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SALES OBJECTION PLAYBOOK 
Built from real sales call data. For reps, for managers, for the moments that matter. 
Published by Cuebo AI |  June 2026 

 

Why This Matters Right Now 
We are in a strange moment for B2B sales. AI is everywhere and buyers have heard it all before. Platforms 
have made promises they could not keep, procurement cycles have stretched, and buying committees have 
grown. The result is a buyer who arrives at your first call already skeptical, already burned, and already 
prepared to push back hard. 
 
The objections in this guide are not new. What is new is the intensity behind them. In 2023, a rep could say 
'our AI does X' and the room would lean in. Today, that same line makes the buyer lean back. Trust has to 
be earned differently now. 
 
At Cuebo, we built this guide because our platform sits at the intersection of the two things buyers are most 
skeptical about right now: AI and training software. That makes our reps a canary in the coal mine. The 
patterns we see on our calls tend to show up across the broader B2B SaaS landscape six to twelve months 
later. 
 
Three shifts are driving the objection patterns in this playbook: 
 

•​ AI fatigue is real. Buyers have been pitched AI features by every vendor in their stack. They are no longer 
impressed by the capability. They want proof it works in their environment, with their team, on their actual 
use case. 

•​ Buying committees have expanded. The average B2B deal now involves six or more stakeholders. A rep 
who wins the champion but cannot arm them for internal selling will lose deals they should have closed. 

•​ The cost of switching has become a first-conversation topic. Buyers are not just evaluating your product. 
They are evaluating what it will take to move off what they already have. If your rep cannot address 
switching cost before the buyer raises it, the deal stalls. 

 
The six-step framework in this guide and the scripts that come with it are built for this environment. They will 
not work if reps treat them as a script to recite. They work when reps understand the fear behind each 
objection and respond to that first. 

About This Playbook 
This playbook is drawn from objections logged across real sales calls in high-velocity B2B SaaS 
environments. The patterns here repeat consistently across sales enablement, workflow automation, and 
any subscription product where multiple stakeholders shape the buying decision. 
 
Every buyer quote, rep mistake, and response in this guide reflects what actually happened on calls. Each 
objection section covers: what buyers actually mean, where reps go wrong, a step-by-step response, a 
ready-to-use script, and a coaching drill for managers. 
 
Categories are ranked by a combined frequency and difficulty score. Category 1 is the highest-priority 
coaching gap. 
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ABOUT CUEBO AI 
Cuebo is an AI sales coaching and readiness platform built for high-velocity sales teams. Reps practice 
real-world scenarios through AI roleplay before they face them on live calls. Managers get visibility into 
where the team is struggling, not just how many calls were made. The platform is used by sales teams 
spanning inside sales, field sales, and enterprise account management. 
50% faster ramp time   |   21% higher win rates   |   4.6/5 on G2 

The Data 
74% of objections score 4 or 5 out of 5 on difficulty. This is not a training content problem. It 
is a live execution problem. More than half of all objections are fully covered by existing 
training materials and still score high on difficulty. The content exists. The deliberate 
practice does not. 

 
Category Avg Difficulty Frequency Training Gap 

1.  AI and Automation Skepticism 3.7 / 5 Very High Low 

2.  Past Experience and Broken Trust 3.8 / 5 High Moderate 

3.  Pricing and Subscription Complexity 4.0 / 5 Moderate-High High 

4.  Proof and Trial Demands 4.0 / 5 High High 

5.  Product Fit and Limitations 3.8 / 5 Moderate Low 

Who Is Raising These Objections 
Not every objection comes from the same person. A pricing objection from a CFO is a different conversation 
from the same objection raised by a department head. The person asking the question shapes what the fear 
actually is, which means it shapes how the response should land. 
 
Use this map to calibrate your response before you give it. When you know who you are talking to, you can 
name the right fear. 
 

Objection VP / Head of 
Sales 

CFO / Finance IT / Security The Real Fear 

AI Skepticism Will reps adopt it? Will it produce 
ROI? 

Can IT manage it? A tool that looks good in demos 
but dies in the field 

Past 
Experience 

My team got 
burned before 

We wasted 
budget last time 

The last vendor was 
a security nightmare 

History will repeat itself 

Pricing 
Complexity 

Will this fit my 
headcount model? 

What happens at 
renewal? 

What is included in 
the contract? 

Commitment with no easy exit 

Proof 
Demands 

Show me results 
from a similar team 

What is the 
payback period? 

What does 
onboarding require 
from IT? 

Risk of looking bad internally for 
choosing wrong 
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Product Fit Will it work for our 

sales motion? 
Are there hidden 
costs for add-ons? 

Can it integrate with 
our stack? 

Finding a limitation after 
committing budget 

 
HOW TO USE THIS TABLE 
Before any call, identify which stakeholders will be in the room. For each one, scan the row for their most 
likely objection. Prepare your named fear and your proof point for that specific person. A response that works 
on a VP of Sales will often land flat with a CFO sitting in the same meeting. 

The 6-Step Response Framework 
Apply this on every objection. The order is not optional. Skipping Step 1 and jumping to Step 3 is the single 
most common mistake reps make. 
 

1 
Pause 
Do not interrupt. Slow down. A two-second pause signals composure, not hesitation. 

 

2 
Name the Real Concern 
Reflect back what you heard one level deeper. Surface the underlying fear, not the surface objection. 

 

3 
Ask One Question 
Confirm you understood before responding. One question prevents solving the wrong problem. 

 

4 
Validate Without Folding 
Acknowledge the concern is reasonable. Skip filler phrases like 'I understand your concern.' Be specific. 

 

5 
Reframe with Evidence 
One concrete proof point, clearly delivered, beats three features listed under pressure. 

 

6 
Confirm Resolution 
Verify the concern is resolved before advancing. Never assume. 
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OBJECTION 1 

"Does the AI or automation actually work?" 
AI Effectiveness and Follow-up 
3.7/5  avg difficulty   Very High  frequency 

 

THE REAL FEAR 

Buyers asking this have typically been burned before by platforms that promised automation and delivered 
nothing. This is not a product question. It is a trust question. The fear is: I will pay for a system that runs in 
the background and produces nothing of value. 

 

WHAT BUYERS SAY 

"Last time half the process never even ran. Now what miracle is this AI going to perform? I do not want 
another gimmick. I want results." 
Buyer: AI skepticism objection 

 

WHERE REPS GO WRONG 

Common Mistake Why It Loses the Deal 

Jumps immediately to the feature list: 'The AI does X, 
Y, and Z automatically.' 

A feature list answers a product question. The buyer is 
asking a trust question. 

Make an absolute guarantee: 'We give one hundred 
percent assurance this will be fulfilled.' 

Over-promising creates an immediate new objection and 
signals a lack of credibility. 

Accelerates under pressure, listing features before the 
buyer has processed one. 

Speed and volume read as desperation. It reinforces the 
buyer's original concern. 

 

HOW TO RESPOND 
•​ Pause: Let the objection land before responding. 
•​ Name the fear: 'It sounds like the concern is whether the system will actually complete every task in 

practice, not just whether the capability exists on paper.' 
•​ Ask one question: 'Is the main concern the follow-up rate, or is it about being able to verify what the 

system actually did?' 
•​ Validate: 'That is a fair concern. Many teams have been sold on automation that did not hold up in real 

use.' 
•​ Reframe with evidence. Share sample outputs, dashboard access, or current user results before listing 

any features. 
•​ Confirm: 'Does that address the concern about whether tasks are being completed as expected?' 

 

WINNING SCRIPT 

Adapt the language to your product and context. 
"You are right to push on this. A lot of platforms make claims about AI that do not hold up in practice. Let me 
show you rather than tell you." 
"Can I send you examples from current users? You can see exactly how it runs and judge the quality before 
making any decision." 
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"You configure the parameters for your specific workflow. The system runs exactly what you set. You are 
auditing a defined process, not trusting a black box." 
"Does that help clarify things? Or would it be more useful to run a live demo so you can see the dashboard 
yourself?" 

 

COACHING NOTES 
•​ Rep names the specific fear the buyer cited before introducing any product capability. 
•​ Rep leads with evidence, such as sample outputs or a live demo, rather than a feature list. 
•​ Rep avoids absolute guarantees. Phrases like 'hundred percent surety' or 'guaranteed results' must be 

eliminated. 
•​ Rep confirms the concern is resolved before moving to pricing or closing. 

 
Manager Drill 
Roleplay the 'I want results, not gimmicks' variant. Rep must acknowledge the fear first, then offer verifiable 
proof, in that order, without prompting. If they lead with features, restart. 

 

OBJECTION 2 

"Last time it did not work." 
Past Experience and Broken Trust 
3.8/5  avg difficulty   High  frequency 

 

THE REAL FEAR 

Trust has been broken. The buyer is communicating that fact before they will give you any attention. The 
specific failure they name is secondary. The primary message is: you have failed me before, and I need to 
see evidence of something genuinely different before I take that risk again. 

 

WHAT BUYERS SAY 

"I already told your team the platform was useless for us. Support did not help either. Give me one reason to 
come back." 
Buyer: full trust breakdown, returning customer 

 

WHERE REPS GO WRONG 

Common Mistake Why It Loses the Deal 

Pivots immediately to product features: 'We have 
verified data and AI-powered workflows.' 

The buyer hears: your bad experience is irrelevant. They 
disengage immediately. 

Over-promises to recover credibility: 'This time will 
definitely be different.' 

The buyer just told you a promise was broken. Another 
promise compounds the problem. 

Acknowledges quality issues but not the support 
failure. 

Leaving any part of the failure unacknowledged keeps the 
wound open. 
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HOW TO RESPOND 

•​ Pause: This objection carries emotional weight. Do not rush. 
•​ Name the specific failure: 'It sounds like last time you did not receive relevant results, and when you raised 

it, support did not follow through. Both of those things should not have happened.' 
•​ Ask one diagnostic question: 'Was the bigger issue the quality of what came in, or the fact that it started 

and did not convert?' 
•​ Validate without over-promising: 'I am not going to tell you this time will definitely be different. I am going to 

show you what has changed and let you judge.' 
•​ Map each stated pain point to a specific current capability, one to one. Not a feature summary. 
•​ Offer a low-commitment proof step: 'Let us run one pilot together. You assess the quality before committing 

to anything further.' 
 

WINNING SCRIPT 

Adapt the language to your product and context. 
"I hear you. That is not an acceptable experience and I understand why you would be skeptical." 
"I am not going to promise perfection. What I will do is show you specifically what has changed and let you 
make that call." 
"On support: you have a named account manager. One person who is accountable, not a rotating ticket 
queue." 
"Can we run one pilot together this week? No commitment beyond that. You see the quality and then you 
decide." 

 

COACHING NOTES 
•​ Rep names the specific past failure before saying a single word about the current product. 
•​ Rep avoids the phrase 'I understand your concern.' It is filler. Specificity is required. 
•​ Rep maps each pain point to a specific current capability, one to one. Not a general feature summary. 
•​ Rep closes with a low-commitment proof step, not a pricing conversation. 

 
Manager Drill 
Give the rep the 'give me one reason to come back' variant. They must open with acknowledgement of the 
failure, not a product pivot. If they lead with features, restart. 

 

OBJECTION 3 

"Just let me pay per use." 
Pricing and Subscription Complexity 
4.0/5  avg difficulty   Moderate-High  frequency 

 

THE REAL FEAR 

The buyer is not objecting to price level. They are objecting to the change in mental model. Pay-per-use was 
transactional and predictable. A subscription introduces ongoing billing cycles, plan management, and 
renewal decisions. The fear is commitment, and not cost. 
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WHAT BUYERS SAY 

"I do not use this every month. So why would I pay every month? That is a waste of money for me." 
Buyer: irregular usage objection 

 

WHERE REPS GO WRONG 

Common Mistake Why It Loses the Deal 

Says 'the subscription is actually quite simple,' 
implicitly telling the buyer their concern is wrong. 

Dismissing the concern shuts down the conversation. The 
buyer stops engaging. 

Lists product features before addressing the 
commitment concern. 

Features only become relevant after the commitment fear is 
resolved. 

Does not proactively cover cancellation terms, 
auto-renewal, or scope of inclusion. 

Silence on billing terms reads as a hidden trap. Buyers fill that 
silence with worst-case assumptions. 

 

HOW TO RESPOND 
•​ Pause: This objection often contains multiple stacked concerns. 
•​ Name the concern: 'It sounds like the issue is not the price itself but the commitment structure. You do not 

want to be locked in if your usage is irregular.' 
•​ Ask one question: 'Is the bigger concern the monthly billing cycle, or is it about understanding exactly what 

is included versus what costs extra?' 
•​ Validate: 'That is a fair way to look at it. The previous pay-per-use model was predictable. This is a 

different kind of arrangement and it is reasonable to want clarity.' 
•​ Lead with the exit: 'You can cancel before the next billing cycle at any time, with no penalties.' Then 

explain what is included. 
•​ Confirm: 'Does that address the concern about being committed to something you cannot exit?' 

 

WINNING SCRIPT 

Adapt the language to your product and context. 
"You are right. The previous model was straightforward. Let me be clear on the flexibility this model offers 
before we go any further." 
"You can cancel before the next billing cycle. No lock-in. If you get what you need and do not want to renew, 
you are done." 
"With pay-per-use, every iteration has a cost. Here it does not. If you are running multiple workflows over a 
few months, the economics shift meaningfully in your favour." 
"Would it help to walk through the billing dashboard together? It takes two minutes and removes all the 
uncertainty." 

 

COACHING NOTES 
•​ Rep leads with cancellation and exit flexibility, not features. This is the highest-impact behaviour change in 

this category. 
•​ Rep never says 'the subscription is simple.' That phrase dismisses the concern. Validate the complexity, 

then make the process transparent. 
•​ Rep covers auto-renewal and overage terms proactively. If the buyer has to ask, a trust signal has already 

been lost. 
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Manager Drill 
Rep must explain the cancellation, pause, and auto-renewal policy from memory, without notes, in under 60 
seconds. 

 

OBJECTION 4 

"I need to test it before I commit." 
Proof and Trial Demands 
4.0/5  avg difficulty   High  frequency 

 

THE REAL FEAR 

This is not about the format of the evaluation. Whether the buyer asks for a free trial, a demo, or a sample, 
the message is the same: give me a way to verify your claims before I commit money and credibility to this. 

 

WHAT BUYERS SAY 

"I want to see actual output before I decide. Without proof, I cannot trust anything." 
Buyer: output transparency demand 

 

WHERE REPS GO WRONG 

Common Mistake Why It Loses the Deal 

Says 'we do not offer a free trial' and stops 
there, without offering an alternative. 

'No free trial' without an alternative confirms: you will have to trust us. 
That is precisely what the buyer is unwilling to do. 

Treats the demo as a closing vehicle and 
rushes toward pricing within it. 

Buyers who feel pressure during a demo disengage. The demo 
should confirm quality, not close the deal. 

Does not address pricing transparency 
proactively. 

Silence on pricing reads as evasion. Buyers assume the worst and fill 
the gap themselves. 

 

HOW TO RESPOND 
•​ Validate the request: 'That is a completely reasonable position. You should not commit a budget to 

something you have not had the opportunity to evaluate.' 
•​ Offer an equivalent proof path: 'We do not offer a free trial, but I will send you sample outputs from current 

users. You can assess the quality yourself, with no commentary from me attached.' 
•​ Frame the demo as their evaluation: 'You set the parameters, you see the output, you navigate the 

dashboard. Treat it as a working assessment, not a sales call.' 
•​ Address pricing proactively: 'There are no hidden charges and no lock-in. I will send you the full 

breakdown now.' 
•​ Confirm and advance: 'Does starting with sample outputs work, or would you prefer to go straight to the 

demo?' 
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WINNING SCRIPT 

Adapt the language to your product and context. 
"You are right to want to evaluate before committing. Let me give you a way to do that." 
"I will send you outputs from current users today. Review them and assess the quality yourself. No pitch 
attached." 
"The demo is your evaluation session. You set the parameters, you see the output, you navigate the 
dashboard. Treat it as a working assessment, not a sales call." 
"On pricing: no hidden charges, no lock-in. I will send you the full breakdown now." 

 

COACHING NOTES 
•​ Rep never says 'we do not offer a free trial' without an alternative proof path in the same breath. 
•​ Rep sends samples with specific direction: 'Look at how the system handles X in scenario Y.' Context is 

what converts a sample into evidence. 
•​ Rep addresses pricing proactively, before being asked. If the buyer has to raise hidden charges, a trust 

signal has already been lost. 
 

Manager Drill 
Rep must move from 'no free trial' to an alternative proof path in under 30 seconds, without sounding 
defensive. 

 

OBJECTION 5 

"Does this even work for our situation?" 
Product Fit and Limitations 
3.8/5  avg difficulty   Moderate  frequency 

 

THE REAL FEAR 

The buyer is not saying the product does not work. They are asking whether it will work for their specific 
situation. Reps who handle this well, by being direct about limitations and immediately pairing them with 
alternatives, convert a potential deal risk into a trust signal. 

 

WHAT BUYERS SAY 

"This use case is not supported? That covers half of what we need it for." 
Buyer: feature gap objection 

 

WHERE REPS GO WRONG 

Common Mistake Why It Loses the Deal 

Confirms the limitation and stops: 'Yes, 
that use case is not supported in this 
plan.' 

A limitation without an alternative reads as: this product does not work 
for you. The conversation ends. 
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Describes an alternative without 
explaining the difference in workflow or 
scope. 

Partial answers create a trust gap that resurfaces at renewal or during 
onboarding. 

Does not surface limitations proactively 
before the buyer encounters them 
post-purchase. 

Buyers who discover limitations post-purchase churn. Those who hear 
about them during the sale and receive a clear alternative become 
advocates. 

 

HOW TO RESPOND 
•​ State the limitation clearly and early. Do not soften or bury it. 
•​ Immediately offer the alternative: 'For that use case, here is the approach that works. Let me explain 

exactly how it operates.' 
•​ Set accurate expectations: 'I would rather tell you this now than have you discover it after committing.' 
•​ Confirm practical fit: 'Does the plan work for your primary use case, even if the edge case requires a 

different approach?' 
 

WINNING SCRIPT 

Adapt the language to your product and context. 
"Let me be direct about what the plan covers and where you would need a different configuration." 
"That workflow is not included in the standard plan. Here is the alternative approach that handles it. It is a 
different setup, but it is effective." 
"Does the plan address your core use case, even if the edge case needs a separate approach?" 

 

COACHING NOTES 
•​ Rep names limitations proactively and clearly. Never softened with 'it depends' or buried. 
•​ Every stated limitation is followed immediately by a specific alternative in the same sentence. 
•​ Rep confirms whether the limitation is a deal constraint or manageable. 

Manager Drill 
Introduce the feature-gap scenario mid-demo without warning. Rep must state the limitation, present the 
alternative, and confirm fit, all without sounding apologetic or defensive. 
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How to Measure Whether This Is Working 
A playbook that cannot be measured is just a document. These are the signals that tell you whether your 
team is applying this framework in the field, and whether it is moving the numbers. 

Call-Level Signals to Track 
Managers reviewing call recordings should listen for these specific behaviours across the 6-step framework. 
Score each call 0 to 3 per signal. 
 

Behaviour Score What to Listen For 

Named the underlying fear 0-3 Did the rep reflect back the real concern, or just acknowledge the 
surface objection? 

Asked one diagnostic 
question 

0-3 One targeted question before responding, not three questions at once. 

Led with evidence, not 
features 

0-3 Proof point or customer example came before any capability list. 

Confirmed resolution before 
moving on 

0-3 Explicit check-in after responding, not an assumed close. 

Avoided forbidden phrases 0-3 No 'I understand your concern', no 'one hundred percent guarantee', no 
'actually quite simple'. 

 
Scoring Guide 
13 to 15: strong execution. 9 to 12: framework applied with gaps. Below 9: rep is defaulting to old patterns. 
Review the specific behaviour score that dropped and repeat the relevant drill. 

 

Deal-Level Metrics to Watch 
These are the numbers that move when the framework is applied consistently across a team. 
 

Objection-
to- 

advance 
rate 

% of objection conversations that 
move to next stage. Baseline this 

before rollout. 

Time to 
close on 

objection-
heavy 
deals 

Track whether deals with 3+ 
logged objections are closing 

faster over time. 

Stage dropout 
rate at 

objection- 
heavy stages 

Which objection category is causing the most 
stalls. Use this to prioritise coaching. 
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Manager Coaching Cadence 
The drills in each objection section only work if they happen on a regular schedule. This is the 
recommended cadence to embed the framework without it becoming another training tick-box. 
 

Frequency Activity Output 

Weekly 1 call review per rep using the 
scoring rubric above 

Score sheet shared with rep. One specific behaviour to improve 
next week. 

Bi-weekly One drill from this playbook run 
as a team in the standup 

Rotate across objection categories. Use real variants, not the 
exact script. 

Monthly Aggregate scores reviewed by 
manager 

Identify which objection category has the lowest average score. 
Prioritise that drill for the next month. 

Quarterly Compare objection-to-advance 
rate against baseline 

Share results with the team. Update this playbook with new 
buyer quotes from recent calls. 
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Quick Reference Card 
Keep this accessible during call preparation and coaching sessions. 
 

Objection The Real Fear Do Not Say Say Instead 

Does the AI or 
automation actually 
work? 

I will pay for something that 
delivers nothing 

We guarantee 
results 

Let me show you proof, then you 
decide. 

We tried this before and 
it did not work 

Trust is broken. I need a 
reason to believe again 

This time will be 
different 

Here is what changed. One pilot, then 
you decide. 

This pricing model is too 
complicated 

I am afraid of committing to 
something I cannot exit 

It is actually 
quite simple 

You can cancel anytime. Let me walk 
you through it. 

I need a free trial before 
I commit 

I want to reduce risk before 
putting money down 

We do not offer 
free trials 

No free trial, but here are sample 
outputs and a live demo. 

Does this work for our 
specific situation? 

Will I hit a wall after I have 
committed? 

You can use X 
for that 

Here is what works and what needs a 
different approach. 

 

THE ONE RULE 
Name the fear before you name the feature. 
Every objection in this playbook is lost in the first 15 seconds when reps pivot to product before the buyer 
feels heard. The six steps exist for one reason: to earn the right to talk about your product. 

 
 

 
Built by Cuebo AI 

Cuebo is an AI sales coaching and readiness platform. We help sales teams practice objection handling, 
discovery, and pitching through AI roleplay before it counts on live calls.​

 
Want to run this on your team's actual objections? 

Book a session - www.cuebo.ai |  founders@cuebo.ai 
 

Built from objections logged across real B2B SaaS sales calls, spanning multiple industries and sales motions. The 
frameworks and scripts in this guide apply to any high-velocity B2B sale involving AI, automation, or subscription pricing. 
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