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For the selection of internal confidential advisors it is important not only to look at whether someone is reliable, empathetic and discreet.

That is the basis.

It is important to look for confidential advisors who can also contribute to a next step in social and psychological safety: identify signals earlier, use language carefully, be visible and accessible, recognize patterns and think proactively about prevention without losing their role boundaries.

The internal confidential advisor is not an investigator, not a complaints handler, not an HR advisor and not a representative of employee or organization. The strength of the role lies precisely in carefully listening, clarifying, supporting, referring and identifying signals.

In addition, this role requires visibility and initiative. Employees should not only think of the confidential advisor when a situation has already escalated.
















1. Opening question how does the candidate see the role?

Question to the candidate

How would you describe the role of internal confidential advisor within [organization]?

What do you pay attention to?

Pay attention to whether the candidate sees the role more broadly than “helping people with complaints” or “handling reports”. A strong candidate talks about listening, trust, safety, clarifying, discussing options, accessibility and prevention.

Strong answer

The candidate states that the confidential advisor provides a safe place for employees, listens without judgment, helps to clarify situations and supports employees in making their own choices. The candidate also understands that the role has a preventive side: recognizing signals, seeing recurring patterns and contributing to awareness.

Probing question

You say that you want to help employees. What exactly does helping mean to you? Where does helping stop and where does taking over begin?

Pay attention if

The candidate says ‘I would solve the problem’, ‘I would talk to the manager’, ‘I would find out what happened’ or ‘I would make sure measures are taken.’ That sounds engaged, but points to role confusion.

2. Confidentiality and role boundaries

Question to the candidate

An employee comes to you with a sensitive story about inappropriate behavior by a manager. What do you do and what do you explicitly not do?

What do you pay attention to?

The candidate must understand that confidentiality is the basis. At the same time, someone must also be able to carefully explain that there may be exceptions in cases of serious and immediate danger or legal obligations. The candidate should not take action too quickly.

Strong answer

The candidate listens, asks open questions, acknowledges the employee’s experience, explains confidentiality and its boundaries, helps the employee organize the situation and discusses possible next steps. The candidate does not conduct fact-finding, does not express a judgment and does not contact others without permission.

Probing question

Suppose you personally think this really needs to go directly to HR or management. What do you do then?

Pay attention if

The candidate says ‘Then I report it immediately’. ‘Or instead ‘I never share anything, whatever happens.’ Both answers are too absolute. A good confidential advisor can carefully deal with tension between confidentiality, safety and responsibility.

3. Language awareness

Question to the candidate

Which words would you use towards employees: report, complaint, problem, case, signal, conversation? And why?

What do you pay attention to?

It is important to encourage an accessible culture. Language matters. Words such as ‘report’ and ‘complaint’ can feel formal, legal or heavy. A proactive confidential advisor understands that not everyone sees themselves as a ‘reporter’. Sometimes someone first only wants to talk, check, organize or understand what is happening.

Strong answer

The candidate says for example that he or she prefers to start with words such as conversation, signal, situation, experience or question. The candidate understands that language can raise or lower the threshold.

Probing question

Why can the word ‘report’ be a threshold for employees?

Pay attention if

The candidate only talks in formal process words so report, complaint, accused, file, procedure. That does not mean someone is unsuitable, but it does require EXTRA awareness and training.





4. Working proactively and prevention

Question to the candidate

What does working proactively mean to you as a confidential advisor?

What do you pay attention to?

A proactive confidential advisor does not only wait until someone reports. Proactive does not mean that you jump on everything, but that you are visible, learn to recognize signals, keep yourself informed, maintain contact and can interpret recurring patterns.

Strong answer

The candidate mentions visibility, accessible presence, conversations without a formal charge, familiarity with teams and departments, recognizing early signals and feeding back trends anonymously.

Probing question

Can you name three concrete things that you would do in the first three months to make your role visible and accessible?

Good examples

· Introduce themselves      in teams or departments
· Create a short, accessible      introduction tekst
· Be visible via Intranet,      Report App/ SignalFlow, posters or team briefings
· Organize accessible      contact moments
· Coordinate with the      external confidential advisor
· Familiarize themselves with the      culture, service structure and risks within [organization]
· Periodically gather      which themes are present, without revealing individual conversations

Pay attention if

The candidate says ‘People will know how to find me.’ That is too passive. Accessibility must be actively organized.

5. Visibility and trust

Question to the candidate

How would you make sure that employees know how to find you, without the role feeling heavy, formal or threatening?

What do you pay attention to?

Visibility is more than a name on a site. The candidate must understand that trust is built through repetition, recognizability and approachability.

Strong answer

The candidate has ideas about communication, presence and repetition. Think of short introductions, recognizable language, presence at team moments, cooperation with communications, clear explanation about confidentiality and actively stating that someone is also welcome with doubt, discomfort or a first question.

Probing question

What would you do if after six months it appears that hardly anyone contacts the internal confidential advisors?

Strong answer

Then the candidate does not automatically conclude that nothing is going on. A strong candidate investigates whether the role is sufficiently known, whether the threshold is too high, whether employees trust the confidentiality, whether certain groups are reached less and whether the communication needs to be different.

Pay attention if

The candidate says ‘Then apparently there is no need.’ That is too simple. Silence does not automatically mean safety.

6. Staying informed without becoming part of HR or management

Question to the candidate

How do you as a confidential advisor stay well informed about what is happening in the organization, without becoming part of management, HRM or PO or decision-making?

What do you pay attention to?

This is an important question. A confidential advisor must understand the organization, but not become part of the line, HR or formal decision-making. The candidate must therefore be able to move relationally without losing independence.

Strong answer

The candidate mentions periodic coordination at process level, participation in peer consultation, taking note of policy and regulations, keeping sight of general developments within the organization, contact with relevant safety-net functions and carefully distinguishing individual confidential information and anonymized signals.

Probing question

Suppose HR asks you ‘Have you heard anything about team X, because we are concerned.’ What do you say then?

Strong answer

The candidate safeguards confidentiality and does not provide substantive or traceable information. The candidate can, however, indicate at an anonymized level which general themes require attention, provided that this is not traceable.

Pay attention if

The candidate too easily wants to share information ‘to help’. That can damage trust in the
role.

7. Dealing with hierarchy and pressure

Question to the candidate

Suppose a manager asks you who has been to see you, or tries to find out where certain signals come from. How do you deal with that?

What do you pay attention to?

An internal confidential advisor must be able to be friendly, firm and clear about the role. Especially in an organization with hierarchy and high workload it is important that someone does not give in to informal pressure.

Strong answer

The candidate clearly states that he or she does not share information about who has made contact or what has been discussed. The candidate can calmly explain why confidentiality is essential to the role.

Probing question

What do you do if that manager keeps insisting and says that it is ‘in the interest of the
organization’?

Pay attention if

The candidate wants to avoid conflicts by sharing something anyway, vaguely hinting or ‘just informally’ thinking along about a person or team. That is risky.




8. Capacity for reflection and own boundaries

Question to the candidate

Which situations could be difficult for you in this role?

What do you pay attention to?

A good confidential advisor has self-awareness. Someone does not have to be able to do everything already, but must be able to reflect on their own emotions, triggers, boundaries and learning points.

Strong answer

The candidate can state what can be difficult: intense stories, wanting to solve injustice, pressure from colleagues, personal involvement, situations close to their own department or the risk of feeling too much responsibility.

Probing question

When would you decide that you are not the right person to further support an employee?

Strong answer

In case of conflict of interest, personal involvement, insufficient distance, too great an emotional burden, relationship with those involved or when external independence is more appropriate.

Pay attention if

The candidate says ‘I can handle anything’ or ‘I am always neutral.’ That sounds strong, but is often precisely a lack of reflection.

9. Cultural sensitivity

Question to the candidate

[organization] is a diverse organization with different roles, backgrounds and power relations. What does that require of you as a confidential advisor?

What do you pay attention to?

The candidate must understand that safety does not feel the same for everyone. Role, type of contract, department, culture, seniority and dependency relationships influence whether someone dares to speak up.

Strong answer

The candidate mentions accessibility in respect for different perspectives, attention to power differences, making no assumptions, active listening and taking into account employees who are less likely to use formal routes.

Probing question

How do you ensure that also employees who are less proficient in the language, lower in the hierarchy or have little trust in formal routes can approach you?

Pay attention if

The candidate mainly speaks from their own assumptions ‘Everyone can just email’ or “my door is open.’ An open door is not enough if people do not dare to walk in.

10. Identifying signals without sharing case details

Question to the candidate

What could you signal to the organization, without breaching confidentiality?

What do you pay attention to?

The candidate must understand the difference between individual content and anonymized patterns. This is important for prevention.

Strong answer

The candidate mentions themes such as workload, culture of speaking up, fear of discussing mistakes, unclear standards of conduct, tension between departments, leadership patterns, language use, recurring gray areas or groups that are difficult to reach.

Probing question

How do you prevent an anonymized signal from still becoming traceable?

Strong answer

By carefully weighing numbers, details, departments, roles, times and context. Sometimes a signal must be combined, made more general or temporarily not shared if traceability is too great.

Pay attention if

The candidate wants to share concrete examples to ‘make an impact’. That can be dangerous if the circle is small.

11. Case question for the interview

Case

An employee comes to you because he has felt uncomfortable for some time because of the way a colleague makes jokes. The employee doubts whether it is ‘serious enough’ and says several times ‘I don’t want to make a report about this, I just want to know whether I am overreacting.’

Question to the candidate

How do you conduct this conversation?

What do you pay attention to?

A strong candidate does not immediately make it formal and does not trivialize it either. The candidate stays with the employee’s experience, normalizes the conversation without making the situation smaller, helps put the discomfort into words and explores options.

Strong answer

The candidate says for example

· You do not have to immediately call this a report in order to be allowed to talk about it.
· We can look together at what is happening, what it does to you and what options you have.
· You remain in control of what you want to do with this.
· My role is not to judge, but to help you gain clarity.

Probing question

What do you do if the employee says ‘Promise me that no one will ever find out about this’?

Pay attention if

The candidate immediately goes along with absolute promises. Confidentiality is the basis, but must be carefully explained with the exceptions.

12. Let the candidate paint a picture themselves

At the end of the interview it is valuable to let the candidate paint a concrete picture themselves.

Question

Suppose

You have been appointed as internal confidential advisor. It is six months later. What have employees then seen, heard or noticed from you?

What do you pay attention to?

This shows whether someone can translate the role into practice. A strong candidate does not describe only availability, but also visibility, trust, language, cooperation, prevention and professional development.

Strong answer

The candidate sketches for example that employees know who the confidential advisors are, what they can approach them for, that doubt or a first conversation is also welcome, that the confidential advisors are visible through internal communication and team moments, that there are clear agreements about confidentiality and that anonymized signals are used to improve preventively.

Pay attention if

The candidate mainly says ‘I wait and see who needs me.’ That does not sufficiently fit the proactive role that is important to establish.


Proactive Prevention Rhythm© (PPR-platform) 
From signals to insight. From insight to action.
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