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What to expect

CEO interviews are run by the board, a search committee or a chair, and they test strategic judgement,
financial literacy and leadership record rather than technical execution. Expect questions to probe how
you think under board scrutiny, how you've handled real strategic and financial decisions, and how
you'd approach the specific position the organisation is in now.

* Process: Questions about how you'd approach strategic planning, board reporting or organisational
review in a structured, repeatable way.

» Behavioural: Questions asking for a real past example of a strategic pivot, stakeholder negotiation
or leadership decision.

» Scenario: Hypothetical situations testing judgement under pressure, such as board disagreement
or a sudden market shift.

* Financial acumen: Questions on how you read, model and report financial performance and
capital allocation decisions.

» Governance and stakeholder: Questions on managing the relationship between executive team,
board, investors and other stakeholders.

Most CEO recruitment starts with an initial conversation with the chair or an external search consultant,
followed by one or more panel interviews with board members. Later stages often include one-on-one
meetings with individual directors and sometimes a request to present a strategic view of the
organisation, before reference checks with former boards or investors.

1. Walk us through how you would approach developing a strategic plan for
this organisation in your first six months.

Why they ask

The board wants to see a repeatable, structured approach to strategy rather than a one-off idea, and to
judge whether your process fits how this organisation actually operates.

How to structure your answer
Walk through the process in stages: information gathering and stakeholder consultation, market and
financial analysis, options development, board alignment, and communication and rollout.

Example answer

“I'd start by spending time with the executive team, board members and key customers to understand
where the organisation stands, not just what the last strategy document says. I'd pair that with a
financial and market review, looking at margin trends, capital allocation and where competitors are
moving. From there I'd bring the board two or three realistic strategic options with the trade-offs
spelled out, rather than a single fixed plan, and work with them to align on direction before
communicating it to the executive team and wider organisation.”

2. Tell me about a time you had to pivot strategy in response to an emerging
risk or a shift in market conditions.

Why they ask

This tests whether you can actually identify risk early and act on it, which is a core accountability of the
role, rather than just describe strategy in the abstract.

How to structure your answer
STAR: situation, task, action, result.



Example answer

“At a previous organisation | noticed early signals that a key input market was tightening faster than
our forecasts assumed. My task was to decide whether to hold our existing plan or shift capital
allocation before the impact hit margin. | took the analysis to the board earlier than our usual planning
cycle and proposed reallocating investment toward a less exposed part of the business. The result
was that when the downturn hit, our margin held up better than competitors who hadn't moved, and
the board gained more confidence in acting on early signals in future.”

3. The board disagrees with your recommendation on a major capital
allocation decision. How do you handle that?

Why they ask

CEOs report to the board and need to manage disagreement without either capitulating on judgement or
overriding governance.

How to structure your answer
Judgement under pressure: state the immediate response, the reasoning process, and how you'd
resolve the disagreement while respecting board authority.

Example answer

“I'd start by making sure | actually understand the board's concern rather than assuming | know it.
Often disagreement comes from a different read of risk rather than a different goal. I'd go back to the
financial modelling and stress-test the assumptions the board is worried about, and bring that analysis
back to them rather than just restating my original position. If after that the board still wants a different
direction, I'd implement their decision and make sure the executive team executes it properly, while
documenting my original recommendation for the record.”

4. How do you approach financial performance reporting to the board and
investors?

Why they ask
This checks financial literacy and whether you can translate detailed financial data into something a
board can act on.

How to structure your answer
Technical walk-through: what you report, how often, and how you tailor detail for different audiences.

Example answer

“I report monthly to the board on P&L;, cash flow and variance against forecast, with a short narrative
on what's driving any material movement rather than just the numbers. For investors, | keep the
cadence less frequent but focus more on the strategic story behind the numbers, since they're less
interested in monthly operational detail and more in whether the business is tracking toward the plan
we've committed to. | also use dashboards so the executive team and | are working from the same
live data as the board, rather than reconciling different versions of the numbers.”

5. Describe how you've built and maintained a relationship with a difficult but
important stakeholder, such as an investor or major customer.

Why they ask

Stakeholder management is core to the role, and the board wants evidence of sustained
relationship-building rather than a single negotiation.

How to structure your answer
STAR: situation, task, action, result.

Example answer

“I once inherited a relationship with a major customer who felt they'd been deprioritised under the
previous leadership. My task was to rebuild trust without over-promising. | set up regular, direct



contact between myself and their senior leadership, separate from the account management team,
and was upfront about what we could and couldn't commit to in the short term. Over time that
consistency led to the customer renewing and expanding their contract, and they became one of our
stronger references when we were pitching to new investors.”

6. How do you build a culture of accountability across an executive team that
reports to you?

Why they ask
Culture and executive team performance are named responsibilities of the role, and the board will want
a concrete answer rather than a values statement.

How to structure your answer

Process and philosophy: describe the mechanisms you use, then give a concrete example of them in
practice.

Example answer

“I set clear, individual accountability for each executive against the strategic plan, reviewed at regular
one-on-ones and full executive meetings, so there's no ambiguity about who owns what result. When
performance slips, | deal with it directly and early rather than letting it surface in a board report first. In
one case that meant having a hard conversation with a senior executive about a missed target well
before it affected the annual numbers, which let us course-correct rather than explain a failure after
the fact.”



