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1. Introduction  

1.1 What the Toolkit Includes  

This toolkit is designed to help candidates and interviewers excel in competency-based 

interviews by providing:  

 50+ sample competency and performance-based interview questions with 

suggested answers  

 Detailed explanations of key competencies and why they matter  

 A guide to the STAR (Situation, Task, Action, Result) method for structuring 

answers  

 Examples of strong, well-structured responses  

 Tips for preparing for and succeeding in behavioral interviews  

Whether you are preparing for your next job interview or looking to improve your 

interviewing skills as a hiring manager, this toolkit provides the practical resources you 

need.  

1.2 How to Use the Toolkit (with STAR/Behavioral Answer 

Structuring)  

Competency-based interviews, also known as behavioral interviews, assess how you 

have demonstrated specific skills or behaviors in past situations. The best way to 

answer these questions is to use the STAR method:  
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 Situation: Briefly set the context for your example.  

 Task: Explain what you needed to achieve or the challenge you faced.  

 Action: Describe the specific steps you took to address the task or problem.  

 Result: Share the outcome, impact, or what you learned.  

Example STAR Answer:  

 Question: Tell me about a time you had to meet a tight deadline.  

 Situation: In my previous role as a marketing coordinator, we had a last-minute 

opportunity to participate in a major industry event.  

 Task: My task was to create promotional materials and coordinate our 

team's logistics within a week.  

 Action: I quickly outlined a project plan, delegated tasks, and held daily check-

ins to monitor progress. I also communicated closely with vendors to 

ensure timely delivery.  

 Result: We successfully launched our campaign on time, increasing our event 

engagement by 40% compared to the previous year.  

Use STAR for every answer. Review each question in this toolkit, reflect on your 

relevant experiences, and practice articulating your responses using the STAR 

structure.  

1.3 Why Competency-Based Interviewing Matters  

Competency-based interviewing is effective because it:  
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 Focuses on real-life examples, reducing the risk of generic or rehearsed answers  

 Helps employers predict future job performance based on past behaviors  

 Ensures a fair and structured assessment of all candidates  

 Allows candidates to showcase the depth and impact of their skills  

For example, instead of asking, "Are you a good team player?" a competency-based 

interview might ask, "Describe a time you worked successfully in a team to achieve a 

challenging goal." This approach encourages you to provide concrete evidence of your 

abilities.  

By mastering behavioral interview techniques and preparing with this toolkit, you can 

increase your confidence and improve your chances of landing your desired role.  
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Core Performance Management Questions (1–20) 

1. How is performance management defined? 

Performance management is a continuous organizational process that establishes 

expectations, monitors progress, provides feedback, and supports development to 

ensure outcomes align with strategic goals. 

2. What is the approach to setting performance expectations? 

Effective performance expectations combine SMART goals with competency-based 

behaviours, clarifying both the results to be achieved and the manner in which they 

should be delivered. 

3. What strategies are used to measure employee performance? 

Performance measurement relies on a blend of quantitative KPIs, qualitative 

behavioural indicators, and evidence-based assessments, supported by consistent 

documentation and ongoing review cycles. 

4. How is underperformance handled? 

Underperformance is addressed by identifying gaps early, defining expected standards, 

providing structured feedback, and implementing improvement plans with clear 

milestones and monitoring. 

5. How can employee performance be improved? 
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Performance improvement is achieved by identifying specific competency gaps, offering 

targeted development opportunities, establishing measurable progress indicators, and 

reviewing performance at defined intervals. 

6. How are feedback and coaching provided? 

Feedback and coaching follow a timely, objective, and behaviour-focused approach, 

emphasizing observable actions, their impact, and clear guidance for improvement or 

reinforcement. 

7. How are performance discussions conducted? 

Performance discussions use a structured, evidence-based framework that highlights 

achievements, addresses gaps, explores root causes, and aligns expectations with future 

goals. 

8. What is the experience with performance improvement plans? 

Performance improvement plans outline specific behaviours, measurable outcomes, 

timelines, and required support mechanisms to help individuals meet established 

standards. 

9. What techniques are used to recognize and reward high performers? 

Recognition practices may include public acknowledgment, differentiated rewards, 

advancement opportunities, skill-building assignments, and transparent performance-

based criteria. 

10. How are disagreements in performance evaluations handled? 
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Disagreements are addressed through clear documentation, reference to established 

criteria, comparison of evidence, and recalibration discussions to ensure fairness and 

objectivity. 

11. How are performance issues within a team addressed? 

Performance issues are managed by identifying gaps, clarifying expectations, facilitating 

constructive conversations, and defining corrective actions aligned with competency 

requirements. 

12. How are struggling employees supported? 

Support includes clear guidance, structured development plans, skill-building 

resources, coaching sessions, and regular follow-ups to monitor progress. 

13. How are fairness and objectivity ensured? 

Fairness is achieved through standardized competency frameworks, consistent rating 

scales, documented evidence, evaluator training, and minimizing subjective biases. 

14. How are goals aligned with performance metrics? 

Goals are aligned by linking organizational priorities with measurable KPIs and 

matching them to relevant competencies that drive successful execution. 

15. How is performance tracked over time? 

Performance is tracked using dashboards, progress reviews, documentation records, 

continuous feedback loops, and comparison of outcomes to established expectations. 

16. How are performance discussions managed across diverse preferences? 
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Discussions incorporate adaptable communication styles, clear structure, empathy-

based listening, and consistent reference to objective performance criteria. 

17. What is an example of a tough performance decision? 

Tough decisions often involve reallocating responsibilities, implementing formal 

improvement plans, or determining role suitability based on sustained performance 

patterns. 

18. How is a continuous feedback culture fostered? 

A continuous feedback culture is created by encouraging regular check-ins, using real-

time feedback tools, reinforcing constructive communication norms, and normalizing 

open dialogue. 

19. How are skills gaps within a team addressed? 

Skill gaps are identified through assessments, performance data, and competency 

reviews, followed by targeted training, mentoring, and development initiatives. 

20. What is the experience with performance reviews and appraisals? 

Performance reviews and appraisals follow structured evaluation cycles, incorporate 

evidence-based assessments, align outcomes with competencies, and provide a 

foundation for development and organizational decisions. 
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Competency-Based Behavioural Questions (21–35) 

21. Tell me about a time you led a team to meet a tight deadline. 

Effective leadership during tight deadlines involves clarifying priorities, allocating 

responsibilities based on strengths, removing blockers, and maintaining open 

communication to ensure timely completion. 

22. Describe a situation where conflicting tasks had to be prioritized. 

Conflicting tasks are managed by assessing urgency, business impact, stakeholder 

expectations, and available resources, followed by a clear sequencing of tasks to 

maintain productivity and reduce risk. 

23. Give an example of working outside the comfort zone. 

Working outside a comfort zone typically involves adapting to unfamiliar 

responsibilities, learning new tools or processes, and applying structured problem-

solving methods to deliver expected outcomes. 

24. Tell me about a time a complex problem was solved under pressure. 

Solving complex problems under pressure requires breaking the issue into manageable 

components, analysing available data, consulting relevant expertise, and implementing 

a timely, viable solution. 

25. Describe how a disagreement with a coworker was handled. 
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Disagreements are managed through calm dialogue, active listening, clarification of 

misunderstandings, and alignment on shared objectives, resulting in a constructive 

resolution. 

26. Share a success story demonstrating accountability. 

Accountability is demonstrated by taking ownership of commitments, proactively 

addressing challenges, communicating progress, and ensuring outcomes meet expected 

standards. 

27. When has someone gone above and beyond for a team goal? 

Going above and beyond involves taking additional initiative, supporting team 

members, and contributing beyond assigned responsibilities to ensure collective 

success. 

28. Give an example of handling rapid change at work. 

Handling rapid change requires flexibility, quick reassessment of priorities, adoption of 

new processes or tools, and maintaining clear communication to support smooth 

transition. 

29. How have others been motivated during a challenging phase? 

Motivation during difficult periods is encouraged by providing clarity, reinforcing 

purpose, recognizing progress, and offering support that strengthens confidence and 

engagement. 

30. Describe a time a skill gap was identified and closed. 
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Skill gaps are identified through performance observations, feedback, and competency 

assessments, then addressed with targeted learning, practice opportunities, and 

evaluation of improvement. 

31. Tell me about a time someone was coached to improve their work. 

Coaching for improvement involves offering constructive feedback, setting clear 

expectations, providing guidance or resources, and reviewing progress at regular 

intervals. 

32. When was persuasion used to help others adopt an idea? 

Persuasion relies on presenting clear reasoning, demonstrating benefits, addressing 

concerns, and building alignment to secure agreement from stakeholders. 

33. Explain how data is used to make decisions. 

Data-driven decision-making involves gathering relevant information, identifying 

patterns, evaluating risks, and selecting actions supported by objective evidence. 

34. Describe a situation that tested resilience. 

Resilience is demonstrated by maintaining focus through setbacks, adjusting strategies 

as needed, and continuing to pursue goals despite challenges. 

35. Give an example of building trust within a team. 

Trust is built through consistent communication, reliability, transparency, and 

demonstrating respect for diverse perspectives and contributions. 

Advanced Leadership & Strategy Questions (36–50+) 
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36. How is performance management aligned with business strategy? 

Alignment occurs when organizational goals, role expectations, KPIs, and competencies 

are directly linked to strategic priorities, ensuring that performance contributions 

support long-term objectives. 

37. What challenges typically arise when implementing performance systems? 

Common challenges include unclear expectations, insufficient manager capability, 

resistance to change, overly complex processes, inconsistent adoption, and gaps 

between metrics and real work outcomes. 

38. How are competency frameworks kept relevant? 

Relevance is maintained through periodic reviews, stakeholder input, benchmarking 

against industry trends, and updates that reflect evolving roles, emerging skills, and 

strategic requirements. 

39. How is succession planning supported through competency data? 

Competency data identifies readiness levels, strengths, development needs, and 

potential risks, enabling structured talent pipelines and targeted development for 

critical roles. 

40. How does performance data drive organizational decisions? 

Performance data informs workforce planning, learning investments, compensation 

decisions, leadership development, restructuring needs, and strategic capability-

building initiatives. 
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41. What defines success in a competency-based system? 

Success is reflected through improved role clarity, reduced bias, stronger development 

outcomes, consistent evaluations, enhanced leadership pipelines, and measurable 

performance improvements. 

42. How is change managed during performance management transformations? 

Effective change management includes clear communication, leadership sponsorship, 

user training, simplified processes, continuous feedback loops, and phased 

implementation to ensure adoption. 

43. How does performance management shape culture? 

Performance management influences culture by reinforcing desired behaviours, 

encouraging accountability, enabling transparent communication, and promoting 

continuous improvement and learning. 

44. How are leaders coached when they struggle with performance 

conversations? 

Leader development includes training in structured dialogue models, building 

emotional intelligence, practicing feedback delivery, and using competency-based 

evidence to guide conversations. 

45. Describe the integration of performance systems with HR technology. 

Integration involves aligning performance processes with HRIS, talent management 

platforms, analytics dashboards, and continuous feedback tools to enable automation, 

tracking, and data-driven insights. 
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46. How is the balance maintained between short-term performance goals and 

development? 

Balance is achieved by combining near-term KPIs with development plans, ensuring 

both capability growth and operational delivery are supported simultaneously. 

47. How is performance management handled across remote or hybrid teams? 

Remote performance management requires clear expectations, outcome-based metrics, 

virtual collaboration norms, frequent check-ins, and tools that maintain visibility and 

connection. 

48. How are performance outcomes improved using analytics? 

Analytics identify performance trends, skill gaps, productivity bottlenecks, engagement 

drivers, and high-impact development areas, enabling targeted interventions and 

predictive insights. 

49. What is involved in leading organization-wide performance initiatives? 

Large-scale initiatives require strategic alignment, stakeholder engagement, change 

management planning, training programs, technology enablement, and continuous 

evaluation of system effectiveness. 

50. How is competency-based evaluation advocated to sceptical stakeholders? 

Advocacy is strengthened by demonstrating the benefits-reduced bias, clearer 

expectations, improved development outcomes, stronger succession pipelines-and 

supporting decisions with evidence and case studies. 
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Optional Bonus Questions 

51. How do AI tools support modern performance management? 

AI enhances performance systems through real-time insights, predictive analytics, 

unbiased assessment models, and automated feedback mechanisms. 

52. How are 360-degree reviews used effectively? 

360-degree reviews are effective when supported by clear competencies, trained raters, 

structured feedback summaries, and development-focused follow-through. 

53. How are KPIs connected to behavioural competencies? 

KPIs define measurable outcomes, while competencies define behaviours that enable 

those outcomes; linking them ensures balanced evaluation. 

54. How is performance measured for remote teams using digital metrics? 

Measurement includes output-based indicators, task completion data, collaboration 

analytics, and engagement patterns captured through digital tools. 
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Summary & Interview Tips 

Presenting strong, competency-based answers requires clarity, structure, and 

confidence. Interviews based on competencies are designed to evaluate not only 

outcomes but also the behaviours, decisions, and thought processes that guide 

performance. Effective responses demonstrate a clear understanding of the competency 

being assessed, the context in which it applies, and the measurable impact of the actions 

taken. Confidence is conveyed through steady pacing, concise explanations, and a well-

organized narrative. Using structured formats such as STAR (Situation, Task, Action, 

Result) or CAR (Context, Action, Result) helps ensure responses remain relevant and 

evidence-driven. Demonstrating awareness of how competencies link to organizational 

values and strategic objectives enhances the credibility of each answer and positions 

the candidate as someone who understands performance from a broader, systems-level 

perspective. 

A strong interview also includes a thoughtful conclusion that reinforces key strengths 

and demonstrates genuine engagement. Closing statements can summarize core 

capabilities, highlight alignment with competency expectations, and convey readiness to 

contribute effectively. A well-crafted closing signals preparedness and professionalism. 

Additionally, asking insightful probing questions shows strategic thinking and interest 

in long-term growth. Questions may explore the competencies most critical for success 

in the role, the organization’s approach to feedback and performance development, or 

how competencies are integrated into goal-setting and review cycles. Inquiry into the 

first 90-day expectations or opportunities to contribute to strategic initiatives further 
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demonstrates initiative and forward-thinking. Together, strong answers, avoidance of 

common pitfalls, and thoughtful closing interactions contribute to a polished, confident 

interview performance. 
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