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Bias for Action - Suggested Behavioral Interview Questions
For each question you choose, use a separate STAR Worksheet 
Questions for (Manager) in parentheses

1. Give me an example of a calculated risk that you have taken where speed was critical.  What was the situation and how did you handle it?  What steps did you take to mitigate the risk?  What was the outcome? 
2. Describe a situation where you made an important business decision without consulting your manager.   What was the situation and how did it turn out?
3. Tell me about a time when you had to analyze facts quickly, define key issues, and respond immediately to a situation. What was the outcome?
4. Tell me about a time when you have worked against tight deadlines and didn't have the time to consider all options before making a decision.  How much time did you have?  What approach did you take?  
5. Give an example of when you had to make an important decision and had to decide between moving forward or gathering more information.   What did you do?  What information is necessary for you to have before acting?
6. Tell me about a time where you felt your team was not moving to action quickly enough.  What did you do?  (Manager)
7. Tell me about a time when you were able to remove a serious roadblock/barrier preventing your team from making progress?  How were you able to remove the barrier?  What was the outcome? (Manager)




Deliver Results - Suggested Behavioral Interview Questions
For each question you choose, use a separate STAR Worksheet 
Questions for (Manager) in parentheses

1. Tell me about a time you (and your team if Manager) were driving toward a goal and were more than half way to the objective when you realized it may not be the best or right goal or may have unintended consequences.  What was the situation and what did you do?  [testing for achieving the right result versus driving goal for sake of goal achievement.  May want follow up questions regarding to determine if the person was willing to take hit on goal attainment to achieve the right result and test long term versus short term thinking.]
2. Tell me about a goal that you set that took a long time to achieve or that you are still working towards.  How do you keep focused on the goal given the other priorities you have? 
3. Tell me about a time where you not only met a goal but considerably exceeded expectations.  How were you able to do it?  What challenges did you have to overcome?
4. Give me an example of a time when you were able to deliver an important project under a tight deadline.  What sacrifices did you have to make to meet the deadline?  How did they impact the final deliverables? 
5. Tell me about a time you had significant, unanticipated obstacles to overcome in achieving a key goal.  Were you eventually successful? 
6. How do you ensure you are focusing on the right deliverables when you have several competing priorities?  Tell me about a time when you did not effectively manage your projects and something fell through the cracks.  (Manager)
7. What’s your secret to success in setting stretch goals for your team that are challenging, yet achievable?  Tell me about a time you didn’t hit the right balance.  How did you adjust?  (Manager)
8. Give an example of a mission or goal you didn’t think was achievable.  What was it and how did you help your team try to achieve it.  Were you successful in the end? (Manager)


Dive Deep - Suggested Behavioral Interview Questions
For each question you choose, use a separate STAR Worksheet
Questions for (Manager) in parentheses

1. Tell me about a time you were trying to understand a problem on your team and you had to go down several layers to figure it out.  Who did you talk with and what information proved most valuable?  How did you use that information to help solve the problem? 
1. Tell me about a problem you had to solve that required in-depth thought and analysis?  How did you know you were focusing on the right things? 
1. Tell me about a time when you linked two or more problems together and identified an underlying issue?  Were you able to find a solution? 
1. Walk me through a big problem or issue in your organization that you helped to solve.  How did you become aware of it?  What information did you gather, what information was missing and how did you fill the gaps?  Did you do a post mortem analysis and if you did what did you learn?  
1. Can you tell me about a specific metric you have used to identify a need for a change in your department?  Did you create the metric or was it already available?  How did this and other information influence the change? 
1. Give me a situation in which it took you asking why five times to get to the root cause.
1. As a manager, how do you stay connected to the details while focusing on the strategic, bigger picture issues?  Tell me about a time when you were too far removed from a project one of your employees was working on and you ended up missing a goal (Manager)
1. When your direct reports are presenting a plan or issue to you, how do you know if the underlying assumptions are the correct ones?  What actions do you take to validate assumptions or data?   (Manager)


Frugality - Suggested Behavioral Interview Questions
For each question you choose, use a separate STAR Worksheet
Questions for (Manager) in parentheses

1. Give me an example of how you have helped save costs or eliminate waste within your operation. 
1. Tell me about a time when you had to make tradeoffs between quality and cost.  How did you weigh the options?  What was the result? 
1. Tell me about a time you had to get something done with half or two thirds of the resources you thought you’d need for the project or initiative. 
1. Tell me about a time when you generated a creative solution to a problem or project without requiring additional resources.  What was the problem?  What was the solution and how did you come up with it?
1. Tell me about a time you didn’t have enough resources to do something you felt was important but found a creative way to get it done anyway.  What drove you to seek out creative solutions? 
1. Give an example of a time you requested additional funding/budget to complete a project.  Why was it needed?  Did you try to figure out another approach?  Did you get the additional resources?  Why or why not?  
1. Give an example of a time when you challenged your team to come up with more efficient solution or process.  What drove the request?  How did you help?  (Manager)
1. How do you determine when to award or ask for additional resources?  What criteria do you use for making the call?  (Manager)
1. Tell me how you have created organization (or customer) value through either increased revenue stream or lowering the cost structure.  (Manager)

Customer Obsession - Suggested Behavioral Interview Questions
For each question you choose, use a separate STAR Worksheet
Questions for (Manager) in parentheses

1. Give me an example of a time you used customer feedback to drive improvement or innovation.  What was the situation and what action did you take? 
1. Give me an example of your most difficult customer interaction and how you worked through it.  What was the outcome? 
1. Tell me about a time a customer wanted one thing, but you felt they needed something else.  How did you approach the situation, what were your actions and what was the end result?
1. Tell me about a time when you went above and beyond the call of duty for a customer.  Why did you take the action you did?  What was the outcome?
1. Most of us at one time or another have felt frustrated or impatient when dealing with customers.  Can you tell us about a time when you felt this way and how you dealt with it?  When do you think it’s appropriate to push back or say no to an unreasonable customer request? 
1. Can you give me an example of when you’ve been able to see around the corner to meet a customer need or delight a customer with  a solution or product they didn’t yet know they needed/wanted?
1. To try to meet the high expectations of our customers, we sometimes promise more than we can deliver.  Tell me about a time when you overcommitted yourself or your company.  How did you resolve the issue? 
1. Tell me about a time when you had to balance the needs of the customer vs. the needs of the business.  How did you manage this situation?
1. In your opinion, what is the most effective way to evaluate the quality of your product or service to your internal /external customer?  Give an example of a time when you used these measures to make a decision.  (Manager)
1. What changes have you implemented in your current department to meet the needs of your customers?  What has been the result?  (Manager)

Earn Trust of Others - Suggested Behavioral Interview Questions
For each question you choose, use a separate STAR Worksheet
Questions for (Manager) in parentheses

1. Describe a time when you significantly contributed to improving morale and productivity on your team.  What were the underlying problems and their causes?  How did you prevent them from negatively impacting the team in the future? 
1. Give an example of a time where you were not able to meet a commitment to a team member.  What was the commitment and what prevented you from meeting it?  What was the outcome and what did you learn from it?
1. Building trust can be difficult to achieve at times.  Tell me about how you have effectively built trusting working relationships with others on your team. 
1. Describe a time when you needed the cooperation of a peer or peers who were resistant to what you were trying to do.  What did you do?   What was the outcome?
1. Tell me about a piece of direct feedback you recently gave to a colleague.  How did he or she respond?  How do you like to receive feedback from coworkers or managers?  
1. Tell me about a time you had to communicate a big change in direction for which you anticipated people would have a lot of concerns.  How did you handle questions and/or resistance?  Were you able to get people comfortable with the change? 
1. Tell me about a time your team’s goals were out of alignment with another team on which you relied to attain a key resource.  How did you work with the other team?  Were you able to achieve your goals?  (Manager)


Are Right, A Lot - Suggested Behavioral Interview Questions
For each question you choose, use a separate STAR Worksheet
Questions for (Manager) in parentheses

1. Tell me about a decision for which data and analysis weren’t sufficient to provide the right course and you had to rely on your judgment and instincts.  Give me two to three examples.  They don’t have to be big strategic decisions – could be big or small. 
2. Tell me about a time you made a difficult decision and how you knew it was the right solution (probe on how they evaluated the options, if they received input, what data they reviewed, etc.)
3. Give me an example of when you have to make an important decision in the absence of good data because there just wasn’t any.  What was the situation and how did you arrive at your decision?  Did the decision turn out to be the correct one?  Why or why not?
4. Tell me about a time when you made a bad decision and the learning from the experience enabled you to make a good decision later. What did you learn that you were able to apply?
5. Tell me about a time when you have been faced with a challenge where the best way forward or strategy to adopt was not “clear cut” (i.e. there were a number of possible solutions).  How did you decide the best way forward?  
6. Tell me about an error in judgment you made in the last year or two, what it was and the impact of it.
7. Tell me about a business model decision or key technology decision or other important strategic decision you had to make for which there was not enough data or benchmarks.  In the absence of all the data, what guided your choice and how did you make the call? (follow up with the alternatives considered and how/why they were ruled out in favor of the path taken, what was the risk mitigation strategy? Outcome?  Ask for another example and potentially a third until you are sure this is a pattern and not a one off).  (Manager)
8. What are the top strategic issues you’ve had to face in your current role?  What decisions did you end up making?  (Manager)

Insist on the Highest Standards - Suggested Behavioral Interview Questions
For each question you choose, use a separate STAR Worksheet
Questions for (Manager) in parentheses

1. Tell me about a time when you have been unsatisfied with the status quo.  What did you do to change it?  Were you successful? 
2. Tell me about a time you wouldn’t compromise on achieving a great outcome when others felt something was good enough.  What was the situation?
3. What measures have you personally put in place to ensure performance improvement targets and standards are achieved? 
4. Describe the most significant, continuous improvement project that you have led.  What was the catalyst to this change and how did you go about it?
5. Give me an example of a goal you’ve had where you wish you had done better.  What was the goal and how could you have improved on it? 
6. Tell me about a time when you have worked to improve the quality of a product / service / solution that was already getting good customer feedback? Why did you think it needed continued improvement? 
7. Give an example where you refused to compromise your standards around quality/customer service, etc. Why did you feel so strongly about the situation?  What were the consequences?  The result? 
8. How do you seek out feedback on your team’s performance?  Give a specific example of how you used feedback you received on your team to drive improvement.  (Manager)
9. Can you tell me about a time when a team member was not being as productive as you needed?  What was the situation?  What did you do? What was the result?  (Manager)
10. Describe the process you go through to set specific targets to improve critical areas of your work/team.  Please refer to a specific example.  (Manager)


Have a Backbone; Disagree and Commit - Suggested Behavioral Interview Questions
For each question you choose, use a separate STAR Worksheet
Questions for (Manager) in parentheses

1. Tell me about a time that you strongly disagreed with your manager on something you deemed to be very important to the business.  What was it about and how did you handle it?
2. Give me an example of when you took an unpopular stance in a meeting with peers and your leader and you were the outlier.  What was it, why did you feel strongly about it, and what did you do? 
3. When do you decide to go along with the group decision even if you disagree?   Give me an example of a time you chose to acquiesce to the group even when you disagreed.  Would you make the same decision now? 
4. Describe a time where you felt really strongly about something but ultimately lost the argument.  How hard did you press the issue?  What was your approach after you lost the argument?
5. Give an example when you submitted a good idea to your manager and he/she did not take action on it?   How did you handle it?  What was the end outcome?
6. Tell me about a time the business gained something because you persisted for a length of time.  Why were you so determined?  How did it turn out? 
7. Provide an example of a time when you have had to make a difficult decision under pressure and then defend and justify it.  Was it the right decision?  
8. Give an example of when you had to support a business initiative with which you didn’t necessarily agree.  How did you handle it?  (Manager)
9. Tell me about a time when you pushed back against a decision that negatively impacted your team.  What was the issue and how did it turn out? (Manager)

Think Big - Suggested Behavioral Interview Questions
For each question you choose, use a separate STAR Worksheet
Questions for (Manager) in parentheses

1. Give me an example of a radical approach to a problem you proposed.  What was the problem and why did you feel it required a completely different way of thinking about it?  Was your approach successful?
1. How do you drive adoption for your vision/ideas?  How do you know how well your idea or vision has been adopted by other teams or partners?  Give a specific example highlighting one of your ideas.
1. Tell me about time you were working on an initiative or goal and saw an opportunity to do something much bigger than the initial focus.  
1. Tell me about a time you looked at a key process that was working well and questioned whether it was still the right one?  What assumptions were you questioning and why?  Did you end up making a change to the process? 
1. Tell me about a time you took a big risk – what was the risk, how did you decide to do it and what was the outcome? 
1. Now Tell me about a time you took a big risk and it failed.  What did you learn?  What would you do differently?
1. Tell me about a time you came up with the vision for a (team, product, strategic initiative) when there wasn’t a guiding vision.  What was it?  How did you gain buy-in and drive execution? (Manager)
1. Tell me about encouraging or enabling a member of your team to take big risk.  How did you balance the risk to the business with possible positive outcome for the organization and opportunity for learning for your direct report?  (Manager)
1. Tell me about time you had to develop a product/business model from scratch or when you dramatically changed one in a turnaround situation.  (Manager)


Hire and Develop the Best - Suggested Behavioral Interview Questions
For each question you choose, use a separate STAR Worksheet
Questions for (Manager) in parentheses

1. Give me an example of one of the best hires of your career.  How did this person progress through their career?  What did you identify during the hiring process that drove his or her success? 
1. Tell me how you help your team members develop their careers.  Can you give me two to three examples of specific people in whom invested and how you helped them develop their careers including one who wasn’t being successful but you saw potential and chose to invest?
1. Give me an example of a time you have provided feedback to develop and leverage the strengths of someone on your team.  Were you able to positively impact that person’s performance?  What were your most effective methods?   
1. Tell me about your hiring process when you are hiring key positions such as direct reports.  Where do you go for talent?  What resources do you employ?  What are the steps in the process?  What traits do you seek that will tell you the candidate will be successful on the team apart from the obvious hard skills?  [probe on how they assess specific things in an interview, such as integrity, who does the references?  Do they do them?  How do they use them?}  (Manager)
1. Tell me about someone that you hired that you thought was better than you in a number of areas.  How did you add value to that person?  (Manager)
1. Tell me about a time when you had a low performing individual on your team.  How did you deliver feedback to this person?  Did their performance improve or did they leave the organization?  (Manager)
1. Give me an example of someone who was promoted one or two levels up in the organization – not just because they were a star who would naturally rise, but due to your development/coaching efforts.  (Manager)

Vocally Self Critical - Suggested Behavioral Interview Questions
For each question you choose, use a separate STAR Worksheet
Questions for (Manager) in parentheses

1. What three things you are you working on to improve your overall effectiveness?  
1. Give an example of a tough or critical piece of feedback you received.  What was it and what did you do about it?
1. Give me an example of an idea you had that was strongly opposed.  Why was there so much resistance?  How did you handle the negative feedback?
1. Give me an example of a significant professional failure.  What did you learn from this situation?  
1. Tell me about a time where someone has openly challenged you.  How did you handle this feedback? 
1. Tell me about a time you made a significant mistake.  What led you to making the wrong decision?  What would you have done differently in retrospect?   
1. Tell me about a time you received feedback with which you didn’t agree.  How did you react? 
1. Tell me about time you had to learn something outside your comfort zone in order to drive results for your organization or to adapt to a change in the market, organization or other catalyst.
1. Tell me about a time you uncovered a significant problem in your team.  What was it and how did you communicate it to your manager and to your peers or other stakeholders?  (Manager)
1. What feedback mechanisms have you created in your organization to know if you’re your team has been successful?  Give me a specific example of where you realized your team had not been as effective as it could have.  (Manager)
1. What three things you are you working on to improve your overall effectiveness as a manager?  (Manager)

Invent and Simplify - Suggested Behavioral Interview Questions
For each question you choose, use a separate STAR Worksheet
Questions for (Manager) in parentheses

1. Tell me about the most innovative thing you’ve done and why you thought it was innovative (can also probe with: That sounds more evolutionary than revolutionary – tell me about something you’ve done you feel was truly revolutionary? Ask for one or two additional examples to see if it’s a one off or pattern.)
1. People often say the simplest solution is the best.  Tell me about a particular complex problem you solved with a simple solution. 
1. Tell me about a time you were able to make something significantly simpler for customers. What drove you to implement this change?
1. Describe a challenging problem or situation in which the usual approach was not going to work.  Why were you unable to take the usual approach?  What alternative approach did you take?  Was it successful? 
1. Give an example of a creative idea you had that proved really difficult to implement.  What was the idea and what made it difficult to implement?  Was it successful?
1. Tell me about an out-of-the-box idea you had or decision you made that had a big impact on your business.
1. Give me an example of how you have changed the direction or view of a specific function/department and helped them embrace a new way of thinking?  Why was a change needed?  
1. How do you draw new thinking and innovation out of your team?   Give an example of how your approach led to a specific innovation.  (Manager)
1. Tell me about a time when you have enabled your team/ a team member to implement a significant change or improvement.  (Manager)

Ownership - Suggested Behavioral Interview Questions
For each question you choose, use a separate STAR Worksheet
Questions for (Manager) in parentheses

1. Tell me about a time when you took on something significant outside your area of responsibility.  Why was it important?  What was the outcome?
1. Give me an example of a time when you didn't think you were going to meet the commitments you promised.  How did you identify the risk and communicate it to stakeholders?  What was the outcome? 
1. Tell me about a time you made a hard decision to sacrifice short term gain for a longer term goal. 
1. Give an example of when you saw a peer struggling and decided to step in and help.  What was the situation and what actions did you take?  What was the outcome?
1. What steps do you take to ensure projects you complete get transitioned effectively to new owners?  Give an example where you elected to re-engage on a project that you had already transitioned to someone else.  What was the situation and why did you feel it was important to re-engage?
1. How do you ensure your team stays connected to the company vision and the bigger picture?  Give an example of when you felt a team or individual goal was in conflict with the company vision.  What did you do?  (Manager)
1. Tell me about an initiative you undertook because you saw that it could benefit the whole company or your customers, but wasn’t within any group’s individual responsibility so nothing was being done.  (Manager)
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Your Behavioral Question:___________________________________________________________________Leadership Principle:_________________

· Choose behavioral question that provoke specific examples or stories for your assigned Leadership Principle(s).
· Process the example using STAR.  Stories have beginnings (Situation/Task), middles (Actions) and ends (Results).  
· Once you have established the story, PROBE to dive deeper on your assigned competency (Leadership Principle), get clarity or pursue a concern.
· If appropriate, CHALLENGE the candidate’s statements, decisions or thought process.
	S
T
	SITUATION/TASK - Describe the situation/task you faced and the context of the story 
Answers the questions: where did this occur, when did it happen, why is it important?
Probing Questions:  
· Why is this important? What was the goal?  
· What was the initial scope of the project?  What were the challenges? 
· What were the risks and potential consequences if nothing happened?
Challenge Questions:
· Why did you choose this story to illustrate a xyz accomplishment?  
· What other stories can you think of that demonstrate.. xyz? 
· Could you come up with an example that is more recent? 
	Notes


	A
	ACTION  - What actions did you take?
Answers the questions: what did you personally own, how did you do it, who else was involved?  
Probing Questions:  
· Deep probe functional expertise and/or assigned core competency.
· Were you the key driver or project owner?
· What was your biggest contribution?  What unique value did you bring?
· What were the most significant obstacles you faced? How did you overcome them?
Challenge Questions:
· What did you do specifically versus the team?
· How did you set priorities…deal with xyz problem… or get manager buy-in? 
· What decisions did you challenge? Why?  How did you influence the right outcome?
	



	

	R
	RESULTS - How did you measure success for this project?  What results did you achieve?
$   Cost savings, revenue generation
#   Quantify to understand volume, size, scale
%  Percentage change, year over year improvements
 Time to market, implementation time, time savings
  Impact on the customer, the team
   Quality improvements
Probing Questions:  
· Why did you choose to focus on these results?  What other results were important?
· You mentioned revenue, what percentage change is that year over year?
· What trade-offs did you have to make to achieve this?  (quality, cost, time) 
· I’m concerned about… (the time it took, the volume, the customer impact), tell me more…
Challenge Questions:
· What were the lessons learned?  What would you have done differently?
· How would you implement this at Amazon?
· How did these results compare to your actual goals? (refer back to goal stated in Situation)
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