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FUEL Model 
Category: Professional Learning, Coaching and Reflection 
The FUEL Model structures developmental coaching through four phases: Frame the conversation, 
Understand the current state, Explore the desired state and Lay out a success plan. Developed by Zenger 
and Stinnett, it helps leaders coach through enquiry rather than immediately directing or solving the 
issue. 
FUEL gives the coach responsibility for process while the coachee owns content and choices. It can 
support developmental, performance or feedback conversations, but contracting and organisational 
responsibilities determine where coaching ends and direction, escalation or specialist help is required 
(Zenger & Stinnett, 2010). 

Four Phases and Follow-Through 
1. Frame: Agree the topic, purpose, importance, desired outcome and roles within the conversation. 
2. Understand: Explore evidence, perspectives, emotions, assumptions, consequences and what has 

already been attempted. 
3. Explore: Describe a worthwhile future state and generate possible routes, resources and support. 
4. Lay out: Select actions, anticipate obstacles, define measures and agree responsibility and 

timescales. 
5. Follow through: Review learning and results, acknowledge progress and revise the plan where 

evidence requires it. 

Examples in Practice 
A placement supervisor frames a discussion about delayed documentation, asks the trainee to analyse 
current routines, explores what reliable completion would look like, and helps build a plan involving 
protected time, a checklist and a one-week review. 

Why It Matters 
FUEL makes a purposeful opening and specific plan visible, preventing unfocused conversation or 
premature advice. Useful coaching still depends on question quality, listening, trust and context. The 
sequence should not disguise predetermined managerial instruction as coachee-owned discovery, 
particularly where assessment, employment or power consequences are present (Grover & Furnham, 
2016). 
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