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MASTERING THE
ART OF
BEHAVIORAL
INTERVIEWS: STAR
INTERVIEW
QUESTIONS FOR
MANAGERS

H i r i n g  t h e  r i g h t
manager is one of the
most  critical  decisions
any  organization  can
make. A manager sets
the tone for their team,
drives  performance,
and  directly  influences
employee  retention
and  company  culture.
Y e t ,  t r a d i t i o n a l

interview questions like
"Tell  me  about  your
strengths"  often  yield
rehearsed,  shallow
answers  that  reveal
l i t t l e  a b o u t  a
candidate's  actual
capabilities.  This  is
w h e r e  t h e  S T A R
method transforms the
hiring  process.  For
hiring  managers  and
HR  p ro fess iona l s
seeking  to  identify
t ru ly  except iona l
leadership  talent,
understanding  and
implementing  STAR
interview questions for
managers is not just a
best  practice—it  is  a
strategic necessity.
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T h e  S T A R
method—which  stands
for  Situation,  Task,
Action, and Result—is a
structured  behavioral
interviewing technique.
It  prompts  candidates
to  provide  real-world
examples  from  their
past  exper iences,
allowing  interviewers
t o  a s s e s s  h o w  a
manager  has  actually
handled  specific
s i t u a t i o n s .  T h i s
approach  is  far  more
predictive  of  future
performance  than
hypothetical questions.
W h e n  y o u  a s k  a
candidate, "Describe a
t i m e  y o u  h a d  t o
manage  a  conflict  on
your team," you invite
a narrative that reveals
their  problem-solving
style,  communication
skills,  and  leadership
philosophy  in  action.

Why
STAR
Questions
Are
Essential
for Hiring
Managers
Behavioral interviewing
based  on  the  STAR
framework  has  gained
widespread  adoption
because it addresses a
fundamental  truth:
past behavior is one of
the  best  predictors  of
future behavior.  When
you  are  evaluating
s o m e o n e  f o r  a
managerial  role,  you
need evidence of their
abil ity  to  navigate
complex  interpersonal
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dynamics, make tough
d e c i s i o n s  u n d e r
pressure,  and  inspire
their teams to achieve
results. STAR interview
questions for managers
provide that evidence.
Consider the difference
between  asking  "Are
y o u  g o o d  a t
de legat ing?"  and
asking "Tell me about a
time  you  delegated  a
critical task to a team
m e m b e r  w h o  w a s
initially resistant. What
was the situation, and
how did you handle it?"
The  first  question
invites  a  simple  "yes"
o r  a  g e n e r i c
affirmation. The second
question  forces  the
candidate  to  recall  a
specific  experience,
detail  the  context,
explain  their  actions,
a n d  d e s c r i b e  t h e
outcome. This depth of
response allows you to
evaluate not only their
competence  but  also

their  self-awareness
and  honesty.
Furthermore,  using
standardized  STAR
questions  ensures
f a i r n e s s  a n d
consistency  across
your  interviews.  Every
candidate is evaluated
against the same set of
competencies  using
the  same  evidence-
based  criteria.  This
reduces  unconscious
bias  and  helps  you
make  more  objective
hiring  decisions.  For
o r g a n i z a t i o n s
committed to diversity
a n d  i n c l u s i o n ,
structured  behavioral
i n te rv i ew ing  i s  a
powerful  tool.

Core
Compete
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ncies to
Explore
with
STAR

Questions
Before  div ing  into
specific  questions,  it  is
helpful  to  identify  the
key competencies  you
want to evaluate. While
every  role  is  different,
most  management
pos i t ions  requ i re
strength  in  several
core  areas.  Tailoring
your  STAR  interview
questions for managers
a r o u n d  t h e s e
competencies  ensures
y o u  c o v e r  t h e
spectrum  of  sk i l ls
necessary for success.

Leadership and
People

Development:
How does the
manager inspire,
mentor, and
grow their team
members?
Conflict
Resolution:
How does the
manager handle
disagreements,
tension, or
interpersonal
challenges within
the team?
Strategic
Thinking and
Decision-
Making: How
does the
manager
approach
complex
problems and
make choices
with long-term
implications?
Change
Management:
How does the
manager lead
their team
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through
organizational or
process
changes?
Accountability
and
Performance
Management:
How does the
manager set
expectations,
address
underperformanc
e, and hold
people
accountable?
Communication
and Influence:
How effectively
does the
manager
communicate
upward,
downward, and
across
departments?

By preparing questions
that  target  each  of
these  areas,  you  will
gain a holistic view of a
candidate's managerial
capabilities.  Below are

d e t a i l e d  S T A R
interview questions for
managers organized by
these  competencies,
along with guidance on
what to listen for in the
responses.

STAR
Interview
Questions
for
Managers
:
Leadershi
p and
People



6

6 Star Interview Questions For
Managers

2026-06-19

Develop
ment
A great manager builds
o t h e r  l e a d e r s .
E v a l u a t i n g  a
candidate's  ability  to
develop  their  team  is
essential,  especially  if
you are hiring for a role
t h a t  i n v o l v e s
succession planning or
talent pipeline growth.
Question 1: "Can you
describe  a  specific
situation  where  you
identified  a  high-
potential  employee on
your team and helped
them  prepare  for  a
more senior role? Walk
m e  t h r o u g h  t h e
situation,  the  actions
you  took ,  and  the
result."
What to listen for: The
cand idate  shou ld
descr ibe  how  they
recognized  potential,

p e r h a p s  t h r o u g h
performance metrics or
observed  behaviors.
Strong  responses  will
i n c lude  conc re te
actions like creating a
development  plan,
ass ign ing  s t retch
projects,  providing
regular  coaching,  or
advocating  for  the
employee's  promotion.
The  resu l t  shou ld
ideally  show  that  the
employee succeeded in
their  new role or  that
the  team  benefited
from the development
effort.
Question 2:  "Tell  me
about  a  time  when  a
team  member  was
struggling  with  their
performance,  and  you
had to step in to help
them  improve.  What
was the situation, what
specific  steps  did  you
take, and what was the
outcome?"
What  to  l isten  for:
Effective  managers
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address  performance
issues  directly  and
compassionately.  Look
for  evidence  of  clear
communication, setting
specific  expectations,
offering  support  or
training,  and following
up.  Avoid  candidates
w h o  b l a m e  t h e
employee  entirely  or
who describe avoiding
the  conversa t i on
altogether.  The  best
answers will show that
the  manager  took
o w n e r s h i p  o f  t h e
development process.

STAR
Interview
Questions
for

Managers
: Conflict
Resolutio
n
Conflict  is  inevitable  in
any team environment.
H o w  a  m a n a g e r
handles  conflict  can
determine  whether  a
team  f ractures  or
grows  stronger.
Question 3: "Describe
a  situation  where  two
of  your  direct  reports
h a d  a  s e r i o u s
disagreement that was
affecting  team  morale
and productivity. What
did  you do to  resolve
it?"
What  to  l isten  for:
S t rong  managers
mediate  rather  than
take  sides.  Look  for
r e s p o n s e s  t h a t
describe  listening  to
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b o t h  p a r t i e s ,
facilitating a structured
conversation,  focusing
on  interests  rather
than  positions,  and
helping the individuals
find  common  ground.
The  resu l t  shou ld
reflect  restored
col laborat ion  or  a
constructive resolution.
Question 4:  "Tell  me
about a time you had a
conflict with a peer or a
senior  leader  in  the
organization.  How  did
y o u  h a n d l e  t h a t
situation,  and  what
was  the  outcome?"
What to listen for: This
q u e s t i o n  t e s t s
emotional  intelligence
and  political  savvy.
Effective responses will
s h o w  t h a t  t h e
candidate was able to
separate  the  issue
f r o m  t h e  p e r s o n ,
communicate  their
p e r s p e c t i v e
respectfully,  and  work
toward a solution that

s e r v e d  t h e
o r g a n i z a t i o n ' s
i n t e r e s t s .  A v o i d
c a n d i d a t e s  w h o
become  defensive  or
w h o  d e s c r i b e
escalating  the  conflict
unnecessarily.

STAR
Interview
Questions
for
Managers
:
Strategic
Thinking
and
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Decision-
Making
Managers  are  often
responsible for making
d e c i s i o n s  w i t h
i n c o m p l e t e
information.  Their
a b i l i t y  t o  t h i n k
strategically  and  act
decisively  is  crucial.
Question 5: "Walk me
through  a  time  when
you  had  to  make  a
difficult  decision  with
limited  data  or  under
significant  time
pressure. What was the
situation,  what  factors
did  you  consider,  and
what was the result?"
What to listen for: Look
for  a  logical  decision-
making  framework.
Strong  candidates  will
describe  gathering
whatever  information
w a s  a v a i l a b l e ,
c o n s u l t i n g  k e y

stakeholders,  weighing
risks  and  benefits,  and
m a k i n g  a  t i m e l y
choice.  They  should
also  be  honest  about
the  uncertainty  they
faced.  The result  may
not have been perfect,
but  the  candidate
should  demonstrate
l e a r n i n g  a n d
accountabil ity.
Question 6: "Give me
a n  e x a m p l e  o f  a
strategic  initiative  you
led  from  concept  to
implementation.  What
was the goal, how did
you plan it,  and what
challenges  did  you
encounter?"
What to listen for: This
ques t i on  revea l s
project  management
skills,  foresight,  and
the  abil ity  to  al ign
r e s o u r c e s  w i t h
objectives.  Strong
answers  will  include
d e t a i l s  a b o u t
stakeholder  buy-in,
resource  allocation,
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risk  mitigation,  and
measuring  success.
Look for evidence that
the  candidate  thinks
beyond the immediate
task  to  consider  long-
term impact.

STAR
Interview
Questions
for
Managers
: Change
Managem
ent
Change is  constant  in
modern  organizations.
Managers who can lead
their  teams  through
t r a n s i t i o n s  a r e
invaluable.

Question 7: "Describe
a time when you had to
lead your team through
a  significant  change,
s u c h  a s  a
reorganization,  new
t e c h n o l o g y
implementation,  or
shift in strategy. What
was  your  approach,
a n d  h o w  d i d  y o u
manage resistance?"
What  to  l isten  for:
Effective  change
m a n a g e r s
communicate  the
"why"  beh ind  the
change,  involve  the
team  in  the  process,
and  address  concerns
empathetically.  Look
for  specific  tactics  like
town halls, one-on-one
meetings,  training
sessions,  or  creating
feedback  loops.  The
result should show that
the  team  adapted
successfully  and  that
morale was maintained
or even improved.
Question 8:  "Tell  me
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about a time when you
d i s a g r e e d  w i t h  a
change that was being
implemented  from
above.  How  did  you
h a n d l e  y o u r  o w n
feelings  and  how  did
you  communicate  the
change to your team?"
What to listen for: This
is  a  test  of  integrity
and  professionalism.
Strong  candidates  will
acknowledge  their
d isagreement  but
explain how they chose
t o  s u p p o r t  t h e
organizational  decision
once  i t  was  made.
They  should  describe
communicating  the
change  honestly  to
their  team  without
u n d e r m i n i n g
leadersh ip .  Avoid
candidates who openly
criticized the change to
the i r  team  or  who
passively resisted it.

STAR
Interview
Questions
for
Managers
:
Accounta
bility and
Performa
nce
Managem
ent
H o l d i n g  p e o p l e
accountable  is  one  of
the  hardest  parts  of
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being a manager. It is
also  one  of  the  most
important.
Question 9:  "Tell  me
about  a  time  when  a
t e a m  m e m b e r
repeatedly  failed  to
meet  expectations
despite your coaching.
What  steps  did  you
take, and how did you
ultimately  resolve  the
situation?"
What  to  l isten  for:
Managers  who  are
effective  at
accountabil ity  use
progressive  discipline,
document  i s sues
clearly, and involve HR
when  necessary.  Look
for  responses  that
show  the  candidate
was  fair  but  firm,  gave
the employee multiple
o p p o r t u n i t i e s  t o
i m p r o v e ,  a n d
ult imately  made  a
tough  decision  like
placing the person on a
p e r f o r m a n c e
improvement  plan  or

t e r m i n a t i n g
e m p l o y m e n t  i f
necessary.  The  best
m a n a g e r s  s h o w
compassion but do not
s h y  a w a y  f r o m
necessary  actions.
Q u e s t i o n  1 0 :
"Describe  a  situation
where you had to hold
a  high-performing
t e a m  m e m b e r
accountab le  for  a
missed  deadline  or  a
mistake.  How did  you
a p p r o a c h  t h a t
conversation?"
What  to  l isten  for:
Accountability  applies
to  everyone,  not  just
u n d e r p e r f o r m e r s .
S t rong  managers
address issues with top
performers  directly,
f o c u s i n g  o n  t h e
behavior  rather  than
the  person.  They  also
recognize  that  high
performers  may  be
harder on themselves,
s o  t h e y  b a l a n c e
honesty  with  support.
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The  response  should
show that the manager
va lues  s tandards
above  favorit ism.

How to
Evaluate
STAR
Response
s
Effectivel
y
Asking STAR interview
questions for managers
is only half the battle.
Y o u  a l s o  n e e d  t o
evaluate  the  answers
effectively.  Use  a
structured  scoring
rubr i c  t i ed  to  the
competencies  you  are
assessing.  For  each
response, consider the

following:

Completeness:
Did the
candidate cover
all four elements
of STAR
(Situation, Task,
Action, Result)? If
they skipped a
part, ask a
follow-up
question to fill
the gap.
Relevance:
Does the
example directly
address the
competency you
are evaluating? A
candidate might
tell a great story
about a
unrelated topic.
Ownership: Did
the candidate
use "I"
statements
rather than
"we"? While
teamwork is
important, you
need to
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understand the
individual's
specific
contribution.
Specificity:
Vague answers
are a red flag.
Strong
candidates can
recall concrete
details, including
dates, names,
and metrics.
Learning and
Growth: Does
the candidate
reflect on what
they learned
from the
experience,
especially from
failures or
challenges?

I f  a  c a n d i d a t e ' s
response is incomplete
or too general, do not
hesitate to ask probing
follow-up  questions.
For example, "That is a
helpful  overview.  Can
y o u  t e l l  m e  m o r e
specifically  about  what

you  personally  did  in
that  situation?"  or
"What  was  the  final
outcome, and how did
you  measu re  i t ? "
Skilled interviewers dig
deeper  to  separate
genuine  experience
f r o m  p o l i s h e d
storytell ing.

Common
Pitfalls
When
Using
STAR
Interview
Questions
for
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Managers
Even  exper ienced
hiring  managers  can
make  mistakes  when
implementing  STAR-
based  interv iews.
Being  aware  of  these
pitfalls  will  help  you
get  the  most  out  of
your process.
Pitfal l  1:  Asking
Leading  Questions.
Avoid  questions  that
suggest  the  answer
you want. For example,
instead of asking "Tell
me about  a  time you
successfully resolved a
conflict,"  try  "Tell  me
about a time you faced
a significant conflict on
your team." This allows
t h e  c a n d i d a t e  t o
choose  an  example
that  is  genuine.
Pitfall  2:  Focusing
Only  on  Success
Stories.  Some of  the
m o s t  r e v e a l i n g
answers  come  from

q u e s t i o n s  a b o u t
failures  or  challenges.
Ask  candidates  to
describe  a  time  when
something went wrong
or when they made a
mistake.  How  they
handled adversity tells
you a great deal about
their  character  and
resilience.
Pitfall 3: Not Taking
Notes.  Behavioral
interviews  generate  a
l o t  o f  d e t a i l e d
information.  Without
notes,  i t  is  easy  to
c o n f u s e  o n e
candidate's  example
with  another's.  Take
structured notes or use
a scorecard during the
interview.
P i t f a l l  4 :
Overlooking Cultural
F i t .  W h i l e  S T A R
questions are excellent
for assessing skills and
experience,  they  do
not  always  capture
cultural  alignment.
C o n s i d e r  a d d i n g
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q u e s t i o n s  a b o u t
values, work style, and

team dynamics to get
a complete picture.


