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MAJOR HIGHLIGHTS

VERBAL 

Think of an 80-20 rule in terms of the ratio to listening versus talking in an Interview.

80 (Candidate speaking/interviewer listening) : 20 (Interviewer speaking/Candidate listening)  

As the interviewer, use the 20% to continue selling the opportunity!

Refer to the Candidate/Interviewer by name

Use and listen for restatements and reflections to check understanding.

Rephrase what they've heard (restatement) and communicate feeling as well as content (reflection).

Use a probe and push to focus the more talkative candidates.

Probing guides the interview in a way that is controlled by the interviewer to focus on areas that appear to be relevant.  (Ask for other specific information relevant to the question or specific to the answer given).

NONVERBAL 

Maintain Eye Contact

Use Varied Posture; make sure you are looking at them eye to eye 

Encourage through nodding, pauses, etc.

Do not show surprise which may discourage information sharing

If the interview is via video conference, double-check how you and the candidate are viewed.

INTERVIEW QUESTIONS BREAKDOWN

Interview questions should fall into three categories:

Experience Questions (30%)

Self-Evaluation and Opinion Questions (10%)

Behavior Description Questions (60%)

STRATEGIC & BROAD THINKER

Strategy to Execution and Breadth/Impact

Please discuss a time when you came up with an idea and saw it through implementation that had the broadest impact across the largest number of areas of your organization.  

How did you develop this idea?

How did you have to change the idea or the implementation roadmap to accommodate others input and pushback?

How were you able to balance short and long-term implications?

Please quantify the results.

How did your idea change the company?

What were some of the greatest dislocations caused by the idea’s implementation?

What were some of the unintended consequences (both positive and negative)?

What would you now do differently?

Senior Executive Feedback and Buy-In

Please discuss an initiative you championed that demanded you get buy-in from the highest levels of the organization.  

Who did you address?

How did you get their buy-in?

What did you learn in the process?

After speaking with them, what did you realize you had failed to consider initially?

Overcoming Senior Executive Pushback

Discuss an idea or a process you developed that faced significant pushback from the most senior levels of management.

Who was pushing back?

What was the pushback?

How did you respond?

What were the results?

RESULTS-ORIENTED LEADER

Capability to Effect and Manage Change

Please discuss a circumstance in which you undertook a major change in an organization for which you were responsible.  In this context please discuss:

What was your methodology or process for effecting that change?

What turned out to be a major obstacle to change and how did you deal with it?

Can you quantify some of the results?

What were some of the positive and negative unintended consequences?

Capability to Implement Ideas and Processes without Direct Authority

Please discuss a time when you had to impact processes of an organization over which you did not have direct control.

How did you approach this challenge?

Specifically, who was your greatest hold-out, did you win them over, and if so, how? 

Can you quantify the results, in dollar or percentage terms?

Capability to Navigate Challenges with People

In your role you must have experienced times of significant disagreement, between groups within your company, about what might be the best thing to do or how to best do it.  
Please discuss one such issue addressing both your and other parties’ perspectives.

How did you attempt to resolve these differences?

How were you able to leverage the expertise of others?

Were you able to use data to help support your perspective?

How did you come to a resolution (or did you)?

What might you do differently today?

Capability to Adjust to:

Adversity

At some point in an individual’s career, one is blindsided by an unexpected setback.
What was that setback for you?
What caused it?
How did you deal with it?
Changing Circumstances

Discuss a business process you had followed or developed that you had to alter significantly due to some change in your business.
Personal Disappointment

Discuss a time that you had hoped for or expected a promotion and not gotten it.
Why did you not get it?  What did you do?
Frustration

Talk about something at work that you saw needed a correction, but no matter how hard you tried, it could not be fixed.

CHANGE AGENT 

Managing through ambiguity

Please discuss a circumstance in which you had to:

Make decisions, and, 

Move a project forward 

When you lacked information to be confident that the actions you were taking and the direction you were headed were definitely correct.

How did the initial ambiguity affect your results?

What did you do to mitigate the risk of lack of initial data?

In retrospect, what would you have done differently?

Execution in the Face of Opposition

Please discuss a time when you moved an initiative forward in the face of significant opposition from some person or group:

Why did you decide to move forward despite the opposition?

How did the opposition affect the initiative?

Please quantify (in percentage and/or dollar terms) the results of that initiative.

With the benefit of hindsight, what would you now do differently?

Perseverance

Please discuss a time where you used lessons learned from a past failure in order to leverage a future success.  How were you able to build upon the critical suggestions for improvement from others?   

TEAMWORK

Winning Support

Discuss a significant project on which someone else was working – well outside of your purview and certainly not something in which you were expected to be involved – that needed help, what you contributed, and why.  What were some of the challenges/downsides in helping? 

Navigating Politics

Please discuss two circumstances in which you felt that your employer was making politically based decisions rather than decisions based on logic and good business reasoning.  What caused politics to eclipse other factors in this situation?  What were your reactions in either circumstance?  What did you do?  What was the result?
Please discuss a time where you were asked to put your employer’s interests ahead of your own individual career interests.  How were you able to balance the two?
Please discuss a time when you suffered personally as a result of a decision based on personalities and personal preferences instead of on sound business reasoning.  How did you respond?  What unexpected results did your response generate?  What did you learn from this?
Forging a New Culture

Have you ever worked in an environment that was divided into any kind of factions?

What were the factions?

Why was it divided?

What did you do?

Have you worked in an environment in which morale and productivity were below your expectations?

What were the causes?

How did you address them?

Can you quantify the impact you had?
Building a Team

Discuss a time when you were promoted from amongst peers to be their superior.

Were there any people problems accompanying that promotion?

What did you do to gain their support (especially the support of those with whom you were competing for that role)?

Communicating Effectively

Discuss a time when a superior put your communication skills to the test.

How were you able to balance active listening skills and the need to speak candidly when dealing with this person? 

How were you able to effectively communicate the objectives to your peers and subordinates?

Discuss a time you took over someone else’s failing project and how you managed the personalities, politics, and processes.

Discuss a difficult person you had to deal with

What were some of the difficulties?

What did you do?

How did you deal with the specific situations?

How did you deal with the person?

Discuss a time you worked in a group with less than exemplary moral.

What did you do?

What were the results of your actions?

INSPIRING

Mentoring

Was there a time when you stepped into the role of mentor?  Why did you choose that specific person to be your mentee?  What was your objective in being a mentor?  Did you realize that objective?  What was the downside or a negative repercussion of mentorship or of mentoring this person? 
Discuss a leadership position you had over a demoralized team and what you did.  How were you able to get the best out of them?
Generating Followership

Please discuss the specific circumstances of any peers or supervisors who have supported your initiatives in the face of great pressure to do otherwise.  
Generating and Realizing a Vision
Please discuss a circumstance in which you generated (or adopted) a vision for what your company might produce.  How did you manage to get peers and superiors – in your and other business units or functional silos – to sign-on, to reprioritize their projects, and to expend resources to realize your idea?  How did you turn-around your most difficult convert?  If there were someone who did not sign-on, why did they not and how did you manage that holdout and his or her sympathizers? 

DELEGATION
Managing People

Please discuss a specific circumstance that best illustrates how you manage under-performing employees.  In this context, and in these circumstances, please also discuss your decision-making process in determining whether to invest in those particular employees, or to divest the company of them, and the timelines of those processes.  
Managing Projects

Often, on a project, things go awry.  Discuss a project you lead where you were faced with the challenges of scope-creep, over budget, over-time, or similar issue, and how you handled it.  How do you set-up a project in order to avoid such issues? 
If you have ever experienced the circumstance, please discuss a failing project you took over or inherited from someone else and discuss the actions you took to rectify the situation.
Did you ever have the experience of working for someone who was not assuming a leadership role within a certain area of his or her responsibility?

What did you do?

How did you handle the people issues involved with your boss?

With your peers?
PERFORMANCE

Bottom Line 

Please discuss how you: 

Determine the critical drivers of cost in your area of responsibility.

Track, measure, and manage performance (on what key indicators do you focus?).

Leverage methodologies/processes (such as TQM, Lean, Six Sigma, etc.) to impact quality, consistency, and the bottom-line.

Know that your customers are satisfied?
Top Line

Please discuss the greatest impact you have had on the increase in revenues and/or profitability of an organization:
Were the ideas behind the changes, made to the organization to affect these increases, yours or someone else’s?
What approach or approaches did you reject and why?

Please quantify the top-line improvement.
If possible, please compare/contrast to the industry averages and Best in Class increases during that period.
Managing-Up

Every executive finds him or herself in a position in which their career, or the success of their projects, becomes dependent upon ‘managing-up’, managing far more senior level executives either within your organization, or within your company in other organizations.  Please discuss one such circumstance.  
What was your thinking regarding what to do and how to do it?  How did you have to change your thinking to adapt to this situation?
BARRIERS TO RECRUITING

Please discuss the issues that might prove to be a challenge in accepting an offer with a COMPANY in the context of the following:

Issues that might hinder your ability to move.

Real Estate issues that may become an obstacle for relocating.

Compensation issues such as vesting:  Stock or Options, 401K matches, Retirement etc.

Your perceptions of this role’s scope of responsibility, opportunity for impact, or advancement potential.

Your perception of the Executives at a COMPANY.

What kind of a counter-offer your present employer would need to generate in order for you to decide to remain with your present company.

Are you considering other opportunities either within or outside of your organization? If so:

How far along are you in the interview process?  

What attracts you about those opportunities?  

What are your apprehensions about them?

Please describe the structure and culture of your present environment (hierarchical, collegial, matrixed, data-oriented, consensus focused, etc.).
If you could, how would you change the structure and/or culture of your present environment? 

In what kind of organization structure and culture are you happiest and most effective?

LEADERSHIP

Tell me about a time when you saw a need for leadership in a specific area and stepped into that role unbidden and unprompted.

How did you handle a subordinate not meeting your expectations for them?

What was your greatest challenge as a leader of people?

What was your greatest challenge as a leader of a project?

What was your most satisfying leadership experience?

What was your least satisfying leadership experience?

Tell me specifically, how you lead the project mentioned here in your resume?

What was your greatest failure as a leader? How did you mitigate the damages?

Often on a project, things go awry.  Discuss a project you lead where you were faced with the challenges of scope-creep, over budget, over-time, etc. and how you handled it.

Discuss a leadership position you had over a demoralized team and what you did.

If you have ever experienced the circumstance, discuss a failing project you took over or inherited from someone else and discuss the actions you took to rectify the situation.

Did you ever have the experience of working for someone who was not assuming a leadership role within a certain area of his or her responsibility?

What did you do?

How did you handle the people issues involved with your boss and with your peers?

INITIATIVE

Discuss an idea you took from initial conception to implementation.

What changes have you made to the way your organization functions that significantly improved its efficiency or productivity or changed the way it does business?

Discuss an idea or a process you developed that faced significant pushback from management.

What was the pushback?

How did you overcome or calm the apprehensions?

Discuss a project that you saw as ineffective that you corrected/improved.

ADAPTABILITY AND OVERCOMING ADVERSITY  

Discuss a mistake you made at work. What was the mistake and then what did you do?
Discuss a project you initiated that was taken from you or absorbed by another group.
At some point in their careers, everyone is blindsided by an unexpected setback.
What was that setback for you?
What caused it?
How did you deal with it?
The only constant in business is change.  Discuss a business process you had followed or developed that you had to alter significantly due to some change in your business.
Discuss a time that you had hoped for or expected a promotion and not given it.
How did you react?
What did you do?
Talk about something at work that you saw needed a correction but that, no matter how hard you tried, could not be fixed.

VALUES

Discuss a time that you were not pleased with your own work.

Discuss a time of working with someone when you found his or her actions did not meet your moral or ethical expectations.

We all make mistakes.  Discuss one of your “doozies” at work.

Discuss a time you negotiated a compromise, the final result of which was significantly below your standards of expectations.

TECHNICAL

Discuss the specifics of this one project you worked on.

What was your specific function?

What was the scope of responsibility?

What did you develop on your own?

What did you work on as a team?

What was your role within the team?

What were you completely responsible for?

Was the product of the team or of your individual work more successful?

Why?

What were some of the difficulties you encountered?

How did you overcome them?

Were there any that you were unable to solve/resolve?

How would you resolve them now?

Walk me through the issue/project you mentioned here in your resume.

What were the benefits and deficits of doing it that way?

What were some of the other ways it could have been done?

How would you have done it differently now?

Every project encountered unexpected difficulties. What were some of the major unexpected difficulties you faced in this project and how did you manage them?

ADMINISTRATIVE

What is your desired position and function?

What is your interest in the position/function offered?

What are your career path expectations?

What is your interest in a possible career path here?

What is your present salary?

What are your salary expectations?

What is/was your reason for leaving your present/past employer?

Are you authorized to work in the country?

Are you looking for full-time or contract work?

What other types of companies are you interviewing with?

What did you find most exciting about them?

By when must you make a decision?

For the right offer from us, would you make a decision before that time?

For the right offer from someone else, would you make the decision before that time?

Prioritize the different factors in you decision-making process.
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