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Objectives

3

Define coaching and identify competencies that make a successful academic 
coach

Describe the MAL model and explain how coaching supports MAL and lifelong 
learning

Discuss considerations in coaching a diverse group of learners

Outline steps for developing academic coaching programs
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What is your primary responsibility in 
education?
• UME
• GME
• CME
• Medical Student
• Resident
• Allied health profession
• Not for profit organization
• For profit company
• Other
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“The goal of coaching as applied in medical education is to 
support a developmental process whereby an individual 
learner meets regularly over time with a faculty coach to 

create goals, identify strategies to manage existing and 
potential challenges, improve academic performance, 
and further professional identity development toward 

reaching the learner's highest potential.”

Deiorio et al, Coaching: a new model for academic and career achievement, Med Educ Online, 2016
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How does 
coaching differ 
from advising, 
mentoring, or 

teaching?
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Deiorio et al, Academic Medicine 2021, online ahead of print
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Coaching structure and process

• Coaching agreement
• Meeting management
• Managing process and 

accountability
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Relational skills 

• Establish a meaningful 
relationship

• Effective communication
• Cultivate coachee’s

emotional intelligence
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Coaching skills

• Fostering the Master Adaptive 
Learner

• Support coachee in cultivating 
well-being and professional 
fulfillment

• Support coachee in improving 
motivation and self-efficacy

• Help coachee overcome 
challenges with co-creative 
collaboration
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Coach development

• Cultivate self-development
• Cultivate self-management
• Recognize limitations
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Coaching theories and models

• Identify and use coaching 
theories and tools that 
best fit coachee’s needs

• Use theories and tools 
flexibly and adaptively 



© 2022 American Medical Association. All rights reserved.

AMA Coaching Videos
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Academic Medicine. 2017 Jan;92(1):70-75. 

https://www.ncbi.nlm.nih.gov/pubmed/27532867
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ADAPTIVE Expertise
• Expertise to function efficiently on everyday tasks
• Expertise to create solutions for workplace challenges

• Skills of adaptive expertise used when an individual

• Recognizes that a “routine” approach will not work

• Reframes the problem in a way that allows her 
• To explore new concepts (learning)
• To invent new solutions (innovation)

Hatano & Inagaki (1986) Child Development and Education in Japan
Schwartz & Bransford (1998) Cogn Instruc

Mylopoulos & Woods (2009) Med Ed
Carbondell et al. (2014) Educ Res Rev

Woods & Mylopoulos (2015) Med Ed
Mylopoulos & Woods (2017) Med Ed
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What is it?
• “product of a learned skill set, characterized by 

habits of mind that develop over time and with 
practice”

• Characterized by:
• Better developed metacognitive skills
• Flexibility
• Ability to innovate
• Continuous learning
• Seeking out challenges
• Creativity

ADAPTIVE Expertise

Hatano & Inagaki (1986) Child Development and Education in Japan
Schwartz & Bransford (1998) Cogn Instruc

Mylopoulos & Woods (2009) Med Ed
Carbondell et al. (2014) Educ Res Rev

Woods & Mylopoulos (2015) Med Ed
Mylopoulos & Woods (2017) Med Ed
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Master Adaptive Learner

“Individual who utilizes the 
meta-cognitive approach to 
self-regulated learning that 
leads to adaptive expertise 

development” 

28

Cutrer et al. (2017) Acad Med
Cutrer et al. (2018) Med Teach
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PLANNING

LEARNING
ASSESSING

ADJUSTING
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Cutrer et al. (2018) Med Teach



© 2022 American Medical Association. All rights reserved. 35



© 2022 American Medical Association. All rights reserved.

1)Know and Utilize Trainee Assessment Data

Deiorio & Miller Juve (2019) Chapter 12—How Can I Best Support Master Adaptive Learners Using Coaching
Deiorio & Hammoud (2017) Coaching in Medical Education Handbook

Coaching Support in the PLANNING Phase
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2)Ask impactful questions 
o What data are most helpful to you in identifying areas for 

growth?
o What areas of your development as a physician would you 

like to focus on?
o How would your function as resident improve if you focused 

on improving “X skill” for the next 3 months?
o Which faculty have been most impactful in helping you 

improve your knowledge/skills/attitudes? Why?

3)  Help learner set appropriate learning goals

Coaching Support in the PLANNING Phase
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1)Ask impactful questions 
o What learning strategies have you effectively used in the past?
o What learning strategies have you tried thus far? How did they 

work for you?
o What would it look/feel like to be successful in the LEARNING 

phase?
o What has been most useful to you when learning in the past?

2)Be a sounding board as learner attempts different 
learning strategies

3)Know about available resources if there is concern for 
learning disabilities or mental health concerns

Coaching Support in the LEARNING Phase



© 2022 American Medical Association. All rights reserved.

https://images.app.goo.gl/diFG4Tq25qCjibcv9https://images.app.goo.gl/b2ugbx82Fr5j3GZm8

Coaching Support in the ASSESSING Phase
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Wolff & Santen (2019) Chapter 6—What is the Role of Self-Assessment in the Master Adaptive Learner Model?

1) Carefully review all learner data (Portfolios, 
Dashboards, etc.)

2) Ask impactful questions 
o When have you been able to receive really helpful feedback? Who provided 

it?
o Describe was the last time you were surprised by a piece of 

feedback/assessment
o What do you do when your faculty member gives you feedback that 

disagrees with how you view your own knowledge/skills/attitudes? 
o When they rate you higher than you would rate yourself?
o When they rate you lower than you would rate yourself?

3) Normalize the feedback process (including asking for 
feedback on your coaching)

Coaching Support in the ASSESSING Phase
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1)Ask impactful questions 
o What will you do differently because of this learning?
o How will future patients benefit from what you’ve just 

learned?
o In what other scenarios might this learning also be 

important?

2)Discuss potential barriers to implementing 
change based on new learning

Coaching Support in the ADJUSTING Phase



© 2022 American Medical Association. All rights reserved.

Learner Characteristics





Atul Agarwal, MD
Assistant Professor, Clinical Neuroradiology

Associate Director, Medical Student Education, Diagnostic Radiology
Associate Division Chief, Neuroradiology

Indiana University School of Medicine

Considerations in Coaching 
Diverse Learners

44



© 2022 American Medical Association. All rights reserved.

CONFIDENTIAL AND 
PROPRIETARY

Who is a diverse learner?

• racial and ethnic populations that are underrepresented in the medical 
profession relative to their numbers in the general population - Blacks, 
Mexican-Americans, Native Americans (that is, American Indians, Alaska 
Natives, and Native Hawaiians), and mainland Puerto Ricans

• those from low-income backgrounds

• first generation college educated

• those who identify as LGBTQ+

• those with disabilities
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CONFIDENTIAL AND 
PROPRIETARY

Fundamental principles

• Structural competency – SDOH are stressors that drive inequities not only 
in health care but also in medical education*

• Marginalized groups may not have had access to advisers, mentors, or 
family members prior to medical school who are well-versed in common 
and needed professional advancement strategies and experiences^

• Coaches can be crucial to bridging the gap that learners from groups 
marginalized in medicine may experience

• Socialization à Lived experiences à Biases in all - linked to affiliation
• Biases and prejudices may show up unintentionally during any 

interaction; requires intentionality to recognize
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CONFIDENTIAL AND 
PROPRIETARY

What can coaches do?

• Practice core competencies to mitigate inequities and promote equality
• Through professional development activities, become aware of how 

socialization contributes to their own biases* 
• Use reflection-based diversity training – requires high internal motivation~
• Build contextual awareness – how to interact with a diverse group of 

learners from different privileges, backgrounds, beliefs, ways of 
expression, and life experiences – being mindful that some learners 
experience a greater power differential. 

• Provide a safe place and time for coachee’s self-discovery and to build 
trust^
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CONFIDENTIAL AND 
PROPRIETARY

What can coaches do?

• Realize we are vulnerable to unconsciously denying the whole identity of 
another individual based on certain attributes that are different from ours*

• Set culturally sensitive boundaries, not discriminate, and demonstrate 
respect for the coachee’s perceptions, learning style, and personal being 

• Understand the coachee’s journey and circumstance over their 
perspective – the latter can lead to misunderstandings~

• Bring out the coachee’s own strengths and resilience to help position 
them for success

• Employ goal-oriented motivational interviewing and confidence-building 
appreciative inquiry
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CONFIDENTIAL AND 
PROPRIETARY

What can learning institutions do?

• Coaching programs need to focus on building a culture of mutual 
inclusivity and respect where all participants feel welcomed and 
differences are valued. 

• Ensure there is compliance with established ethical codes to ensure there 
are no unintended consequences among learners, in particular, those 
from underrepresented, less privileged, or disadvantaged groups.

• Assemble cohorts of diverse coaches and provide group development 
opportunities to broaden one another’s perspectives and ensure all 
coaches are prepared to interact with learners of varied backgrounds. 
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CONFIDENTIAL AND 
PROPRIETARY
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• Most change efforts encounter problems 
• Who/which group is most likely to resist change and why
• Create a plan for resistance 
• (OVER) Educate and communicate 
• Follow a change management model

• Kotter, McKinsey, ADKAR, Kubler-Ross, Lewin 

Change Management
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• Required vs optional
• Assessment of learners
• 1:1 or small group
• Longitudinal growth vs class specific 

growth
• Coach selection (peer, faculty, staff )
• Cadence of meetings 
• Focus on a subset or everyone  
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• Coaching is distinct from advising and 
mentoring

• Orient everyone to coaching constructs 
• Help each person understand their 

individual role and expectations (position 
descriptions)

• Provide additional resources
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• Clearly (overly) communicate expectations
• Learning management system and tracking
• Protect time, make coaching a priority
• Administrative support 
• Checklist or guides 
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• Practice makes perfect(ish)
• Plan for those who feel they need coaching
• Formative assessment
• Tools for self-directed development 
• Who else at your institution can help 
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Assessment
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• Metacognitive Awareness Inventory (Schraw & Dennison, 1994)
• Self-directed Learning Readiness Scale/Learning Preference Assessment 

(Guglielmino, 1977)
• Attributes of Coaching Instrument (Carney et al, 2019)
• Professional Identity Essay 
• Perceived Stress Scale (Cohen et al, 1983)
• STERLinG - reflective practice (Schaub-de Jong et al., 2011)
• Goal Attainment Scaling (GAS)
• Grades, EPAs, Competency, Time in training, Test scores, Patient 

outcomes

Assessment: Tools
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• Wellbeing
• Academic (Advancement, Portfolio)
• Peer 
• Career
• Learners who struggle (skill development)
• Professional identity 
• Career advancement (faculty development) 
• One on one or group coaching

Coaching Programs
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• Follow basic program development model
• Problem identification, needs assessment
• Identify goals, outcomes, and assessment
• Identify allies and teammates 
• Identify and secure resources 

• Consider using a change management model 
• Special considerations for coaching programs

• Identify program characteristics
• Define coach/coachee relationship 
• Create structure, systems, and time
• Ongoing development of coach and coachee

Recap
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