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Agenda 

• Why Physicians (& Residents) Need Coaching 

• Positive Psychology Coaching  

• Coaching, Mentoring, Advising 

• MGH Professional Development Coaching 
Program             

• Coaching Residents – Where to start? 

	



Shanafelt et al, Mayo Clinic Proceedings 2015 



Why Coaching? 

• Residency = pressure-cooker of professional 
identity formation    

• Burnout rates up to 80% housestaff, 60% faculty 

• Empower ALL residents through “positive 
pushing” and goal-setting 

• Life happens during residency – need a place to 
talk about the intersection between work and life 

• Millennials want to be coached! 

	

Ripp et al, Acad Med 2011 
Daskivich et al, JGME 2015 
Piper L, Front Health Serv Manage 2012 

 



“We masquerade as strong and untroubled 
professionals even in our darkest and most 
self-doubting moments.  How, then are we 
supposed to identify colleagues in trouble – 
or admit that we may need help ourselves?” 

 
-Dr. Pranay Sinha, NYT op-ed 

 

	



 What exactly is coaching? 

• Takes a valued person 
from where they are to 
where they want to be – 
Old Webster Dictionary 

•Unlocks a person’s 
potential to maximize 
performance 

•Helps them learn rather 
than teaching them 

 

 
 
 
 

	



What is the Role of Coaching in Medicine? 

• Goal – help residents develop, function and 
grow to the best of their abilities 

• Help residents prioritize what THEY want to 
work on and set their own learning goals 

• Guide residents through self-exploration 

• Help residents identify strengths and use 
them to overcome barriers 

	



Is This 
Coaching? 

	

Gawande, New Yorker 2011 



That Sounds Like Mentoring?? 

• Guide their mentees 

• Inspire others to be like them 

• Offer advice and wisdom 

• Share their stories 

• Set goals for their mentees 

• Address mentees fears & anxieties 

	



How is This Different From Mentoring? 

•Non-prescriptive 

•Egalitarian 

•Non-evaluative 

•Learner-driven 

•Baby steps 

•Accountability 

	



Pushing Their Bar Higher 

High 
Performing 

Resident 

Identifies areas for 
growth 

Excels and Graduates 

Average 
Resident 

Continually identifies 
and revises areas for 

growth   
Excels and Graduates 

Lower 
Performing 

Resident 

Continually identifies 
and revises areas for 

growth, early 
interventions as 

appropriate 

Graduates, likely 
excels 

	



MGH Professional Development 
Coaching Program 

• DOM Faculty recruited 

– Mandatory 2 hours of training  

• Residents mismatched to 
career interests   

• Meet with their coach 4 times 
a year – HIPAA-like privacy 

• Coaches have access to 
evaluations; given session 
guides 

 

	

	



Behind Closed Doors…a chance to: 

•Decompress – how they’ve changed, 
what residency is like for them 

• State how they honestly think they 
are doing 

• Say what they are proud of 

• Remind them of their goals and 
which they have achieved 

• Revise goals they’ve met 

	



Connection With Overall Program 

• Free flow of info from program to coach 

• Conversations between coach and coachee 
protected like HIPAA 

• Expected occasional overlap between 
coach/coachee – minimized as much as 
possible 

	



3 Year Curriculum 

• Year 1 – introduction to Positive Psychology 

– Learning to think positively 

– Recognize/build upon strengths to address 
challenges 

• Year 2 – The Incomplete Leader 

• Year 3 – Authentic Leadership Development 

	



MGH Experience to Date 

• 92 coaches recruited, 78 
current coaches 

• >1800 coaching meetings 

• >70% meet 3+ times 

• Increased goal setting 

• Those who engage: 
– Better experience with 

feedback, residency 

– Decreased burnout 

– Improved resiliency  

 

	



Coachee Experiences 
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Maslach Scores 

Precoaching 
  

Postcoaching 
 

Emotional 
Exhaustion 

High 44% 33% 

Medium 48% 50.0% 

Low 9% 15% 

Personal 
Accomplishmen
t 

    

High 49% 48% 

Medium 51% 48% 

Low 0.0% 2% 
 

(scale: Excellent, Good, Fair/Poor) 

Palamara et al JGME 2015 
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Definitely would recommend MGH 
residency 

Would advise other residency 
programs to do coaching 

Program Improved ability to cope with 
distress in professional life 
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Key Program Outcomes by  
Experience as a Coachee (2014-15 survey (n=109)) 

	



Keeping Faculty Engaged 

• Improved resiliency, 
increased workplace 
satisfaction 

• Meaningful connection to 
residents 

• “I wish I had a coach” 

• 98% 3 year retention for 
faculty still at MGH 

 

	



Coaching Expansion 

	



That Sounds Wonderful, But… 

What am I supposed to do with this if 
we don’t have a coaching program? 

	



	



Basic Components for Coaching 

	



Steps for Coaching 

• STEP 1: Get curious   

– Listen with presence/empathy 

–Reflect and challenge 

• STEP 2: Build confidence and motivation 

– Emphasize strengths 

• STEP 3: Create accountability 

–Narrow and commit 

	

http://www.google.com/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=0CAcQjRw&url=http://blog.commlabindia.com/elearning-design/steps-to-create-an-elearning-course&ei=yogEVf3qEoSYNrOcgMAI&bvm=bv.88198703,d.eXY&psig=AFQjCNFDyep2Nm0i2NfV5X8YkDFd7TFwhQ&ust=1426446870249313


Velcro v. Teflon 

	



	

Broaden and Build Theory 



Strengths-Based Coaching 

• Focus future achievement 
on the basis of past success 

• Build on who they are at 
their strongest and what 
THEY do well 

• Drawing on positive 
experiences broadens our 
creativity and mental 
flexibility 

 
	



Asking the Right Questions 

• How long have you…? 

• Why? 

• What prevents you from…? 

• Have you had bad experiences 
when…in the past? 

• What other reasons are  

    you …? 

 

 

• What would you like to see in 
the future? 

• How is that important to you? 

• When have you been successful 
in this before?  

• What made you successful 
before? 

• How can you do more of that 
now/going forward? 

Reactive Asset-Based 

	



Let’s Put it To Practice! 

	



Coaching Exercise #2 
Coaching by Numbers 

	



Coach by numbers – in pairs 

• Coaches – ask your partner to pick an area of 
their life or work that they want to focus on 

• ASK: 
– If time or money were no object, what would this part 

of your life look like it it were a 10 out of 10 

– Where would you rate yourself now? 

– What can you do in the next 6 weeks to raise yourself 
up one half of a point (e.g. from a 6 to a 6.5) 

– How would you know if you did it? 

	



Debrief  - What was that like? 

	



What Does This Look Like With 
Residents? 

1) If this year were a 10 out of 10 (Best Possible Year!), 
what would that look like? Be specific! 

2) Between now and the next 6 weeks, what is one 
thing you can work on to get you toward those 
goals?  Make sure its tangible! 

3) How are you going to make that happen, and how 
will you know if you did it? 

 

	



2 Simple Ways To Start 

	



“I’m Doing Great” 

• If things are going well for you, what’s your 
next area for growth?  

• You seem to be doing pretty well…how could 
you be even better? 

• Where do you feel the least comfortable in 
your practice? Is there something you can do 
to change that? 

 

	



When Things Aren’t Going Well 

• Focus on strengths, not 
weaknesses 

• Ask for a strength story 

• How can they apply 
those strengths to their 
current situation? 

	



My Challenge To You 

• Commit to changing your 
conversations 

• Broaden and build 

• Focus on the positive 

• Strengths, not weaknesses 

• Can coaching exist at 
Dartmouth? 

	



“I don't believe you have to be better 
than everybody else. I believe you 

have to be better than you ever 
thought you could be.” 

 
-Ken Venturi, PGA golfer 

	

Questions? 



Happy Coaching!!!! 

kpalamara@partners.org 

 

	

mailto:kpalamara@partners.org

