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3 ESSENTIAL TYPES OF QUESTIONS

Yes-No questions can create a false binary that leaves no room for nuance. Instead of asking
yes-no questions, ask ratings questions that provide a scale of 1-5.

Questions are one of the most useful tools that managers can use. Questions can unlock new
thinking, show support, strengthen relationships, and much more. Learning to ask the right
questions can enhance any manager’s leadership capability.

This guide contains an overview of the different types of questions and what they’re each best
suited for as well as sample questions to ask during specific situations. 

How confident are you in this plan?
How prepared do you feel to move forward?
How concerned are you by this issue?
How excited are you about taking this on?

Example Questions:
On a scale of 1-5...

The Ratings Question

When we ask a question, it
conveys that we want to hear
what the other person has to

say. This signals that we
respect them and it implies

that we don’t know everything.
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What, Why and How Questions

Open ended questions that begin with what, why and how can help us gather more information,
elicit deeper thinking, build relationships, and more. Remember to ask a varieity of follow up
questions using why, why and how as they each hone in on different aspects of a situation.

What happened?
Why did this happen?
How did this happen?

Why is this important?
What aspects of this are most important?
On a scale of 1-5, how important is this?

Example Questions:

Example Questions:

What If, Why Not, and How Might Questions

These variations of what, why and how questions are specifically used foster creative thinking
and open people up to ideas they would otherwise not consider. Framing a potential path
forward as a question instead of directive can reduce tension and defensiveness. 

How might we reduce costs while
simultaneous increasing value delivered?
Why not run a trial and learn from how it
goes?
What if we stopped this activity all together?

Example Questions:

QUESTIONS BY SITUATION

Dealing With A Difficult Employee

When it's time to have a conversation with a team member who is causing frictions, consider
what questions you might ask to help them see how their behavior is unproductive as well as
convey that you're there to help.

So often we make
assumptions and fill in the

blanks because we don’t take
the time to simply ask what
the person really means or

why they think what they do.
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I've noticed [insert unproductive behavior e.g. you're regularly showing up late]. What is
going on?
What do you think about what I've just shared?
What's been your experience?
What might be the impact of your actions on the team/project? 
What can I do to help hold you accountable going forward?
On a scale of 1-5, how helpful would it be if I [insert specific behavior/supportive solution]?
What if you tried [insert possible solution here]?

Some of Mamie's Favorite Questions:

Giving Feedback

 I expected [insert the expectation]. Can you help me understand how we ended up with
[insert what actually happened.]
How might we keep this from happening again?
What ideas do you have for how we could [insert the area in need of improvement e.g.
stay in better communication]?
What might I do differently going forward?

When work doesn't go as planned, it may be time for an accountability or feedback
conversation. Consider which questions will help you understand the situation more fully
while avoiding triggering the person's natural defense instincts.  

Some of Mamie's Favorite Questions:

Exploring Growth Opportunities

What do you hope to have accomplished in 3/5/10 years? OR Where do you hope to be
in your career in 3/5/10 years?
What skills/expertise/experiences do you think would be valuable for you now and in
the future?
What are you passionate about? 
What 3 things do you like best about your current set of responsibilities and what are 3
things you'd prefer to hand off to someone else?

Great managers talk with their team members about how to develop their knowledge, skills
and experience to advance their careers.

Some of Mamie's Favorite Questions:
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Dealing With Conflict

Why do you think I [insert point of conflict e.g. said xzy, did xyz behavior, feel xzy.]?
What really matters to you?
On a scale of 1-5, how important is [list each factor separately e.g. getting this done on
time, staying on budget, attending this conference.]?
How might we find a resolution that meets both our needs?
How will we come to a decision / agree upon a solution?

When we find ourselves on different sides of a situation, questions can help us better
understand each other and find the optimal solution.

Some of Mamie's Favorite Questions:

Setting Goals

What does success look like? OR How will we know we're successful?
Why does this goal matter? OR How will this goal impact [insert relevant stakeholder]?
On a scale of 1-5, how doable is this goal given our current resources?
What might keep us from accomplishing this goal? OR What obstacles could get in our
way?
How does this goal advance our big picture vision/goals?
How does this goal compare in terms of importance with our other priorities?

The process of goal setting can be more effective and efficient when asking the right
questions up front.

Some of Mamie's Favorite Questions:

Making Decisions

What information do we need in order to make this decision?
Who should be part of this decision and in what ways?
How will we make this decision e.g. vote, consensus?
What are the decision-making criteria? OR How are we evaluating the options?

The process of goal setting can be more effective and efficient when asking the right
questions up front.

Some of Mamie's Favorite Questions:


