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Interview Guide & Question Bank
Use the following interview agendas and question bank to customize questions for candidates at each step of your hiring process.





Preparing for Interviews
The interview is one of the most important aspects of your hiring process. During the interview, you get an idea of candidate fit for the role and your firm. To ensure you get the most out of your interviews, follow these simple best practices. 

· Build Questions in Advance: If you prepare your questions just before or during the interview, you won’t get consistency across candidates, making it harder to evaluate the best candidate for the position. 
· Ask questions that have a purpose: Having a purpose for each question ensures that you don’t get the right answer to the wrong question. While some questions are universal, you need to be sure that your questions ask specifics about the role which you are hiring for. A client service hire shouldn’t get the same questions an adviser hire. Be sure to ask questions that cover the following: 
a. Measure the 5 C’s of high performers - competence, contribution, commitment, culture and client-centric
b. Gauge experience within a specific skill set or ability needed to perform the role
· Include difficult or “think on your feet” questions to help identify the “rock star” factor
· Intentionally structure your questions: When deciding questions, you want to select questions that give you more information about a candidate. Remember to:
c. Avoid close-ended questions
d. Ask open-ended questions
e. Ask stacked questions to get a deeper understanding of the candidate’s thought process
· Ask candidates the SAME questions and take notes: This ensures that when it comes time to evaluate who the best candidate is, you can make an objective comparison. Memory is not a reliable evaluation tool. 
· Look for the “rock star” factor: You can teach a bright person anything, you can’t teach anyone to be bright. How a candidate responds to your carefully designed questions is important to evaluating fit. You are looking for qualities that demonstrate the ability to think and act independently, deal with grace under pressure and think fast in a quickly-changing environment. 

Sample interview agendas
The following pages include samples for each interview step in our 8-Step Hiring Process, plus a question bank that you can use to customize to the position.

· Pre-Screen E-mail
· Initial In-Person Agenda
· Team Interview Agenda
· Final Interview Agenda
· Question Bank
Interview Templates





Step 1: Write An Epic Ad
See Sample Job Post resource for examples of ads that will help you attract “rock star” applicants.

Step 2: Pre-Screen Examples - 5 Questions Sent Via Email
The pre-screen step of the process is designed to screen out the majority of candidates who are not the right fit for your position. This is a short email that asks candidates to take the first step in demonstrating their motivation, competency, and their fit for the position. If candidates do not respond to this step correctly, do not move them forward. If you want to weed out candidates who are outside your budget early in the process, you can include a question regarding ideal compensation.

Sample: 
Thank you for applying to the Client Service Associate at Firm Name. After initial review, we’d like you to move forward in our hiring process. During this next phase, our goal is to get a sense of your understanding of who we are and the industry we work in, as well as learn more about your background and experience. Please take the time to reply to this email with your answers to the below questions. 

1) Who are we - what services do we provide and who are our clients? (Competence & Contribution)
2) What is the difference between an investment manager and financial planner? (Competence & Contribution)
3) We promised to complete a task for a client on a specific date, but it is possible we may not be able to deliver on time. How do you handle this? (Culture & Client-Centric)
4) We have a client-first approach at our firm, tell me what this means to you. Give me an example of a time you saw a client-first approach in action? And a time you didn’t? (Culture & Client-Centric)
5) Why is your experience relevant to this job and why should we hire you? (Rock star Factor)

When you reply, please change the subject of this email to: Responses for Client Service Position and include a PDF of your cover letter and resume.

Step 3: Initial Interview Agenda: 30-Min Phone Interview
The initial interview is a phone interview that includes 6-10 questions and should take no more than 30 minutes. During this interview, if you find that a candidate is not a good fit from the beginning, don’t prolong the conversation – simply skip to the last question.

1. Who are we - what services do we provide and who are our clients?
2. Why is your experience relevant to this job? Give me a specific example that directly relates to the work you would be doing in this role?
· Discuss follow-up questions about specific experience (Tell me more about why you were successful in X experience? You used X system, tell me… etc.)
3. How would you describe your work style?
4. Share your favorite example of a time you went above and beyond to meet a commitment at work? What made this so important to you?  Tell me about a time someone in your office recognized your commitment in a way that made you feel good?
5. Tell me about how your career has evolved and why it has you applying for this position now?
6. What is your super power?
7. What is your ideal compensation range for the position?
8. What questions do you have for me?

Step 5: In-Person Interview Agenda: 1-Hour Interview
By now you should have a general idea of the candidates’ fit for the position, so the goal is to develop questions specific to the position that will help you gain a deeper understanding of whether the candidates’ experiences match the position needs, assess cultural fit and identify gaps or training they would need to be successful. 

INTRODUCTION
Welcome to the office: This should include preparing them what will occur (i.e. if you do skills testing or a team interview at the same time).
1. Give me an example of a time you completed a complicated service request for a client. What were the factors that made it complicated? What didn’t you know?
2. What place have you worked that had the best culture? What made it so? Why did that suit you so well?
3. Give me an example of a time you had multiple demands on your time and couldn’t make all your commitments. How did you handle it? 
4. What are the three biggest contributions you make in your current/last role? Tell me why each was so important?
5. We have a client-first approach at our firm. Tell me what this means to you? Give me an example of a time when you saw client-first in action? And a time you didn’t? 
6. How do you plan and organize your work? What doesn’t work about this system?

DISCUSSING GOALS & VISION
Share goals for firm. At this point if they haven’t asked about the firm goals, it is a red flag.
7. Describe your long-term goals.
8. Do you feel about the firm’s goals align with your own?
9. How might you like the position to grow in the future?

THE CANDIDATE’S EXPERIENCE AND HISTORY
10. Ask any predetermined and pending questions you have about the candidate’s resume and qualifications. This should be pre-prepared based strictly on evaluating relevant technical capabilities.
11. Ask whether the candidate has any questions regarding the position or the firm.
12. Conduct testing and case study if applicable.

ENDING THE INTERVIEW 
Let the candidate know that you are interviewing several candidates, and that YOU will be in contact with them in the next week with an update, include the following if you know they will move forward: 

· Set up skills testing, after which, if appropriate, we will:
· Set up assessment profile, after which, if appropriate, we will:
· Set up a final phone interview with a Consultant

Step 7: Team Interview (In Office Or At Lunch)
At this stage you are evaluating only your top candidates and their cultural fit. The structure of this interview is less formal and often done over lunch or in an informal setting such as grabbing coffee or lunch in a relaxed atmosphere conference room. 

The most important items to remember for this interview are: 

1. Prepare team members in advance
a. Ensure they know what they can and can’t ask or talk about during this time
b. Ensure they have a few questions that they consistently ask each candidate (remember keep questions the same for candidates)
2. Ask at least one or two questions that were covered in a previous interview – your goal is to see if their response changes considerably
3. Have team members share their role in the firm and how it relates to the position being hired for
4. Allow for natural conversation to occur, cultural fit is dynamic

Step 8: Final Interview
This interview is helpful in deciding between your final top 2 or 3 candidates. It can be done in person (or over the phone if needed). By this stage, if you have only one candidate who you wish to move forward, this can be paired with the offer.

INTRODUCTION
You are one of our final candidates for the position and I just have a few final questions to help us decide who the best fit for the position might be. 

1. What type of training would be most effective for your learning style? If you had only “trial by fire training,” how would you approach learning the job? 
2. How do you prefer to be managed?
3. What questions do you have following the team interview?
4. If offered the job, what do you think would be your biggest challenge? Why? How will you overcome it? 
5. What do you hope to accomplish in the first 90 days of the position?
6. What do you not know about our firm that you wish you knew?
7. What would make you not want to take this job?
8. When can you start work if you are hired?





Interview Question Bank




The below are additional questions you can consider using in your interview process. The list is not designed to be comprehensive. Remember, when designing interview questions, you should first define the skills and qualities you want to evaluate and then select questions that probe about those areas. If you know the qualities you need, a web search can be a great resource for finding relevant questions. 

Experience / Situation / Growth / Position Related
BACKGROUND AND EXPERIENCE / COMPETENCE
1. Tell me about how your career has evolved and why you are applying for this position now?
2. How is your experience relevant to this job and why should we hire you? 
3. How is your experience relevant to this job? Give me a specific example that directly relates to the work you would be doing in this role? Discuss follow-up questions about specific experiences (ex. Tell me more about why you were successful in X experience? You used X system, tell me… etc.)
4. What attracted you to financial services? Why? What don’t you like about our industry?
5. Describe your technical skills (or financial services experience) and how it is relevant to this position.
6. What was the most and least favorite part of your previous/current position?
7. Give me an example of a time you completed a complicated financial plan for a client? What were the factors that made it complicated? What didn’t you know at the outset? How did you get the information? 
8. Give me an example of a time you completed a complicated service request for a client. What were the factors that made it complicated? What didn’t you know?

9. What are the three biggest contributions you make in your current/last role? Tell me why each was so important?
10. Do you consider yourself a technical person, a people person, or both?

CAREER PATH & GROWTH GOALS 
1. What do you want to get out of this job?
2. How do you believe you could grow in this position in the future?
3. Do you feel the firm’s goals align with your own?
4. If you were hired, what would your goals for professional growth be in the next 3 years?
5. Share with me 5 goals you have previously set for yourself in your career. How many have you accomplished? What have been the reasons for your successful completion of them? How about those you have not completed?
6. Share one thing in your career that you have accomplished that gives you satisfaction. What is it? How tough was it to accomplish?
7. Share one thing in your career that you haven’t accomplished or gives you the most frustration. What is it? How are you handling it?
CHALLENGING / NON-TRADITIONAL / STRESS-TESTING QUESTIONS
1. If you could do a TED Talk, what would it be and why?
2. What super hero would you be?
3. How much luggage can you fit on a Boeing 757?
4. What did you like the most about your most recent position and what did you like the least?
5. What would make you not want this job?
6. Is there an absolute right and absolute wrong?  How do you decide what is right and what is wrong?
7. If offered the job, what do you think would be your biggest challenge? Why? How will you overcome it? 
8. What makes a job fun?

INTEREST IN THE POSITION / COMPENSATION
1. What attracted you to this ad?
2. Who are we - what services do we provide and who are our clients?
3. What is the minimum starting salary you will accept?
4. What is your ideal compensation range?

MANAGEMENT STYLE / TRAINING
1. What type of training would be most effective for your learning style? If you had only “trial by fire training,” how would you approach learning the job? 
2. How do you prefer to be managed?
3. What do you hope to accomplish in the first 90 days of the position? 
4. What do you not know about our firm that you wish you knew?
5. What would make you not want to take this job?

Behavioral Interview Questions
COMMITMENT / ACCOUNTABILITY 
1. When you are forced to change priorities or direction, how do you respond?  
2. When things keep coming at you and nothing seems to get completed, how do you feel?  When this happens, how do you handle the situation?
3. Tell me about a time when it was necessary to admit to others that you had made a mistake.  How did you handle it?
4. What is the worst business decision you ever made?  What made it the worst?  Would knowing what you do now have helped you to avoid making that decision?
5.  Give me an example of a lesson you have learned from making a mistake. What did you do differently going forward?
6. Describe a work situation where you had to accommodate someone else. How did it work out long-term?
7. Share your favorite example of a time you went above and beyond to meet a commitment at work? What made this so important to you?  Tell me about a time someone in your office recognized your commitment in a way that made you feel good?

CONTRIBUTION / SELF-MANAGEMENT
1. Give me an example of a time when you went and made something happen without much outside prodding.
2. How would you approach a new task that you’ve been assigned without being given much direction?
3. Describe a time when you were proactive.  Describe a time when you were reactive.  How did the results differ?
4. How would you describe your work style?
5. Give me a specific example of a project that you were responsible for organizing from beginning to end. How did you go about it? How did you deal with changes that arose? How did you ensure that the project stayed on track? What was the final outcome? What did you learn from this experience?
6. We have all had times where it was necessary to balance work and personal or family time. Give me an example of a time when you had too many things to do in both areas of your life and describe how you went about prioritizing your time. 
7. What is the difference between activity and results? How do you personally define this difference?
8. Give me an example of a project that you have completed and the outcome. Please give me the most essential components of that project that played the biggest role in its completion.
9. Have there been situations in your work experience when you were absolutely convinced that your rules or standards were superior to your employers?  If so, why were they better?  Were you able to convince your employers that yours were better?
10. Give me an example of a time when you or someone you know set aside their personal agenda for the sake of larger, business-oriented issues? What did you think of that?

CLIENT-CENTRIC
1. We have a client-first approach at our firm, tell me what this means to you? Give me an example of a time you saw client-first in action? And a time you didn’t? 
2. Give me an example of a time when you knew the customer was wrong, but you had to accommodate their wishes.  How did you handle it?  What did you say?  What did you do?  How did you feel about it?
3. Tell me about a situation where you were able to anticipate a customer’s needs before the customer even brought up what they wanted.
4. In your view, what makes some customers more valuable than others?  Should all customers be treated the same?
5. Give me an example of when you had to go the extra mile to meet a commitment that someone else had made to a customer.  What, specifically, did you do?  How did you feel about having to meet a commitment made by someone else?
6. Is there ever a time when a customer who is in error should be confronted?  If so, give me an example of when that would be and how you would do that.
7. What is your single biggest communication strength?  How do you know?  What is your greatest business success acquired as a result of this strength?
CULTURAL FIT
1. Describe for me the most difficult business relationship you have ever had to deal with.  Why was it so difficult?  What did you do to make the relationship go more smoothly?
2. What is the most stressful or difficult situation where you had to maintain your composure at work?  What did you do to maintain the composure?  How do you think you did?  If you had it to do over, what would you do the same?  Differently?
3. Describe the most difficult, demanding person you have ever encountered.  What made them so difficult?  What did you do to better understand and relate to them?
4. Give me a specific example of a situation where you had to develop a productive relationship with someone whose point of view was different from your own.  How did you go about sustaining the relationship?
5. What do you do to ensure that you are accurately listening to what another person is really saying and meaning?
6. How do you identify key stakeholders in a relationship? Give me an example of a time when you not only identified them but also maintained a positive relationship with a diverse group of people at all levels of an organization. 
7. Give me an example of a time when you overcame internal resistance or "politics" to an idea or project. How did you go about doing that?
8. Is there ever a time when your personal agenda should supersede the needs of your organization? If so, when?
9. Do you stop and listen to others or express your opinions quickly?  Give me examples and situations where both of these situations occurred.  What was the outcome?

FLEXIBILITY / CHANGE / PACE
1. Within your work environment, what single event, problem and/or unexpected situation has the potential to throw you off balance more than anything else?
2. Do you sometimes feel that things would be easier and better if there were fewer rules and procedures?  Please elaborate.
3. Describe your strategy for achieving and maintaining a comfortable level of balance in your life.
4. Give me an example of a time when you had to make a difficult transition. What made it difficult? How did you feel about it at the time? How did it work out?
5. How do you handle frequent interruptions by other people?  How about your response to people who ask you question after question?

PLANNING / ORGANIZATION / TIME MANAGEMENT
1. How much time do you normally spend planning on a weekly basis? Daily basis? Specifically, when do you plan for a specific week? For a day? How does your weekly planning differ from your daily planning? 
2. Tell me about your personal organization system. How do you organize your work area?
3. What system do you have in place to ensure that longer-term projects and goals are accomplished within the time frame that you have set?
4. When you find yourself losing focus on a project, how do you get back on track? 
5. Give me an example of a specific plan that you personally had established and then had to totally restructure it. How did you do it? Was it done on time?
6. Give me an example of how you planned a specific event, project or activity.
7. What time of the day are you at your best?  How do you organize your activities around your most productive times?
8. Have you ever faced a day in which you just couldn't get everything done that you had planned? How did you handle it? (If the position sometimes requires extra hours, simply ask the candidate if they are able to fulfill that requirement).
9. Do you consider yourself to be a good time manager? Share with me the planning system you use and show me how you use it.
10. How much time do you spend getting organized on a daily basis? When do you do it? What impact do you think this habit has on your results?
11. Tell me about a time when you missed a deadline. What were the consequences? What did you do differently the next time you faced a deadline?
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