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The three questions that you can use to start writing your own performance profile
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Note: We stole these questions from Grant Zallis, co-founder of IAR Consulting and a good friend of ours. 









Understanding what each type of candidate needs is the first step
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Achievement pattern Why this + Why now Test for outcome

Intro
5 min

Screen
30-45 min

Q & A
5-10 min







• Use your performance 
profile to decide on a 
question for each outcome 
and competency – you’ll 
likely need to exclude a few 
or you’ll run out of time

• Decide how you’ll score 
each question – we use a 4-
point scale, and can usually 
align on “good answer vs. 
bad answer” in a 15 minute 
call w/ the interviewing 
team

• Give each interviewer a 
guide and instruct them to 
take notes – reviewing 
“what you heard” will be 
helpful when calibrating 



Send an interview primer to candidates ~48-72 hours in advance 

We send two pages to candidates ahead of time to share how the panel 
interview will work, and what types of questions we’ll ask them about



Q1 Q2 Q3 Q4 Q5 Q6 Q7 Q8 Q9 Q10

Opener and intro
5 min

Q&A
5-10 min

Warmup 
2 min

Interview
75-120 min
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 Asking for permission to dive deeper into a 
particular area or part of a story 

 “Shut you up” approach: Put your hand up and say 
something like “Wait wait wait, can I stop you there?” 

 “Excited to hear more” approach: Smile, match enthusiasm 
and use reflective listening to get them to stop talking 

 “Peeling the onion” on the details of the story, using three 
question types: “What, How, and Tell Me More” 

• “What is an example of that?”

• “What was your actual role and who else was 
involved?”

• “What results did you achieve?”  

• “How did you deal with that?” 

• “Tell me more about how you dealt with that person?”

NO

YES



We ask interviewers to score each question and enter it blind into a calibration worksheet – we 
then discuss differences in scores and take notes on “what we liked” and “what we still have 
questions on” before we arrive at a final decision (or a few candidates we want to vet further) 
















