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GROW SMARTER by Elizabeth Kaye 
 
Slide 1 
Hello, my name is Elizabeth Kaye and I am delighted to work with DePaul University and Vincent on 
Leadership: The Hay Project to share my passion for leadership coaching with you and help you achieve 
greater success as a leader. 
 
Today, we’re going to ask the question:  How do we grow smarter as leaders through coaching? 
Actually, we use the word GROW as an acronym to toss us a lifeline as we begin coaching. It’s simple, 
it’s easy, and it’s elegant, even in very complex situations. GROW is a great place to get started for 
novices and helpful for more experienced leaders to get their bearings. 
  
So how does GROW work? Well, GROW is actually a sequence of questions since questions are the 
engine that powers the coaching process. 
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The G in grow reminds us to ask about goals. We ask the person we’re coaching: What is it you want to 
happen? 
R is the reality: what is happening for you right now?  What is unfolding around all that? 
O is for options: what could you do about the situation at this point? 
And W is the most important of these letters because it stands for will: what will you do in this 
situation? 
 
To help bring this to life for you, here are some sample questions that you can use for each of these 
areas. What we do is make use of our old friends, the 5 W’s--who, what, when, where, why—and how? 
However, I want to pass on a word of caution about why. This is a word that will get people to clam up 
faster than anything else! Why? Because the question why often implies judgement or blame which 
stops brainstorming cold. For example, why haven’t you done that already? Or: why did you miss that 
deadline? If you’re actually looking for information, as opposed to venting or judging, try using a more 
descriptive, objective approach. Say something like: when such-and such happened or didn’t happen, 
how did key people react?  What did they say? What did they do? 
 
Here are some suggestions to get a coaching conversation started. However, these are ONLY 
suggestions because the reality is that whatever the person who is being coached says to you determines 
the coach’s next question. Just like actors in an improvisational scene, there is no preset script. “Follow 
the energy” is a great rule of thumb when you’re in doubt about where to go next. 
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So, some places to get started around Goals might be, 

What do you want? Or even,  
What do you really want? 
When do you need it? 
Who would be involved? 
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Where would this take place? 
What would that look like? 
And how much do you need to decide right now? 
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Moving on to the Reality--that is, helping people really clarify what’s going on at this moment---here is 
another series of questions that can help both of you get clearer on the current situation: 

What is actually happening now? 
What have you tried already? 
With what results? 
And how did that work for you? 

 
One of my favorite questions in all of coaching is right here and that is:  

What is within your power? And what is not? 
Once you clarify that, you will have a much better map of where it’s possible to go! 
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Next we turn to Options: and options are about brainstorming to figure out what you could do in a 
particular situation. 

What ARE some possibilities for moving forward here? 
How might we tap into our creativity to generate even more? 
How do we open previously closed doors in people’s minds? 

If the person that you’re coaching is stuck,you can ask extremely open-ended and provocative questions 
such as: What might 10 approaches to this issue be, no matter how crazy they sound? Or even, If you did 
know a way forward, what might that be? 
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Finally we move to Will which is the core of the situation because will is really about commitment. 
Buy-in! It is asking the person you’re coaching, in full awareness, to say out loud to another person what 
they will actually do, to name an action step. 

You are really asking: what will you do? 
By when? 
Must anyone else sign off on this step? 
How will you deal with barriers? 
And what will success look like for you? 

 
Finally, how does the coach set up a practical, helpful accountability with the person they are coaching 
to help them move ahead on their action steps? We dare to get very specific together, and agree upon 
what that looks like with the help of another acronym. 
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Many of you may already be familiar with SMART. 
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We are going to build that out further to be SMARTER as the way you structure powerful 
accountabilities. It’s an acronym that provides a wide-ranging useful checklist for your action plan. 
When you structure your goals in a SMARTER way, they become: 

Specific, 
Measurable 
Agreed-upon 
Realistic, 
Time-bound;   
and finally, they are ethical 
and they are recorded. 

 
Concluding Slide 
Thank you very much for your time! To learn more, email me at collaborate@elizabethkaye.com or 
email Patricia Bombard at hayleadership@depaul.edu 

We look forward to collaborating with you around leadership coaching!  

 


