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Difference between behavioral and traditional interview questions: 

Traditional interviews focus on questions that are hypothetical, leading, open-ended, 
resume-based and occasionally irrelevant:  

 What would you do if you worked on a team and there was conflict among the team 
members?  

 You are ok with working overtime, aren’t you?  

 Do you like using Maya?  

 If you were a color, what color would you be?  

For better or for worse, this sometimes leads to poor hiring decisions because the 
candidate may be better at “reading” what you are looking for, than you are at 
determining how he/she will perform in the job, once they get it.   

Research demonstrates, the best predictor of future performance, is past performance 
in a similar circumstance.  It certainly isn’t a perfect predictor, people do learn and grow, 
but it is a better predictor then any information you may get asking hypothetical 
questions.  Behavioral interviews, which require the candidate to talk about prior 
experiences, based on the criteria the interviewer specifies, are going to give you a 
better idea of what the employee will actually do, once they are in the job: 

 Tell me of a time when you worked as part of a team where there was conflict 
between the team members. What did you do?  What was the result? 

 Describe to me a time when you had to put in extra hours to complete a project or 
assignment. What impact did that have on you?  How did you adjust to meet the 
requirement? 

Sample Interview Questions 

Here are some sample behavioral questions, along with a few suggested follow-up 
probes, that you can use in future interviews. Feel free to adapt them to fit your unique 
situation. You'll also want to expand the number of follow-up probes that you use.   
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Because these questions are behavioral in nature, there are no “right” or “wrong” 
answers. They're meant to help you discover behavioral evidence of a candidate's 
ability to successfully perform the job in question. It is up to you to decide what specific 
“competencies” you believe will give a new employee the best chance of being 
successful in their new role on your team, and select for those.   

ACCOUNTABILITY 

 Tell me about a time when a project or task under your direction didn't 
measure up to expectations. What happened? Who was at fault? 

 Give me an example of a time when you were accountable for the subpar 
work of others. How did you respond to the situation with your superiors? 
In what ways did you hold those working for you accountable? 

ADAPTABILITY 

 Describe a time when you had to adapt to a wide variety of people, 
situations, and environments. How difficult is it for you to adapt to new 
situations? What techniques have you discovered to be helpful? 

 (Continuum) On a scale between liking constant sameness and liking 
constant change, where do you fit? Tell me about a job you've had in the 
past that involved a good deal of change. 

ANALYTICAL SKILLS 

 Relate a story in which you were given a work assignment that involved 
lots of analysis. What did you do to gather the needed information? What 
kinds of help did you need to complete the assignment? 

 (Self-appraisal) If I were to ask your present supervisor about your 
analytical skills, what would she tell me? What does it take to perform 
good analysis? How did you develop your analytical skills? 

ASSERTIVENESS 

 We've all been involved in situations in which we've had to speak up to get 
our point across. Tell me about a time when you had to be assertive. What 
was at stake? What risks did you take in being assertive? How difficult is it 
for you to become assertive in a situation? 

 Describe a time when you felt that something at work was happening that 
was unfair to yourself or others. What did you do? How did others 
perceive your action? What did you accomplish? 

CLOSING TECHNIQUES 

 Describe a time when you were working with a difficult customer but 
ended up closing the sale. What did you do to make it happen? What 
closing techniques do you use effectively? How many times should one 
attempt to close a sale before giving up altogether? 

 Describe the most difficult sale you've ever made. Why were you 
successful? What's the most common objection you face in sales? How do 



you overcome it? How do you handle objections based on 
misunderstanding? 

COMMUNICATION SKILLS 

 Tell me about a time when you were asked to make a presentation on a 
business-related topic. What was the topic? How did you prepare? What 
things did you do to make your presentation interesting and effective? Did 
you use visual aids? Are you familiar with Microsoft PowerPoint? 

 Relate a story about a work situation in which your communication skills 
were really put to the test. How important of a role have communication 
skills had in the development of your career? What types of 
communication do you feel you are particularly good at? 

CONFLICT MANAGEMENT 

 Recall for me a time when you had a disagreement with your boss. What 
prompted the disagreement? What did you do to convince your boss that 
your position was the correct one? How was the situation resolved? 

 Tell me of a time when you had a conflict with a co-worker. What was 
involved? How did you handle it? Was compromise a part of your 
solution? 

CONFRONTATION  

 Give me an example of a recent confrontation that you had with an 
employee whose results were unacceptable. What did you do to prepare 
for the confrontation? Where was the physical location of the 
confrontation? What was your objective in confronting the employee and 
was it achieved? 

 Tell me about the last time that a superior confronted you with a problem. 
What was involved? How did you handle the situation? How was the 
matter resolved? 

CREATIVITY 

 Describe a time in which you were allowed to be completely creative in 
your work. How did it feel? What about the project did you find energizing? 
Give me a few examples of creative projects that you've been involved 
with in the past. 

 Tell me about the most significant creative presentation you've made. 
What was there about the presentation that worked? What could you have 
done better? 

CUSTOMER SERVICE SKILLS 

 Tell me about the most difficult customer you've ever encountered. What 
did you do to satisfy the customer? Was it enough? What could you have 
done better? What do you think is the most important principle governing 
customer service? What kinds of things do you do to ensure that this 
principle is always followed? 



 Describe a situation in which you dealt with a customer who insisted that 
he was right when you knew that he was wrong. Were you successful? 
What did it take? What is your philosophy of customer service? 
Considering your present employer's customer service policies, tell us 
about the ones that work well. 

DECISION MAKING 

 Tell me about a situation in which you were forced to make a decision 
about something not covered by company policy. How did you go about 
making the decision? How did you involve others in the process? 

 Describe the most difficult business decision you've ever made. What was 
at stake? Who was involved? What resources did you use in making the 
decision? 

DELEGATING 

 Give me an example of a time when you were assigned a major project. 
How did you select those who would participate with you? How did you 
manage those to whom project assignments were given? 

 Tell me about a time when you delegated work to someone who didn't 
complete it in an acceptable manner. How did you handle the matter? 

DEPENDABILITY 

 Give me an example of a time when you had to go above and beyond the 
call of duty to get the job done. What was at stake? What was the payoff? 
Where did the extra energy come from? 

 Tell me about a time when you had to sacrifice personal plans to complete 
a job-related task. Was anyone other than you affected by your sacrifice? 
If so, how would that person rate your dependability? 

DETAIL ORIENTATION 

 Tell me about a time when you were in charge of a major project involving 
a multiplicity of detail. How did you manage the project while paying 
attention to each detail? How important to the outcome are the details of a 
project? 

 The last time you were assigned a major project, how did you go about 
planning the work to be done? What tools did you use? What methods did 
you rely upon to ensure quality work completed in a timely manner? 

DISCIPLINE 

 Tell me about the last time you disciplined an employee. What was 
involved? How did you proceed? What was your objective? What success 
did you achieve? 

 Considering the last time you had to terminate an employee, what could 
have been done to prevent the termination? What could the company 
have done better? What could you have done better? 

 



EDUCATION 

 Of all your past educational experiences (formal and informal), which ones 
were most helpful in qualifying you for this job? What kinds of skills did 
you acquire as a result of that training? 

 Describe a time when your education made a significant difference in your 
accomplishments on the job. Be specific. 

EMPATHY 

 Relate a story about a time when your ability to empathize with an 
employee or customer really paid off. How well can you know what 
someone else is feeling? What's the difference between empathy and 
sympathy? 

 (Continuum) On a continuum between being empathetic to others and 
being dogmatic about policy and procedure, where would you fit? 

ENJOYMENT 

 Recall for me a job or a project that you particularly enjoyed. What was 
there about it that you found enjoyable? What do you enjoy about your 
present job? 

 Tell me about the businessperson you most admire. What is it that this 
person enjoys about his or her job? If you could create your dream job, 
what elements would you include that would give you enjoyment? 

ENTHUSIASM 

 Tell me of a time when you needed to motivate others. How did you do it? 
What is the best way you've found to motivate others? 

 Relate a personal story about a time when you simply couldn't become 
enthusiastic about a project or a task. Did you proceed in spite of your lack 
of enthusiasm? Was the work completed successfully? How did your lack 
of enthusiasm affect others? 

ETHICS 

 Tell me about a time when your personal ethics would not permit you to 
obey the direction of a superior. How did you handle the situation? What 
were the risks? What was the result? 

 (Contrary evidence) What things do you consider unethical? Tell me about 
a time when you've become aware that someone you knew acted 
unethically in one of the ways you just described. 

EXPERIENCE 

 Tell me about the experiences you've had with your present employer that 
you feel are most valuable to you. What have you learned? How would 
you propose to share the same experiences with those who will work for 
you? 

 Describe how your previous work experiences qualify you for the job 
you're seeking. Be specific. 



FACT FINDING 

 Describe a project that involved a good deal of fact finding. How did you 
approach the task? In what ways did the fact-finding mission contribute to 
the success of the project? 

 Describe a time when you gathered facts from many different sources to 
create something important. What forms of research did you use to 
discover the facts that you needed? How did you organize your search? 
What did the final product look like? 

FAIRNESS 

 Give me an example of a situation that involved absolute fairness in 
dealing with a problem employee. What was involved in treating the 
employee fairly? What extraordinary things did your commitment to 
fairness cause you to do? What did fairness achieve? 

 Relate a personal story about how you were treated unfairly by a former 
employer. When did it occur? What was involved? How did that treatment 
affect your attitude toward that employer? 

FLEXIBILITY 

 Describe a situation in which extreme flexibility was important to the 
successful performance of your job. How important do you think it is to be 
flexible in the job you're seeking? Why? What's the downside to being 
extremely flexible? 

 Tell me about a situation in which your lack of flexibility hurt your overall 
job performance. How did you correct the situation? Tell me about a 
situation in which being flexible was difficult for you in some way. 

FOLLOWING DIRECTIONS 

 (Continuum) On a scale between working creatively and following the 
directions of others, where do you fit? 

 Tell me about a time when you disagreed with something that you were 
told to do, but did it anyway. To whom did you voice your disagreement? 
What was that person's response? Would you have handled the matter 
any differently had you been in charge? 

FORESIGHTEDNESS 

 Give me an example of a time when you averted a major problem by using 
foresight. What does foresight on the job involve? 

 Tell me about a time when a failure at work could have been avoided had 
you only used a little foresight. What did you learn from the experience? 

FRUSTRATION 

 Describe the most frustrating aspect of your present job. What could be 
done to make your job less frustrating? Have you suggested changes? 
What do you do to cope with the frustrating aspects of your present job? 



 Tell me about a time when someone at work was frustrated by something 
you did. How did you find out about the frustration? Could you do anything 
to correct the situation? If so, what did you do? If not, what would you do 
differently? 

HELP 

 What did you do in your last job to help new employees get started on the 
right track? Did your efforts accomplish your objective? 

 Tell me about a time when you needed the help of a more experienced 
manager to help you accomplish an important mission. How did you know 
whom to ask for help? When was the last time another manager asked for 
your help? 

HIRING 

 Tell me the biggest hiring mistake you've made as a manager. When were 
you first aware that a hiring mistake was probably made? In hindsight, 
were there any indications in the interview process that there may be 
problems with this particular candidate? If you had it to do all over again, 
are there areas that you would have probed more intensely in the 
interview process? 

 Tell me about your use of structured behavioral interviewing. What do you 
see as the strengths of this method over conventional models? Are 
employees who have been selected using this interview method more 
likely to be successful on the job? Why, or why not? 

HONESTY 

 Relate a situation in which your sense of personal honesty defined the 
manner in which you accomplished a particular task. Is absolute honesty 
in business affairs possible? 

 Tell me about a time when it appeared that someone's dishonesty seemed 
to benefit him or her in some significant way. Did that person's influence 
change the way you approached similar situations? When dishonest 
people succeed, how does an honest person reconcile the matter 
internally? 

HUMOR 

 Relate a personal story that demonstrates the value of a sense of humor 
in business. Do you have a sense of humor? How important is humor in 
your life? Give me an example of humor misused. 

 Give me some examples of ways in which you handle stress and tension 
at work. Does humor play a role? How does it help? When is it 
appropriate? What special cautions are warranted? 

INDEPENDENCE 

 Describe the amount of independence that you have in your present job. 
What do you like about working independently? What do you dislike about 
it? How important an issue is independence in the job you're seeking? 



 Describe the amount of independence that you allow those working for 
you. Do you allow different levels of independence to workers based on 
some qualifier? What does it take to qualify? What happens when those 
you've allowed to function independently abuse the situation? 

INITIATIVE 

 Give me an example of a time when you took the initiative to lobby for 
changes in corporate policy or procedure. What were the risks? How did 
you approach the situation? What did you do to convince others that 
changes were needed? 

 Give me an example from your work experience that demonstrates how 
your personal initiative helped you move to positions of greater 
responsibility. Where does your initiative come from? 

INNOVATION 

 Tell me about the last innovative suggestion you made about the work you 
do. To whom was it made? What happened as a result of the suggestion? 
Was your suggestion given a fair hearing? 

 Tell me about a time when you took the initiative rather than waiting to be 
told what to do. What was involved? What were the risks? What did your 
initiative accomplish? 

INTERPERSONAL SKILLS 

 Give me some examples of the contributions that you've made to create a 
team environment. What does it take to create a sense of team? What 
things are important to maintaining a team spirit? How do you deal with 
those who simply refuse to be team players? 

 From your experience, give me an example of the importance of 
interpersonal skills to the success of a manager. What things do you say 
or do that reflect good interpersonal skills? In hiring new employees, what 
value do you place on finding people with good interpersonal skills? Why? 

INQUISITIVENESS 

 (Continuum) On a continuum between independently seeking information 
and depending upon others to provide you with the information you need 
to do your job, where would you fit? Why? 

 Give me an example of a project that you've worked on in which being 
inquisitive was a real plus. How did it help? What did being inquisitive 
produce in terms of results? 

INTERNET SKILLS 

 Give me an example of the way in which you have used the Internet on 
the job. How did you learn to use the Internet? What applications do you 
think the Internet has for our business in the future? 

JUDGMENT 

 Give me an example of a time when your good judgment helped solve a 
major problem. What was involved? 



 Tell me about a time when you used your best judgment in a situation and 
later found that you were wrong. How did you discover you were wrong? 
What did you do to rectify the situation? How costly was the error? What 
did you learn by it? 

KNOWLEDGE 

 Tell me about a time when your technical or professional knowledge made 
an important difference. What were the circumstances? 

 Describe a time when it became obvious that you possessed a greater 
knowledge of the technical aspects of your job than your supervisor. How 
did you make the discovery? How did that alter your relationship with your 
supervisor? If you knew more, why weren't you the boss? 

LEADERSHIP 

 Of all the projects you've worked on during the course of your career, 
which one best exemplifies your leadership skills? How often do you have 
an opportunity to provide real leadership in your present job? What's the 
difference between leadership and managership, and which of those two 
terms best describes your approach to business? 

 Recall the first time you were placed in a position of leadership within a 
company. What did you do right? What could you have done better? In 
your opinion, what's the most important key to effective leadership? 

LISTENING 

 Give me an example of a situation in which good listening skills were 
required of you. How did you develop your listening skills? Why is it 
important to be a good listener? What are some of the situations in which 
good listening skills are a must? 

 Tell me about a time when you would have made a different decision if 
you had been practicing better listening techniques. What did you learn 
from the experience? In what ways have you become a better listener 
since that time? 

LOYALTY 

 Recall for me a time when you weren't as loyal to your company as you 
should have been. What did you do? How did it feel? What should you 
have done differently? 

 Tell me about a time when, because of a subordinate's loyalty to the 
company, and particularly the department you supervise, a significant 
piece of work was accomplished. What kinds of things do you do to inspire 
loyalty? 

MANAGEMENT 

 Tell me about the most unpopular management decision you've ever 
made. What steps did you take in evaluating alternatives? How did you 
gather the facts that you needed? How did you explain your decision to 
employees? How did you deal with negative reaction? 



 Tell me about the things you've done to build morale in the department 
that you now manage. How important is employee morale? How do you 
go about "catching" employees doing something right? 

MARKETING 

 Tell me about a strategic marketing plan that you developed and the result 
of its implementation. What research was necessary before developing 
the plan? Who was involved? What changes did the plan make in the way 
your organization does business? 

 Tell me about a recent marketing questionnaire that you developed. What 
was its purpose? What did you learn? What is your experience with focus 
groups? What other marketing research tools have you used? 

MENTORING 

 Tell me about a mentoring situation that you arranged that worked 
particularly well. Is mentoring a regular part of new employee training? 
What are the benefits of a good mentoring program? What are the 
drawbacks? 

 Give me an example of someone who failed in spite of having the benefit 
of a mentor. What went wrong? What could have been done differently? 
How did that incident change your mentoring program? 

MOTIVATION 

 Think of a time when things were not going well. How did you keep 
yourself going? What do you typically do to help motivate yourself? What 
do you think is the most motivating aspect of your present job? What is 
there in the job you're pursuing that you would find motivational? 

 Tell me about the most significant failure you've experienced as a 
manager. How did you handle it? How did the failure affect your personal 
motivation? How did you overcome it? How did the situation affect the 
motivation of other members of the team? What did you learn by it? 

NEGOTIATION 

 Give me an example of a particularly difficult negotiation in which you 
participated. What was involved? Was it a successful negotiation? How 
so? How often in your present job have you been in the position of 
negotiator? 

 Tell me about a time when you attempted to negotiate something, to no 
avail. What was involved? What were the problems? What could you have 
done differently, or better? What is your approach to negotiation? 

NURTURING 

 Tell me about the last time you found yourself nurturing a customer, client, 
or employee. What did you hope to ultimately gain? Is time spent in this 
way well invested? What kinds of activities are included in your nurturing 
efforts? 



 Describe how you train supervisors under you to nurture new employees. 
What's the payoff? 

OBJECTIVITY 

 Tell me about an emotionally charged situation in which it was difficult for 
you to remain objective. Did you remain objective? How did you 
accomplish it? How did your objectivity help calm the situation or solve the 
problem? 

 Recall a time when you were dealing with a problem at work in which you 
lost objectivity and made an emotional decision. What happened? Had 
you remained more objective, what kind of decision would you have 
made? What lessons did you learn from the situation? 

OBSERVATION 

 Relate a situation from your present job that demonstrates the importance 
of being observant. What do you hope to discover? What do you do with 
the information that you obtain in this manner? How did you develop this 
skill? 

 Tell me about your ability to be observant of others. How has that ability 
helped you in your present position? How do you think that ability would 
help you in the job you're seeking? 

OPEN-MINDEDNESS 

 (Continuum) On a continuum between favoring established methods of 
doing business and being completely open to new ideas, where would you 
fit? 

 Tell me about the last time that a subordinate came to you with a new 
idea. What did the idea involve? How did you respond? What do you do to 
promote an atmosphere of "out-of-the-box" thinking among employees 
reporting to you? Was the employee's idea implemented? 

OUTPUT 

 Tell me about a time when your team broke records in terms of production 
quantity. What was involved? Was breaking the record a defined objective 
of the team? How did you keep up enthusiasm? What were the most 
important steps that led to success? 

 Give me an example of the last time that you intervened in a situation 
involving poor employee productivity. What was happening? How did you 
learn of the problem? What did you do to solve the problem? What could 
you have done better? 

OWNERSHIP 

 Describe an incident that demonstrates that those who report to you really 
take ownership of their team and the work they accomplish individually 
and together. How is the attitude of ownership instilled? Do those to whom 
you report take the same kind of ownership for their work? 



 Tell me about a time when it was difficult to take responsibility for 
something at work. What was the problem? What did taking ownership of 
the situation mean in practical terms? What did you learn from the 
experience? What did those who report to you learn? 

PATIENCE 

 From your management experience, tell me about a time when patience 
really paid off for you. How patient an individual are you normally? How 
did you develop your ability to be patient? Does patience ever get in the 
way of progress? 

 Tell me about a time when you simply lost your patience and demanded 
that something happen immediately. What were the circumstances? What 
was the reaction to your demand for immediate response? What did you 
learn from the situation? When, if ever, should a manager set aside 
patience for the good of the organization? 

PERCEPTIVENESS 

 From your business experience, tell me about a time when your 
perception helped you in some significant way. 

 (Self-appraisal) If I were to ask your references how perceptive they think 
you are, what would they tell me? 

PERSISTENCE 

 Relate a scenario in which your persistence really paid off. What was at 
stake? How did you demonstrate persistence? 

 Describe the most difficult sale that you ever made. What were you 
selling? What was the competition? What did you do by way of planning 
the sale? What role did persistence play? 

PERSUASIVENESS 

 (Self-appraisal) How persuasive are you? If I were to ask your present 
supervisor to comment on your persuasive abilities, what would she tell 
me? Where did you learn how to be persuasive? 

 Sell me the product that you now represent. In terms of sales ranking, 
where do you stand in relation to other members of your company's sales 
force? 

PLANNING 

 Tell me about a time when inadequate planning caused a major mess. 
What was involved? What role were you playing in the project? What 
elements of planning were inadequately addressed? What was the result? 

 Describe a situation in which you were in charge of planning a major 
project or event. How did you approach the task? What steps did you take 
to ensure that an adequate job of planning would be done? When you 
finished your task of planning, how did you communicate the final 
product? What difference did your plan make? 

 



POLITENESS 

 Tell me about a time when simply being courteous made a major 
difference. How important is courtesy in your present job? How important 
do you think it is in the job you're seeking? Why? 

 (Self-appraisal) If I were to ask your references about your courtesy to 
others, what would they tell me? 

PRACTICALITY 

 Describe a situation that required you to be very practical in the way you 
approached it. Why did it matter? Why is it important to be practical in 
business matters? 

 Give me an example of a training situation that you offer new employees 
that emphasizes practicality. Why is that important? What steps do you 
take to ensure that practicality is part of every training program? 

PRECISION 

 Give me an example of a time when your ability to be precise made a 
significant difference in an assigned task or project. How did you develop 
the skill to be precise? How often are you required to be precise in your 
present job? 

 (Continuum) On a scale between being concerned about precision and 
being concerned about quantity of work completed, where do you fit? 

PRESENTATION 

 Give me an example of a recent presentation that you gave. Was it 
successful? Why do you think so? What did you do to plan the 
presentation? What elements of the presentation were particularly 
important? What did the presentation accomplish? 

 Describe the elements of a good sales presentation that you recently 
made. Why are each of these elements important? How many 
presentations does it take to make a sale? What's the norm for a 
salesman with your present company? 

PROCESS FOLLOWING 

 From your experience in your present job, give me an example of the 
value of an established process in conducting business. Why is process 
so important? Should a process be flexible or inflexible? Why? 

 Tell me about a primary process that's involved in performing your present 
job. Are there any parts of the process that could work better? When did 
you last suggest changes to the process? What was the result? 

PRODUCTION 

 Give me an example of a sales situation in which you outproduced other 
members of your team. How did you do it? How important is it to be a top 
producer? Why? 



 (Continuum) On a continuum between being a thinker and being a 
producer, where would you fit? 

PROGRESSIVENESS 

 Tell me about a time when you recommended a major improve- ment to 
your present company's management. What needed fixing? What would 
your recommendation accomplish? 

 Describe a time when someone who reports to you recommended the 
adoption of a new method or invention to improve the quality of the work 
product. What did you do as a result of the suggestion? Was the 
suggestion implemented? Why or why not? What do you do to encourage 
progressive thinking among members of your team? 

PROJECT MANAGEMENT 

 Tell me about a successful project that you've recently managed. What 
kind of planning is involved in a major project? What is a project 
milestone? When you assign a project, what steps do you take to ensure 
that the project will be completed on time? 

 Tell me about a time when a project that you were managing began to 
exceed budget expectations. What steps did you take? Whom did you 
involve? Were you able to correct the problem? 

PROSPECTING 

 Give me an example of the way in which you go about finding new 
customers. Is it effective? On average, how many prospects does it take 
to produce one sale? 

 Tell me about the kind of people you normally like to sell to. Why this 
particular group? Have you always preferred this kind of buyer? What kind 
of person do you least like to sell to? Why? 

PUBLIC RELATIONS 

 Tell me about a recent work experience that demonstrates your 
commitment to public relations. How important is public relations to your 
present firm? From your experience, what are the most important factors 
for good public relations? 

 Relate a situation in which the issue of public relations was not given the 
consideration that it deserved. What was the impact? What did you learn 
from the situation? 

PUNCTUALITY 

 Tell me about a situation at work in which very few seem to be concerned 
about promptness. Are you prompt? Why is that important to you? What 
do you do to ensure your own promptness? 

 Tell me how you encourage the promptness of others when they're 
working on projects that you've assigned them. What happens when 
someone fails to be prompt? 

 



QUALITY 

 Tell me about a time when work performed by those reporting to you did 
not meet your expectations for quality. What was happening? How did you 
discover the problem? What steps did you take to correct the situation? 

 Describe a situation that demonstrates your commitment to customer 
satisfaction. How do you inspire that same commitment in others? Why is 
quality and customer satisfaction important to your business? 

QUOTA MAKING 

 Tell me about the last time that your monthly sales were below 
expectations (or quota). What happened to produce the problem? What 
did you do to get back on track? 

 Recall a time when your sales team was functioning below expectations. 
What did you do to turn the situation around? 

RELIABILITY 

 (Self-appraisal) If I were to ask your references to tell me how reliable of 
an employee you are, what would they say? 

 Recall a time when you had to deal with a subordinate over the issue of 
reliability. What was happening? How did you approach the issue? What 
kind of plan did you mutually develop that addressed the issue of 
becoming more reliable? 

REPORT WRITING 

 Tell me about the last major report that you wrote. What did you like least 
about it? How do you prepare to write a major report? What are the 
important elements of a good report? What steps do you take to ensure 
accuracy and readability? 

 How important is report writing for those who presently report to you? Tell 
me about a situation that demonstrates the need for good report-writing 
skills. What report-writing assistance do you offer those who report to 
you? 

REPRIMANDING 

 Tell me about the last time that you had to formally reprimand a 
subordinate. What prompted the reprimand? How did you proceed? What 
was the result of the reprimand? 

 Give me a few examples of the kinds of work performance issues that 
have prompted you to formally reprimand a subordinate. What kinds of 
corrective action did you attempt before the formal reprimand? In your 
experience, have formal reprimands been helpful in correcting employee 
misconduct? Does the threat of reprimands prevent misconduct? 

RESEARCHING 

 Describe your last major research project. How many people were 
involved? What was the objective of the project? How did you organize the 
project? How were results compiled? 



 Tell me about a time when your instincts were proven wrong by research 
data. What was involved? How did you confirm the accuracy of data? How 
did you present your findings? 

RISK TAKING 

 Tell me about the last time you took a major risk and it paid off. What was 
at stake? What made you think that taking the risk was the right thing to 
do? In practical terms, what would have happened had you been wrong? 

 Tell me about risks that those who report to you may occasionally take. 
What latitude do you provide subordinates who are assigned a specific 
task or project? How do you react when a subordinate takes a risk and 
fails? 

SELLING 

 Tell me what you dislike most about selling. How have you tried to 
overcome this dislike? What do you do to make it tolerable? How has this 
dislike affected your ability to sell? 

 Tell me about a very special award that you've won for selling? What did it 
take to earn the award? Where was it given? How difficult was it to earn? 
What awards do you hope to win in the future? 

SENSITIVITY 

 Give me an example of a time at work when real sensitivity was required 
of you. Did you meet the challenge? Do others view you as a sensitive 
person? How do you know? 

 (Contrary evidence) How important is it for a manager to be sensitive to 
the needs of his subordinates? Tell me about a time when you weren't as 
sensitive as you should have been. What happened as a result? What did 
you learn? How did you learn to identify situations that require greater 
sensitivity? 

SPEAKING 

 Tell me about an occasion in which you spoke before a large group of 
people. How did you prepare? What message did you convey? How did 
you organize your speech? What did you like about it? What could you 
have done better? 

 Describe the most significant speech that you've ever heard. Who was 
speaking? What was there about it that made an impression on you? Do 
you enjoy public speaking? What kinds of speeches do you least enjoy? 

STRATEGIZING 

 Tell me about a time when it was necessary for you to develop a strategy 
to accomplish a specific work objective. What was the objective? What 
were the steps necessary to reach the objective? What was the strategy 
that you utilized to get there? 



 Tell me about a situation that would have turned out differently had more 
time been taken to strategize. Why wasn't it done? What did you learn 
from the situation? 

STRESS MANAGEMENT 

 Tell me about the most stressful job you've ever held. What made it 
stressful? How did you cope? 

 Give me an example of the kinds of stressors that are involved in your 
present job. What do you do to overcome them? 

SUPPORTIVENESS 

 From whom do you derive most of your support in your present job? Give 
me an example of what that person says and does to communicate 
support. How important is it to have the support of others? 

 Give me a few examples of how you support those who report to you. How 
important is this kind of support? How do you know that your support 
efforts are worthwhile? 

TEAM BUILDING 

 (Contrary evidence) How important is developing a sense of teamwork 
among those working in your department? Tell me about a time when you 
attempted to use a management style that did not involve team building. 

 Tell me about the team that you supervise now. What makes it a team? 
What are the team's strengths and weaknesses? What objectives have 
you met as a team? How do you foster a team spirit? 

TECHNICAL SKILLS 

 Describe what you did through the past year to expand your technical 
knowledge. How do you feel about continuing technical training? Do you 
do things other than attending formal training to keep yourself current? 

 Tell me, in the hiring process, how you go about determining whether a 
candidate is technically competent. As a manager, what kinds of ongoing 
technical training do you require? 

TERMINATION 

 Tell me about the last time you terminated an employee. What led up to 
the termination? How did you approach the situation? How long had you 
been counseling this particular employee? Who made the final decision to 
terminate? Did you concur? Was the employee given an opportunity to 
resign? How will you handle future requests for information about the 
employee? 

 Tell me about the last time you were fired from a job. What kind of job was 
involved? What went wrong? Were you dealt with in a fair and equitable 
manner? What did the situation teach you? 

 

 



TRAINING 

 Tell me about the kind of mandatory training that you feel should be 
provided to new employees coming into your department. How does that 
differ from what they are actually being offered? 

 Tell me about the last time that you advocated for better training. To whom 
did you make your case? What were the reasons you gave for your 
position? How did you suggest better training could be accomplished? 
What was the result? 

 

 None of those Help?  Here are some more: 

 Describe a situation in which you were able to use persuasion to successfully 
convince someone to see things your way.  

 Describe a time when you were faced with a stressful situation that demonstrated your 
coping skills.  

 Give me a specific example of a time when you used good judgment and logic in 
solving a problem.  

 Give me an example of a time when you set a goal and were able to meet or achieve 
it.  

 Tell me about a time when you had to use your presentation skills to influence 
someone's opinion.  

 Give me a specific example of a time when you had to conform to a policy with which 
you did not agree.  

 Please discuss an important written document you were required to complete.  

 Tell me about a time when you had to go above and beyond the call of duty in order to 
get a job done.  

 Tell me about a time when you had too many things to do and you were required to 
prioritize your tasks.  

 Give me an example of a time when you had to make a split-second decision.  

 What is your typical way of dealing with conflict? Give me an example.  

 Tell me about a time you were able to successfully deal with another person even 
when that individual may not have personally liked you (or vice versa).  

 Tell me about a difficult decision you've made in the last year.  

 Give me an example of a time when something you tried to accomplish and failed.  

 Give me an example of when you showed initiative and took the lead.  

 Tell me about a recent situation in which you had to deal with a very upset customer 
or co-worker.  

 Give me an example of a time when you motivated others.  



 Tell me about a time when you delegated a project effectively.  

 Give me an example of a time when you used your fact-finding skills to solve a 
problem.  

 Tell me about a time when you missed an obvious solution to a problem.  

 Describe a time when you anticipated potential problems and developed preventive 
measures.  

 Tell me about a time when you were forced to make an unpopular decision.  

 Please tell me about a time you had to fire a friend.  

 Describe a time when you set your sights too high (or too low).  


