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What to expect

Regional manager interviews focus on your ability to manage performance across several sites without
being in any one of them every day. Expect questions that test your commercial judgement, your
coaching of site managers and your approach to compliance and escalation.

» Operational process: Questions about how you set budgets, review KPIs and roll out procedures
across multiple locations.

» Behavioural: Questions asking for examples of leading teams, managing underperformance or
handling conflict across sites.

» Scenario: Questions that put you in a situation such as a site missing targets or a compliance
breach, to see how you prioritise and act.

e Technical: Questions on using data analysis, CRM systems and HR platforms to track and improve
regional performance.

» Leadership and stakeholder: Questions about influencing site managers, area leaders and head
office stakeholders.

A typical process starts with a phone screen with a recruiter, then a panel interview with the hiring
manager and a senior operations leader. Some employers add a site visit where you walk a branch with
a manager and discuss what you see. Final rounds may include a presentation on a regional
improvement plan.

1. Walk me through how you set and manage a regional budget across
several sites.

Why they ask
This tests your budgeting and forecasting skills and whether you can connect head office targets to
site-level decisions.

How to structure your answer
Start with your overall approach, then explain the steps you take from head office targets to site-level
budgets, how you review performance and what you do when a site misses its numbers.

Example answer

“I start by breaking the regional target into site-level budgets using historical performance, local
market conditions and any planned changes such as new rosters or promotions. | then meet each site
manager to agree the numbers and the actions behind them, so they own the plan rather than just
receive it. Monthly | review actuals against forecast in Power Bl, looking at sales, wages and stock
loss. If a site is behind, | dig into whether it is a traffic, conversion or cost issue and adjust the forecast
if the market has genuinely shifted. | keep a rolling quarterly forecast so we are not locked into an
outdated view.”

2. Tell me about a time you had to turn around an underperforming site
manager or a site that was missing its targets.

Why they ask

This tests your coaching, performance management and ability to improve results through people rather
than just directives.

How to structure your answer
Use STAR: describe the situation and the performance gap, the task you faced, the actions you took to
diagnose and coach, and the result with any measures you can share.



Example answer

“One branch had missed its sales target for three consecutive quarters and staff turnover was high. |
spent two days on site observing, then sat down with the manager to go through the numbers and
their daily routine. It turned out they were spending too much time on admin and not enough on floor
coaching. We redesigned their week, set a daily huddle and | checked in every Friday for six weeks.
By the next quarter the branch was back above target and two team members had been promoted
internally.”

3. You arrive at a branch for a routine visit and notice a serious safety hazard
that the site manager has not addressed. What do you do?

Why they ask

This tests your judgement under pressure, your knowledge of WHS obligations and your willingness to
act decisively while supporting the manager.

How to structure your answer
Use a priority-based walk-through: immediate safety, escalation, root cause, follow-up. Show you know
WHS obligations and how to balance support with accountability.

Example answer

“I would stop the immediate risk first. If it is safe to do so, | would isolate the hazard and make sure no
one is exposed. Then | would speak to the site manager to understand why it was not addressed and
record the issue in our incident system. | would escalate to the regional WHS advisor the same day.
After that, | would work with the manager on a corrective action plan with a deadline and check it is
completed. | would also review whether other sites have the same risk so we fix the system, not just
the symptom.”

4. How do you use data and systems like Power Bl or a CRM to improve
regional performance?

Why they ask

This tests your technical ability to analyse data and turn it into practical actions for site managers.

How to structure your answer
Explain your data sources, how you build a view of performance, how you interpret it, and how you
translate findings into actions for site managers.

Example answer

“I pull sales, labour and customer data from our CRM and finance system into a Power Bl dashboard
that shows each site against budget and against each other. | look for patterns, such as a branch with
high foot traffic but low conversion, which usually points to a service or layout issue. | then take that to
the site manager as a conversation starter, not a judgement, and we agree on a test or a fix. | track
whether the change moves the number and share what works with other sites.”

5. How do you keep site managers aligned with head office strategy when
they are focused on their own branch?

Why they ask

This tests stakeholder management, communication and your ability to connect local work to the bigger
picture.

How to structure your answer
Describe your communication rhythm, how you connect local KPIs to the bigger picture, and how you
handle resistance.

Example answer

“I run a monthly regional meeting where each manager shares one win and one challenge, and |
always link the discussion back to the company priorities for the quarter. | also visit sites regularly so |



can talk about strategy in their context, not in abstract terms. If a manager resists a change, | ask
what would make it work for their branch and try to adapt the rollout without compromising the core
requirement. | find that when people see how their numbers feed the regional result, they engage
more.”

6. Give an example of how you have managed a difficult stakeholder, such as
an area manager or a major customer, across multiple sites.
Why they ask

This tests your stakeholder management and written and verbal communication when interests conflict.

How to structure your answer
Use STAR with an added reflection on what you learned or would do differently. Focus on how you
listened, negotiated and protected the relationship.

Example answer

“A major customer complained that service levels varied across three branches they dealt with. | met
the customer with two site managers to hear the detail, then set up a single point of contact for them
and a shared service log. | also ran a short training session for all three teams on the customer's
specific requirements. Within a month the complaints stopped and the customer extended their
contract. | learned that cross-site consistency needs one owner and clear reporting, not just good
intentions.”



