
Coaching over Time
Who’s involved?
• Coach: Program director, mentor, or 

EPA Champion/rotation director
• Learner: resident or fellow

When: End of rotation or semi-annual 
review. 

What: A conversation to review an 
assessment portfolio, including multiple 
EPAs and other longitudinal data.  Coach 
and learner should be prepared by 
reviewing materials ahead of time.

Phase 1: Establishing 
rapport and defining the 
topic/content for discussion 
Goal: Engage learner and build 
mutual respect/trust
• How did rotation [X] go for you? 
• Tell me about your assessment and 

feedback experiences to date: what has 
been helpful? 

• We will discuss EPAs from rotation [X]. 
Do you have any other evaluations from 
that rotation we should review as well? 

• If you regularly meet with this learner: 
The last time we met, you were going to 
work on [X], how did that go? 

Confirm you are hearing, empathize, show 
respect, build trust, validate.

Relationship-building is central and needs 
attention throughout. 

Phase 2: Reflection
Goal: To foster self-reflection and 
ensure the learner’s views are heard 
and respected. 
• What skills do you feel comfortable 

with?
• What skills do you feel you still need to 

work on? 
• How do these data compare to how you 

thought you were doing? Any surprises? 
• (If surprised) Is there a particular EPA or 

evaluation you would like to focus on? 
• How did you make sense of the 

comments?

Negative reactions/surprises tend to be 
more frequently elicited by: 
• Lack of concrete examples
• Data showing that one is not doing as 

well as one thought
• Subjective comments not supported by 

objective data.

Be prepared for negative reactions in these 
cases.  Support expression of negative 
reactions using general facilitative 
approaches and explore reasoning behind 
these reactions. 
• It is difficult to hear feedback that 

contradicts how we see ourselves
• We are all trying our best and it is tough 

to hear when we are not hitting the mark.
• Where do you think they are coming 

from with that comment?  
• Can you see or understand the 

viewpoint of the faculty/staff who 
completed this evaluation? 

Phase 3: Confirm content
Goal: To ensure the learner is clear 
about what the assessment data 
means, and the opportunities for 
improvement. 

Start generally, but move systematically 
through each EPA step.  Prioritize any 
patient safety areas. 
• Based on your performance to date, 

what level of entrustment would you 
assign yourself? 

• I agree [EPA step] is going well.
• I agree you have opportunities to hone 

your skills at [step X].
• Are there parts of the EPA data that 

didn't make sense to you? 
• Do you recognize any patterns? 
• What areas would you like to focus on 

moving forward? 
• Anything you think might impact patient 

safety or teamwork? 

If learner isn't giving specifics: 
• When I review the EPA data, I notice [X].  

What do you think about that? 



Phase 4: Co-create an 
action plan

*Important step in CoT*

Goal: Ensure the learner identifies 1-
2 areas for change and co-develop 
an achievable action plan

Coaching guides the development of 
specific goals and steps to achieve 
those goals.  It supports self-directed 
learning, deliberate practice, and 
ensure the action plan is co-created.  

• Overall, I see/agree you are at 
entrustment level [#]. 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? 

Action plan worksheet:
• Describe a specific, observable change 

you intend to make.

• What will you do? 

• When will you begin?

• When do you think you will see results?

• What resources do you need? Who can 
help you? What learning will you need?

• What might get in the way of making the 
changes?

• How will you overcome that? 

• How will you know you’ve achieved your 
goal? 
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