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Activity Guide — Coaching in Action: Applying a CBME Coaching Framework
Prepare
Objective
Provide participants with an opportunity to practice interpreting assessment information and using a coaching mindset to guide learner development within a CBME framework.
Time
11 minutes
Introduce activity: 1 minutes 
Small group discussion: 8 minutes 
Whole group debrief: 2 minutes 
Materials 
Activity Deck (for learners) 
Instructions
Divide participants into four groups and assign one case to each group. 
Ask groups to review their case and clarify any questions before they begin. 
Ask groups to discuss the case using the Coaching Conversation Framework. 
Circulate, listen to discussions, and coach groups as needed. 
Invite two or three groups to summarize their discussion in the large group.
Reference
Coaching Conversation Framework 
Ask groups to use the Coaching Conversation Framework to structure their discussion, moving from understanding the learner's perspective to developing a collaborative action plan.
	Step
	Details

	Connect
	Build rapport and understand the learner’s perspective.

	Explore Data
	Review observations and assessment information.

	Identify Gap
	Agree on the key developmental need.

	Set Goal
	Collaboratively define a meaningful, achievable goal.

	Plan Actions
	Identify specific next steps together.

	Follow-up
	Reassess progress through future observations.


Powerful Questions
"What pattern do you see?" — Helps learners identify trends across observations. 
"What is getting in the way?" — Uncovers barriers or contributing factors. 
"What is your next experiment?" — Encourages learners to identify a realistic strategy to try before the next observation.
Case Summary 
	Case
	Learner Profile
	Competency Focus
	Coaching Challenge

	Jillian



	Third-year medical student
High performer
	Knowledge for Practice
	Clinical reasoning & prioritization

	Joe


	First-year resident
Persistent behavior pattern
	Interpersonal & Communication Skills
	Communication behavior persists

	Marshall


	Second-year medical student
Motivated but stuck
	Practice-Based Learning & Improvement
	Translating feedback into improvement

	Arielle


	First-year medical student
Capable but inconsistent
	Professionalism
	Accountability & preparation



Facilitate
Guiding Learners
There is no single "correct" coaching plan. Different groups may identify different developmental needs or coaching strategies. Focus on how participants used the coaching framework, not whether they reached the same conclusion.
As you circulate, encourage groups to:
Ask questions before giving advice. 
Focus on curiosity rather than solutions.
Explore the learner's perspective. 
Base conclusions on observations rather than assumptions. 
Identify patterns across multiple observations. 
Develop a collaborative action plan.
Responding to Common Discussion Patterns
As you circulate, listen for common discussion patterns. Use the prompts below to redirect thinking, deepen analysis, and encourage participants to base their coaching plans on observations and assessment information.
	If participants...
	Try asking...

	Jump to solving the problem
	"What do you still need to understand about this learner?"

	Make assumptions about the learner
	"What evidence supports that conclusion?"

	Focus only on correcting behavior
	"What developmental need might be driving this behavior?"

	Stay at the surface level
	"What pattern do you notice across the observations?"

	Create an unrealistic action plan
	"What's one achievable next step the learner could try before your next observation?"


Debrief
Transition
"Let's hear how your groups approached these different coaching situations."
Invite two or three groups to share their approach. 
Use the discussion below to reinforce the following key points.
Discussion Questions 
What observations or assessment information most influenced your coaching plan? 
Which coaching question was most effective, and why? 
What would you want to observe at the next encounter?
Key Points to Reinforce
Coaching is guided by observations and assessment data, not assumptions or isolated events. 
Coaching helps learners make sense of assessment data and feedback to identify meaningful next steps. 
The goal of coaching is to build learner independence by asking questions rather than providing answers. 
Effective coaching is collaborative and focuses on learner growth over time through follow-up.
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