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A Trios Coaching Approach 

Trios meetings 

A Trio should meet once per month and last around 90 minutes. This allows each Trio member 30 minutes to be coached. A Trio can be 

organised into 3 roles.  

Coach: is responsible for asking probing questions, listening to the coachee, challenging their assumptions and giving feedback, but 

should not offer solutions or give advice. They may follow a structure, such as the GROW model below, or may simply ask questions 

designed to get the coachee to think through the issues and options and move forward to action.  

Coachee: brings the issue to be considered, agrees to be open and honest in addressing the questions put by the coach and is prepared 

to take action as a result of the coaching conversation. 

Observer: watches and listens to the coaching conversation and feeds back to the coach and coachee afterwards. The intention is to 

provide constructive feedback on what has been said, for example, highlighting points that appeared to be particularly effective or less 

effective. The observer might point out questions that had moved the coachee forward or points where the coach stepped outside the 

coaching role and offered advice. 

Examples of coaching questions: the GROW model 

Goal Reality Options Will (What next?) 

What do I want to achieve by the end 
of this meeting? 

What is happening now? What ideas can I come up with to 
reach my goal? 

What will I commit to and in what 
timescale? 

Possible coaching questions 

 What do you want? 

 Over what time frame? 

 Where would you like to be on a 
scale of 1–10? 

 Imagine you have achieved it: 
What does it look like? 

 How do you feel? 

 What are people saying to you? 

 What are the benefits? 

Possible coaching questions 

 What is happening at the 
moment? 

 How important is this to you? 

 If an ideal situation is 10, 
what number are you at now? 

 What impact is this having on 
you/how do you feel? 

 What have you done so far? 

 Who else is affected? 

Possible coaching questions 

 What are your options? 

 What could you do? 

 What else? 

 If there were anything else, what 
would it be? 

 What has worked in the past? 

 What steps could you take? 

 Who could help you with this? 

 Where could you find out the 
information? 

Possible coaching questions 

 What will you do about that? 

 How will you do that? 

 When? 

 What will it take for you to commit 
to that action? 

 What could you do to become 
more committed? 

 Could you do more? 

 How many? 

 How much? 
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 What do you want to achieve in five 
years/one year/three months? 

 How could you say your goal in a 
few words? 

 Which part of that is the real focus? 

 How will you know when you have 
achieved it? 

 In an ideal world, what do you 
really want? 

 What are you doing that’s 
working towards your goal? 

 What are you doing that is 
getting in the way of your 
goal? 

 What might someone else do in 
your shoes? 

 Imagine you have achieved your 
goal; look back on the journey and 
tell me you got here. 

 How often? 

 Where will you find that? 

 Who will you talk to? 

 What else you could you do? 

Trio principles 

 Trio relationships are based on equality which promotes openness and trust.  

 Coachees appreciate being listened to and appreciate the others’ efforts to understand them. 

 Enquiry is the focus and the coach helps the coachee to understand their situation and to develop insight and clarity. 

 Solutions to situations are usually more effective when they emerge from the understanding of the person experiencing the 
situation. Ownership of solutions is more likely to emerge when we feel we have reached these through our conversations rather 
than being suggested by others. This approach maintains the responsibility of the coachee for the results they achieve. 

 Sometimes solutions emerge quickly from conversations and sometimes they take longer to evolve. This is ok. 
 

Core skills we can continue to develop within our Trios 

 

 

  

Building rapport & relationships 

Listening 

Using intuition Asking effective questions 

Giving constructive feedback 

Our operating beliefs and values 



Barriers to effective coaching relationships 

Barriers can relate to your environment, personal wellbeing or behaviour.  

 Talking too much 

 Taking  control of the conversation 

 Offering solutions or explaining what not to do 

 Needing to be seen to be the expert or to be right 

 Assuming your experience/ knowledge is relevant ton a person’s situation 
 

If you become aware that any of these barriers are taking place, acknowledge them and discuss what needs to happen to avoid the 

barrier. 

 

Emotional competence 

Effective coaching can increase the emotional competence of a coachee. Emotional competence is how we interpret, express and process 

emotions. This competence can then be used and further developed in work and in life.  
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