
Coaching in the Moment
Who:
• Coach: Faculty, staff, or teacher
• Learner: resident or fellow

What: Use these phases to support a 
conversation about a discrete clinical 
encounter, case,  activity, or workday.  
Phases are more circular than linear, and 
revisiting a phase is common. 

Coaching microskills* are applicable in all 
phases

Before the work begins
Phase 1: Rapport/expectations
Goal: To engage learner and build 
mutual respect and trust
Phase 1A: Establish Rapport 
May be skipped if relationship established
Review the EPA(s) if new to service
• How has this rotation been for you?  
• What did you enjoy or what are looking 

forward to?  
• What challenges you or what are you 

nervous about?  

Phase 1B: Set Expectations
Ask learner to share a goal for this 
experience/day. 
- What is an area/skill you are looking to 
work on today?
- What is a skill you have been working on 
in this rotation so far?

After encounter/case/day
Phase 2: Reflection
Goal: To foster self-reflection, 
provide feedback, and develop a 
shared understanding of 
performance

Learner goes first, 
Coach second

• How was that experience for you?
• Would you trust yourself to do this 

independently? Why or why not?
• What step did you do well on?
• What’s a step you still need to work on?
• Revisiting your educational goals, did 

you accomplish them?

Coach understands learner’s 
perspective, then integrates their 
observations. 
• I’m curious, when you decided to do [X], 

what was your intent?
• When I watched you, I observed [Y].
• I thought you did well on [X], but you 

seemed [upset, flustered] by [Y].  Can 
you tell me more about that?

When there are significant gaps:
• What do you wish you had done 

differently? 

Phase 3: Confirm Content
Goal: Summarize performance and 
agree on one area to focus on for 
next time.

Confirm your understanding of the 
learner’s self-reflection
- Let me summarize what I’m hearing to 
make sure I understand. 

Confirm learner’s understanding of the 
conversation.
- Is there anything we discussed that isn’t 
clear? 
- Would you like to add anything at this 
point?
- What would you like to focus on? 

For learners who don’t identify a priority:
- We talked about X, Y, and Z; what would 
you like to focus on? 

*Coaching microskills:
• Open-ended, curious questions
• Active listening
• Promoting self-reflection
• Clarifying questions
• Paraphrasing
• Summarizing

Things to avoid:
• Monologues
• Judgmental language (but, however, 

you did…)
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Phase 4: Co-create a plan 
for performance 
improvement
Goal: To ensure learner and coach 
agree on a specific learning goal and 
co-create an achievable plan.

This step may not be reached in 
Coaching in the Moment.

Coaching guides the development of 
specific goals and steps to achieve 
that goal.  It supports self-directed 
learning, deliberate practice, and 
ensure the action plan is co-created.  
• What do you think you need to do to 

reach the next level of entrustment? 
• What do you see as the priority for 

improvement?
• What would you like to achieve in your 

next rotation? 
(Keep goals specific and actionable)

• What will you do to achieve this change?
• What will you need for support?
• What might get in the way? 
• How will you know you’ve achieved this 

change? 

For learner who is having trouble coming 
up with a specific goal: It seems you may 
be unsure about what you want to work on.  
Can I suggest that you work on [X]? Will 
that work for you? 

Determine the follow-up plan
• Who are you working with next?  Could 

they help you on this plan?

• When do you think you will see results? 

• How will you ensure you are on track?
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