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▪ How to Use This Question Bank
This question bank contains structured behavioural interview questions organised by role level and competency theme. Select key questions relevant to the role and the competencies being assessed. Do not try to use too many questions in a single interview. It’s generally better to explore fewer questions in greater depth than to rush through a large number superficially. Aim for 6-8 well-chosen questions per interview, probing thoroughly on each one.
Behavioural interviewing should normally be combined with assessment of relevant technical competencies and role-specific knowledge - this question bank focuses on behavioural and competency evidence only.
▪ The STAR Model
Encourage all candidates to structure their responses using the STAR model. If a candidate does not volunteer each element naturally, use the probe questions below to draw it out.
	Situation
	Set the context. 
What was the background or setting?

	Task
	What was your specific role or responsibility in that situation?


	Actions
	What specific actions did you personally take? 
This should be the most detailed part of the answer.

	Result
	What was the outcome? Quantify where possible. 
What did you learn or do differently as a result?






▪ Useful Follow-Up and Probe Questions
If a candidate's answer is incomplete or lacks depth, use these follow-up questions to draw out more specific, evidenced information. These are particularly effective when a candidate answers in general terms or uses "we" without clarifying their own contribution.
-  "What specifically did you do in that situation?"
-  "What was the biggest challenge you personally faced?"
-  "What would you do differently if you faced this situation again?"
-  "How did others respond to your actions?"
-  "What was the measurable outcome or result?"
-  "How did you know the approach had been successful?"
-  "Can you walk me through the specific steps you took?"
-  "What was your own role, as distinct from the rest of the team?"
▪ How to Evaluate Responses
Use the following indicators to assess the quality and credibility of candidate responses. Strong responses should make the candidate's personal contribution and the outcome clear; weak responses are often vague, deflective or lack evidence.
	STRONG RESPONSE INDICATORS
	WEAK RESPONSE INDICATORS

	✔  Provides specific, real examples
	✗  Gives vague, theoretical or hypothetical answers

	✔  Clearly explains their own contribution (uses "I")
	✗  Speaks only in terms of "we" - individual role is unclear

	✔  Demonstrates self-awareness and accountability
	✗  Avoids or deflects personal accountability

	✔  Shows measurable outcomes where possible
	✗  Provides limited or no evidence of results or impact

	✔  Reflects on learning and how they adapted
	✗  Fails to articulate what was learned from the experience





▪ Red Flag Indicators
If you observe several of the following patterns across multiple answers, this should inform your overall assessment of the candidate's suitability. One instance is not necessarily a red flag - a pattern of behaviour across the interview is more significant.
	RED FLAG
	WHAT TO LOOK OUT FOR

	Inability to give a
 specific example
	The candidate consistently speaks in generalities or hypotheticals rather than drawing on real experience.

	Excessive blame 
of others
	Every challenge or failure is attributed to colleagues, managers or circumstances - no personal accountability is evident.

	Lack of 
self-awareness
	The candidate cannot articulate development areas, learning points or occasions where they got something wrong.

	Vague and 
generalised responses
	Answers consistently lack detail, specifics or context - the STAR structure is entirely absent.

	Inability to explain 
results or learning
	The candidate describes actions but cannot explain what the outcome was, or what they would do differently in future.

	Over-rehearsed or formulaic answers
	Responses sound scripted and do not adapt to follow-up questions - may indicate coaching rather than genuine experience.


▪ Interviewer Good Practice
	Listen for Ownership
Strong candidates describe their own actions and decisions clearly. If a candidate consistently uses "we" without explaining their specific role, probe further - it may indicate limited personal ownership or a tendency to overstate involvement.
	Allow Silence
Do not rush to fill a pause after asking a question. Candidates often provide deeper, more considered responses after a short moment of reflection. Silence is a useful interviewing tool.

	Avoid Leading Questions
Frame questions neutrally and avoid signalling a preferred answer. Do not over-help a struggling candidate or prompt them towards the response you are looking for - this undermines the objectivity of the process.
	Avoid Bias
Structured interviews using consistent questions and scoring criteria significantly improve objectivity and reduce the impact of unconscious bias. Apply the same questions and evaluation standards to every candidate for the same role.

	Remote Interviews
For interviews conducted remotely, test technology in advance and ensure you are in a quiet, professional environment. Introduce a brief connection check at the start and allow slightly more time for candidates to compose their thoughts, as remote settings can feel less natural.
	Technical Competencies
Behavioural interviewing assesses how a candidate has behaved in past situations. It should be combined with assessment of technical competencies, role-specific knowledge and, where appropriate, psychometric assessment - particularly for specialist or leadership roles.





▪ Interview Opening and Closing Scripts
The following example scripts can be adapted for use at the start and close of the interview. They are particularly useful for less experienced interviewers or where consistency across a panel is important.
Opening the Interview
"Thank you for coming in today - we really appreciate your time. My name is [Name] and I'm joined by [Name]. Today's interview will last approximately [X] minutes."
"We'll be using a structured, competency-based approach, which means we'll be asking you a series of questions based on real situations and experiences from your working life. There are no right or wrong answers - we're simply interested in understanding how you have approached specific situations in the past."
"We'd encourage you to use the STAR structure in your answers - that's Situation, Task, Actions and Result - as this helps us understand the context, what you personally did, and what the outcome was. We may ask follow-up questions as we go. Do you have any questions before we begin?"
Explaining the STAR Model to a Candidate
"When answering, it's helpful to think about a specific real situation - tell us what the background was, what your role was in it, exactly what you personally did, and what the result or outcome was. If you're not sure what we're looking for, just ask and we'll be happy to clarify."
Closing the Interview
"That brings us to the end of our questions. Before we close, is there anything you'd like to add or expand on, or anything you feel you haven't had the chance to cover?"
"Do you have any questions for us about the role, the team or the organisation?"
"We'll be in touch with [recruiter / HR contact] by [date] with next steps. Thank you again for your time today."



Section 1 - General Questions

Suitable for all roles. Assesses core behavioural competencies expected of every employee. Use these questions for any interview, regardless of role level. They assess fundamental behavioural competencies - integrity, communication, customer focus, personal effectiveness, problem solving, resilience and self-development. Combine with a selection from Section 2 or 3 as appropriate to the role.

▪ Behaviour, Integrity and Values
	#
	QUESTION

	1
	Can you give me an example of when you have had to challenge the behaviour of a colleague that you felt was unsuitable or inappropriate?

	2
	Tell me about a time you had to do the "right thing", even though it may have been difficult at the time.

	3
	Thinking about a time when you have had to deal with a conflict at work - how did you handle this?

	4
	What would you say your behavioural strengths are?

	5
	What would you say your main weaknesses are and what do you do to address these?

	6
	Describe a situation where you faced an ethical dilemma at work. How did you handle it and what was the outcome?

	7
	If a colleague asked your closest team member to describe your greatest strength and your biggest development area, what do you think they would say?


▪ Communication and Collaboration
	#
	QUESTION

	1
	Can you give an example of when you have had to adapt your style of communication to suit another person's behavioural style?

	2
	Can you give an example of a time when you have actively supported other team members?

	3
	Can you give me an example of things you do to help or support other members of the team?

	4
	Can you tell me about a time that you have had to collaborate with other people on a project?

	5
	What do you do to help you better understand colleagues' views or opinions?

	6
	When speaking to or emailing a colleague about something important, what would you do to check they fully understand?

	7
	Think about a time you have given positive feedback to a colleague. How did you approach this?

	8
	Tell me about a time when you had to work with someone whose style or approach was very different to your own. How did you manage that relationship effectively?

	9
	Can you give an example of when you successfully influenced someone who was initially resistant to your idea or approach?


▪ Customer Focus
	#
	QUESTION

	1
	Thinking about a time when you have had to deal with a difficult or angry customer, how did you deal with it?

	2
	Give me an example of when you have acted upon feedback from a customer to solve a problem or improve a service.

	3
	Give me an example where you feel you have exceeded customer expectations.

	4
	Give me an example where you have gone "the extra mile"?

	5
	How do you get feedback from customers?

	6
	How do you organise and prioritise your workload to make sure you deliver on and meet quality standards for customers?

	7
	Talk me through an example of when you have built a strong working relationship with a customer - how did you approach this?

	8
	What do you do to ensure you fully understand the needs and expectations of a customer?



▪ Personal Effectiveness and Accountability
	#
	QUESTION

	1
	Tell me about a time you have taken ownership of a problem to ensure it was successfully resolved.

	2
	Give me an example of a task or project where you have taken responsibility for delivering it.

	3
	Thinking about a time you have made a mistake or something has gone wrong - how did you take responsibility for your actions?

	4
	What do you do to try and ensure you "get it right first time"?

	5
	How do you organise and prioritise your workload to make sure you deliver on and meet quality standards?

	6
	What takes priority - your own objectives, team objectives or the organisational objectives?

	7
	Give me an example of a new challenge you have proactively taken on.

	8
	Describe a time when you had to manage several competing priorities simultaneously. How did you decide what to focus on, and what was the outcome?

	9
	Tell me about a time when you felt under significant pressure at work. What strategies did you use to manage this effectively?





▪ Problem Solving and Decision Making
	#
	QUESTION

	1
	Tell me about a problem you have solved - how did you go about this?

	2
	Talk me through a time you have had to make a difficult decision at work.

	3
	Give me an example of when you used data or evidence to support a decision you made at work. What was the process and what was the outcome?

	4
	Describe a time when you had to make a decision with limited information or under time pressure. How did you approach this?


▪ Resilience, Adaptability and Change
	#
	QUESTION

	1
	Give me an example when you have had to be flexible or adaptable at work.

	2
	Tell me about a time you have supported an internal change process.

	3
	Thinking about a task or project that was proving to be a real challenge - what did you do to ensure this was delivered?

	4
	Tell me about a time when you received critical feedback that was difficult to hear. How did you respond to it and what did you do differently as a result?

	5
	Describe a situation where plans changed unexpectedly and you had to adapt quickly. What did you do and what was the result?


▪ Learning and Self-Development
	#
	QUESTION

	1
	Give me an example of when you have acted upon feedback to solve a problem or improve a service.

	2
	What do you do to continually improve your own performance at work?

	3
	Tell me about a time you have learned from your experience.

	4
	If you had an idea / improvement that would benefit the organisation, how would you get buy-in from colleagues, managers or senior managers?

	5
	What steps do you take to keep your skills and knowledge current and up to date?

	6
	Can you give an example of when you took the initiative to learn something new without being asked to do so?

	7
	Can you give an example of how you have adapted your approach to work effectively in a remote or hybrid working environment?






Section 2 - Management Questions

For supervisory, management and mid-level leadership roles. Use alongside relevant General questions. Use these questions for candidates applying for roles with people management responsibilities. Select from the themes most relevant to the role. Use alongside a tailored selection from Section 1 - General Questions.
▪ Leadership Style and Direction
	#
	QUESTION

	1
	How would you describe your management style?

	2
	Give me an example where you have provided clear direction to your team? How did you manage this?

	3
	How do you ensure the vision, goals and direction are clear and understood at all times?

	4
	Give me an example where you have led by example.

	5
	How do you demonstrate passion and authenticity in the workplace?

	6
	If I asked a selection of customers for feedback about your management ability, what might they say?

	7
	If I asked your colleagues / key external contacts to describe their relationship with you, what do you think they would say?

	8
	Describe your approach to building psychological safety within your team - an environment where people feel safe to speak up, take risks and admit mistakes.

	9
	Tell me about a time when you had to lead your team through a period of significant uncertainty or change. How did you maintain trust and morale?


▪ Performance and Quality Management
	#
	QUESTION

	1
	How do you ensure high quality standards are maintained in your team?

	2
	Give me an example of how you have actively managed poor performance or inappropriate behaviour.

	3
	Have you ever had to manage a formal disciplinary process? If so, talk me through your approach.

	4
	What would you say the main weaknesses are in your team and what are you doing to address them?

	5
	What is the best example you could give of a project you have led and delivered successfully - on time, on budget, to the required quality standard?

	6
	Give me an example of work you have managed or delivered that you believe was excellent.

	7
	How do you ensure there are clear objectives set for individuals in your team or the overall team?

	8
	How do you ensure there are clear responsibilities in your team?

	9
	How do you get the best results from your team?

	10
	Give me an example of where you have successfully turned around the performance of an underperforming individual or team.


▪ Team Development and Coaching
	#
	QUESTION

	1
	How do you identify opportunities and develop the skills of team members?

	2
	How do you vary your approach to delegation to take into account individuals' styles, development needs and business outcomes?

	3
	If you delegated a task to a new colleague / team member and it went badly wrong, how would you address this?

	4
	Other than formal training courses, what do you do to help develop yourself and members of your team?

	5
	What do you do to support the development of your team members individually and collectively?

	6
	What do you do to tailor development to suit each individual in your team?

	7
	How do you assess and make best use of the talent within your team?

	8
	How do you motivate your line reports and encourage them to exceed expectations?

	9
	How do you ensure you are motivated to achieve your own / team / organisational goals?

	10
	Give me an example where you have recognised and developed a high-performing team member.

	11
	Give me an example where you have recognised the success of a team member who has exceeded expectations on their own personal development.

	12
	Give me an example where you have recognised and celebrated team achievements or individual success.

	13
	How do you go about developing the technical competencies of your team?

	14
	How do you use coaching techniques in your day-to-day management conversations? Can you give a specific example of a coaching conversation that had a positive impact?

	15
	Describe a time when you had to manage the career aspirations of a team member whose ambitions were not immediately achievable. How did you handle this sensitively?

	16
	What approach do you take to succession planning within your team? Can you give an example of how you have prepared someone for a more senior role?





▪ Communication and Stakeholder Management
	#
	QUESTION

	1
	Give me an example where you have had to communicate a difficult decision to your team.

	2
	Give me an example where you have had to communicate a difficult decision to the wider organisation.

	3
	What is the most challenging or difficult message you have had to deliver to staff or clients, and how did you manage this?

	4
	If you were delivering a presentation to different audiences - for example, junior staff or senior management - what do you do to adapt your content and style to suit the audience?

	5
	Thinking about a time when you have had to communicate important information to your team, what have you done to make sure the information is clear and understood?

	6
	Thinking about a complex task or project you have managed, how did you make this easier for the team to understand and deliver against?

	7
	Talk me through an example where you have provided constructive feedback to one of your team - how did you approach this?

	8
	What do you do to ensure that your team members have an opportunity to share their views, ideas and opinions effectively?

	9
	How do you build strong relationships with internal colleagues (or) external contacts?

	10
	How have you promoted your organisation's brand and reputation in a positive way?

	11
	Can you give me an example of where you/your team have supported a company-wide project or initiative?

	12
	Can you give me some examples of how you have improved morale in the workplace?

	13
	Can you talk me through a project you have led that involved a number of different external stakeholders?

	14
	How do you engage with external agencies and stakeholders to maximise their input and contribution?

	15
	Tell me about a time when your team was experiencing low morale or disengagement. What did you do to identify the cause and address it?

	16
	Give me an example of a time when you needed to influence or manage upwards - persuading a more senior colleague or board member to support your view or approach.





▪ Decision Making and Commercial Awareness
	#
	QUESTION

	1
	What is your approach to making an important or critical business decision? What factors do you typically consider?

	2
	What is the most unpopular decision you have had to make? How did you manage this?

	3
	Think about a time you have challenged a decision. How did you approach this and what was the outcome?

	4
	How do you ensure you take into account relevant views from across the business when working to achieve objectives?

	5
	Give me an example of a time you have taken personal responsibility to resolve a customer issue.

	6
	How do you ensure that what you promise to a customer can be delivered?

	7
	Give me an example where you have had to consider the knock-on impact of a key decision.

	8
	Give me an example where you have used data to support an important business decision.

	9
	What tools do you use to help you make management decisions?

	10
	How do you gather feedback from customers about service delivery?

	11
	Talk me through an example where you have had to access external expertise to help with a decision or process. How did you approach this?

	12
	What do you do to ensure client needs are put first?

	13
	What do you do to try to ensure you make sound business decisions?

	14
	How do you identify and set success criteria to enable you to set stretch targets and goals for yourself, the team or organisation?

	15
	Describe a time when you had to make a significant decision that was unpopular with your team but that you believed was the right thing to do for the business. How did you manage this?





▪ Change, Innovation and Improvement
	#
	QUESTION

	1
	What do you do to ensure change is seen within the organisation as a positive, ongoing process?

	2
	When managing change, how do you ensure the team understand the implications and benefits of the changes taking place?

	3
	What do you do to motivate your team to approach change with a positive attitude?

	4
	Thinking about a time when you have been implementing a change and faced a negative response - what have you done to turn this around?

	5
	Give me an example of a change you have instigated that has been adopted throughout the organisation.

	6
	Give me an example where you have driven change within the organisation or your team.

	7
	Give me an example of a project you have managed where you developed a new or creative solution.

	8
	Give me an example where you have had to re-prioritise goals and targets due to a change in circumstances? How did you manage this?

	9
	How do you encourage your team to propose new or innovative ideas, and how do you capture and act on them?

	10
	If you came up with an idea for a change or improvement, how would you share and approach this with the Senior Management Team?

	11
	Give me an example of a time where you have changed a decision because of feedback or input from a colleague.

	12
	Give me an example where you have identified and successfully delivered a strategic business improvement.

	13
	Give me an example where you have piloted a creative or innovative idea.

	14
	Tell me about a time where you have challenged the status quo.

	15
	Tell me about a time you have provided a creative or innovative solution.

	16
	What would be the best example of a change process / initiative you have managed? Why was it successful?

	17
	How do you identify and manage resistance to change within your team or organisation? Give an example of where you have successfully navigated this.





▪ Culture, People and Inclusion
	#
	QUESTION

	1
	What do you do to ensure that integrity, honesty and accountability are embedded in your team and their delivery activities?

	2
	What do you do to ensure you treat individual team members fairly and objectively?

	3
	What have you done to help promote an open culture in your team?

	4
	What have you done to help promote diversity and inclusion in the workplace?

	5
	How do you ensure there is mutual trust and respect between the members of your team?

	6
	How do you ensure trust and integrity is maintained in your team?

	7
	How do you manage your own continuous learning and development as a leader?

	8
	How do you encourage a culture of continuous learning within your team?

	9
	What do you do to ensure your own team works effectively as a team?

	10
	How do you objectively assess a candidate's technical and behavioural competencies against the requirements of a role?

	11
	Give me an example of a successful partnership you have instigated.

	12
	Give me an example of a collaborative project you have managed.

	13
	Tell me about a time you have led a cultural change process or programme.

	14
	What do you do to support organisational development?

	15
	Can you describe how you have created an inclusive environment where people from different backgrounds feel valued and able to contribute fully? What specific actions did you take?

	16
	How do you monitor and support the wellbeing of your team members, particularly during periods of high pressure or significant change?





▪ Risk Management and Resilience
	#
	QUESTION

	1
	What do you do to proactively manage and mitigate risks?

	2
	What is your approach to managing risks when delivering a critical project?

	3
	What are the biggest risks you have had to manage and how did you manage / mitigate these?

	4
	Give me an example where you have demonstrated resilience and determination.

	5
	Give me an example where you have successfully delivered in adverse circumstances.

	6
	Give me an example where you have taken ownership for an improvement in performance that was difficult to achieve.

	7
	What is the most successful goal or target you have achieved?

	8
	Give me an example where you have set and met or exceeded a stretch target.

	9
	How do you identify and manage risks when pioneering a new, untried solution?


 
Section 3 - Leadership Questions

For senior leadership and executive roles. Use alongside relevant General and Management questions.

Use these questions for Director, Head of Function, C-Suite or equivalent senior leadership appointments.

These questions explore strategic capability, organisational leadership and long-term thinking. Use with a curated selection from Sections 1 and 2.
▪ Strategic Vision and Organisational Direction
	#
	QUESTION

	1
	How do you identify long-term business requirements and ensure that core capabilities and competencies are developed across the organisation?

	2
	Give me an example where you have had to define and communicate a vision for the team or organisation? How did you manage this?

	3
	How do you ensure the organisation keeps up with future developments and trends?

	4
	How do you evaluate or benchmark the organisation against competitors in the industry?

	5
	Give me an example of a time when you have had to significantly redefine the strategic direction of an organisation or major business unit. What prompted this and how did you approach it?

	6
	How do you ensure that day-to-day operational decisions made across the organisation remain aligned with the longer-term strategic intent?


▪ Organisational Development and People Strategy
	#
	QUESTION

	1
	Give me an example where you have led a people management-based strategy, such as performance management, training and development, or succession planning.

	2
	How have you engaged with internal / external stakeholders to support strategic decision-making?

	3
	What approach have you taken to building leadership capability across the organisation? Can you give an example of a significant leadership development initiative you have led?

	4
	How do you ensure the organisation has the talent pipeline required to meet its future business needs?

	5
	What specific actions have you taken at an organisational level to build a more diverse, equitable and inclusive culture?


▪ External Awareness and Market Intelligence
	#
	QUESTION

	1
	How do you make sure you have an understanding of the external market / wider industry environment outside your own organisation?

	2
	How do you evaluate the impact of current decision making against longer-term business goals?

	3
	What business models have you used to improve the business?

	4
	What technology do you use to help give you a competitive advantage?

	5
	How do you incorporate sustainability / environmental / social responsibility into strategic decision-making?


▪ Strategic Decision Making and Risk
	#
	QUESTION

	1
	How do you evaluate your effectiveness as a leader?

	2
	Give me an example of a significant crisis or major disruption you have had to manage at an organisational level. How did you lead the organisation through it, and what did you learn from the experience?

	3
	How do you ensure ethical standards and accountability are maintained at all levels of the organisation, even under commercial pressure?


▪ Innovation, Transformation and Future Readiness
	#
	QUESTION

	1
	How have you led or actively championed a significant digital transformation initiative? What were the key challenges you faced and how did you overcome them?

	2
	How do you cultivate a culture of innovation and calculated risk-taking across the organisation, and how do you measure its impact?
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