Portfolio Sample 2: Coaching Conversations for New Managers – Practice Scenarios

Role-play scenario set for coaching conversations
Role-play 1: Late for work
Scenario (for all roles)
A supervisor has noticed that an employee has been arriving late several times in the past two weeks. The employee is generally reliable and meets expectations, but recent lateness is affecting team coverage at the start of the day.
Manager role card
Goal: Address the pattern of lateness and understand what is driving it, while preserving trust.
Coaching focus:
· Start by clarifying the purpose of the conversation (“why we’re here now”).
· Ask open questions to understand the employee’s situation (e.g., commute, childcare, health).
· Explore impact on the team and any expectations that may not be clear.
· Co-create specific next steps (e.g., agreed start time, contingency plan).
Avoid:
· Jumping straight to warnings or labels like “unprofessional” without exploring causes.
· Making assumptions about the employee’s motives.
Employee role card
· You’ve been late 3–4 times in the last two weeks.
· Reasons could include things like childcare changes, transit issues, or feeling disengaged—choose one to make the scenario feel real.
· You are aware you’ve been late, but you’re unsure how serious the impact is.
· Be honest about constraints, and respond to coaching questions as if you’re figuring out options with your manager.
Observer focus (using your checklist)
Does the manager 
· Clarify the purpose at the start?
· Use open, non-leading questions?
· Reflect or summarize the employee’s perspective?
· Provide specific, behaviour-focused feedback (about lateness and impact)?
· Co-create a concrete next step and follow-up plan?
Role-play 2: Missing deadlines
Scenario
A project specialist has missed two important deadlines in the past month, requiring the supervisor to step in at the last minute. The specialist is capable but appears overloaded and may be underestimating task duration.
Manager role card
Goal: Understand what is making deadlines hard to meet and help the employee own a plan for improvement.
Coaching focus:
· Clarify the focus (“recent missed deadlines on X and Y projects”).
· Explore the employee’s current workload, planning approach, and any obstacles.
· Ask questions that surface how they track tasks and communicate when risks arise.
· Agree on specific changes (e.g., interim check-ins, earlier escalation, block time for key tasks).
Employee role card
· You care about doing good work but have struggled to juggle multiple priorities.
· You tend to focus on detailed quality and underestimate how long tasks will take.
· You haven’t been proactive about flagging when a deadline is at risk.
· In the conversation, explain your thinking honestly and be open to brainstorming different ways of working.
Observer focus
Listen for how the manager balances:
· Understanding context (Explore) with agreeing concrete changes (Decide).
· Feedback on impact (“what happens when deadlines slip”) with coaching questions (“what would help you see risks earlier?”).
Note specific phrases that helped move from problem description to actionable next steps.
Role-play 3: Poor quality work
Scenario
A senior team member has delivered several pieces of work that meet deadlines but contain errors or incomplete analysis. Their work needs frequent rework by others, causing frustration.
Manager role card
Goal: Help the employee understand the quality expectations and diagnose why errors are happening.
Coaching focus:
· Start with a clear, specific description of the quality gaps (use examples).
· Ask open questions about how they currently review their work, balance speed vs. quality, and interpret requirements.
· Explore supports they might need (checklists, peer review, clearer briefs).
· Co-create one or two concrete behaviours to try (e.g., final double-check, peer review on complex items).
Employee role card
· You feel you are working quickly to meet demands but don’t always have time to double-check everything.
· You are not fully aware how much rework your colleagues are doing.
· In the conversation, react as someone who is surprised but willing to understand and improve.
Observer focus
Watch whether the manager:
· Focuses feedback on behaviours and examples, not character labels (“careless”, “lazy”).
· Checks understanding by summarizing what the employee said.
· Ensures the employee suggests at least one improvement idea (rather than the manager prescribing all solutions).
Role-play 4: Conflict between coworkers / team stakeholders
Scenario
Two coworkers, Alex and Jordan, are in conflict over how to prioritize work for a shared stakeholder group. Alex wants to focus on internal requests from their department head; Jordan is concerned about commitments to external partners. Tension has been visible in meetings.
Manager role card
Goal: Facilitate a coaching-style conversation that helps Alex and Jordan understand each other’s priorities and agree on next steps for collaboration.
Coaching focus:
· Clarify the purpose (“we’re here to talk about how you’re working together on stakeholder priorities”).
· Ask each person to describe their perspective and key stakeholders they’re most concerned about (internal vs. external).
· Reflect back areas of overlap and difference.
· Guide them to co-create a shared approach (e.g., criteria for prioritization, who will communicate with which stakeholders).
· Confirm follow-up (how you’ll check in, how they’ll handle future disagreements).
Alexa role card (internal stakeholder focus)
· You are accountable to the internal department head, who expects quick turnaround on internal requests.
· You’re worried that external commitments are pulling time away from urgent internal work.
· You feel Jordan doesn’t appreciate internal pressures.
Jordan role card (external stakeholder focus)
· You manage relationships with external partners who rely on consistent delivery.
· You’re concerned that internal urgent requests are causing you to miss external commitments.
· You feel Alex doesn’t see the reputational risk externally.
Observer focus
Note how the manager:
· Keeps the conversation structured (Goal → Explore both sides → Decide → Follow up).
· Ensures both parties feel heard (balanced questions and reflections).
· Helps them articulate a shared plan rather than deciding for them.
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