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Copy this the right way. You have permission to post this, email this, print this and 
pass it along for free to anyone you like, as long as you make no changes or edits 
to its original contents or digital format. Please do pass it along and make many 
copies. We reserve the right to bind it and sell it as a real book.

We care but you’re responsible. This whitepaper is general in nature and is not 
meant to replace any specific advice. Please be sure to take specialist advice 
before taking on any of the ideas. Change Meridian Pty Ltd, its employees and 
contractors disclaim all and any liability to any persons whatsoever in respect 
of anything done by any person in reliance, whether in whole or in part, on this 
paper.
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MESSAGE FROM MICHELLE

One of the critical ingredients of powerfully constructive and progressive conversations 
are questions.  

Questions that help to expand and enrich the conversation by deepening understanding 
and generating insights.  You don’t engage in a monologue when there are questions.

Good questions are:
• Asked at the right time
• Delivered in the right way
• Expand the conversation, rather than close it down
• Encourage people to think more deeply

By doing this, those involved in the conversation walk away with deeper understanding 
and richer insights.  Consequently, questions help to facilitate more productive and 
healthy conversations, more meaningful relationships, and more effective decision 
making.

This handy little guide is packed full of questions. Questions you can use in different 
situations, contexts and with different people.

The good news is that to make use of them all you need to do is ask.

Ask away!
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A conversation is a dialogue - not a monologue.  
That’s why there are so few good conversations: 

due to scarcity, two intelligent talkers seldom meet”
Truman Capote
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HOW TO USE THIS GUIDE
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This guide is broken into two sections:

Part 1 focuses on questions you can use when you are in meetings, conversations or 
discussions with colleagues and team members.  It might be a meeting which is focused 
on planning, implementation or review.  

The questions are designed to get issues and ideas on the table, to dig further into the 
conversation and surface unknown discussion points, issues or ideas.

Part 2 focuses on questions you can ask yourself.  

They are reflective questions, which are designed to get you thinking more deeply and 
reflecting on your thought processes, reactions and actions.  They are best used when 
there is space for contemplation, no interruptions or distractions and away from the 
general busy-ness of the day.  
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QUESTIONS
FOR 

OTHERS

PART ONE
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When you are seeking to find new ways of working, options for elevating products, systems 
or processes, ideas to improve what you do and how you do it, or just wanting to get the 
creative juices flowing, here are some questions to consider:

1. What frustrates us at work?

2. What are we curious about?

3. Where are the pain points in our everyday work processes?

4. Where are the opportunities for progress?

5. What could be done better or differently?

6. What are our competitors doing that we’re not?

7. What could we modify, combine or adapt?

8. What do we need to stop doing to create capacity for more value adding 

activities?

GENERATING NEW IDEAS
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When things go off track it can be easy to jump into solution mode. These questions are 
designed to get you and your colleagues thinking deeply and going beyond the obvious.

1. What do we know for sure?

2. What are the ‘unknowns’? 

3. What do we need to do so the ‘unknowns’ become ‘knowns’?

4. What assumptions underpin this conversation?

5. What’s the root cause of this problem?

6. What more do we need to know?

7. How many moving parts are there?  How does that impact how certain we can 

be about what happens next?

8. Are we ignoring any of the complexity in front of us?

9. What pieces of the puzzle are missing? 

10. What would it look like if we moved forward without all the answers?

11. Who else do we need to hear from to clarify our understanding?

12. Are we thinking too small?  Are we thinking too big?

13. Are we getting to agreement about the problem too quickly?
14. If we put ourselves into the shoes of (insert relevant person) how would we view 

this problem/issue?

DIAGNOSING THE PROBLEM
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Our brains make decisions based on past experiences, which can lead to incorrect 
expectations and assumptions that hinder progress.

When solving problems, charting a course of action or deciding what to do it’s important 
to challenge those assumptions and clarify understanding.

1. What assumptions are we making about ‘what is’ and what ‘could be’?

2. What bias could be playing into our perspectives?

3. What is your gut saying to you about what we should do?

4. Is the decision we are making self-serving in any way, or serving an agenda that 

won’t advance our common cause?

5. What are the rules (both written and unwritten) that we are using to help make this 

decision?

6. Which of those rules have held us back as a team in the past? 

7. Which ones have propelled us forward?

8. Which ones are no longer relevant? 

9. Are there new rules we need to create to advance our goals and agenda?

10. What are the expectations that others have on us, and are those expectations 

playing into our decision-making process?

11. What are the expectations we are placing on ourselves? Are those expectations 

helpful or unhelpful?

12. What might we need to shift in order to reshape the expectation so it’s helpful?

13. Is it time to pause and reflect, and come back to this decision once we’ve had a 

chance to reflect further?

CHECKING ASSUMPTIONS AND UNDERSTANDING
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Research shows that diverse teams and groups of people make better decisions.  Diversity 
of thought, experience and background adds to the richness of ideas shared, and the 
quality of discussion and debate about those ideas.

1. Are we encouraging new ideas to the table?  If not, what more do we need to do?

2. Are we getting enough diversity of thought into this conversation?

3. How can we use that diversity of thought to broaden our perspective and 

understanding?

4. Who else do we need to have in the room to get a wider variety of thoughts, 

opinions and perspectives?

5. Are we listening to the outlier perspectives?

6. Are we holding onto the status quo?

ENCOURAGING DIVERSITY OF THOUGHT

Copyright © Change Meridian Pty Ltd 2022



220 Questions | 8

Setting direction is a critical component of leadership.  Without it, it’s easy to head in the 
wrong direction.  The questions to ask in this situation are deceptively simple, while the 
answers are less so.

1. Where are we now, with respect to this matter?

2. Where do we want to be and what’s our desired objective?

3. What will be different for us when we get there?

4. How committed are we to making it happen?

5. What are we going to do to make it happen?

6. Are we pursuing too many options?

7. What roadblocks could hinder our progress?

8. How are we defining success?

9. What evidence will we use to confirm progress (or otherwise)?

SETTING DIRECTION
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Goals matter as they help people focus and prioritise their activities.  However, in an ever-
changing world we also need to be ready to respond and adapt to unknowns.

1. Have we set clear targets?  

2. Are those targets measurable?  

3. Is the goal SMART? (specific, measurable, attainable, realistic, time bound)

4. Is it the most appropriate goal? (positively stated, understood, relevant, ethical)

5. Is it CLEAR? (challenging, legal, environmentally sound, agreed, recorded)

6. Is the goal connected to and aligned with our strategic agenda?

7. Is the goal flexible enough that it will be able to withstand external/internal 

pressures?

SETTING GOALS
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Effective workshops, discussions and decision processes, which are focused on getting an 
outcome or resolution, have a clearly defined decision-making process.

It’s therefore important to establish up front the process that is being used, to check it’s the 
most suitable for the situation, and to be open and curious during the process. 

1. What’s the process we are using to make this decision?

2. How will this process help or hinder our progress?

3. What’s the minimum level of specification we need to be confident that this project/

idea/initiative will meet our desired objectives?

4. How was that level of specification derived?

5. What’s the level of buy in we need for this decision? 

6. Who has the knowledge that’s needed to help us make this decision?

7. Which needs will be met/unmet by this decision?

8. How do we best balance and accommodate both needs?

9. What does a fair, ethical and sustainable outcome look like?

10. What would we want if we were in the other person’s place?

11. How are we encouraging diversity of thought and debate throughout this process?

12. Is our decision-making process fit for purpose?

EXAMINING THE PROCESS
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All organisations and businesses change – at some stage in their life cycle.  Knowing the 
questions to ask during the change process helps ensure the organisational change is 
heading in the right direction, stays on track and is realigned if (and when) it goes off 
track.

1. Is the change we are seeking to make incremental, transitional or transformational?
2. Has it been driven by internal or external needs?
3. Is the change proactively planned or reactive?
4. Is the change taking us ahead of our competition, or are we playing catch up?
5. Is this change an adaptive or technical challenge?  How does that impact what we 

do and our approach?
6. Who will benefit from this change within the organisational system?
7. Who will be impacted (directly and indirectly, positively and negatively) by the 

change?
8. Who supports the change – both internal and external to the organisation?
9. What other changes are occurring in the system at the same time? How will this 

impact the capacity and capability of our organisation to adapt to this change?
10. What factors could accelerate this development?  What factors could derail this 

development?
11. Are we, as a leadership team, devoting enough focus and attention to this project/

initiative?  Are we committed to its success?
12. Are we willing to accept that with change there are often unknowns and so we may 

not have all the answers?
13. As a leadership group, are we prepared to change to best support the project’s 

success?

DISCUSSING THE CHANGE

Copyright © Change Meridian Pty Ltd 2022



220 Questions | 12

Change won’t happen unless the people who are impacted and involved with the 
change are supported through the process. 

1. Do we want to step up and lead the change in a way that is inclusive and 
courageous?  If so, what does that look and feel like in practice?

2. Are we ready to get the right people involved at the right time throughout the 
change?

3. Are our teams clear about the role they need to play, and are we ensuring they are 
equipped to do that?  If so, what does that look like in practice?

4. Does each team member know how their role and work effort contributes to the 
team’s success and outcomes?

5. Are we really listening so the ideas and concerns of our teams are being heard?  
What more do we need to do?

6. What steps are we taking to consciously create the right team environment where 
people are actively involved in the change?

7. How are we providing enough space for challenge and learning, and ensuring the 
team feels supported and encouraged to try new ways of working?

LEADING PEOPLE THROUGH CHANGE
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We make decisions countless times during the day.  Many of those decisions are based 
on instinct and patterns of behaviour (ie habits).  There are times, however, when good 
decisions require more conscious and deliberate thought, and consequently, rigorous 
analysis and debate.

For those times, here are some questions to ask.

1. Is there a bias for action? 
2. Is that impacting the decision we are making? 
3. Are we going too fast or too slow? Is this decision planned or reactive?
4. Are we focusing too much on the solution and not enough on the process to decide 

the decision?
5. Who else do we need to hear from?
6. Are we playing too safe? Are we losing our nerve?
7. If we do this, what’s the precedent we set?  Is that how we want to be 

remembered?
8. Are we fully considering the risks and implications associated with this decision, and 

if so, are we comfortable with what may eventuate?
9. Are we making a decision with short term consequences in mind?
10. Are we in danger of falling into the trap of taking the path of least resistance?  If so, 

are we making a good decision or an easy decision?
11. How does this decision make us feel – right now?  How may it make us feel in a 

week’s time? A year’s time or ten year’s time?
12. What’s the probability that making this decision will lead to an outcome that is good 

for me/us and yet bad for those around us?

CHECKING THE DECISION
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13. Will we be proud of this decision and does it reinforce our values / integrity or 
diminish it?

14. If we were being more courageous, what would we do?
15. If we put the needs of others before our own, what would we do?
16. If we put this decision through an ethical framework, would our decision change?
17. If we took a compassionate approach, what would we do?
18. Will we be proud to share our involvement and part in this decision with the people 

we care about the most?
19. What are the consequences of action versus the consequences of inaction?

Copyright © Change Meridian Pty Ltd 2022
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Progress rarely happens by accident.  It’s usually planned, and when you are working on 
projects or initiatives that are challenging and complex it’s useful to have checkpoints 
along the way.  These checkpoints enable you to gather data, examine the progress, 
discuss any unexpected challenges and to realign work efforts.

1. What are the hurdles or roadblocks we are likely to encounter, and how do we best 
mitigate?

2. What do we need to do to successfully reach the next stage?
3. What do we need from each other to be successful?
4. Which milestones are currently at risk of slipping, and how do we address?
5. How do we better align our teams and resources?
6. What additional support is needed?  What’s stopping us from doing this?

CHECKING PROGRESS
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Culture is at the root of how an organisation and its people interact and get things done.  
Understanding the nature of the organisation’s culture is critical.  So too is recognising that 
in organisations there are often many sub-cultures that operate alongside the dominant 
culture.

These questions can be tailored at an organisational or team level.

1. What stories are people sharing about our culture?

2. What are the organisation’s rituals, customs, traditions and norms? When are they on 

display and how frequently?  

3. What does that tell us about our culture? 

4. What do we like/not like about the organisation’s current culture? How is that 

impeding or enhancing our progress?

5. How does our team’s culture compare with the organisation’s dominant culture?  

What does that mean for how we work together?

6. What standard are we setting by our behaviour? Are we acting consistently? Are we 

living up to our stated values?

7. (In the context of making a decision) If we do this, what’s the cultural implication 

that follows?

8. Where are the differences between what we say (i.e. written policies, procedures 

and guidelines) and what is done (ie behaviours and how policies are enforced)?

9. What role are we playing in shaping the culture? What role should we be playing?

10. Is our culture hindering or helping us achieve our goals?

ASSESSING CULTURE
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Successful organisations build in constant and frequent feedback to their processes and 
projects.  These feedback loops are designed to uncover learnings and to continually 
uplift and elevate the way the organisation operates.

One key practice is the use of post implementation reviews.  These aren’t just used for 
when projects have gone off the rails.  In fact, important learnings can be gleaned from 
both successful and unsuccessful projects and pieces of work.

1. Which elements of this situation were predictable? 

2. What’s the gap from expectation to outcome?

3. How do we feel about the outcome?

4. How much of the outcome was in our control?

5. What did we learn from this project from a technical, behavioural and 

organisational perspective?

6. How will those learnings impact what we do next time?

7. What would be at risk for us in this learning? 

8. How could the outcome have shifted if we’d put more thought and energy into the 

planning?

9. What could we have done differently?

10. What will we do differently next time?

POST IMPLEMENTATION REVIEWS
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QUESTIONS
FOR 

YOURSELF

PART TWO
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A good place to start is to ask yourself about your current reflective practices, to uncover 
what’s working or not working.

1. Do you have any allocated time for reflection and creative thought?  If so, is this 

enough or do you need more time?  

2. If you don’t have any allocated time, what’s stopped you from doing this to date? 

3. How much of your day is spent productively?  

4. What could you stop doing or do less of to create some cruising time in your day – so 

you have time to pause and reflect?   

5. What are the benefits of having some allocated cruising time for you and those 

around you? 

6. What would a regular habit of reflection look like for you in practice?

REFLECTION PRACTICES

A former teacher once said to me – ‘Warning, reflection causes learning’.  These questions 
are designed to help you reflect on your feelings, thoughts and actions, so you learn more 
about yourself, how you view the world and the actions you take.

You’ll get more out of this practice if you find a quiet space in which you can ponder the 
question set that is relevant for the situation you find yourself in.  As well, take notes and 
write down your thoughts. The process of writing aids the reflective practice; rather than 
an idea being a thought bubble in your head that then drifts away.
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We all get triggered by people (what they say/ don’t say or do/don’t do) and by 
situations and events.  The question is whether you notice you’ve been triggered or not.

1. Do you notice if you have been triggered?

2. Are there particular situations, circumstances or people that are more likely to trigger 

you? If so, in what way and when?

3. When you notice you have been triggered how do you react/respond?

4. What are you noticing about yourself when you confront situations that are 

challenging and complex?

5. What does being triggered feel like for you? (ie the emotional and physical 

sensations)

6. What actions can you take to minimise the impact of the emotional trigger?

NOTICING YOUR TRIGGERS

Copyright © Change Meridian Pty Ltd 2022
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Learning to notice that you have been triggered is a practice. Over time, you will more 
readily notice and with that awareness you’ll then be able to dig into why you’ve been 
triggered and how to best respond.

1. Why are you feeling like this?

2. Why does it matter to you?

3. What meaning are you giving to this situation?

4. What else could it mean?

5. What would a wise response be?

6. How do you move from a knee-jerk reactive action to a thoughtful responsive 

action?

WHEN YOU HAVE BEEN TRIGGERED
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Values underpin how we feel, think and ultimately act.  They act like a guiding compass 
helping you decide what to feel, think and do (or not feel, think and do).  Despite their 
importance, we often don’t spend time digging into our values and understanding how 
and where we use them; and importantly, the times when we step away from them.

1. What do you stand for? 

2. What are your underlying values?

3. Are your words and actions aligned?

4. If not, what triggers or prompts the inconsistency?

5. When do you find yourself stepping outside your values at work, and in your personal 

life?

6. When you find yourself slipping into unhelpful patterns of thinking, feeling and doing 

what is your immediate reaction? 

7. In the same situation, if you were to respond more mindfully and with your values 

driving your behaviour what would you do?

8. When can you show up as your best/most authentic self?  What does that look/feel 

like in practice?

YOUR VALUES
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Just like organisations have goals, so too do individuals.  Your goals can anchor your focus, 
better help you prioritise and make it easier for you to know what to say ‘yes’ or ‘no’ to.

1. What do you want to achieve in your life?

2. What could you imagine your future looking like and feeling like?

3. What’s on your bucket list that you want to experience?

4. What have you always talked about doing, but not yet done?

5. What role does your career play in this future?

6. What do you want to be remembered for?

7. What’s the change you wish to pursue?  

8. What’s stopping you from taking hold of these changes right now?

YOUR GOALS
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Change is a fact of life, and so being ready to respond and adapt to it is crucial.  Learning 
to thrive through change starts with understanding your readiness and willingness to move 
forward proactively.

1. How physically, mentally and emotionally resilient are you? 

2. How tolerant are you to ambiguity and disorder?  

3. How do you react when things go wrong?  

4. How attuned are you to others and their needs?  

5. Are you emotionally invested in the change?  

6. Are you willing to invest time and energy acquiring new skills and capabilities to help 

you better respond and adapt to changes?

7. How emotionally ready are you for change?

8. What does emotional agility look like, and how can you put it into practice?

9. How are you keeping emotionally and physically fit?

10. What new things are you learning or should you be learning to keep yourself future 

fit?

11. What’s your daily routine and are you spending appropriate time, energy and 

resources to make this shift happen?

12. Are your expectations of yourself too hard or too easy?

13. What are you telling yourself about what you can and can’t do that needs to shift?

14. What daily practices and habits do you have that are holding you back from being 

the best version of you?

YOUR READINESS FOR CHANGE
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The career path we select plays a big part in how our life unfolds.  There are times when 
it pays to stay on track, and other times when it pays to switch tracks.  Through all of this, 
it’s critical to make career decisions in the context of your whole life.  If you are thinking of 
making a change, here’s some questions to get you started.

1. What are you known for and what do you want to be known for?

2. Is your career style (navigator, surveyor, pioneer*) holding you back?

3. Are you limiting your options by being too risk averse?

4. What could it look like if you increased your appetite for career risk?

5. What options could you explore further?

6. What are your expectations with respect to work?  

7. Are those expectations helping or hindering you?

8. How important is your career to your sense of self?

9. How has this changed over the course of your career? Does it need to shift now?

CAREER CHANGE AND CAREER REINVENTION

Copyright © Change Meridian Pty Ltd 2022

* Refer to my book Career Leap: How to Reinvent and Liberate Your Career for an explanation of 
these terms.

https://www.michellegibbings.com/product/career-leap-how-to-reinvent-and-liberate-your-career/
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If you want to be a great leader… a leader that people love working with you need 
to know the gap that exists between the type of leader you want to be, and the type 
of leader you are in practice.   That gap will highlight where you need to focus your 
development efforts.

1. What are people saying or not saying about your leadership?  

2. Are you the last person to find out ‘bad news’ or are people comfortable to bring 

issues to you?

3. How engaged is your team?  Is it working as a high performing team, where there is 

strong connection and cohesiveness?

4. How productive is the team?  Is there good progress being made?

5. Are there unresolved issues or high levels of conflict in the team, which you are 

turning a blind eye to?

6. Are you creating a psychologically safe workplace?

YOUR LEADERSHIP
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In today’s busy, busy world, time is a precious commodity.  It can be easy to waste time 
and to feel like you have lost time.  

1. Are you conscious about how you use time?  

2. Is it purpose driven and focused, or is it completely random?

3. Will the activities you do today get you closer to your goals?  

4. Will that activity make a difference to your life and to the life of those around you?  

5. How much time are you wasting on activities that don’t add any value?

PRODUCTIVITY
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It’s very easy to judge, box and categorise people, rather than seek to understand them.  
The more energy you invest in others, the more energy they’ll invest in you.

Take some time to challenge your perspectives on those around you.

1. Who have you written off as uninteresting, unmovable or difficult and what could 

you learn by listening to them and spending more time with them?

2. Which people or groups of people at work do you avoid? Why? What could you 

learn from them?

3. Who do you hold fixed opinions on?  What could happen if you shifted that opinion?

4. Where could you be wrong in terms of your perspectives on other people?

5. Are you holding on to expectations or grudges with respect to people that are 

damaging your relationship with them?

6. Are your expectations of them realistic and fair?

7. How would they assess your behaviour and intent?
8. Are you putting enough effort into building effective relationships?

CONNECTING WITH OTHERS
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Networking isn’t about how many LinkedIn connections you have.  It’s about the 
character, depth and breadth of the relationships you have.  If you want sustainable and 
meaningful relationships at work then you need to challenge your perspective. 

1. How can you help a colleague or connection build their network?  Is there someone 

in your network you can connect them with?

2. If you were to randomly help someone with something, who would it be and what 

would you do for them?  What is preventing you from doing this now? 

3. Have you got new knowledge or an insight you could easily share with someone 

who would find it helpful?

4. Can you help a colleague or friend with their career?  Can you do this without them 

needing to ask for help?

5. Who do you engage with and what’s the nature of the engagement in terms of 

frequency and effectiveness?

6. Where are the gaps and pain points in your network?

7. Who are the supporters and detractors in your network?

8. Who are the people of influence and power, and what’s your relationship with 

them?

9. Who are the connectors in your network (these are people who have a strong 

network and are good at connecting people together)?

DEEPENING RELATIONSHIPS
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We all love to see that we are making progress, so it’s time for a progress check.

1. What goals did you set yourself this year?
2. Did you achieve them?
3. If so, what helped you achieve them?  
4. If you didn’t, what got in the way of your progress?
5. Where did you make a difference this year – for yourself, family, friends, work 

colleagues, community or other people around you?  
6. Where did you step away from being courageous?
7. What are you most proud of?
8. What are you most grateful for?
9. What’s next?

YOUR PROGRESS
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Learning about yourself never stops.  Set aside time each year to dig into what you’ve 
learned about the world, others and yourself.  

1. What did you learn this year – either about yourself or in terms of new skills/
knowledge?

2. What most surprised you?
3. What most delighted you?
4. What do you need to throw out or leave behind as you look ahead?
5. What do you want to do differently next year?
6. What do you want to continue doing next year?

YOUR LEARNINGS
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NEXT STEPS

“The wise man doesn’t pose the right answer,
he poses the right question”

French Philosopher, Claude Levi Strauss

At work and in life we can be so focused on sharing our opinion and moving to solution 
that we don’t find enough time to ask questions.  

When we do that, we miss an opportunity.

Questions are powerful.  They help us uncover unseen opportunities, delve deeper into 
ideas and gain richer insights.

Questions are at the root of great conversations, awesome relationships and effective 
decisions.

When you are preparing for a meeting or a workshop, think about how much time you are 
devoting to talking, to listening and to asking questions.  Then ask yourself: Is there enough 
time allocated for questions?

When you are wrapping up the day, check in on whether you found time to reflect.  Ask 
yourself: Did I spend some time today reflecting?  If not, how can I create time and space 
to do this tomorrow?

No doubt there are other questions you can (and will) ask, because this guide wasn’t 
designed to be an exhaustive list; rather a guide that gets you started and encourages 
you to ask more, rather than fewer questions.

So what question will you ask next?

Here’s to your question!
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ABOUT MICHELLE GIBBINGS
Michelle is the workplace expert. Comfortable with getting uncomfortable, she’s at the 
forefront of creating workplace success by helping people to embrace the unknown and 
fall in love with change. 

Her key to cultivating thriving environments is working with people through three lenses: 
as an individual, a leader, and in their wider role (and influence) within their organisation. 
Tapping into each of these facets, she brings self-awareness to the forefront, empowering 
people to work with those around them in a way that is productive, healthy and happy. 

In a time of unprecedented change, organisations need leaders at every level, 
inspiring progress by harnessing the energy and capability of its people. No matter the 
organisational system, Michelle works to equip you with a practical toolkit so you are able 
to take the pragmatic and purposeful steps needed to identify, harness and leverage 
unseen opportunities. 

Speaking internationally about better ways to lead, Michelle is in high demand as an 
innovative keynote speaker, advisor and executive mentor of choice, with her best-selling 
books a must-have for employees and managers alike - ‘Step Up: How to Build Your 
Influence at Work’, ‘Career Leap: How to Reinvent and Liberate your Career’, and most 
recently ‘Bad Boss: What to do if you work for one, manage one, or are one’.

From her penmanship to her captivating keynotes, Michelle’s relentless pursuit to empower 
people is palpable. She is on a mission to change workplaces for the better – helping 
people to step ahead, step up and leap into their brilliant future. 
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E: support@michellegibbings.com
michellegibbings.com

Want to know more? Interested in working with Michelle in a team 
setting or one-on-one? We’d love to hear from you.
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