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Behavioral Interview Techniques    |

Behavior Description Questions
These are questions that can be used to gather information about a candidate’s leadership skills.  Both behavioral and situational questions have been included. To assist the interviewer in obtaining sufficiently detailed responses, a set of probes is provided for each behavior description question, along with some pointers to help you gather sufficient information from a situational question.

Introduce questions by saying:  “Now we would like to ask you some questions concerning your background experiences.  We would like you to provide as much detail as possible, so please feel free to take the time to reflect upon your answer”.

1. Describe a time when you coordinated a group in order to complete a task or project.

· What was the task or project?

· What people were involved?

· How did you get the group members to work together?

· What was the result of your involvement?

2. Sometimes when working with others on a project, the group experiences the frustration of stalling or not making much progress towards completing the task.  Can you describe a time when you decided to take a more active role in a group project because you thought the group was not progressing quickly enough to meet the goal?

· What was the task to be accomplished?

· Why was the group stalled or not making much progress?

· What did you do to help the group become more focused/

· What was the result of your more active involvement?

3. Give an example of a time when a group that you were working in was frustrated with a task or project, but you found a way to make the experience positive and still get the job done.

· What was the task or project?

· Why was the group frustrated?

· What did you do to help the group?

· What was the outcome of the group’s effort?

· How were you able to turn the experience into a positive one?

4. Describe a time when your contribution helped a group meet its goal.

· What was the goal of the group?

· Where was the group heading?

· What was your contribution to the group and how did it help?

· Was the group able to meet its goal?

5. Give an example of a time when you gained the commitment of other people to accomplish a particular assignment or project.

· What was the task or goal?

· Who was involved?

· Where was the group heading?

· Specifically, what did you do to motivate the group?

· What was the outcome of the group’s effort?

6. When working in a group, it’s not surprising when people have major differences of opinion.  Can you recall a time when you worked with a group of people who had major differences of opinion and you decided to intervene as a means to steer the group closer to a consensus?

· Describe the situation you were involved in.

· What were the differences of opinion?

· How did you handle the clashes that did occur?

· What were the reactions of the other group members to your intervention?

· What consensus was reached, if any?

7. Tell us about a time when you changed your approach while working with a group In order to help the group accomplish its task better.

· What was the task?

· How was the group going about the task?

· Why did you change your approach with the group?

· How did your new approach help the group accomplish the task?

· How did the other group members respond to your new approach?

8. Tell us about a time when you volunteered to help a group that was having difficulty getting organized.

· Why did you volunteer your time?

· What did you do?

· Did the group benefit from your efforts?

· What did you learn from the experience of helping others?

9. There are times when we introduce new tasks to our co-workers or fellow students.  Can you describe a time when you gave or introduced a completely new task to a group and tell us how you helped the group meet the goals of the task?

· What was the task?

· How did you prepare the group to tackle this task?

· How did you present the task to your group?

· What did you do to facilitate the team to complete the task?

· Was your team able to accomplish the task successfully?

10. Relate an instance in which you arranged for someone to take over the leadership of …….

· What was the mandate of the group?

· What was your role within the group?

· Whom did you appoint to take over from you?

· How did you prepare this person?

· How did the group function after your withdrawal?

11. Do you recall a teamwork situation in which one of the team members was not doing his/her share of the work and you decided to intervene?  Describe what you did.

· What was the mandate of the team?

· How had the work been distributed among the team members?

· How did this person’s sub-par performance affect the team’s progress?

· How did you intervene?

· What were the results of your intervention?

Situational Questions

Introduce questions by saying:  “In the following questions, we will describe a work-related situation and we would like you to tell us in some detail what actions you would take to resolve the particular situation”.  A scoring system has been included for your consideration.
1. You are a manager of two work groups, which have different backgrounds and expertise.  Because of these differences, there is friction between the two groups and little interaction.  In order to complete a new project, it is necessary for the two groups to interact on a continuous basis and work as a team.  What will you do?


Points to Consider in Applicant’s Response

(1)
Approaches staff and informs them of the project; delegate’s project to staff with no direction beyond that stated in original request; does not personally involve himself/herself in the project; does not set a strategy to complete the project; does not ensure agreement and understanding among staff concerning the project.

(3)
Approaches staff for their co-operation and support; provides outline of strategy and general direction of project; arranges for follow-up meeting before project completion date.

(5)
Convenes staff of two units to meet as group; solicits ideas on how to approach project and provides alternative suggestion; provides clear direction on elements to be included in project; presents project in a way which is meaningful to both groups and encourages staff to take responsibility for the project; schedule project.

2. According to a productivity report, your unit’s performance is very low.  You show the report to your staff members and they all blame each other.  How do you deal with the situation?

Points to Consider in Applicant’s Response

(1)
Singles out individual employees for criticism; threatens to take disciplinary action against all employees; uses intimidation tactics to pressure employees into working as required; seeks to know who is to blame; sets up an inquiry; puts tight measures in place to monitor individual performance.

(3) Provides clear instructions concerning required work procedures and standards: speaks to each employee individually or to the group in order to provide motivation for better performance.

(5)
Conducts staff meeting to solicit employee input concerning underlying causes of observed poor performance; facilitates open discussion with employees to develop rapport and to provide an opportunity for individuals to voice their concerns; initiates team building efforts to convey importance of working together; follows up group sessions with individual consultations with employees; defines specific goals in order to gradually improve performance.

3. You are the manager of a unit that has just acquired a new computer system.  Some of your employees are familiar with the new system but many have no knowledge on how to use it.  As a result, the more knowledgeable employees have to do activities.  Describe what you would do.


Points to Consider in Applicant’s Response

(1)
Accepts the state of the work situation and does not take action; allows things to “take their course”; advises superior of the staff’s lack of computer knowledge and relies on him/her to solve the problem.


(3)
Recognizes the need for staff computer training; encourages staff to share computer knowledge and tips; investigates costs of computer training and the possibility of acquiring more training funds.


(5)
Promptly surveys the group to find out about training needs; investigates cost for computer training to suit group needs; convenes staff and outlines training courses for which funds have already been allocated; encourages group to decide which courses could be postponed; redirects funds for immediate computer training.

4. You are currently supervising a group of five employees whose productivity is being affected by low morale and by the negative attitude of two employees.  One of these two employees is leaving your team in a few months.  What will you do to improve the productivity of your team?


Points to Consider in Applicant’s Response
(1)
Does nothing and waits until the problem disappears on its own with the departure of one of the two individuals uses intimidate to pressure staff into working harder; considers or attempts to have one or both employees let go, moved or transferred.

(3)
Meets with the two employees and tries to find out what the problem is; does not investigate larger team problem; assumes the two employees are to blame; does not work with team in mind; does not address morale problems; encourages staff to improve productivity by offering incentives.

(5)
Facilitates open communication with all staff; investigates the source of the problem to achieve greater team cooperation and productivity; initiates team building that includes himself/herself; encourages activities to increase morale; tries to motivate staff; is open to constructive criticism and is willing to effect changes.

5. You manage an informatics hotline service.  Your experts can be reached between 7:00 a.m. and 6:00 p.m., Monday – Friday.  Three experts, each working 37 hours a week, report to you.  How will you go about devising a work schedule that satisfies your employees and clients?


Points to consider in the candidate’s answer
(1) Hands over all responsibility for setting the schedule to the employees in question; they can work it out amongst themselves to cover the entire period.  Does not exercise any control over the agreement they reach.  Provides no suggestions or advice to help them work out a schedule.  Intervenes only if problems arise and supplies no constructive feedback beforehand. 

(2)  No team approach.  Shows no flexibility with regards to the employees’ needs and preferences.  Imposes the schedule.  Fails to provide for any systematic assessment of the schedule’s effectiveness.

(3) Give the employees some general instruction (e.g., the need to ensure that someone is available at all times during the working hours).  Allows staff to determine what they will do.  Does not work with the employees every step of the way in determining the schedule.  Does not provide for a systematic assessment of the schedule’s effectiveness. 

(4) Asks the employees for their preferences, and then provides them with a set schedule.  Does not really involve them in establishing the schedule.  No real team approach.  Shows a certain willingness to change the schedule after the fact, but does not provide for any regular assessment of the schedule’s effectiveness.

(5)
Wants to provide clients with the best possible service, while at the same time taking the employee’s need s and wishes into account.  Works together with the employees to devise the best possible schedule.  Shows flexibility.  Wants to try the schedule out to see whether our clients are receiving adequate service and whether the employees’ work load is reasonable.  Will amend the schedule if there are problems.  Provides for periodic assessment to ensure that everyone is satisfied.  Makes sure that someone is always available to meet client needs and that the employees feel accountable in this regard.

6. You are participating in management meetings exploring options to reduce staff in your organization.  You have been asked to use discretion in informing others about the options being discussed.  Members of your staff are worried and ask you about the rumors, which are circulating.  What would you do?

Points to consider in Applicant’s Response

(1) Openly informs staff of options discussed at management meeting; discusses options with staff, but requests that they keep the information confidential;

Requests permission from management committee to discuss options with staff; Tells staff that they are likely to benefit from the reorganization; is insensitive to employees’ concerns and tells them only to wait until a final decision is taken.
(3)
Attempts to reduce staff anxiety by explaining that no final decision has been made and that the rumored changes are not based on fact; encourages staff not to worry about their future role in the organization.

(5)
Attempts to reduce staff anxiety by explaining that no decision has yet been made and that premature speculation will only cause unnecessary confusion and concern among employees; indicates to staff that all options are being thoroughly considered to ensure that appropriate changes are implemented for the benefit of the whole unit; encourages staff not to listen to or spread rumors concerning potential changes because such rumors are creating confusion and anxiety among the employees; informs staff that when the final decision is made all employees will be officially informed of any changes to the organizational structure.
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