
A Player 
Interview 
Guide



Part 1

Capability 
Assessment



Questions 1

The Skills Demonstration Question
“Here's a real challenge we're facing: [DESCRIBE ACTUAL BUSINESS 
CHALLENGE]. How would you approach solving this?"

A-players break down complex problems instantly, identify constraints you 
missed, and provide structured approaches showing real expertise.

What to look for?

Strategic clarifying 
questions

Quick identification 
of core issues

Structured, logical 
approach

Relevant experience 
application

Quick example for a Marketing Director hire
"We've seen a 20% drop in conversion rates for our primary acquisition 
channel over the past month. How would you diagnose and address this?"
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Questions 2

Revealing the Secret Sauce
Most candidates give generic answers about teamwork or persistence when 
asked about their success. But exceptional talent has specific methods that 
aren't common knowledge.

What's your secret to achieving [SPECIFIC 
ACCOMPLISHMENT FROM THEIR RESUME]?

This question separates those with genuine expertise from those who excel 
at taking credit. 

True A-players will tell you something you didn't already know - 
something that makes you think, "I never considered that approach."

They provide 
specific, actionable 
insights revealing 
deep expertise

They have nuanced 
understanding that 
surprises you with 
its effectiveness

They give concrete 
examples of 
applying their 
unique approach

If they can't explain themselves with numbers and tangibility, 
they're not a fit.
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Questions 3

The KPI Question
"What were the top 3-5 KPIs for your role at [PREVIOUS 
COMPANY], and what specific actions did you take to 
influence them?"

A-players think in terms of measurable outcomes. They 
understand exactly how their actions connect to business results.

Clear articulation of role-
specific metrics

Concrete examples of 
moving these metrics

Evidence of prioritizing 
high-leverage activities

Comfort with measurement 
and accountability

Quick example for a CFO
"What were the top 3-5 financial KPIs you were responsible for at your previous 
company, and what specific actions did you take to improve them?"
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Part 2

Problem-Solving & 
Decision Making
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Questions 4

Decision Framework Deep Dive
"Walk me through your decision-making process for [RELEVANT 
SCENARIO]. What factors do you consider and how do you prioritize them?”

You're looking for systematic approaches to decision-making that balance 
data, intuition, and risk assessment. 

This question reveals how they navigate complexity and uncertainty.

Most candidates will give a surface-level answer about "weighing pros and 
cons." 

Exceptional candidates will walk you through a structured 
methodology that

Establishes clear 
decision criteria

Weights factors 
based on impact

Incorporates 
contingency planning

Considers both short 
and long-term 
consequences

01 02

04 03

Quick example for a 
Product Manager

"What factors do you 
consider when 
prioritizing competing 
product features?"

7



Questions 5

Bottleneck Identification
This question is especially important for leadership positions.

Mediocre leaders address symptoms. Exceptional leaders 
solve constraints.

In your experience, what are the most common 
bottlenecks that prevent [DEPARTMENT/FUNCTION] 
from achieving peak performance, and how have 
you addressed them?

They should be able to quickly identify constraints for limiting 
performance. 
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Questions 6

Resource Allocation Question
“Tell me about a time when you had to make difficult resource 
allocation decisions with competing priorities. How did you 
approach it?"**

This question reveals a candidate's ability to make tough tradeoff 
decisions - a critical skill for scaling businesses. 

A-players understand opportunity cost and can say no to good 
ideas in service of great ones.

Key indicators of excellence

Clear prioritization methodology that goes 
beyond gut feeling

Comfort making difficult tradeoffs without 
excessive analysis paralysis

Focus on highest-impact opportunities rather 
than spreading resources thin

Evidence of saying no to seemingly good 
options to protect great ones

Quick Example for a CFO
"Tell me about a time when you had to allocate limited capital across 
competing growth opportunities. How did you approach that decision?"
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Part 3

Learning & 
Adaptability
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Questions 7

The Rapid Learning Question
A-players have systems for rapid skill acquisition and aren't afraid 
of steep learning curves.

"Describe a situation where you had to quickly master a new 
skill or domain to solve an urgent business problem. What was 
your approach?"

The difference between average and exceptional candidates is 
dramatic here. 

Average candidates will talk about "learning on the job" or 
"figuring it out." 

Exceptional candidates will describe

Quick Example for a CTO
"Describe a situation where you had to quickly master an 
emerging technology to solve an urgent technical challenge. 
What was your approach?"

Rapid experimentation 
and feedback loops

Concrete results 
achieved through newly 
acquired knowledge

A systematic approach to 
learning new domains

Strategic use of 
resources and experts
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Questions 8

Knowledge Gap Identification
A-players should be honest about development areas. Ask them 
this:

“What aspects of [ROLE/INDUSTRY] do you believe you still 
need to develop or improve, and what's your plan for 
addressing these areas?“

This will revel self-awareness and accurate self-assessment - it 
shows continuous improvement mindset.

It's also an opportunity to show realistic understanding of role 
requirements and indicates comfort with being evaluated.

Of course, you want to watch out for answers that will indicate 
they don't know how to do the job. 

Understand the difference: Skillset improvement ≠ not knowing 
how to do the job 
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Questions 9

The Feedback Response Question
This question can assess openness to criticism and ability to 
improve based on feedback.

“Tell me about the most significant piece of critical feedback 
you've received about your performance. How did you respond 
to it?"

Here's what you want

Openness to criticism 
without defensiveness

Concrete actions taken 
based on feedback

Evidence of meaningful 
improvement

Appreciation for direct 
feedback

Do NOT hire the person if they have an inability to recall significant 
feedback, or if they dismiss the feedback as unfair. Or if they blame others.
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Part 4

Standards & 
Excellence
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Questions 10

Excellence Definition
This is about defined standards for excellent work that go far 
beyond industry norms.

“How do you define excellence in [KEY ASPECT OF ROLE]? 
How do you know when your work meets that standard?“

This question separates those with vague notions of "quality" 
from those with specific, measurable criteria for excellence. 

Exceptional candidates will

Quality may be subjective. But the candidate should be able to connect 
their output to the overall company growth.

Describe 
systematic quality 
control processes

Articulate specific, 
measurable criteria 
for quality work

Explain how they 
continuously raise 
their own standards                                           

Provide examples 
of rejecting "good 
enough" in pursuit 
of excellence
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Questions 11

Standards Enforcement
The difference between talking about high standards and 
actually maintaining them is huge.

Here's the question that helps you identify that:

“Describe a situation where you encountered work from your 
team that didn't meet your standards. How did you handle 
it?“

Most candidates will describe how they "had a conversation" 
about quality. 

Exceptional candidates will show these 3 things

Quick example for managers

Describe when you received teamwork that didn't meet your 
standards. How did you handle it?

Constructive approaches to elevating others' work.01

Balancing accountability with development.02

Results improvement following their intervention.03
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Questions 12

Improvement Process Question
A-players can constantly optimize and improve processes. They 
don't settle for what is if that's not driving efficiency.

"Tell me about a specific process you improved in your 
previous role. What was the before and after, and how did 
you approach the improvement?"

Quick example for an Operations person: 

"Tell me about a specific operational process you improved in your previous role. 
What was the before and after?"

03

0401

02

Systematic 
approach to 
improvement

Measurable 
before/after results

Measurable 
before/after 
results

Initiative 
without being 
asked

Initiative 
without being 
asked

Fundamental 
rethinking vs. 
incremental tweaks

Look 
For
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Part 5

Team Impact & 
Leadership

18
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Questions 13

The Impact Question
Your ideal hire has a clear understanding of their impact and 
directly connect their actions to business outcomes.

"In your last role, what specific metrics or outcomes changed 
as a direct result of your work?“

Average candidates talk about activities - what they did. 
Exceptional candidates focus on outcomes - what changed 
because of their work.

What matters here

Any candidate should know how their specific KPI 
contributes to the general company's KPIs.

Clear cause-and-
effect between 
actions and 
results

Specific, 
measurable 
impact on 
business goals

Understanding 
of what drives 
value in their 
function

Focus on 
outcomes rather 
than activities or 
efforts
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Questions 14

Talent Development
This questions is more suitable for leaders.
The best leaders don't just perform well themselves - they 
help everyone around them.
Your question to them:

"Tell me about someone whose performance significantly 
improved because of your influence. What specifically did 
you do to help them improve?"

When assessing responses, look for genuine investment in others' success 
without taking credit.

Or specific strategies for talent development beyond generic 
encouragement.

You want evidence of having successfully improved someone's 
performance substantially.

But you also look for balance of support and accountability in their 
development approach.
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Questions 15

The Team Selection Question
This question reveals what qualities candidates value in others 
and whether they focus on results or mere likeability.
A-players recognize and value high performance.

"If you could bring one person from your current or previous 
team to join you here, who would it be and why?"

What to observe

Crystal-clear example that should get them talking:

"If you could bring one person from your current or 
previous marketing team to join you here, who would 
it be and why?"

Evidence they 
recognize 
exceptional talent

Emphasis on 
performance and 
capability, not 
just cultural fit

Specific 
examples of how 
this person 
delivered results

Qualities that 
align with your 
organization's 
needs

01

0203

04
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Part 6

Role Specific 
Alignment
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Questions 16

KPI Ownership Test
Ideal candidates don't fear metrics, they demand it.

Very simple question to identify that:

"Based on your understanding of this role, what 3-5 KPIs do you 
believe you should be measured on, and why?"

This question tests both role understanding and comfort with 
accountability. 

Exceptional candidates will

A-players will be able to tell you 3-5 KPIs that are 
extremely relevant for the company's growth.

Select meaningful metrics that truly drive 
business value01

Demonstrate sophisticated understanding of 
what leads to success02

Show eagerness to be held accountable to clear 
standards03

Articulate why these metrics matter more than 
others04
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Questions 17

The 90-Day Plan
A-players come prepared with a clear plan for creating value 
quickly.

Here's how to identify it:

“If you were hired, what would your plan for the first 90 days 
look like? What specific outcomes would you aim to 
achieve?“

Average candidates focus on learning and relationships. 

Exceptional candidates focus on delivering measurable impact 
while building the foundation for long-term success.

They focus on outcomes, not just activities.

Realistic yet ambitious targets. and also evidence of having 
successfully navigated similar transitions.
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Evaluation Framework
After the interview, rate candidates on these five 
dimensions

Capability (1-5)
o Can they solve real problems with minimal guidance?
o Do they have relevant experience with similar challenges?
o  Do they **already** know how to do the job?

Problem-Solving (1-5)
o Do they have a structured approach to decisions?
o Can they identify root causes vs. symptoms?
o Are they comfortable with ambiguity?

Learning Velocity  (1-5)
o Do they have systems for rapid skill acquisition?
o Have they mastered new domains quickly?
o Do they actively seek feedback and improvement?

Standards  (1-5)
o Do they hold themselves to exceptional standards?
o Are they intolerant of mediocrity?
o Do they have specific criteria for excellence?

Impact Potential(1-5)
o Have they demonstrated measurable impact before?
o Do they elevate others' performance?
o Can they connect actions to organizational 

outcomes?
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Scoring Guide

A-players score at least 4 in all five dimensions.
One weak dimension can undermine all others.

01-02 03

Below standard, 
not a fit

Meets standard, 
potential fit with 

development

0504

Exceeds 
standard, strong 

candidate

Exceptional, 
top-tier talent
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Final Decision Framework
Five questions for your final decision:

Skills Reality

Does this person 
already know how 
to do the job at a 
high level?

Impact Clarity 
Will this person 
significantly move 
our key business 
metrics?

Ceiling Effect
Does this person 
raise or lower our 
company's 
capability ceiling?

Demonstration vs. Claims

Did they show capabilities 
during the interview or just 
talk about them?

Team Elevation
Will this person 
make everyone 
around them 
better?

01 02 03 04 05

If the answer is "yes" to all five questions, 
you've found your A-player.
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