• Top Grading: The Proven Hiring Method 
 
Visit www.biztalkradioshow.com for all the podcasts on recruitment 
 
 
 
 
 
 
 
 
 
.  
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Jim Lobaito has spent his entire professional career in sales. Starting at age 19, he 

went from Account Representative to Sales Manager in three years. He has held 

positions as Director of Sales, VP of Sales, and General Manager. Throughout his 

career, he has pursued and perfected how to identify top sales talent, develop 

salespeople, and create a winning sales culture. These pursuits have resulted in Jim 

developing sales teams that were not only the largest revenue producers in their 

market but also possessed the most competent salespeople. 

Jim is a member of the National Speakers Association and has been a featured 

speaker at national sales conferences.  His articles have been published in national 

magazines. 

Jim is known for his ability to take what appears to be complex issues around sales, marketing, and personnel 

performance and give easily executable real world solutions on how to improve performance, processes, and profits. 

He authors two blogs, Sales Quick Coach for salespeople and sales managers and Hire the Best for company 

Presidents and hiring managers.  He also produces a weekly radio show, BizTalk, where he interviews leading 

business experts.  These activities give him unique insight on how to effectively address the day-to-day challenges 

business leaders face. 

He is the founder and President of Performance Group. Founded in 2000, the company is a sales recruiting and 

consulting company located in West Des Moines, Iowa.  It offers sales and sales leadership recruiting, onboarding, 

and sales consulting services. 

Performance Group aligns itself with corporations that value their sales force and invest in the success of their people 

because they understand that sales drive the bus.  These sales organizations are recognized amongst their peers as 

companies that invest in the success of their salespeople and don’t accept mediocrity. 

Jim is creator and host of the weekly show BizTalk on WHO Radio.  Topics covered with 

guest experts are recruiting, leadership, marketing, performance management, sales, 

sales management, company growth, and personal development.  Podcasts of the BizTalk 

show can be heard at www.biztalkradioshow.com 

Written for salespeople and sales managers, this weekly blog is based on 

real world selling situations where Jim provides practical advice for today’s 

toughest sales challenges.  It can be found at www.pmgllc.net 

 
 
Addressing talent acquisition challenges that Presidents and Hiring Managers face, each 
week Jim covers topics in identifying, finding, screening and recruiting top people.  It can be 
found at www.pmgllc.net.  
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