
COACHING WITH THE END IN MIND: 
DEVELOPING COACHING SKILLS TOWARD 
MEANINGFUL INDIVIDUAL LEARNING PLANS 

Randolph Pearson, MD
Sparrow/MSU Family Medicine Residency, 
East Lansing, MI
Tonya Caylor, MD
Alaska Family Medicine Residency, 
Anchorage, AK

REFERENCES
1. �Ryan RM, Deci EL. Supporting autonomy, competence, and relatedness: the coaching process from a self-determination theory perspective.  

In: English S, Sabatine JM, Brownell P, eds. Professional coaching: Principles and practice. Springer Publishing Company; 2019:231-245.
2. Marcdante K, Simpson D. Choosing when to advise, coach, or mentor. J Grad Med Educ. 2018;10(2):227-228. doi:10.4300/JGME-D-18-00111.1
3. Deiorio NM, Hammound M. Coaching in Graduate Medical Education: A faculty handbook. American Medical Association; 2024.
4. �Selling SK, Rooholamini SN, Grow HM, et al. The effects of coaching pediatric residents on faculty coaches’ relationships, learning, and professional identity 

formation.  
Acad Med. 2023;98(3):376-383. doi:10.1097/ACM.0000000000005011

5. �Wolff M, Deiorio NM, Miller Juve A, et al. Beyond advising and mentoring: competencies for coaching in medical education. Med Teach. 2021;43(10):1210-1213.  
doi:10.1080/0142159X.2021.1947479

P
earson R

, C
aylor TL. C

oaching W
ith the E

nd in M
ind: 

D
eveloping C

oaching S
kills Tow

ard M
eaningful Individual 

Learning P
lans. [published N

ovem
ber 4, 2024]. Fam

 M
ed. 

https://doi.org/10.22454/Fam
M

ed.2024.678104.
Fam

ily M
edicine

 Focus
D

o
w

nlo
ad

 fro
m

 https://journals.stfm
.org/fam

ilym
edicine/online-first/fm

-focus-pearson/

When considering the role of coaching with your residents, remember the following:
• Coaching is not the same as advising or mentoring (both crucial for resident support).2 

• �Coaching is independent of the assessment process, although it can be part of the faculty advisor’s role 
with the resident. Alternatively, coaches can be assigned as a separately identifiable faculty resource for the 
resident. If a faculty member is playing more than one role, ambiguity should be removed by being explicit 
about which role they are wearing when meeting with the resident. 

• �Coaching requires a separate skill set to be fully effective. Programs that invest in faculty development on 
coaching skills should consider using existing resources, such as the American Medical Association’s Faculty 
Coaching Handbook.3 Process- and content-oriented skills are needed. 

• �The coaching process is foundational for coordinating the resident’s practice goals with the American Board 
of Family Medicine’s Core Outcomes. This results in greater satisfaction and engagement for the resident as 
it’s grounded in self-determination theory practices.1 

• �Many faculty with coaching skills find it professionally fulfilling despite any time or coordination burden.4 It can 
also be more effective and efficient than traditional models as foundational issues can be uncovered earlier.

• The effective coach: 
	 o Develops a relationship with the learner based on mutual trust and vulnerability 
	 o Balances the self-directed nature of the interaction with progression toward achieving the Core Outcomes 
	 o Encourages dialogue with the learner rather than monologue (by either party) 
	 o Incorporates effective coaching skills, including active listening and open-ended and clarifying questions.

Mentoring is a personal 
relationship developed through 

role-modeling and sharing 
experiential wisdom along a 
shared pathway (eg, informal 

sharing of experiences  
with resident).

Advising is a FACULTY-
CENTERED activity, with the 

advisor giving direction based 
on their expertise and past 
resident performance (eg, 

traditional quarterly resident 
planning meetings). 

Coaching is a RESIDENT-CENTERED activity 
that provides clarity and direction based on 

the resident’s own insight, which is developed 
during the coaching process. The resident 
sets the agenda and goals for developing a 
competency based, individual learning plan  
(ILP) while partnering with the coach, who 

facilitates the process. 

Coaching is a means to fully engage residents in their learning plan development. Although 
a relatively new concept in medical education, coaching has been used in sports, business, 
and the arts. Coaching supports learner self-reflection, assessment, and direction to achieve 
their fullest potential. It allows the exercising of agency, which creates conditions for intrinsic 
motivation.1 

Effective coaching requires faculty development, as it represents a paradigm shift in faculty-
resident relationships. By encouraging ownership in the ILP process, the resident becomes an 
active participant in their learning and becomes a master adaptive learner.5
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