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Difficult Conversation Prompt Sheet 
- Using Goleman’s Leadership Styles + Emotional Intelligence

	Stage
	Prompts

	
Before the Conversation

Self Check - Emotional Intelligence
	Self-Awareness
· “What emotions am I bringing into this conversation?”
· [bookmark: _GoBack]“What assumptions might I be making?”
Self-Management
· “How will I stay calm if the conversation becomes defensive or emotional?”
· “What will I do if I feel myself becoming triggered?”
Social Awareness
· “What might this colleague be feeling or worried about?”
· “What pressures or context might be driving their behaviour?”
Relationship Management
· “How do I want this person to feel at the end of the meeting?”
· “What long-term relationship impact do I want to protect?”

	
Choosing Your Leadership Style (Goleman)
	Visionary (Gryffindor) – “Let’s move forward together”
Use when you need to provide direction, clarity and purpose.
Sentence starters:
· “I want to share the bigger picture with you…”
· “Here’s the direction we need to head in, and why it matters for pupils…”
· “Let’s talk about how we can align with the school’s vision while supporting you to get there.”

Coaching (Hufflepuff) – “Let’s grow this together”
Use when the goal is development and building capacity.
Sentence starters:
· “Help me understand what feels hardest about this right now…”
· “What support would make the biggest difference for you?”
· “Let’s work out a step-by-step plan you feel confident with.”

Democratic (Ravenclaw) – “Your voice matters in the solution”
Use when seeking genuine input or buy-in.
Sentence starters:
· “I’d like to hear your perspective before we decide next steps.”
· “What do you think would work best here, and why?”
· “Let’s co-create a plan that we’re both committed to.”

Commanding / Pace-setting (Slytherin) – “We need clarity and action now”
Use sparingly, for safeguarding, urgent performance issues, or non-negotiables.
Sentence starters:
· “I need to be clear about what must change immediately…”
· “This expectation isn’t optional. Here’s what needs to happen next…”
· “We will review this on…”







	
During the Conversation – Structure & Starters
	Opening the conversation clearly
· “I’d like us to talk about something important that affects pupils and the team.”
· “My intention here is to support you and to be clear about expectations.”

Naming the issue without judgement
· “I’ve noticed that…”
· “The impact of this is…”
· “I want to understand what’s going on from your perspective.”

Listening with empathy (Social Awareness)
· “Tell me more about that…”
· “I hear that this is difficult for you…”
· “What I’m understanding is…”

Clarifying boundaries and expectations
· “What must change is…”
· “This part is non-negotiable because…”

Collaborative planning
· “What small step could you take first?”
· “How will we know things are improving?”
· “Let’s agree on what support you need and when we’ll review it.”


	Ending the Conversation
Reconnection & Next Steps
	· “Thank you for being honest today.”
· “I want you to succeed, and I’ll support you in this.”
· “Let’s summarise what we’ve agreed…”
· “Our next check-in will be on…”
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Adapted fom “Emotiona Intelgence” by Danel Goleman
g danieigoleman nfo/topics/emotional-nteligence
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