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Facilitator Guide
Bringing CBME to Life: Developing Learners Through Coaching and Effective Feedback
60-minute workshop
Introduction and Learning Objectives
Slides: 1-2 
Estimated Time: 2 minutes
Purpose: Welcome participants, establish the purpose and learning objectives of the workshop and set expectations for an interactive session focused on practical application.
Slide 1: Title
Estimated Time: 1 minute
Purpose: Welcome participants and establish the session purpose.
Facilitator Notes:
Welcome participants and introduce yourself.
Explain the workshop focuses on practical coaching and feedback skills.
Set expectations for an interactive session.
Transition: "To set the stage, let's review what we'll accomplish during today's session."
Slide 2: Learning Objectives
Estimated Time: 1 minute
Purpose: Orient participants to the workshop outcomes.
Facilitator Notes:
Briefly go over the objectives.
Highlight that participants will apply coaching and feedback later.
Transition: “Before we practice these skills, let's establish a common understanding of CBME."
Module 1: CBME Foundations	
Slides: 3-8 
Estimated Time: 12 minutes
Purpose: Introduce the core principles of competency-based medical education and establish a shared understanding of how CBME shifts the focus from time-based training to demonstrated competence. This section emphasizes the faculty role in using observation, assessment, coaching, and feedback to support learner development.
Slide 3: What is CBME?
Estimated Time: 3 minutes
Purpose: Develop a shared understanding of CBME.
Facilitator Notes:
Explain the components of CBME
Competency-Focused: Progress is based on demonstrated competence rather than time in training.
Observation-Driven: Frequent direct observations provide meaningful evidence of learner performance.
Development-Oriented: Assessment, coaching, and feedback support continuous learning and competency progression.
Patient-Centered: The goal is physicians who are prepared for safe, effective, independent practice.
Emphasize competence over time in training.
Connect observation, assessment, coaching, and deliberate practice.
Learners may reach competence at different rates.
Participants may equate CBME with "more assessments" or administrative burden. Clarify that CBME is not simply more assessment.
Transition: "If CBME defines what learners need to achieve, how do we organize those expectations?"
Slide 4: The CBME Framework
Estimated Time: 2 minutes
Purpose: Introduce competencies, milestones, and EPAs.
Facilitator Notes:
Keep explanations high level.
Competencies = abilities
Milestones = developmental progression
EPAs = professional work entrusted to the learner
Avoid accreditation details.
Transition: "Many of these ideas aren't new. What's changing is how we use them."
Slide 5: What Does CBME Change?
Estimated Time: 2 minutes
Purpose: Contrast familiar teaching with the CBME shift.
Facilitator Notes:
Faculty already observe, teach, assess, and give feedback.
Emphasize patterns over time, coaching, and individualized development.
Transition: "So what does this mean for faculty?"
Slide 6: What Does This Mean for Faculty?
Estimated Time: 2 minutes
Purpose: Connect CBME to daily teaching.
Facilitator Notes:
Highlight intentional observation, coaching, meaningful feedback, and learning plans.
Redirect implementation concerns back to learner development.
Watch For:
Participants may focus on institutional implementation challenges. Redirect discussion toward the faculty behaviors within their control.
Transition: "Let's connect these ideas to your own teaching."
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Estimated Time: 2 minutes
Purpose: Connect CBME principles to participants' practice.
Facilitator Notes:
Debrief with 2–3 volunteers and reinforce intentional, longitudinal development.
Encourage participants to share examples from their own teaching rather than speaking in generalities. 
Avoid allowing implementation barriers to dominate the discussion.
Transition: "Let's summarize the key ideas before moving to coaching."
Slide 8: CBME Takeaways
Estimated Time: 1 minute
Purpose: Consolidate foundational concepts about CBME.
Facilitator Notes:
Reinforce that CBME shifts the focus from time spent training to demonstrated competence. 
Emphasize that coaching and feedback are the mechanisms that turn observations into learner development. 
Connect the takeaways back to the faculty role in everyday teaching.
Transition: "We've established what CBME is. Next we'll explore coaching."
Module 2: Coaching in CBME
Slides: 9-19 
Estimated Time: 21 minutes
Purpose: Explore how coaching supports learner growth within a CBME framework by helping learners interpret assessment information, identify developmental goals, and create actionable learning plans. Participants are introduced to a practical coaching framework and apply it through case-based discussion.
Slide 9: Why Coaching Matters in CBME
Estimated Time: 2 minutes
Purpose: Explain why coaching is the mechanism that makes CBME actionable.
Facilitator Notes:
Emphasize that assessment alone does not improve performance.
Coaching helps learners interpret assessment data and identify patterns.
Differentiate coaching from feedback: feedback explains what happened; coaching focuses on what comes next.
Reinforce that coaching supports all learners, not only those who are struggling.
Transition: "If coaching brings CBME to life, what mindset helps us coach effectively?"
Slide 10: Mindset of a Coach
Estimated Time: 2 minutes
Purpose: Introduce the attitudes that shape effective coaching conversations.
Facilitator Notes:
Briefly discuss curiosity, growth mindset, partnership, accountability, and psychological safety.
Clarify that coaching is not lowering standards. It combines high expectations with learner support.
Reinforce the "teach learners to fish" metaphor: coaching builds learners' ability to solve problems independently rather than providing answers.
Transition: "A coaching mindset is important, but it is also helpful to have a structure to guide coaching conversations."
Slide 11: Coaching Conversation Framework
Estimated Time: 2 minutes
Purpose: Introduce a practical structure to guide coaching conversations.
Facilitator Notes:
Introduce the framework as a flexible guide for structuring coaching conversations, not a rigid checklist. 
Briefly explain each step: 
Connect: Build rapport and establish a shared purpose for the conversation. 
Explore: Use observations, assessment data, and questions to understand the learner's perspective. 
Identify: Collaboratively identify the underlying developmental need or performance gap. 
Set Goal: Agree on a specific, meaningful goal for improvement. 
Plan Actions: Identify one or two achievable next steps the learner will take. 
Follow-up: Plan how progress will be reassessed through future observation. 
Emphasize that coaching conversations can be brief and occur naturally in clinical teaching. 
Reinforce that follow-up closes the learning loop by connecting today's conversation to future observations.
Transition: "Let's look at some great questions you can ask learners in this process."
Slide 12: Powerful Coaching Questions
Estimated Time: 2 minutes
Purpose: Demonstrate how questions promote reflection and learner ownership.
Facilitator Notes:
Explain that powerful questions help learners analyze their own performance rather than relying on faculty to provide all the answers. 
Briefly discuss how each question serves a different purpose: 
"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. 
Reinforce that there is no "perfect" question. Choose questions that encourage reflection and move the conversation forward. 
Connect these questions to the upcoming activity, where participants will use them to guide a coaching conversation.
Transition: "Now let's put the framework into practice."
[image: ]Slides 13-17: Coaching in Action Activity and Learner Cases 
Estimated Time: 11 minutes
Purpose: Provide participants an opportunity to apply the coaching framework to authentic learner cases.
Facilitator Notes:
Activity timing
Introduce activity/cases: 1 min
Small-group discussion: 8 min
Whole-group debrief: 2 min
Briefly explain activity instructions and introduce each learner case (see Activity Guide)
Assign at least one group to each case. 
Have groups use the Coaching Conversation Framework to guide their discussion. 
Circulate, observe discussions, and use the facilitation prompts in the Activity Guide to help guide learners.
During debrief, reinforce that asking questions and making the learning think through challenges is more important than providing solutions. 
Watch For:
Groups moving directly to solutions without first exploring the learner's perspective.
Coaching recommendations based on assumptions rather than the observations provided. 
Discussions that focus on correcting behavior instead of supporting learner development.
Transition: "Although each group approached the case differently, the strongest coaching conversations shared the same principles. Let's capture those key takeaways."
Slide 18: Coaching Takeaways
Estimated Time: 2 minutes
Purpose: Consolidate learning about coaching before transitioning to feedback.
Facilitator Notes:
Reinforce that coaching begins with observation and assessment, then helps learners interpret and act on that information. 
Emphasize that the coach's role is to guide reflection and build learner independence through questions, not provide all the answers.
Transition: "One of the coach's most powerful tools for supporting learner development is effective feedback.”
Module 3: Feedback in CBME 
Slides: 20-26 
Estimated Time: 20 minutes
Purpose: Examine how observation-based feedback promotes reflection, deliberate practice, and competency progression in CBME. Participants learn a practical feedback framework, practice delivering feedback through role play, and reinforce strategies for making feedback specific, actionable, and learner-centered.
Slide 19: Why Feedback Matters in CBME
Estimated Time: 2 min
Purpose: Establish feedback as the primary tool that turns observation into learner development.
Facilitator Notes:
Differentiate feedback from coaching: feedback explains what happened; coaching focuses on what comes next.
Reinforce that feedback is grounded in direct observation and supports learner development. 
Connect feedback to competency progression rather than evaluation alone.
Emphasize that feedback is most effective when it informs future coaching conversations.
Transition: "What makes feedback effective is not just that it is given, but how it is delivered."
Slide 20: High-Quality Feedback
Estimated Time: 2 min
Purpose: Identify the characteristics of effective, observation-based feedback.
Facilitator Notes:
Walk through each characteristic briefly.
Stress that firsthand observation is the foundation for credible feedback.
Emphasize balancing reinforcement with corrective guidance.
Emphasize that praise alone is not sufficient feedback. Learners also need specific, actionable guidance.
Transition: "A practical structure can help make these conversations more consistent."
Slide 21: The Ask-Tell-Ask (ATA) Model
Estimated Time: 3 min
Purpose: Introduce a simple framework for structuring feedback conversations.
Facilitator Notes:
Introduce Ask-Tell-Ask as a simple framework for making feedback conversations more learner-centered and collaborative. 
Briefly explain each step: 
First Ask: Invite the learner to reflect on their own performance before sharing your observations. 
Tell: Share specific, observation-based feedback, reinforcing strengths and identifying one or two areas for improvement. 
Second Ask: Confirm understanding, encourage the learner to identify next steps, and agree on a plan for continued growth. 
Emphasize that the model can be used in brief, informal feedback conversations as well as longer coaching discussions.
Transition: "Feedback is most effective when it becomes a dialogue rather than a one-way conversation."
Slide 22: Dialogue Drives Learning
Estimated Time: 2 min
Purpose: Reinforce that meaningful feedback is conversational.
Facilitator Notes:
Contrast coaching conversations with one-directional feedback.	Comment by Bazurto, Lea: Shorten text on slide
Highlight reflection, shared problem-solving, and collaborative goal setting.
Connect dialogue to learner accountability and longitudinal competency development.
Reinforce that a goal of CBME is a dialogue that promotes reflection and learner ownership, not a one-way critique.
Transition: "Let's put this framework into practice."
[image: ]Slides 23–24: Feedback in Action Activity and Debrief
Estimated Time: 10 min
Purpose: Provide participants an opportunity to practice delivering feedback using Ask-Tell-Ask.
Facilitator Notes:
Activity timing
Introduce activity: 1 minute
Role play round 1: 3 minutes
Role play round 2: 3 minutes
Whole group debrief: 3 minutes
Briefly explain activity instructions and introduce each learner case (see Activity Guide).
Have groups use the Ask-Tell-Ask method to guide their feedback conversations.
Circulate, observe discussions, and use the facilitation prompts in the Activity Guide to help guide learners.
During debrief, reinforce that the goal is learner development, not simply correcting performance.
Watch For:
Watch for participants jumping directly to solutions before inviting learner reflection. 
Listen for feedback tied to observed behaviors, competency development, and clear next steps.
Listen for feedback that remains tied to observable behaviors rather than assumptions about motivation or personality.
Transition: "Let's capture the key ideas from this activity."
Slide 25: Feedback Takeaways
Estimated Time: 1 min
Purpose: Consolidate learning about feedback in CBME before the session wrap-up.
Facilitator Notes:
Reinforce that feedback helps learners understand their performance, while coaching helps them use that information to improve. 
Emphasize that effective feedback is specific, observation-based, and encourages learner reflection through dialogue. 
Connect feedback to the broader CBME process by reinforcing that it informs future coaching and competency progression.
Transition: "We'll conclude by revisiting our learning objectives and next steps." 
Wrap Up
Slides: 26-28 
Estimated Time: 5 minutes
Purpose: Consolidate the key concepts from the workshop, revisit the learning objectives, and encourage participants to identify how they will apply coaching and feedback strategies in their own teaching. Highlight opportunities for continued faculty development and conclude with acknowledgements and workshop evaluation.
Slide 26: Learning Objectives
Estimated Time: 3 minutes
Purpose: Reflect on the workshop learning and reinforce participants' confidence in applying coaching and feedback in practice.
Facilitator Notes
Briefly revisit the learning objectives without reading them verbatim. 
Emphasize how the workshop progressed from understanding CBME to applying coaching and feedback. 
Encourage participants to identify one strategy they will use in their next teaching interaction. 
Transition: "Learning doesn't end here. Let's look at a few topics that can help you continue building your CBME teaching skills."
Slide 27: Expanding Your CBME Toolkit
Estimated Time: 1 minute
Purpose: Encourage continued faculty development beyond today's workshop.
Facilitator Notes
Position these topics as opportunities for continued learning rather than additional requirements. 
Briefly highlight that coaching and feedback are strengthened by complementary CBME practices such as programmatic assessment, individualized learning plans, and longitudinal coaching. 
Direct participants to institutional faculty development opportunities, if available. 
Transition: "Before we conclude, I'd like to acknowledge the individuals who contributed to the development of this workshop."
Slide 28: Acknowledgements & Evaluation
Estimated Time: 1 minute
Purpose: Recognize contributors, direct participants to additional resources, and gather feedback to support future improvement.
Facilitator Notes
Acknowledge Dr. Bonnie Clark, Dr. Mel Anderson, and others as appropriate. 
Direct participants to the reference list using the QR code or link provided on the slide. 
Encourage participants to complete the workshop evaluation before leaving. 
Thank participants for their engagement and contributions throughout the session. 
Closing Message: "Bringing CBME to life doesn't require dramatic changes. Small, consistent coaching and feedback conversations can have a meaningful impact on learner development. Thank you for your participation."
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