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Executive Summary

Today’s sales leaders are managing more than pipelines and quotas. They're navigating the silent undercurrent of
salesperson mental fatigue, stress, and disengagement — factors that, left unaddressed, derail performance and
talent retention.

This playbook reframes the conversation from performance management to emotional enablement, focusing on what
most sales dashboards overlook: the inner life of your reps.

Drawing from behavioral psychology and modern coaching principles, we offer a practical, proven path to help sales
managers coach the human first and the performer second.

Sales Is Emotionally Expensive — And The Cost
Is Rising

Recent stats paint a sobering picture:

+ 90% of salespeople report burnout symptoms in the I+ Only 28% expect to hit quota in a typical quarter

past year
+ Tenure for new reps: 18 months or less

+ 35% average annual turnover in sales — over 2.5x the
norm

These numbers aren’t just about performance. They reflect emotional
overwhelm, identity confusion, and lack of psychological safety in
sales environments that prize productivity over personal growth.

Stress Signals Sales Managers Can’t Afford to Miss

Sales stress doesn’t always shout. Often, it whispers through subtle
shifts in behavior.

Emerging Warning Signs

+ Dips in responsiveness or enthusiasm: Once-eager reps now
delay updates or go silent.

+ Overcompensation with “fake activity”: High touchpoints, low
impact — effort replaces strategy.

+ Withdrawal during team calls: : “Camera off” is the new
emotional shield.

+ High effort, low yield in the CRM: Fatigue is driving
inefficiency, not laziness.

These aren’t coaching “triggers.” They’re invitations. And great

coaches don't investigate — they inquire.

4 ' JAB U LAN I Dr Deepak Bhootra, email deepak@jabulaniconsulting.com,
C O N S U LTI N G 02 www.jabulaniconsulting.com

GROW TOGETHER. REJOICE TOGETHER



Beyond Technique: Coaching the Whole
Human

The best coaching shifts reps from coping to clarity by addressing the deeper factors that drive success or stagnation.

Transactional Analysis

Understanding ego states to shift unproductive reactions into thoughtful, responsive actions.

Ego States at a Glance:

+ Child - anxious, emotionally reactive, approval-seeking
+ Parent - critical, controlling, overprotective

+ Adult - curious, balanced, response-driven

Coaching Questions to Shift Ego States:

" When that deal slipped, what story did your inner voice
/e .
start telling you?

Helps surface subconscious beliefs and emotional
reaction triggers.

P Do you think your response came from instinct... or
N intention?

Builds awareness between emotional reactions
(Child/Parent) and grounded choices (Adult).

- What would your Adult self say to your Child self in that
: moment?

This facilitates internal reparenting and emotional
regulation.

@ Was that pressure real or inherited from how you think
& you should show up?

Challenges internalized scripts from the ‘Critical Parent’
ego state.

A |f you were grounded in curiosity rather than fear, how
@Y would you approach that buyer again?

Anchors the rep in the Adult ego state where strategic ; i Vf
action and confidence emerge. / —
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Self-worth: Identity vs. Role Theory

Helping reps distinguish between self-worth and quota outcomes to build resilience and motivation.

Salespeople often collapse their identity with their performance. Coaching should rebuild the distinction between
who they are and what they do.

Coaching Questions to Rebuild Identity:

Outside of sales — who are you when you're at your best?

Brings the rep back to grounded, whole-self awareness.

P What personal values did you stay true to this week,
@ regardless of the outcome?

Reinforces inner integrity as a measure of success.

If we stripped away your title and your number, what
would still make you valuable to this team?

Deconstructs role-based identity.

* When's the last time you felt proud of how you showed up,
& hot just what you achieved?

Centers behavior and intention over metrics.

5@ What makes you resilient — not as a salesperson but as a
person?

Activates emotional self-efficacy, the core of long-term

performance.

GROW Coaching Model

Simple yet powerful structure to build clarity, structure, and forward momentum.

Define the Explore Options

desired Goal N 4 and possibilities
Assess , ‘ v\ Establish Will

current Reality and commitment
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Coaching Questions by GROW Phase:

+ What would success look like this quarter —
beyond just hitting quota?

+ What would you like to experience more of
in your daily life?

+ What's a goal that excites you, not just one
that’s assigned to you?

+ What is currently getting in your way —
externally or internally?

+ What patterns have you noticed in your
approach to work lately?

+ Where do you feel most confident — and

most hesitant — right now?

+ What would be personally meaningful progress

for you this month?

+ What outcome would make you feel proud,

regardless of recognition?

+ What's the honest version of how things are

going?

+ If we paused the pressure, what would you admit

needs attention?

+ What haven't you tried yet that might make
adifference?

+ If fear weren't a factor, what path would you
take?

+ What would be the smallest next step that
moves you forward?
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+ Who else could support or guide you through this

challenge?

+ What’s one unconventional idea you've been

avoiding?
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Will

+ What will you commit to between now and B + What obstacles might arise, and how will you
our next conversation? respond to them?

+ What support do you need to follow through + What would it mean to you to follow through —
onthat? 3 for yourself, not just the team?

+ Onascale of 1-10, how confident are you in ;
doing this? What would raise it by 1? :

These coaching questions are not scripts — they are instruments. When delivered with presence, curiosity, and care,
they don't just lead to better performance — they lead to psychological clarity and emotional resilience.

Perfect. Below are three detailed model coaching dialogs, each mapped to a realistic, high-stakes sales scenario. Each
dialog models emotional intelligence, coaching structure, and behavior-based reflection — designed to support the
rep without blame, build learning, and reinforce resilience.

Three Coaching Dialogs for Complex Sales
Scenarios

Scenario 1: Deal Lost to a Competitor - Coaching Without Blame

High-value deal. Competitive environment. The team did their best, but the deal was lost. The representative is
demoralized and concerned about the internal perception.

Scenario 1 Debrief

I know losing this deal stings. | want you to know —
we're not here to assign blame. This conversation is
just about understanding and growing together. You
open to that?

Yeah... I’'m still processing it. Honestly, | thought we
had it.

That makes total sense. Let’s unpack it slowly. What
parts of the deal process felt most solid to you?

Our early discovery was good. We had two key
champions. But in the final phase, they shifted toward
our competitor, and | didn’t see it coming.

4 ' JAB U LAN I Dr Deepak Bhootra, email deepak@jabulaniconsulting.com,
C O N S U LTI N G www.jabulaniconsulting.com

GROW TOGETHER. REJOICE TOGETHER



Manager:

If we consider the pivot — what signals might we
have overlooked?

| trusted the champion too much. | didn’t push for a
deeper understanding of the buying committee.

Manager:

That’s powerful insight. No judgment here — just
clarity. In future deals, how can you increase visibility
across decision-makers without compromising trust?

We should have set expectations earlier about
multi-threading. Ask more directly who else we
should be engaging.

Manager:

| like that. And how are you doing during this time?
Not just professionally, but personally?
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| saw that. This doesn’t define your capability — it reveals your commitment. Let’s learn, reset, and move forward
stronger.
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Scenario 2: Deal Won, But
Draining - Coaching Beyond the Win

A complex enterprise deal was won after a long and demanding negotiation. The internal team is exhausted. Risk of

burnout or toxic success mindset.

Scenario 2 Debrief

| want to start by saying — congratulations. You
pulled off a tough win, and | see how much it meant
to you. But let’s pause before we celebrate too much.
Can we discuss how we arrived at this point

What did you learn about how you operate under
such pressure?

That awareness is gold. What signals did you ignore
that might have helped us navigate the middle
stretch better?

Right. So, next time, how do we turn that from an
emotional drain into a strategic advantage?

Honestly? It was brutal. The client was hot and cold.
We were adjusting constantly.

| overfunctioned. | tried to do too much on my own. |
didn’t delegate to the SE or loop you in early enough.

They were stalling on commercials. | saw it as
resistance — but maybe it was a cue to pause and
realign.

Step back earlier. Clarify the why behind every
delay. Keep the internal team updated — not carry it
all.

Exactly. This win is worth celebrating. But the real win is knowing what to do differently next time so success

doesn't come at the cost of health or clarity.
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Scenario 3: Deal Qualified Out Late -
Coaching Through Missed Cues

Long-cycle deal. Multiple objections. Seemed promising, but ultimately, the client wasn’t a genuine buyer. The

salesperson feels deceived and embarrassed.

Scenario 3 Debrief

I'd like to discuss the deal we just qualified out of. |
know it’s frustrating, especially with all the time
invested. However, before we attempt to fix
anything, | want to ensure you’re feeling supported.
Are you okay to reflect?

You'’re not alone. These situations are draining. Let’s
approach this with empathy, not evaluation. If you
zoom out, what signs were there that this might not

Manager:

You were listening to their words. What about their
behavior?

Manager:

What would a reframe of your qualification process
look like?

Manager:

If a salesperson came to you with this story, what
would you say?

| guess. It just sucks. | feel like | got taken advantage of.

They kept moving meetings. They avoided giving
clear decision criteria. But | stayed hopeful because
of what they said.

| didn’t challenge them enough. | accepted their
‘we’re interested’ at face value.

Push harder on budget and urgency early on. Escalate
when things feel slippery. Involve you sooner.

"l agree. You didn’t fail — you uncovered a false signal. That’s still a win if we take the right learning forward."
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Coaching Principles Embedded in All Three Scenarios

I e =

Create Always ask permission before exploring. Normalize
Psychological Safety your emotions; don’t rush to fix them.
Deconstruct Use open reflection to identify root causes rather
Without Blame than assigning fault.
Use Neutral Avoid “should have” and replace it with
Language “next time, what would you do?”
Coach the Pattern, Focus on decision quality and process learning,
Not the Person not identity.
Bring the Always ask, “How are you doing through this?”
Human Back It builds trust.

The Coaching Multiplier: Using Al to Enhance
Salesperson Growth, Not Just Output

Al has radically reshaped how sales teams prospect, engage, and close deals — but its real power lies in something
more subtle: the ability to illuminate the inner world of a salesperson just as clearly as it reveals deal velocity or
email open rates.

For sales leaders committed to coaching the whole human, Al offers behavioral breadcrumbs that signal where
stress hides, confidence wavers, and habits get misaligned — often before a rep can articulate it themselves.

This is the promise of Augmented Intelligence: not artificial performance, but enhanced perception.

From Analytics to Awareness: A New Coaching Lens

While traditional sales enablement focuses on activity and technique, Al enables sales managers to track patternsin
tone, rhythm, buyer-rep alignment, and energy.

But data alone doesn’t drive transformation. Coaching does.

Below are five high-leverage ways Al can enhance your ability to coach with precision, presence, and empathy.

Lens # 1. Diagnose Burnout Before It Becomes a Breakdown
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Al systems now track speech pace, talk-to-listen ratios, and emotional
tone across calls.

Over time, these metrics signal subtle shifts:

+ Has their talk time dropped drastically? (Possible
disengagement or fear.)

+ Isthe rep speaking faster and interrupting more?
(Possible anxiety spike.)

+ Are they overcompensating with talk in
late-stage deals? (Possible loss of confidence.)

Coaching Questions:

+ I noticed your tone has gotten faster latelyWhat’s + What would slowing down in a call make possible

your internal pace like these days? for you?

+ You're talking more than usual — is that stress
talking or strategic thinking?

Lens # 2. Surface Coaching Themes from Call Transcripts

Al can now auto-summarize entire call libraries, flagging:

+ Missed objection handling ! Hesitation points in negotiations
+ Repetitive language use : Over-reliance on pricing to close

But rather than using these as “gotchas,” great managers use them as starting points for developmental

conversations.

Coaching Questions:

+ Across your last five calls, there’s a pattern where you skip over budget clarification. What’s your comfort

level with that topic?
+ You tend to return to features when buyers go silent. What’s going on internally in those moments?

+ Let’s choose one call and reflect on where your energy dipped — how might we restore presence there?
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Lens # 3. Track Confidence Over Time — Not Just Activity

Instead of judging reps on how many calls they made, start tracking:

+ Engagement shift metrics (Al reads buyer tone in + Emotional consistency from intro to close

response to rep statements)

+ Recovery after objections

These metrics reflect not just what a rep does but how they carry themselves while doing it.

Coaching Prompts:

+ Your confidence early in calls is strong, but it + You handled a tough objection, but your next

wavers when pricing is discussed. What's your answer was rushed. What pressure were you

internal script there? feeling at that moment?

+ Buyers are more responsive when you slow your
tone. Can we practice what that presence feels
like?

Lens # 4. Prioritize Coaching Moments Based on Buyer Feedback

Al now flags when:

+ Buyers go silent after key sections + Deals stall after proposal reviews

+ Objections spike without resolution

Rather than jumping to tactics, leaders can explore relational dynamics and the mindset of salespeople.

Coach through Empathy:

+ This deal didn’t stall because of pricing — it stalled
after we skipped a key stakeholder. What would it

+ Let’s reflect on the emotion of the call. What did
you feel, and how did that affect your choices?

take for you to challenge that earlier next time?

+ What was your gut telling you mid-call when the
tone shifted — and what did you choose instead?
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Lens # 5. Redefine Post-Call Reviews as Identity Coaching, Not Technical Audit

Post-call Al insights typically list:

+ Obijections i + Buyer questions
+ Next steps . 4 Talktime
Most managers skim and say, “You should’ve done X

Instead, use Al outputs to reflect emotional cues and
identify areas for growth.

Sample Reframe:

4 This call is a mirror. What does it reveal about
how you see yourself in this role?

+ What inner voice were you listening to when you
chose to push instead of pause?

+ If you had nothing to prove on this call, how
would you have shown up differently?

Final Word: Al Is the Mirror — Coaching Is the
Transformation

Al can show you the what.

But only coaching reveals the why.

And only you — the sales leader — can turn those insights into growth.

In a world flooded with dashboards, data, and diagnostics, it's easy to believe that Al will manage performance.

But performance is a byproduct of belief, clarity, and emotional alignment. That’s coaching’s domain.

+ Observe patterns Then, step into your highest role — coach, mirror, guide, human amplifier.

+ Detect friction Because the future of elite sales performance is not artificial.

It's augmented — by you.

4+ Surface themes
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Conclusion

Sales coaching is no longer a value-add. It’s the foundation of sustainable performance.

In a world overflowing with technology, automation, and analytics, it’s easy to manage numbers and miss the
human behind them. But performance without presence is fragile. And results without resilience don't last.

Authentic sales leadership today isn’'t about control — it’s about clarity, connection, and coaching.

It's not more dashboards we need — it’s more dialogues that build belief.
It's not just better tactics — it's a more profound understanding of behavior, mindset, and motivation.

It’s not Al replacing managers — it’s Al augmenting our ability to see and support our people more deeply.

The best sales leaders of tomorrow will not be defined by how well they inspect pipelines but by how well they
develop people.

When arep feels seen, safe, and supported, they don't just perform —
They transform.

And that’s where real compounding growth begins.
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