
Change Manager interview questions
careertips.com.au: common questions and what they're really testing

What to expect
Change Manager interviews test whether you can run a structured change process while reading the
human reactions to it in real time. Panels usually include a hiring manager and someone from the
project or transformation office, and for senior roles a sponsor or executive stakeholder.

• Behavioural: Past examples of managing resistance, influencing without authority, and coaching
leaders through discomfort.

• Process: Walk-throughs of how you'd run a change impact assessment, build a communication
plan, or apply a model like Prosci ADKAR.

• Scenario: Judgement calls on a live change initiative that's losing momentum or facing pushback
from a key stakeholder group.

• Stakeholder-facing: How you'd handle a sponsor who disengages, or a manager who quietly
undermines the change with their team.

Expect an opening on your background and why you're drawn to change work, then a run of behavioural
and process questions, a scenario or two to test judgement, and a closing section where you ask about
the specific transformation you'd be supporting.

1. Tell me about a time you had to manage significant resistance to a change
initiative.
Why they ask
Resistance handling is the core skill panels are checking for, since most change failures come down to
people, not systems.

How to structure your answer
Use STAR: describe the situation and who was resisting, the specific actions you took to understand
and address the resistance, and the measurable shift in behaviour or sentiment that followed.

Example answer

“During a system migration, one department lead was openly telling their team the new process would
slow them down. I sat down with them one-on-one to understand the concern, which turned out to be
about losing a workaround they relied on for reporting. I worked with the project team to build a
replacement report into the new system and had the lead demo it to their team themselves rather than
me presenting it. Engagement scores for that team went from the lowest in the business to mid-range
within a few weeks, and the lead became one of our more vocal champions.”

2. Walk me through how you'd run a change impact assessment for a new
initiative.
Why they ask
This checks whether you have a repeatable, structured method rather than an ad hoc approach.

How to structure your answer
Sequential walk-through: describe each stage in order, from scoping through to output, and note what
you'd adjust depending on the scale of the change.

Example answer

“I'd start by mapping which roles, processes and systems the change actually touches, working from
process documentation and conversations with team leads rather than assumptions. Then I'd assess
the size and type of impact for each group, using ADKAR to check where they sit on awareness and
desire, not just skill. I'd validate the draft assessment with a few frontline staff to catch anything



leadership might miss, then use the output to prioritise which groups need heavier communication or
training support and which need a lighter touch.”

3. A senior sponsor for your change initiative has gone quiet and stopped
attending steering meetings. What do you do?
Why they ask
Sponsor disengagement is one of the most common ways change programs stall, and panels want to
see you address it directly rather than work around it.

How to structure your answer
Judgement-under-pressure structure: state the immediate action, the reasoning behind it, and the
fallback if the direct approach doesn't work.

Example answer

“I'd request a short one-on-one with the sponsor rather than raise it in a group setting, since public
pressure usually makes disengagement worse. I'd ask directly what's changed for them and whether
their priorities or confidence in the initiative have shifted, because sponsors often go quiet when
they're privately unconvinced. If they're still committed but just stretched, I'd tighten the ask down to
specific, time-boxed actions like a single email or a five-minute update at a team meeting. If they've
lost confidence, I'd escalate to whoever appointed them, since a disengaged sponsor undermines
everything else in the plan.”

4. How do you measure whether a change has actually been adopted, rather
than just rolled out?
Why they ask
Distinguishing rollout from adoption is a key marker of change management maturity that separates this
role from pure project management.

How to structure your answer
Direct explanation with an example: state your general approach, then ground it in one real
measurement method you've used.

Example answer

“Rollout means the system or process is live; adoption means people are actually using it the way it
was designed. I track usage data where it's available, like login rates or process compliance,
alongside softer signals like the volume of workaround requests or help desk tickets. On one project I
set up a simple dashboard in Tableau tracking utilisation by team against the readiness scores from
the original impact assessment, which let us see quickly which teams needed a follow-up intervention
rather than waiting for a formal survey months later.”

5. Tell me about a time you had to coach a manager who was struggling to
lead their team through a change.
Why they ask
Coaching leaders is a named task for this role and tests interpersonal skill rather than technical process
knowledge.

How to structure your answer
STAR, with emphasis on what specifically you said or did to build the manager's capability rather than
doing the work for them.

Example answer

“A team leader was avoiding conversations with their staff about an upcoming restructure because
they weren't confident answering questions. I ran a short session with them beforehand covering the
likely questions and the honest answers we could give at that stage, and role-played the harder ones.
I also gave them a simple one-page talking points sheet so they weren't relying on memory. They ran



the team meeting themselves, and staff feedback afterwards noted they felt better informed than after
previous change announcements from the same leader.”

6. How would you adapt your change approach for a smaller, less formal
organisation compared to a large enterprise rollout?
Why they ask
With this role sitting across industries from financial services to healthcare, panels want to know you can
scale your method rather than applying one heavy framework everywhere.

How to structure your answer
Comparative explanation: outline the full framework, then explain specifically what you'd strip back or
add for the smaller context.

Example answer

“In a large enterprise I'd run a full ADKAR-based assessment with formal steering committees and
layered communication plans, because the scale of impact justifies it. In a smaller organisation I'd
keep the same underlying logic but drop the heavy documentation, relying more on direct
conversations with the handful of people affected and a short, informal check-in cadence instead of
formal reporting. The goal in both cases is the same: know who's affected, keep them informed, and
check they're actually using the new way of working, just with less overhead in the smaller setting.”


