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We specialize in sourcing and recruiting the

best talent globally for software and technology

companies. 

We find the Product Management, Sales,

Marketing, Customer Success & Engineering talent

who can transform organizations, build teams,

scale products and grow revenue.

Founded in 2001, our firm is a reflection of founder

Martyn Bassett’s 30+ years of recruitment

experience, dedication to client service, and

unparalleled ability to identify high-quality talent.

Our clients are responsible for some of the most

highly celebrated products and solutions in

market today.

We’ve partnered with Workleap, Loopio, Readdle,

Fluix, and Extreme Networks just to name a few.

We are
Product
Recruiters
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The CPO 

Interview Process



Hiring a VP of Product requires a process

focused on finding candidates capable of

executing strategies, managing teams,

and delivering results aligned to a

broader product vision.

While the CPO defines the product vision,

the VP of Product is responsible for

operationalizing that vision, leading

cross-functional collaboration, ensuring

delivery excellence, and coaching team-

level leadership.

The interview process will vary based on

company stage and strategic goals:

Startups may emphasize building and

leading small teams, priorit izing MVP

delivery, and managing rapid iteration.

The Interview 
Process
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Growth-stage companies will often emphasize scaling teams, optimizing

execution, and driving consistent delivery against OKRs.

Key Takeaway: 

The VP of Product interview should evaluate tactical leadership, execution

ability, team development, and operational excellence.



Categories of
Interview Questions



To better understand the varying approaches to hiring a product

management leader, it ’s useful to categorize the types of questions typically

asked during interviews. These categories reflect the wide range of skil ls

and qualit ies that companies look for in senior executives:

Assess real-world handling of challenges. 

Example: "Tell me about a time you delivered a crit ical feature under a tight

timeline."

Evaluate execution expertise and product management tools. 

Example: "What frameworks do you use for priorit ization and delivery?"

BEHAVIORAL QUESTIONS

TECHNICAL QUESTIONS

Focus on aligning product execution with near-term business objectives.

 Example: "How do you ensure your team's work aligns with quarterly

goals?"

STRATEGIC QUESTIONS
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Categories



Assess alignment with company values and cross-functional collaboration

styles. 

Example: "How do you foster collaboration across product and engineering

teams?"

Assess ability to scale teams, improve processes, and maintain delivery

velocity. 

Example: "How do you structure your team to support predictable delivery?"

CULTURAL FIT QUESTIONS

OPERATIONAL QUESTIONS

Probe team leadership, conflict resolution, and coaching abilit ies. 

Example: "How do you develop emerging product leaders within your teams?

LEADERSHIP & TEAM MANAGEMENT

QUESTIONS

By dividing interview questions into these categories, companies can

structure their hiring process to evaluate candidates comprehensively while

ensuring alignment with organizational needs and leadership expectations.
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Categories



Who Should 
Ask What? 
Aligning Question 

Categories with Stakeholders



Given the composition of the hiring committee, including the CEO, CTO,

CRO and possibly a CPO, each member brings a unique perspective and

should focus on specific categories of questions:

The CEO is best positioned to focus on strategic questions and cultural

fit questions. Their role is to ensure the candidate’s vision aligns with the

company’s overarching goals and complements the organizational culture.

For example, "How do you ensure that Product execution directly supports

our business goals?"

CEO

As the technical leader, the CTO should emphasize technical questions and

operational focused questions. They are uniquely qualif ied to evaluate the

candidate’s technical acumen and their abil ity to manage product teams. Fro

example, "How do you ensure strong partnerships between product managers

and engineers?

CTO
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Who Should Focus on 
What Questions?

If there is a CPO, they should focus in on behavioral questions and

leadership & team management questions to ensure they have the right

skil lsets to manage teams. For example, "How do you rally cross-functional

teams around a unified product vision while balancing competing priorit ies?"

CPO



Top Interview
Questions for 

Each Category



TECHNICAL QUESTIONS

Depth of product management practice, operational excellence, customer

obsession, and execution.

Primary Questions:

What frameworks do you use to priorit ize across multiple product bets?

What product metrics do you track most closely, and why?

How do you stay close to customer needs at scale?

Describe how you’ve scaled a product team—what worked, what didn’t?

How do you ensure alignment across Product, Engineering, Design, and

GTM?

Follow-up Questions:

Can you describe a time your priorit ization framework failed and you had

to adapt?

When you had to pivot based on data, how did you communicate that

pivot internally and externally?

How do you coach PMs who are weak at using data to inform decisions?
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Top Questions for 
Each Category



Real examples of handling conflict, setbacks, tough decisions, and critical

thinking.

Primary Questions:

Tell me about a time you had to sunset a product or feature. What led to

that decision?

Tell me about a time you had to push back on a CEO’s product direction.

Can you share how you’ve turned customer insights into roadmap

decisions?

Follow-up Questions:

How did you manage internal resistance when making an unpopular

product decision?

After pushing back on leadership, how did you maintain alignment and

trust?

What process do you use to run retrospectives or post-mortems after

failures?

BEHAVIORAL QUESTIONS
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Vision-setting, priorit ization of bets, market and competitive understanding,

roadmap visioning.

Primary Questions:

How do you define a great product strategy? Can you walk me through

one you’ve developed?

How do you balance long-term vision with short-term delivery pressure?

How have you navigated entering a new market or vertical with a product?

What’s a product bet you made that significantly moved a business

metric?

Follow-up Questions:

How do you ensure your roadmap isn’t just a reflection of sales pressure?

When you crafted your last product vision, how did you validate it before

investing deeply?

How do you know when a bold product bet is worth taking — and when it’s

too risky?

STRATEGIC QUESTIONS
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Values, team ethos, collaboration style, cross-functional relationships.

Primary Questions:

How do you build trust with executive peers?

How do you handle conflict between product and sales or product and

engineering?

What does operational excellence in a product org look like to you?

What are you most proud of in your product career—and why?

Follow-up Questions:

What are non-negotiable traits you look for when hiring product managers

into your team?

How do you celebrate success across functions? (Engineering, Sales, CS,

etc.)

Can you give an example where culture or values clashed with product

execution, and how you addressed it?

CULTURE FIT QUESTIONS
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Efficient org design, process improvement, velocity management, and

scalability.

Primary Questions:

How do you structure your product organization to support both innovation

and predictable delivery?

What operating cadences (e.g. standups, roadmap reviews, sprint

planning) have you found most effective?

How do you identify and address bottlenecks in product development

cycles?

Describe your approach to scaling processes as the company grows.

How do you balance experimentation with process discipline?

Follow-up Questions:

Can you share an example of a process you over-engineered and had to

simplify?

How do you measure team velocity and use that data to improve delivery?

How do you onboard new product managers into your operating model?

OPERATIONAL QUESTIONS
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People development, executive influence, scaling product organizations.

Primary Questions:

What’s your approach to coaching and developing PMs at different

seniority levels?

How do you ensure alignment across Product, Engineering, Design, and

GTM?

How do you build and maintain high-performing product teams?

What leadership traits do you believe are most important for a VP of

Product?

Follow-up Questions:

What’s a specific example of a junior PM you helped grow into a senior or

lead role?

How do you address underperformance on your team?

How do you structure Product team career ladders and promotions?

LEADERSHIP & TEAM MANAGEMENT

INTERVIEW QUESTIONS
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The
VP
Product 
Interview

Interviewing a VP Product is a complex yet crit ical process that requires careful

consideration of the organization’s needs, priorit ies, and culture. 

By aligning the interview questions to specific categories and leveraging the

expertise of each member of the hiring committee, companies can ensure a

comprehensive evaluation of candidates.

 

Tailoring the interview process not only helps identify the best candidate but also

ensures alignment with the company’s vision and long-term goals. 

With the right questions and a collaborative approach, organizations can secure a

VP Product who will drive product innovation, growth, and success.
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