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Outline: Coaching for Competency

• Introductions
• Discover small group coaching techniques anchored 

in positive psychology 
• Apply a framework for feedback to learners within 

a coaching relationship 
• Engage in a coaching conversation, using coaching 

strategies 



CoachingCoach

Supports you in 
achieving personal 

or professional 
goals

Focus is on helping 
you find solutions 
and strategies, be 

the best you can be

Helps you build 
skills, use your 

resources

Mentor

Someone more 
experienced

Teaches and shows 
you the ropes

You may want to 
be this person 

someday

Advisor

Offers advice

Deep technical 
knowledge in a 
particular area



UCSF School of Medicine Coaching 
program



Before we get started

• Your goals for today’s session…..



Coaching – small group
Christopher R. Peabody, MD, MPH



Service above Self





Self Reflection

Why did you go into health professions education?
What is one goal you have for this conference?



Dyad Exercise

Turn to person next to you
One person speaks, the other listens
Share the reason why you went into health 

professions education



Coaching

Practical Tips of the Trade
• Establishing norms
• Structured Check-in
• Happiness Project
• Dream Teams



Establishing ground-rules early: a key to success
• Confidentiality
• Amnesty (give each other benefit of doubt)
• Compassion (for each other)
• Be. On. Time. 

Norms



Background: Physician Training Model

Compassionate, 
Idealistic Students

Burnt-out Attending 
Physician

Crucible of Medical School + Residency

1. Shanafelt TD, Balch CM, Bechamps G, et al. Burn- out and medical errors among American surgeons. Ann Surg 2010;251:995–1000. 
2. Wallace JE, Lemaire J. Physician well being and quality of patient care: an exploratory study of the missing link. Psychol Health Med 2009;14:545–52. 



Happiness Advantage

Background

• 54% of physicians experience burnout

• We made it!  Change the lens in which we see the world

• Frame our session so that our team experiences the 

“Happiness Advantage”

Prins JT, Gazendam-Donofrio SM, Tubben BJ, van der Heijden FM, van de Wiel HB, Hoekstra-Weebers JE. Burnout in medical residents: a review. Med Educ 2007;41:788–800.



Happiness Project

Start Session with Positive Priming

• If we are positive in the present then

• We can learn faster

• More Resilient

• Less burnout

• Physicians with positive priming

• Integrated information earlier

• Demonstrated less anchoring

1. Estrada, Carlos A., Alice M. Isen, and Mark J. Young. "Positive affect facilitates integration of information and decreases anchoring in reasoning among 

physicians." Organizational behavior and human decision processes72.1 (1997): 117-135.

2. Anchor, Shawn. The Happy Secret to Better work https://www.ted.com/talks/shawn_achor_the_happy_secret_to_better_work?language=en (accessed Feb 25, 2016)



Happiness Project

Student-led well-being 
• Part of a structured check-in (10 minutes)
• Rotating facilitator
• Bring in an activity to focus on happiness



Examples include:
Excerpts from “Peace is Every Step”
Gratefulness practice
Origami crane folding lesson
Ted Talk on Positive Psychology
Headspace meditation
Compliments game
Excerpts from “Grit”
“Draw a place that brings you peace”





Crucible Moment



Peer-to-Peer Mentoring
Establishing Dream Teams
• What if each student had their own personal board of 

directors?

• Small Groups of 5-6 to hold each other accountable for 
their dreams

Christopher R. Peabody and Jan Shoenberger (2013) “Dream Teams” -- A Peer-to-Peer Mentorship Program for Adult Learners in an Emergency Medicine Residency Training 
Program.  Innovations in Medical Education Conference 2014.



Dream Team

Part of Structured Check-in (10 min)
• One student per session
• Share goals and dreams for career
• Subsequent sessions are progress reports

• Group acts as Personal Board of Directors
• Asks questions, gives advice
• Opens up personal networks

1. Estrada, Carlos A., Alice M. Isen, and Mark J. Young. "Positive affect facilitates integration of information and decreases anchoring in reasoning among 
physicians." Organizational behavior and human decision processes72.1 (1997): 117-135.

2. Anchor, Shawn. The Happy Secret to Better work https://www.ted.com/talks/shawn_achor_the_happy_secret_to_better_work?language=en (accessed Feb 25, 2016)



Dream Team

Potential Impact: Students Coaching Themselves
• Discuss shared strategies for work-life balance
• Summer research, specialty selection
• Cultivating mentors
• Utilize network of peers for career development
• Discuss medical errors amongst peers

Kimo Takayesu J, Ramoska EA, Clark TR, Hansoti B, Dougherty J, Freeman W, Weaver KR, Chang Y, Gross E. Factors Associated With Burnout During Emergency Medicine Residency. 
Acad Emerg Med. 2014 Sep;21(9):1031-1035





Thank you
christopher.peabody@ ucsf.edu

Suggested Reading



Informed self-assessment 
and feedback

Karen Hauer



Coaching conversations

• What about when the feedback is not all positive?

• How can a coach help?
• Provide and interpret feedback
• Promote awareness
• Provide encouragement
• Facilitate practice with reflection, learning planning



Challenges with self-assessment



Improving the accuracy of self-
assessment
• Important for metacognition
• Reflection-in-action, reflection-on-action
• Self-directed assessment seeking (Boud)

• Two critical ingredients
• Information: accuracy of self-assessment improves with 

performance information  
• Coaches: facilitator, in context of longitudinal, trusting 

relationship



Informed self-assessment: a 
model



3 steps for informed self-assessment

Role of the learner Role of the coach

Review own performance 
information, standards

Understand where the learner is at
Know the standards (competencies, 
milestones)

Reflect on information Ask questions, probe
Care personally

Design individual learning plan Ensure learning plan is SMART
Provide follow up, accountability



Facilitating a feedback conversation 
R2C2 feedback model

• Rapport building
• Explore resident 

experience/context
• Offer empathy, establish 

trust

• Explore Reactions
• Invite resident reactions to 

the feedback 

• Explore understanding of 
feedback Content
• Understanding of data –

score and comments

• Coach for change
• Build on successes and 

strengths
• Identify goals, consider 

framework like SMART 
goals

Sargeant, Acad Med 2015



Activity: Exploring reactions to 
feedback and feedback content 
1. Review information
2. Reflect on information

• pair share practice with R2 and C– (10 min)
• large group debrief – 5 min



Coaching for Change
Erick Hung



What coaching is NOT:
disciplinary conversation

“venting”

teaching

psychotherapy 

https://en.wikipedia.org/wiki/File:Freud%27s_couch,_London,_2004_(2).jpeg



Coaching Conversations: Purpose

Purpose

• Reflect on challenges

• Identify strengths

• Make a plan going forward

Avoid the impulse to

• Discipline (be clear on your role)

• Give advice (talk less; listen 
more)

• Commiserate (not bi-directional)



Key Elements of a Coaching 
Conversation

Setting the 
stage Opening Conversation Closing



Key Elements of a Coaching 
Conversation

Setting the 
stage Opening Conversation Closing

Laying the Groundwork for Success
Coach Mindset Assume positive intent
Planning Ongoing vs. new issue
Timing Contextual awareness (exam tomorrow; post call)
Setting Confidential space vs. real time “on-the-fly”
Voluntariness Most effective when voluntary but “opt-in” not always possible



Key Elements of a Coaching 
Conversation

• Identify the reason for the 
conversation

• Clarify your role if ambiguous

• Practice some phrases to open 
the conversation (can feel 
awkward!)

Setting the 
stage Opening Conversation Closing

“I noticed that 
interaction and wanted 
to check in.  Can we talk 
about it?”

“The other day when we 
talked, I realized that you 
were going through a 
stressful situation.  Could 
we discuss it?”

“You just got back your 
CPX results.  Let’s discuss 
them together”



Key Elements of a Coaching 
Conversation

• Listen when you want to talk

• Ask probes until you get to the heart of the issue

• Leave with an action plan/concrete next step

Setting the 
stage Opening Conversation Closing



“7 Essential  Questions”

Question Example Purpose
Kickstart Question What’s on your mind? Open ended self-reflection
Awe Question And what else? Probing to get at deeper issues

Focus Question What’s the real 
challenge here for you?

Identify the root cause or 
underlying challenge

Foundation Question What do you want? Identify goals (before tactics)

“Lazy” Question How can I help? Identify barriers and possible 
supports

Strategic Question
If you’re saying yes to 
this, what will you say 
no to?

Set limits and realistic 
expectations

Learning Question What was most useful 
for you? Reflect on the conversation

Stanier (2016). The Coaching Habit: Say Less, Ask More, & Change the Way You Lead



Key Elements of a Coaching 
Conversation

• Reflect on the conversation

• Make a plan/set a SMART goal

• Schedule follow-up

Setting the 
stage Opening Conversation Closing



Key Elements of a Coaching 
Conversation

• Self-regulated learning involves the autonomous selection, 
management, and evaluation of personal learning activities.

• Mental contrasting with implementation intentions 
(cognitive psychology literature)

• WOOP

Setting the 
stage Opening Conversation Closing



Saddawi-Konefka (2017). Changing Resident Physician Studying Behaviors, JGME.



Activity: Coaching Conversation



“7 Essential  Questions”

Kickstart 
Question

What’s on your mind? Open ended self-reflection

Awe
Question

And what else? Probing to get at deeper issues

Focus 
Question

What’s the real challenge here for 
you?

Identify the root cause or underlying
challenge

Foundation
Question

What do you want? Identify goals (before tactics)

“Lazy” 
Question

How can I help? Identify barriers and possible supports

Strategic 
Question

If you’re saying yes to this, what will 
you say no to?

Set limits and realistic expectations

Learning 
Question

What was most useful for you? Reflect on the conversation



Commitment to Change



Creative Commons License

You are free:
• to Share — to copy, distribute and transmit the work 
• to Remix — to adapt the work

Under the following conditions:
• Attribution. You must give the original authors credit (but not in any way that 

suggests that they endorse you or your use of the work).
• Noncommercial. You may not use this work for commercial purposes. 
• Share Alike. If you alter, transform, or build upon this work, you may distribute the 

resulting work only under a license identical to this one. 

See http://creativecommons.org/licenses/by-nc-sa/3.0/ for full license.

http://creativecommons.org/licenses/by-nc-sa/3.0/

