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About the GROWS model
GROWS is an evolution of the classic GROW coaching model, developed to address one of GROW's most common shortcomings: conversations that generate insight and options but stall at commitment because the coachee has not identified the support they need to follow through.  
The five stages - Goal, Reality, Options, Will (Way Forward) and Support - give the conversation a clear and complete arc: from purpose through understanding, exploration and commitment, to the practical conditions that make success possible. 
GROWS is particularly well suited to managerial coaching because it acknowledges the reality that most people need support - practical, relational or organisational - to translate insight into sustained action. 
The Support stage makes this explicit rather than leaving it as an afterthought. Use this framework as a guide, not a script. The best coaching conversations feel like genuine human exchanges - curious, honest and energising. GROWS gives the conversation shape; your skill as a coach gives it life.
▪ Coaching and Mentoring - Understanding the Difference
Managers often confuse coaching and mentoring, or use the terms interchangeably. They are different approaches and each has its place. GROWS is a coaching framework - understanding that distinction helps you use it in the right situations and with the right intent.


	DIMENSION
	COACHING
	MENTORING

	Primary purpose
	Helps people think, explore and decide for themselves
	Shares experience, knowledge and guidance

	Core approach
	Questions-led - the coach asks; the coachee discovers
	Advice-led - the mentor draws on their own experience

	Direction of insight
	Comes from within the coachee
	Comes from the mentor's knowledge and expertise

	Focus
	On the coachee's own thinking and ownership
	On guidance, wisdom and the mentor's perspective

	Manager's role
	Temporarily sets aside own views and solutions
	Shares relevant experience and offers direction

	Best used when
	The person has the ability but needs thinking space and support
	The person needs knowledge or experience they do not yet have

	Most effective managers move fluidly between coaching and mentoring - knowing when to ask and when to share. The key is intent: are you helping this person think, or are you offering your experience? Both are valuable. Neither should be done by accident.


▪ Why GROWS Rather Than GROW?
The original GROW model (Goal, Reality, Options, Will) is one of the most powerful and widely used coaching frameworks in the world. In the hands of a skilled coach, it produces remarkable results. However, practitioners frequently observe a gap between the insights generated in a GROW conversation and the sustained behaviour change that follows.
Research and practice consistently suggest that the most common reason for this gap is not a lack of motivation or clarity - it is a lack of identified support. Coachees leave the conversation knowing what they want to do but without having thought through what they need to make it happen: who can help, what resources are required, what obstacles are anticipated, and what accountability structures are in place.
The Support stage addresses this directly. By making support an explicit and structured part of the conversation - rather than a hasty afterthought - GROWS significantly increases the likelihood that the Will / Way Forward translates into real and lasting change.
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▪ The Five Stages in Depth
	G - Goal
What are we here to achieve?

	The Goal stage establishes a clear, shared understanding of what the coachee wants to achieve - from this conversation and in the broader context of their role, development or situation. Without a clear goal, the conversation lacks direction and the coachee has no way to assess whether it has been valuable.
Coach's tip:
The most common mistake in the Goal stage is accepting the first thing the coachee names as the real goal. Often, the stated goal is a symptom or a strategy - not the underlying need. Spend time here. A well-defined goal makes everything that follows much more productive.
	Powerful questions:
-  "What would you most like to focus on in today's conversation?"
-  "What does success look like - for you, in this situation?"
-  "What needs to happen in this conversation for it to have been genuinely useful?"
-  "How does this connect to what you want to achieve longer term?"
-  "Is this the most important thing for us to focus on right now?"
-  "What are you hoping will be different as a result of our conversation today?"

	R - Reality
What is actually happening right now?

	The Reality stage explores the current situation honestly, specifically and without judgement. Great coaches are genuinely curious here - they ask questions that help the coachee see their situation more clearly, challenge assumptions they may not have questioned, and identify what they know versus what they are guessing or assuming.
Coach's tip:
The biggest coach error in the Reality stage is moving to solutions before properly understanding the situation. Managers are often in a hurry to fix things. Slow down. Thorough exploration of Reality almost always reveals insights that fundamentally change the options considered. Listen for what is not being said as much as what is.
	Powerful questions:
-  "Tell me what is actually happening right now - as specifically as possible."
-  "What have you already tried, and what happened?"
-  "What impact is this situation having - on you, on others, on the work?"
-  "On a scale of 1-10, how serious is this for you right now? What makes it a [X]?"
-  "What do you know for certain - and what are you assuming?"
-  "What might you be missing or not seeing clearly about this situation?"
-  "What have you not tried yet - and what has stopped you?"




	O - Options
What could be done - all possibilities?

	The Options stage generates a range of possible approaches before evaluating or selecting between them. The goal here is breadth - get as many ideas on the table as possible before judging any of them. Premature evaluation closes down creative thinking and often results in the coachee defaulting to the most obvious or familiar option.
Coach's tip:
The coach's most important discipline in the Options stage is to resist offering their own solution - especially before the coachee has generated their own. A solution that the coachee arrives at themselves will always be more owned, more energising and more likely to be acted upon than one suggested by the coach. Ask "what else?" at least three times before moving on.
	Powerful questions:
-  "What options do you have - all of them, even the ones that seem unlikely?"
-  "What else could you try?"
-  "What would someone you admire do in this situation?"
-  "What would you do if you knew you couldn't fail?"
-  "What haven't you tried yet - and what makes that option feel impossible?"
-  "If you could start from scratch, with no constraints, what would you do?"
-  "What would doing nothing cost you?"
-  "What is the boldest option you have not yet named?"

	W - Will - Way Forward
What specifically will you do?

	The Will stage converts insight and options into specific, time-bound commitments to action. This is where the coaching conversation becomes real. Without this stage, even the most brilliant exploration of Goals, Reality and Options is just an interesting conversation - not a development intervention. The coach's job here is to press for specificity and genuine commitment.
Coach's tip:
A Will stage without genuine commitment is just a wish list. Press beyond "I'll try to..." to "I will...". Ask about the first specific action, not just the overall intention. The lower the commitment score (below 7 on a 1-10 scale), the more important it is to understand what is getting in the way - and to revisit the Options stage before closing the conversation.
	Powerful questions:
-  "Which of these options will you pursue - and why that one?"
-  "What specifically will you do, and by when?"
-  "How committed are you to doing this - on a scale of 1-10?"
-  "What would make it a 9 instead of a 6?"
-  "What might get in the way - and what will you do if it does?"
-  "How will I know this has happened - what will you tell me at our next conversation?"
-  "What is the very first step, and when will you take it?"




	S - Support
What do you need to succeed?

	The Support stage is what distinguishes GROWS from GROW. Having committed to action, the coachee now identifies what they need - practically, relationally or organisationally - to make that commitment a reality. This stage significantly increases follow-through by converting abstract intention into a supported plan.
Coach's tip:
Many coaches skip or rush the Support stage because the conversation feels complete after the Will stage. This is the single biggest error in applying the GROWS model. The question "what do you need?" is often the most powerful question in the whole conversation - and it is frequently the one that has never been asked. Be specific. Be practical. Follow through on any commitments you make here.
	Powerful questions:
-  "What support do you need to make this happen?"
-  "Who could help you with this - and how will you engage them?"
-  "What resources, information or access do you need?"
-  "What might get in the way that is outside your control - and how can we address that now?"
-  "Is there anything I can do as your manager / coach to support you?"
-  "What accountability structure would help you most - check-ins, a deadline, someone to report to?"
-  "What does success look like in three months - and what needs to be in place for you to get there?"


▪ When Not To Use GROWS
GROWS is a development tool designed for situations where the individual is capable of finding their own way forward with skilled facilitation. It is not appropriate for every conversation a manager has. Using a coaching approach in the wrong context can be frustrating, counterproductive or - in serious situations - harmful.
	SITUATION
	WHY GROWS IS NOT THE RIGHT TOOL

	✖  Disciplinary matters
	Discipline involves applying a formal process and reaching a judgement. Coaching is non-directive and non-evaluative. Using a coaching approach in a disciplinary setting blurs the process and may compromise the legal defensibility of the procedure.

	✖  Formal capability procedures
	Where performance has reached the threshold for formal action, the manager has a duty to direct and manage - not to facilitate. Mixing coaching with a formal process confuses the individual about their position and may undermine the procedure.

	✖  Crisis situations requiring immediate action
	If someone is in immediate distress, if safety is at risk, or if a situation requires urgent management response, this is not the moment for open questions. Respond directly and appropriately first, then return to a coaching conversation once the situation is stable.

	✖  Safeguarding concerns
	If a disclosure or concern relates to safeguarding - the welfare of a child, young person or vulnerable adult - follow your organisation's safeguarding procedures immediately. Do not use coaching questions to explore the concern further.

	✖  When the person simply needs information
	If someone lacks knowledge, process understanding or technical skill, they cannot think their way to the right answer. Provide the information, training or guidance they need first - then coaching becomes appropriate again.

	✖  When the manager has a conflict of interest
	If the manager has a stake in the outcome - perhaps the conversation involves their team's performance, a restructure they are leading, or a decision that affects them directly - pure coaching is compromised. Be transparent, or refer to a more neutral coach or HR.


A useful rule of thumb
Ask yourself: does this situation require me to make a decision, apply a process, or protect someone? If yes, do that first. GROWS works best when both parties are free to explore - and when the manager is genuinely open to following the coachee's thinking wherever it leads.
▪ Using GROWS in Practice
The GROWS model is most effective when it is applied with genuine curiosity and flexibility rather than as a rigid checklist. The following guidance will help you get the most from the framework in real-world coaching conversations.
▪ Before the Conversation
-  Clarify the purpose - is this a coaching conversation, a performance discussion, a wellbeing check-in or something else? Be clear with yourself and, where helpful, with the coachee.
-  Set aside enough time - a rushed GROWS conversation is worse than no conversation at all. As a minimum, allow 30 minutes; 45-60 minutes is ideal for development-focused coaching.
-  Create the right environment - private, comfortable, free from interruption. For remote coaching, video is strongly preferable to audio only.
-  Begin with genuine intent - your real curiosity and care for the person is more important than technique. The model is a scaffold, not a script.
▪ During the Conversation
	✔  DO
	✖  AVOID

	✔  Ask open questions - ones that cannot be answered yes or no
	✖  Asking leading questions that embed your preferred answer

	✔  Listen at least as much as you speak - aim for 70/30
	✖  Filling silences with advice or solutions before they are needed

	✔  Reflect back what you hear - check your understanding
	✖  Moving through GROWS like a checklist - tick, tick, tick

	✔  Be comfortable with silence - it is where thinking happens
	✖  Accepting the first answer without asking "what else?"

	✔  Stay curious about the coachee's experience - not your interpretation of it
	✖  Projecting your own experience onto the coachee's situation

	✔  Follow the coachee's energy - if something matters to them, stay there
	✖  Rushing to the Will stage before Options has been fully explored

	✔  Name what you notice - "You seem uncertain about that option"
	✖  Forgetting to follow up on commitments from the last conversation





▪ GROWS Conversation Record Template
Use this section to prepare for and record a GROWS coaching conversation. Complete the preparation before the meeting and the record immediately afterwards while the conversation is fresh.
	COACHEE
	[Name]

	JOB TITLE
	[Job Title]

	COACH / MANAGER
	[Name]

	JOB TITLE
	[Job Title]

	DATE
	[Date]

	CONTEXT / FOCUS AREA
	[Brief description of the topic or development area]


▪ G - Goal
What did the coachee want to achieve from this conversation?

How did this connect to their broader goals or development?

▪ R - Reality

Key elements of the current situation as described by the coachee:

Assumptions challenged or new insights that emerged:

▪ O - Options

Options explored during the conversation:

▪ W - Will / Way Forward

Specific commitments made by the coachee (what, by when):

Commitment level (1-10) and what would raise it:

▪ S - Support

Support identified - what the coachee needs and from whom:

Commitments made by the coach / manager:

	FOLLOW-UP DATE AGREED
	

	COACH'S SELF-REFLECTION - WHAT WENT WELL
	

	COACH'S SELF-REFLECTION - WHAT TO DEVELOP
	



▪ Appendix - Using GROWS with Teams
GROWS is primarily designed for one-to-one coaching conversations, but the framework translates powerfully to team settings. When a group is exploring a shared challenge, working through a project decision, or developing collective priorities, the GROWS structure provides the same benefits it delivers individually: clear direction, honest exploration, shared options and committed action. Team GROWS conversations work best when the group already has some shared understanding of each other, of the challenge, and of what a productive conversation looks like. For teams new to coaching culture, a short briefing on what GROWS is and why you are using it will significantly improve the quality of the conversation.
▪ Adapting Each Stage for a Team
G - Goal
What outcome does the team want from this conversation?
Team Goal conversations require the facilitator to surface and align potentially different individual agendas. Start with individual reflection before group discussion. The team goal must be something the whole group owns - not just the manager's agenda in team clothing.

Team questions:

· "What would each of you most want this conversation to achieve?"
· "What does success look like for the team - not just for this project?"
· "If we left this conversation having agreed one thing, what would be most valuable?"

R - Reality

What is actually happening for the team right now?
Team Reality conversations are richer and more complex than individual ones - different people experience the same situation differently. The facilitator's job is to ensure all perspectives are heard. Silent individual reflection before group sharing often significantly improves the quality of contribution.

Team questions:

· "What is each of us experiencing in relation to this challenge?"
· "Where do we see this situation differently - and what does that tell us?"
· "What are we not talking about that might be relevant?"

O - Options

What could we do - as a team?

Team Options conversations are where collective intelligence really shows up. Encourage all ideas before evaluating any. Use round-robins (every person adds one option before anyone evaluates) to prevent the most confident voices from monopolising the creative phase.

Team questions:

· "What options do we have - all of them, even the ambitious ones?"
· "What could we try that we haven't considered?"
· "What constraints are we accepting that we could challenge?"

W - Will

What will we commit to - collectively and individually?

Team Will conversations must produce named, owned commitments - not vague collective intentions. "We will try to improve communication" is not a commitment. "Alex will send the weekly update by Thursday;
Priya will chair the monthly review" is. Press for specificity and ensure every action has a named owner.

Team questions:

· "What specifically are we committing to - and who owns each action?"
· "How committed is the team to this - on a scale of 1-10?"
· "What might get in the way - and how will we handle it as a team?"

S - Support

What does the team need to succeed?

Team Support conversations identify the conditions, resources and structures the team needs collectively and individually. This includes how team members will support each other. Naming mutual accountability explicitly is one of the most powerful outcomes a team GROWS conversation can produce.

Team questions:

· "What does each of us need from the rest of the team to deliver on this?"
· "What accountability structure will help us stay on track - check-ins, a shared tracker, a review date?"
· "How will we handle it if someone is struggling to deliver their commitment?"
▪ Tips for Facilitating a Team GROWS Conversation
· Set context before you start - briefly explain why you are using GROWS and what a good group coaching conversation looks and feels like.
· Build in reflection time - even two minutes of silent individual reflection before each stage improves the quality of group contribution significantly.
· Protect quieter voices - actively invite contributions from those who are less likely to speak up unprompted.
· Name the role of the facilitator - the manager facilitating a team GROWS conversation is not there to share their view or steer towards a preferred outcome. State this clearly at the start.
· Capture outputs visibly - write commitments, actions and names on a shared screen or flipchart during the Will and Support stages. Visible commitments are harder to forget.
· Agree a follow-up - a team GROWS conversation without a scheduled check-in is a conversation, not a process. 
· Agree when the team will review progress before you leave the room.

GROWS and team development
Team coaching with GROWS works best in a psychologically safe environment where team members trust that their honest input will be valued and that the process is genuinely exploratory. White Cube Consulting delivers team coaching and facilitation for leadership teams, project groups and development cohorts - contact us to discuss your needs.

For GROWS coaching skills training, team coaching or leadership development programmes - contact White Cube Consulting at hello@whitecubeconsulting.com or call 01224 531524.
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