
The Interview
Question Audit
Framework

A practical guide to improving decision quality
in hiring conversations
The questions you ask in interview do more than
gather information.

They shape the emotional tone, cognitive load and
direction of the response.

Before your next interview, use this framework to
review the questions you plan to ask.

Every interview question should serve a hiring decision.

Before asking it, pause and define:

1. What decision will this answer help me make? Are you assessing capability, judgement, cultural

contribution, leadership thinking or something else?

2. What behaviour or competence am I trying to observe? Be specific. For example:

Handling ambiguity

Stakeholder communication

Learning from mistakes

Technical depth

3. What would a strong answer look like in practice? If you cannot describe this clearly, the question

may not be precise enough. If a question does not inform a real decision, it adds noise rather than clarity.

Clarify the Decision
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The wording of a question influences the response you receive.

Review each question and ask:

1. Does this wording assume failure or weakness?  For example:

“Why did you leave?”

“Where did it go wrong?”

“What do you struggle with?”

2. Could I gain the same insight using neutral or reflective language?  For example:

“What prompted you to explore new opportunities?”

“What did you learn from that period?”

“Where have you grown most professionally?”

The substance may be identical. The starting point is not.

3. Does the framing increase cognitive load unnecessarily?  If a candidate must first defend themselves

before answering, you may be measuring reaction rather than reasoning.

Check the Framing
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Poor framing can distort what you are actually assessing. Ask yourself:

1. Am I measuring capability, or composure under pressure?

 Pressure may matter in some roles. In many others, it does not.

2. Would a thoughtful but slower processor be disadvantaged?

Some candidates need reflection to give depth. Instant responses often favour confidence over

competence.

3. Am I unintentionally rewarding verbal agility over substance?

A polished answer is not always a strong one.

If the framing introduces unnecessary stress, the response may reflect nervous system regulation more

than skill. That is rarely the core competency you intend to assess.

Make Sure You’re Assessing What Matters
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Interviews are not neutral environments. Organisational power sits on one side of the table.

Your questions signal more than intent. They signal culture.

Ask yourself:

1. How might this question feel from the other side?

Curious? Reflective? Defensive? Confrontational?

2. What impression does this create about our leadership style?

Do we invite insight or look for fault?

3. Would I be comfortable being asked this myself?

This is often the simplest and most revealing test.

Candidates are forming an impression of you at the same time you are assessing them.

In competitive talent markets, that impression influences offer acceptance and long term reputation.

Power and Perception
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Before finalising your interview guide, review it as a whole.

Does every question link to a real hiring decision?

Is the framing deliberate rather than habitual?

Are you creating a decision making conversation, not a performance test?

Are you measuring what actually matters for success in the role?

A Final Sense Check

Many hiring issues begin long before the interview stage. If you would like
support clarifying what you are really trying to assess before you go to market,

we are always happy to talk.


