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COMPETENCY-BASED  
INTERVIEWS FOR INTERVIEWERS 

 

VIRTUAL RESOURCE SET 
Refreshers, FAQs, good-practice examples, recurring pitfalls, quick aids for post-training reinforcement. 

Purpose 
Support participants after the live sessions with short, reusable 
resources. 

Primary users HR colleagues, line managers, panel members, interview leads. 

Use cases 
Pre-interview refresh, panel briefings, self-check, post-interview 
calibration, coaching follow-up. 

Format Digital resource pack for PDF circulation and internal upload. 

 

Recommended use of the virtual set 

─ Download relevant page or section before a panel interview cycle rather than 
sending the whole training pack again. 

─ Use as reinforcement between group training and one-to-one coaching. 
─ Keep the FAQs and pitfalls pages available during calibration meetings. 
─ Treat these resources as supplements to the main guidebook, workbook, forms, 

and observation sheets. 

 

Created By 
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Resource pack contents 

1. Quick refreshers 

2. Frequently asked questions 

3. Good-practice examples 

4. Recurring pitfalls and how to correct them 

5. Quick job aids 

6. Panel chair briefing note 

7. Line manager one-pager 

8. Probe bank by competency theme 

 

This pack is designed to reinforce the logic established in the live programme: 
competencies as behaviour in context, evidence over impression, disciplined probing, 
short neutral notes, common rating anchors, bias control, and coaching follow-through. 
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1. Quick refreshers 

Refresher 1. What is a competency in interview assessment? 

For interviewing purposes, the most useful competency is the behaviour or action that 
links capability to result. KSAOs may predict performance and outcomes may tell us 
something happened, but the interviewer is listening for what the candidate actually did 
in a real situation. That is why competency questions must pull out examples, 
behaviours, decisions, context, and consequences rather than polished general claims. 

30-second reminder 

→ Predictors are not the same as demonstrated competence. 
→ Outcomes matter, but don’t tell you by themselves what behaviour created them. 
→ Interview evidence is strongest when the candidate can describe a real situation, a 

clear action, and a traceable result. 

Refresher 2. The interviewer’s sequence 

Step What the interviewer does 

Prepare 
Know the role, the competency target, and the evidence standard before the 
interview starts. 

Ask Use an opening question that asks for a real example rather than self-description. 

Probe Clarify context, ownership, action, judgement, and outcome. 

Record Take short, neutral notes that another assessor could understand. 

Rate Score from evidence using the agreed scale and anchors. 

Refresher 3. The probing ladder 

# Focus Useful probe 

1 Context What was happening? Why did this matter? 

2 Ownership What part was yours? Who else was involved? 

3 Action What did you actually do? In what sequence? 

4 Judgement 
How did you choose that approach? What trade-offs were 
present? 

5 Outcome What happened? What changed? How do you know? 
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Refresher 4. Four things to write in your notes 

1. Situation or context 
2. Behaviour actually described 
3. Outcome or consequence 
4. Basis of judgement 

Good notes are short, neutral, and traceable back to the candidate’s own evidence. 
Avoid broad labels such as strong communicator, impressive, strategic thinker, or 
probably good collaborator. 

Refresher 5. Five-point rating logic 

Score Band Meaning 

1 
Minimal / 
unclear 

No relevant or weak evidence; mostly claims, unclear ownership, 
weak relevance to situation or role. 

2 
Limited / 
partial 

Some useful evidence but incomplete, thin, or weakly supported. 

3 
Competent 
threshold 

Clear example with reasonable evidence and acceptable 
judgement. 

4 
Strong 
evidence 

Good depth, ownership, reasoning, and consequence. 

5 
Superior / 
highly credible 

Rich evidence, disciplined judgement, strong result, and useful 
reflection. 
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2. Frequently asked questions 

What if the candidate gives a very general answer? 

Bring them back to a real example. Ask for a specific situation, what they personally did, 
and what followed. 

What if the candidate keeps saying “we”? 

Use ownership probes. Ask what part was theirs, who else was involved, and what they 
personally decided, initiated, changed, or monitored. 

Can a strong outcome compensate for weak evidence of behaviour? 

No. Outcomes matter, but the interviewer still needs to understand the behaviour and 
judgement that contributed to the result. 

What if the answer sounds polished but still feels shallow? 

Reward detail, sequence, ownership, and traceable consequence. Do not confuse 
fluency or confidence with evidence quality. 

Should every panel member ask questions freely? 

Not usually. Consistency improves when the panel uses roles, such as lead interviewer, 
probe interviewer, observation/scoring lead, and HR/standards role. 

How many probes are enough? 

Enough to clarify the evidence. Once context, ownership, action, judgement, and 
outcome are reasonably clear, further probing can become repetitive or leading. 

What if there is not enough time in the interview? 

That is exactly why structure matters. A focused opening question, disciplined probes, 
and concise note-taking improve quality under time pressure. 

Can we score from memory after the interview ends? 

It is risky. Scoring discussion is only as strong as the notes behind it. 
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3. Why interviewer capability matters 

Example A. Strong competency question design 

Competency target Assesses evidence objectively and reaches a balanced judgement. 

Primary question 
Describe a time when you had to evaluate incomplete or mixed 
information before making a recommendation or decision. 

Useful probes 

What evidence did you rely on most, and why? 
What alternatives did you consider? 
How did you guard against bias or assumption? 
What was the outcome of your judgement? 

Why this works 
It starts from a role-relevant behaviour, asks for a real example, and 
prepares probes that test judgement, ownership, and consequence. 

Example B. Good evidence note versus weak note 

Good evidence note Weak note 

Led weekly cross-team review; flagged risk 
early; changed sequence; reduced delay by 
two weeks. 

Strong communicator. Impressive.  
Probably good collaborator. 

Why it works: short, neutral, behaviour-based, 
and traceable. 

Why it fails: impression-led, vague, and 
impossible to calibrate cleanly. 

Example C. Strong calibration discussion 

Questions a good panel asks 

→ What evidence supports this score? 
→ Which notes are strongest? 
→ Are we scoring behaviour or simply liking the answer? 
→ What would need to be present for one score higher? 
→ Are we mixing role fit with interview performance? 
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4. Recurring pitfalls and how to correct them 

Pitfall What it looks like Correction 

Halo / horns 
A strong or weak first 
impression colours all later 
judgement. 

Score each competency 
separately and return to notes 
before rating. 

Similarity bias 
The panel overvalues what feels 
familiar or culturally 
comfortable. 

Ask what evidence was shown, 
not how comfortable the style 
felt. 

Leading probes 
The interviewer accidentally 
supplies the answer path. 

Use neutral probes and stop 
when evidence is sufficient. 

Overweighting 
confidence 

A polished answer sounds 
strong without enough 
substance. 

Reward detail, sequence, 
ownership, reasoning, and 
outcomes. 

Outcome-only scoring 
A good result is treated as 
enough even when behaviour is 
unclear. 

Check behaviour and 
judgement before accepting the 
strength of the outcome. 

One practical reality 

→ Bias control depends on process discipline as much as awareness. 
→ Question design, note structure, rating anchors, and calibration discussion are part of 

quality control, not add-ons. 
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5. Quick job aids 

Job Aid 1. One-minute pre-interview checklist 

→ Do I know the role, the competency target, and the evidence standard? 
→ Do I have a clear opening question and planned probes? 
→ Do I know who is doing what on the panel? 
→ Am I ready to capture evidence, not impressions? 

Job Aid 2. In-interview self-check 

→ Am I asking for a real example? 
→ Have I clarified context, ownership, action, judgement, and outcome? 
→ Am I keeping probes neutral? 
→ Are my notes short, traceable, and usable? 

Job Aid 3. Pre-score check 

→ Is the situation real and relevant? 
→ Is the behaviour clearly evidenced? 
→ Is the outcome traceable? 
→ Could another assessor understand why this score was given? 

Job Aid 4. Mini panel briefing script 

Suggested opening from the lead interviewer or HR/standards role before panel begins: 

“Today we will work from the agreed question set, keep probes neutral, record 
evidence rather than impressions, and use the same rating logic across candidates. If 
scores differ, we will return to the notes and the evidence.” 
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6. Panel chair briefing note 
Practical operating note for the lead interviewer or panel chair. 

Purpose Keep the panel structured, fair, evidence-led, and time-disciplined. 

Use when Before and during live panel interviews. 

Core rule The chair manages process so the panel can make better judgement. 

Before the interview 

→ Confirm the role, priority competencies, question set, and rating logic. 
→ Allocate panel roles: lead interviewer, probe interviewer, observation/scoring lead, 

HR/standards role. 
→ Agree time discipline and the order of questioning. 
→ Remind the panel that notes should capture evidence, not impressions. 
→ Set the expectation that calibration will return to notes and evidence if scores differ. 

During the interview 

→ Open the interview clearly and explain the structure. 
→ Keep the panel on the agreed question set. 
→ Invite probes only where evidence needs clarification. 
→ Stop leading or repetitive follow-up questions. 
→ Watch for drift into style-based or intuition-based judgement. 
→ Protect enough time for brief independent scoring before discussion. 

During calibration 

→ Ask: what evidence supports this score? 
→ Ask: which notes are strongest? 
→ Ask: are we scoring behaviour or simply liking the answer? 
→ Ask: what would need to be present for one score higher? 
→ Resolve disagreement by returning to evidence, not seniority or force of opinion. 

Suggested panel-chair opening script 

→ We will work from the agreed competency questions, keep probes neutral, and score 
from evidence rather than confidence or affinity. 

→ Please note what the candidate actually did, the context, and the outcome. 
→ If our scores differ, we will return to the notes and calibrate from evidence. 

At the close 

→ Confirm final scores and any key rationale needing documentation. 
→ Ensure follow-up points for coaching, reporting, or validation are captured. 
→ Check that the record is clean enough for another assessor to understand. 
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7. Line manager one-pager (tips)  
What HR needs from you in competency interviews. 
Practical expectations for line managers involved in interviewing. 

The simple point here 

→ You don’t need to be an HR specialist to be effective in competency interviews. 
→ You do need to stay evidence-led, structured, and fair. 
→ Your value is strongest when you help the panel judge real role-relevant behaviour. 

Before the interview 

→ Know the role and what good performance looks like in practice. 
→ Understand the key competencies to be tested. 
→ Review the agreed question set and any role-specific clarifiers. 
→ Be ready to separate evidence from instinct or personal preference. 

During the interview 

→ Ask for real examples rather than broad claims. 
→ Use neutral probes to clarify context, ownership, action, judgement, and outcome. 
→ Record short evidence notes rather than labels or impressions. 
→ Stay within the agreed process and panel role structure. 
→ Do not score confidence, fluency, or likeability as substitutes for evidence. 

After the interview 

→ Score from evidence using the agreed anchors. 
→ Explain your judgement from the notes if scores differ. 
→ Help identify any role-specific follow-up points or risks. 
→ Support consistency across candidates and across departments. 

Do this Avoid this 

Ask for a specific example. Ask broad questions about general strengths. 

Clarify what part was candidate's own. Accept 'we' language without testing ownership. 

Write evidence in short neutral notes. Write impression labels such as 'strong' or 'good fit'. 

Calibrate from evidence. Argue from instinct, seniority, personal preference. 

A useful line-manager mindset 

→ Your role is not to decide whether you liked the conversation. 
→ Your role is to help the panel judge whether the candidate demonstrated the 

behaviour that matters for the role. 
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8.  Probe bank by competency theme 
Role-neutral follow-up probes for live interviewing, panel use, and coaching refreshers. 

Purpose 
Provide ready-to-use neutral probes that help interviewers clarify 
evidence without leading the candidate. 

Use when 
After the opening question, when evidence needs more depth, 
ownership, judgement, or outcome clarity. 

Best use 
Select only the probes that are needed. Stop once evidence is 
sufficient. 

Reminder Probes are for clarification, not rescue. 

Core discipline 

→ Stay neutral. Do not suggest the answer path. 
→ Use probes to test context, ownership, action, judgement, and outcome. 
→ Do not reward more talking by itself; reward clearer evidence. 
→ If ownership remains unclear, keep bringing the candidate back to what they 

personally did. 

How to Use the Probe Bank 

→ Start with the competency to be evidenced, not with the probe itself. 
→ Use the opening question first. Then use probes only where evidence is incomplete 

or unclear. 
→ Keep the sequence practical: context → ownership → action → judgement → outcome. 
→ Where the answer is already clear and sufficient, move on rather than over-probing. 
→ Use the same general probe logic across candidates for fairness and consistency. 

Universal Core Probes 

# Focus Useful probe 

1 Context What was happening at that point, and why did it matter? 

2 Ownership What part was yours, and who else was involved? 

3 Action What did you actually do first, and what did you do next? 

4 Judgement How did you decide on that approach? 

5 Outcome What happened as a result, and how do you know? 
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1. Judgement and decision-making 

Use when role requires: balanced judgement, recommendation quality, prioritisation, 
decision discipline. 

# Neutral follow-up probes 

1 What evidence did you rely on most, and why? 

2 What alternatives did you consider before deciding? 

3 What trade-offs were present in that situation? 

4 What uncertainty did you have to work with? 

5 How did you guard against assumption or bias? 

6 What would have made you choose a different route? 

7 How did you test whether your decision was sound? 

2. Analytical discipline 

Use when assessing analytical thinking, evidence handling, interpretation, or structured 
problem-solving. 

# Neutral follow-up probes 

1 How did you break the issue down? 

2 What information was missing, and how did you deal with that? 

3 Which indicators or signals mattered most? 

4 How did you distinguish signal from noise? 

5 What pattern did you notice that others may have missed? 

6 How did you test your interpretation before acting on it? 

7 What part of the analysis shaped the final recommendation most strongly? 

3. Collaboration and stakeholder handling 

Use when the role depends on working across teams, functions, interests, or 
relationships. 

# Neutral follow-up probes 

1 Who else was involved, and what part was yours? 

2 How did you align people with different views or incentives? 

3 Where was the tension or friction, and how did you handle it? 
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4 What did you do when others did not initially agree? 

5 How did you decide who needed to be involved and when? 

6 What did you do to maintain progress across different stakeholders? 

7 How did you know the collaboration was effective? 

4. Communication and clarity 

Use when testing how the candidate explains, frames, influences, or adapts 
communication. 

# Neutral follow-up probes 

1 How did you frame the issue for others? 

2 What did you do to make the message clear? 

3 How did you adjust communication for different audiences? 

4 How did you check that people understood your message? 

5 What was difficult about the communication in that situation? 

6 How did you handle misunderstanding or resistance? 

7 What response did your communication produce? 

5. Leadership and influence 

Use when assessing leadership behaviour, informal influence, mobilisation, or 
directional clarity. 

# Neutral follow-up probes 

1 How did you create momentum in that situation? 

2 What did you do when others hesitated or resisted? 

3 How did you influence the direction without relying only on authority? 

4 What judgement did you make about when to push and when to adapt? 

5 How did you bring others with you? 

6 What part of the outcome was directly shaped by your intervention? 

7 How did you judge whether your approach was working? 

6. Adaptability and learning 

Use when role requires adjustment, learning speed, resilience, or behavioural flexibility. 

# Neutral follow-up probes 
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1 What changed, and how did you adjust? 

2 What did you have to unlearn, revise, or let go of? 

3 What did you do when your first approach did not work? 

4 How did you decide what needed to change and what should remain stable? 

5 What did you learn from that experience? 

6 What would you do differently now? 

7 What have you changed in your practice since then? 

7. Execution and delivery 

Use when testing: follow-through, sequencing, delivery discipline, response to obstacles. 

# Neutral follow-up probes 

1 What did you do first, and why? 

2 How did you sequence the work? 

3 What obstacle mattered most, and how did you respond? 

4 How did you keep delivery on track? 

5 What compromises, if any, did you have to make? 

6 How did you monitor progress during the work? 

7 What result followed from your actions? 

8. Risk, escalation, and standards 

Use when the role involves governance, control, escalation judgement, procedural 
integrity, or fairness. 

# Neutral follow-up probes 

1 At what point did you judge the issue needed escalation? 

2 What risk were you trying to reduce or contain? 

3 What standard, rule, or threshold influenced your action? 

4 How did you balance speed with control or governance? 

5 What made this more than a routine issue? 

6 How did you ensure the process remained fair or compliant? 

7 What happened after you escalated or intervened? 

 



 
 

IsDB Competency Interviewing Programme | Virtual Resource Set | Created by ORGMASTR 2026 16 
 

9. Customer, client, or service orientation 

Use when the role depends on service judgement, user focus, stakeholder 
responsiveness, or quality of response. 

# Neutral follow-up probes 

1 What was the underlying need or issue from the user or client perspective? 

2 How did you decide what a good response looked like? 

3 What did you do when the initial response was not enough? 

4 How did you balance responsiveness with other constraints or standards? 

5 How did you know the issue had been resolved well? 

6 What feedback or signal told you the response was effective? 

7 What would you improve next time? 

10. Organisational stewardship and professionalism 

Use when testing reliability, institutional standards, professionalism, and sound 
representation of the organisation. 

# Neutral follow-up probes 

1 What standard or obligation were you especially conscious of in that situation? 

2 How did you make sure your behaviour reflected that standard? 

3 What did you do when convenience conflicted with what was professionally right? 

4 How did you maintain integrity under pressure? 

5 What judgement did you make about the organisation’s wider interest? 

6 What did you do that signalled professionalism to others? 

7 What would have counted as a poor standard in that situation? 

Recovery Probes for Weak Answers 

→ Can you give a specific example rather than a general approach? 
→ What was the real context in that case? 
→ What part was yours personally? 
→ What did you actually do? 
→ What happened as a result? 
→ What did you learn from that? 
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Probes to avoid 

Avoid this Why it is weak 

So you handled that well, right? Leading; it supplies the judgement. 

You must have been the key person then? Leading; it presumes ownership. 

Would you say communication is one of 
your strengths? 

Too general; invites self-description. 

Everyone agreed with you in the end? 
Too narrow; it may confuse agreement with 
quality. 

 

Final reminder 

→ A probe bank supports better interviewing only when it is used with judgement. 
→ The goal is clearer evidence, not more conversation. 
→ Use probes to help the panel understand behaviour in context, then move to 

scoring and calibration from the notes. 

 

 

 

 

 

 

 

 

 

Closing Note 

A competency interview is strongest when it focuses on behaviour, context, and 
outcome rather than on self-description alone. Interviewers uphold both selection 
quality and corporate standards through objectivity, probing discipline, and clean 
documentation. Evidence quality should drive scoring; confidence, fluency, and 
likeability should not. The rest of the programme translates these principles into applied 
capability through exercises, forms, coaching, refreshers, and reporting tools. 
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