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Carl Goolsby, M.D.
Family Physician and Medical Director, 
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Carl Goolsby, MD

Family Physician and Medical Director, Patient Experience

A story of peer-to-peer physician coaching to 
create Human Understanding
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About Wellstar Health System
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We ascribe to the quadruple aim 
as a health system

We recognize that the human 
experience is relational

We leverage tools and 
partnerships for continuous 

improvement 

We empower our consumers by 
delivering on our brand promise 

Peer-to-Peer Coaching Program

Our Service Excellence Journey
Likelihood to 
Recommend
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Assess if this program was for all providers  
regardless of setting (Inpatient or Outpatient)
Explore data governance, oversight and 
management logistics 
Chose coaches, both physicians and APP’s, based 
on a set criteria
Create training program for coaches
Identify criteria for who to coach
Promote the program internally 
Celebrate success for steady improvement

Peer-to-Peer Program Planning
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Teach
tactics & insight

Teach
tactics & insight

Observe
your colleague

Observe
your colleague

Coach
your colleague

Coach
your colleague

Why, What, How Mentorship“Shadowing”

Certified Coach

Core Elements of Being a Coach
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Follow-UpFollow-Up
Visit #3

Provider’s Practice

Visit #3

Provider’s Practice

Visit #2

Provider’s Practice

Visit #2

Provider’s Practice

Visit #1 

Coach’s Practice

Visit #1 

Coach’s Practice

Introductory 
Phone Call 

Introductory 
Phone Call 

• Introductory phone call 
from the coach to the 
provider being coached.

• Coach will review the 
provider profile and 
comments prior to call.

• Coach will go to the provider’s 
practice for 3 to 4 hours to 
observe the provider with 
patients and provide verbal 
feedback, support, 
recommendations. 

• Coach will recommend two 
behaviors for improvement.

• Coach will go to the provider’s 
practice for 3 to 4 hours to 
observe the provider with 
patients and  provide verbal 
feedback, support, 
recommendations. 

• Coach will discuss progress on 
identified behaviors from 
previous visit.

• Provider being coached will 
come to the coach’s practice 
to observe the coach with 
patients for 2 hours.

• The goal is to develop 
rapport, observe patient 
communication and best 
practices.

• Coach will receive the 
provider’s scores for three 
months and will contact the 
provider once a month for 
three months as a touch 
point. After three months 
the coach will contact the 
provider PRN.

Peer-to-Peer Coaching Program Logistics
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5 – 10 minutes of introductory conversation 

Reverse Shadowing

Visit #1 

Coach’s Practices

Share expectations for the day

Provider shadows + Coach demonstrates best practices

Elicit feedback (optional)

Introductory 
Phone Call 
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Visit #2

Provider’s Practice

Reconnect!

Coach will recommend two 
behaviors for improvement.

For example:
• Knew Medical History

• Knock and Sit

• No Medical Jargon

• Other Recommendation
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Visit #3

Provider’s Practice

Check-in with Provider

• How are they doing?

• How have they 
progressed on the 
identified behaviors 
from previous visit?
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Pre and Post Survey 
Questions for 

Providers

I am confident in my ability to communicate effectively 
with my patients.

I am confident in my ability to communicate effectively 
with my team members.

I feel I am supported by my colleagues in the WellStar 
Medical Group. 

I enjoy my work-day and feel fulfilled at the end of the 
day.

I am confident in my ability to improve my patient 
experience scores.

Providers are invited to participate 
in a survey before and after 
coaching visit on a Likert Scale of 1 
“Strongly Disagree"  to 5 being 
“Strongly Agree”.
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• 29 out of 30 providers (96%) found the coaching visits to be useful.
• The overall impression of the peer coaching experience was positive.

Peer-to-Peer Coaching Feedback
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66 71 76 81 86 91

Provider 1

Provider 2

Provider 3

Provider 4

Provider 5

Provider 6

Provider 7

Provider 8

Provider 9

Provider 10

Provider 11

Provider 12

Provider 13

Provider 14

Provider 15

FY19 FY20

FY19 Baseline | FY20 Coaching – 96.4% of Providers Sustained Improvement in FY21

Peer-to-Peer Coaching – Success and Sustainment
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Provider 16

Provider 17

Provider 18

Provider 19

Provider 20

Provider 21

Provider 22

Provider 23

Provider 24

Provider 25

Provider 26

Provider 27

Provider 28

FY19 FY20

FY19 Baseline | FY20 Coaching – 96.4% of Providers Sustained Improvement in FY21

Peer-to-Peer Coaching – Success and Sustainment
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Baseline: 

FY21

Providers Coached:

11

Score Improvement:

81.1%

Average 
Improvement: 

7 points

Score Sustainment:

81.1%

Peer-to-Peer Coaching – Success and Sustainment

During Covid Pandemic
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Questions?

Carl Goolsby, Jr., MD
Medical Director of Patient 
Experience
Carl.Goolsby@Wellstar.org

Petra Young
Senior Service Coach

Petra.Young@Wellstar.org

Sharyn Peak
Service Coach

Sharyn.Peak@Wellstar.org
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