The Stay Interview Guide
The conversation that prevents resignations — because exit interviews are always too late.
By the time someone sits for an exit interview, the decision is made and the honesty is cheap. A stay interview flips the timing: you ask your best people why they stay, and what would make them leave, while you can still do something about it. Run one with every person you would be alarmed to lose — twice a year, separate from performance reviews.
This is not a performance conversation. No ratings, no goals, no defensiveness. Your only job is to listen and to take one thing away to act on.
How to run it well
1. Schedule 30–45 minutes, framed as "I want to understand what keeps this a great place for you."
1. Ask, then be quiet. The silence after a question is where the real answer lives.
1. Take notes on the exact words. Do not translate discomfort into something more comfortable.
1. Close the loop later: change one thing they raised, and tell them you did.
Engagement — what keeps them here
1. What makes a good day at work for you? A bad one?
1. What keeps you here? Be honest — is it the work, or is it inertia?
1. If you could change one thing about your role tomorrow, what would it be?
Growth — whether the path is real
1. Are you learning what you hoped to learn here?
1. What skill do you want to build that we are not helping you build?
1. Where do you want to be in two years — and is that path visible from here?
Relationship & recognition
1. Do you feel your work is seen? When did you last feel genuinely recognized?
1. What do I do that helps you do your best work? What gets in the way?
Warning signs — surface them early
1. When did you last think about leaving, and what prompted it?
1. Is there an offer or opportunity that would be hard to turn down right now?

After each conversation, capture one commitment you will act on within two weeks:
	Person
	What I heard
	One thing I will change
	By when
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