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How HR Leaders Get ter
Outcomes From Executive
Coaching

IN 90 DAYS

Welcome! If you already have an executive coaching program in place,
this playbook will help you tighten the parts that create real ROI.

And if you're just establishing your program, it will help you set it up
intentionally and strategically from day one, so you get measurable
outcomes, not a “nice-to-have” perk.

e stronger coachee outcomes

o faster behavior change

e higher promotion readiness

e better retention

e better reporting and credibility with leadership
This isn’t theory. It's the practical stuff that makes coaching actually work.

Let’s dive in!

Your leader, coach, and friend,
Shayla
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Module 1

COACHEE SELECTION

Executive coaching ROI starts with putting the
right humans in the seats.

The biggest mistake companies make is selecting
coachees randomly:

- whoever asked loudest

« whoever HR feels bad for
« whoever seems “stressed”
« whoever needs fixing

That’s not a coaching program. That's chaos. A high-ROI program
selects leaders based on impact, trajectory, timing, and values fit.



COACHEE SELECTION

Great Fit Coachees (high ROI candidates)
1) Leaders in charge of important initiatives
These are the leaders carrying real business weight:
. strategic projects
. transformation work
« high-visibility initiatives
. cross-functional execution with heavy stakeholder
involvement

Why coaching works:
They don’t need more effort. They need leverage, influence, and
clean execution.



COACHEE SELECTION

2) Leaders in a new role (one of the highest ROI coaching investments)

A new role is one of the best times to invest in executive coaching.
Not because the leader isn’t capable...
but because everything hits at once.

New expectations.
New stakeholders.
More visibility.
More decisions.
More pressure.

And when everything feels important, it’s easy to get overwhelmed and spend the
first few months reacting instead of leading.

A coach helps them decipher what matters most and what doesn’t so they can:
« prioritize faster
« make decisions with confidence

focus on the right relationships

avoid wasting time on low-impact work

execute goals quicker

The leader ramps faster... and the organization gets results sooner.



COACHEE SELECTION

3) Leaders with potential for bigger impact. Some companies call them
HiPos. Some use 9-box.
Whatever you call them, you know who they are:

« high capability

« fast learners

« future senior leadership bench

Why coaching works:
It turns “potential” into “readiness”

4) High performers who are overwhelmed. This is one of the best use cases
for coaching.
They’re getting results... but the cost is too high:
« working nonstop
 reactive leadership
« ho time for strategic thinking
« at risk of burnout
Coaching focus:
prioritization, delegation, boundaries, and leading without self-sacrifice.

5) Retention protection for key roles These are critical leaders where losing
them would hurt.
Examples:
« hiche expertise
« strong internal influence
« hard-to-replace leadership role
Coaching ROI:
retention + engagement + sustained performance



COACHEE SELECTION

Poor Fit Coachees (low ROI candidates)

1) Leaders who don’t align to company values
This is a hard truth HR sometimes avoids.
If someone is a values mismatch, coaching won'’t fix the core issue.

You’'ll spend money helping them become a stronger version of the wrong
leader.

2) Underperformers without belief they can succeed Coaching requires
ownership.

If someone is stuck in denial, blame, or resistance, results will be limited.
They don’t need coaching. They need clarity on fit and expectations.

3) Coaching as performance management If someone is failing their role,
coaching becomes expensive therapy.

Coaching should not be used as a last-ditch attempt to rescue performance.
For real ROI, the leader must be capable of success in the role.

4) Leaders who refuse feedback If they can’t hear hard truths, coaching stalls
out.

This becomes a very expensive version of:

“Yeah... anyway...”



WHAT TO LOOK FORIN A
COACH

Most coaching programs leak ROI here.

A skilled, trained coach can absolutely help a leader grow. But a skilled,
trained coach who has actually been a corporate executive...

who has sat in their seat...

felt the constraints, pressure, and pace...

and still delivered results...

That’s a game changer.

Because they don’t just coach the leader.

They understand the environment the leader is trying to win inside of.



Tip #1: Prioritize real corporate fluency
Look for coaches who understand:

stakeholder influence

visibility and perception
executive presence
organizational dynamics

how decisions actually get made

WHAT TO LOOK FORIN A
COACH

Tip #2: Ask for outcomes, not just credentials

Credentials are great.

But HR should also ask:
« “What results do your clients typically get?”

. “How do you structure the engagement?”

“What changes do managers notice?”

Tip #3: Choose a coach who brings mindset, skillset, and toolset
Some coaches live in concepts.

They'll give a leader a great conversation...
but nothing changes on Monday.

A high-ROI coach can do all three:



WHAT TO LOOK FORIN A
COACH

Mindset: How the leader thinks under pressure and makes decisions
Skillset: The leadership behaviors they need at the next level (presence,
communication, influence)

Toolset: Practical frameworks and tools they can implement immediately

That combination is where coaching stops being “nice” and starts producing
real results.

Tip #4: Avoid rigid, one-size-fits-all coaching protocols

If a coach has a strict “week 1 we do this, week 2 we do that” program...
that’s usually not executive coaching.

That’s a pre-set curriculum.

Executives don’t need a canned path.

They need coaching that adapts to the real world they’re in that week:
. atough stakeholder issue

a high-stakes meeting

a messy team dynamic

a sudden business shift

a confidence hit

a leadership opportunity that moved faster than expected

A strong executive coach customizes based on what will create the biggest
impact right now.



WHAT TO LOOK FORIN A
COACH

Tip #5: Look for a coach who can integrate with your company’s
tools and culture
The fastest path to ROl is when coaching fits inside the ecosystem you
already have.
A great coach won'’t force their personal philosophy over everything.
They’ll be able to:

« adapt to your leadership competencies

« align with your internal frameworks and language

« reinforce the mental models your organization already uses

. collaborate with HR expectations without breaking confidentiality
This keeps coaching aligned, credible, and easier for the leader to apply.



Module 3

MATCHING

Where great coaching turns into exceptional
results
A great coach and a great leader can still get average results if they're not
the right fit. Not because anyone is “bad”...
but because coaching is a relationship.

And when the style, pace, and personality click, it creates what | call a
power match:

The leader is more open.

More receptive.

More willing to be challenged.

And things move faster.

That's where coaching goes from “helpful” to “transformational.”
Why fit matters more than people think.



MATCHING

Two people can both be excellent... and still not be a match.
Because leaders have different preferences for how they grow best.
Some leaders want:

- direct, fast-paced coaching

« clear action steps and accountability

« “tell me the truth and let’s go”
Other leaders want:

« more space to process

. a slower pace with reflection

« a coach who leads with warmth and support
Neither is better.
But results get dramatically better when the leader’s style aligns with the
coach’s style.

What HR should match for (beyond credentials)

Matching isn't just: “Who has the right resume?”
It’s: “Who will this leader open up to and learn fastest with?”
Look for alignment on:
Pace:
« fast + decisive
- steady + thoughtful
Coaching Style
« direct + challenging
« supportive + compassionate
« structured + tool-based
. flexible + conversational
Energy
« high energy, high drive
« calm energy, grounded presence
Communication preference
« quick hits, straight feedback
« more context, more processing time
When you match these well, leaders stop resisting and start implementing.



MATCHING

The Matching Process | Recommend (Simple + Premium)
Step 1: HR provides a “Coach Roster One-Pager”
Include 4-5 coach options that are all vetted and aligned.
Step 2: The executive chooses 2-3 coaches for short meet-and-greets. 15-20
minutes each.
This is not an interview loop. It’s a “vibe check” for working style.
Step 3: Executive selects their coach
This creates immediate buy-in and a stronger partnership from day one.
Step 4: Normalize a re-match early if needed
Best practice line:
“If it's not a fit after 2 sessions, we re-match.”
That one sentence protects ROI.

Optional Matching Path: When an Executive Brings Their Own Coach
Sometimes one of your leaders will find a coach on their own and ask to work with
them. And honestly? That can be a great thing. If a leader went out and found a
coach they’re excited about, it usually means two things:

1. They already feel a style and personality fit
2. They already believe that coach can help them get results

And that belief matters. When the leader genuinely believes in the coach, they
show up more open, more coachable, and more committed to taking action. That
alone increases your chances of success.



MATCHING

What HR should do in that situation, instead of automatically saying no, is have a
simple, quick process to vet the coach. One of two outcomes will happen:

Option A: Approve them for that executive only

Let the executive work with that coach if the fit is strong and the coach meets your
standards.

Option B: Add them to your roster

If the coach is excellent and aligned, you may have just found a great new coach
for your

bench. A simple “Quick Vet” process (so it’s easy)

You don’t need a six-week procurement circus.
Keep it clean:
« Confirm coach credentials and experience
o executive-level or strong corporate fluency
Make sure they can drive outcomes (not just concepts)
Confirm they’re flexible and can integrate with company frameworks
Verify professionalism, confidentiality, and coaching boundaries
« Do ashort intro call (15-20 minutes) before approving

This gives HR control and quality... while still honoring the fact that the leader’s
buy-in is a huge part of what makes coaching work.



 Module4

GOAL SETTING

Make coaching measurable without being weird

The best coaching goals align to your existing processes.

If your company already has a performance management system with
clear annual goals, development areas, or competency expectations... use
it.

Executive coaching shouldn’t run parallel to your leadership process.
It should reinforce it.

This is how you create clean alignment and track meaningful progress
without adding extra work.



GOAL SETTING

Tip #1: Start with what already exists
Before creating new coaching goals from scratch, pull in what the organization
already has:

« annual performance goals

« documented development areas

« leadership competency model

« promotion readiness expectations

. 360 feedback themes (if applicable)
When coaching goals alignh to what leaders are already accountable for, you
increase buy-in and speed up results.

Tip #2: Use a simple Development Plan Tracker

Once goals are identified, keep them in one clean place.

Whether your organization already has a format or you use a coach-provided
template, the structure should be simple:

Development Area: What's the growth focus? What “Good” Looks Like.

What behaviors or outcomes should be different?

Resources / Support: What tools, training, relationships, or experiences will help?
Measurement: How will you know it’'s improving? Who will notice?

This becomes the roadmap for the coaching engagement without turning it into
admin work.



GOAL SETTING

Tip #3: Choose the goal-setting approach that fits your culture
There are a few ways to set goals for coaching, and all of them can work. The best
option
depends on how hands-on your organization prefers to be.
Option A: Coachee-led goals (hands-off organizations)
In some companies, leaders are trusted to own their development.
In this approach:
« the coachee names their goals
« the coach helps clarify and strengthen them
« goals evolve based on early coaching insights and real-world experience
This works especially well when the coachee is a high performer and knows what
they want to improve.

And here’s the key: A great coach can help the leader see the goal differently once
they've worked together for a few sessions, which can sharpen the focus and
increase results.

Option B: Supervisor + coachee alignment (high ROI, very common)
This is one of the cleanest ways to set goals. You hold a short alignment session
with:

« the coachee

« their supervisor

« and the coach

The purpose is simple:
Get aligned on the top growth areas and define what success looks like.
This is especially valuable when:

« the leaderisin a new role

« promotion readiness is a goal

« visibility and executive presence matter

« the organization wants measurable development outcomes



GOAL SETTING

Option C: Supervisor + coachee + HR (for organizations that prefer HR
involvement)
In some companies, HR plays an active role in leadership development, and
that can be a strength.
If HR is involved in coaching selection, program outcomes, or succession
planning, it can be helpful to include them in the goal alignment
conversation.
So this is always an available option:

o the coachee

o the supervisor

o the coach

e and, if desired, HR
The goal is alignment, support, and clarity, not overcomplication.

Tip #4: Make sure the coachee names at least one goal
Even when the supervisor or HR has development priorities, the coachee
should always have ownership too.

At minimum, the leader should be able to answer:

“What do you want to be true about how you lead by the end of this
coaching engagement?”

That personal ownership is what turns coaching from “assigned” into
“effective.”
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MEASUREMENT

ROI without the spreadsheet nightmare

The purpose of measurement isn’t to police coaching.
It’s to prove value, reinforce progress, and improve the program over time.

The best measurement approach is:
. aligned to your existing performance processes
« focused on observable behavior change
« light enough to be sustainable
. respectful of confidentiality

Coaching is private. Outcomes are not.



MEASUREMENT

Tip #1: Measure progress using what your company already tracks If your
organization already has a system for evaluating performance and development
use it.
Examples:

« annual goal progress

. documented development areas

. leadership behaviors tied to promotions
You don’t need to create new measurement from scratch.
You just want coaching goals to connect to what already matters in your
organization.

Tip #2: Track outcomes in 3 simple ways You do not need 10 metrics. You need 3
perspectives:
1) Coachee self-report
This captures internal shifts like:
. confidence
« clarity
. decision-making under pressure
. follow-through and consistency



MEASUREMENT

2) Supervisor observation
This captures what others can see:
. stronger communication
- improved executive presence
o better prioritization
« better stakeholder management
3) A business-relevant indicator
« Just one, tied to their role or goal, like:
. execution speed or quality
« better cross-functional outcomes
« stronger visibility and influence
This gives HR a clean ROI story:
“I can see the change, and it supports the business.”

Tip #3: Use a simple tracker (Development Plan OR Midpoint/End Survey)
Measurement should be easy. There are two clean ways to track progress:
Option A: Development Plan Tracker
This works well when you want a simple roadmap that stays consistent throughout
coaching. Each goal includes:
« what “good” looks like
- what resources/support will help
how it will be measured
what progress looks like over time



MEASUREMENT

Option B: Midpoint + End Survey
This is a great option when you want structured feedback without extra meetings.
HR sends a short survey at:
« the midpoint of coaching
« and the end of coaching
The survey goes to:
« the coachee
« and the supervisor
This captures real progress and patterns without turning coaching into admin.

Tip #4: Build in quarterly progress conversations (simple + high ROI)
For year-long coaching, progress shouldn’t be a one-time update.
A strong program builds in a rhythm that feels normal and sustainable:
Coachee + supervisor: quarterly progress conversations
This can be a quick, structured check-in as part of their normal 1:1 cadence.
Focus on:
- what progress is being made
- what’s being practiced
« what support is needed
. what the next quarter’s focus is
HR: midpoint + end surveys
HR can stay informed without being intrusive by using a short survey:
« once at the midpoint of coaching
- once at the end
This creates clean measurement, protects confidentiality, and gives HR the data
needed to prove ROI.



MEASUREMENT

Tip #5: Set expectations upfront so the coachee feels safe
Coaching works best when the leader knows exactly what is shared and what stays
private. Up front, clarify:
« what progress tracking will happen (tracker or surveys)
« what conversations will happen (quarterly check-ins, midpoint/end survey)
« who is included (supervisor, and HR if desired)
« what will be discussed (goals, progress, outcomes)
This creates comfort for the coachee and clarity for the organization.
Simple rule:
The coaching conversations are private. Progress and outcomes are shared.

Tip #6: Give supervisors great questions to ask (and what to avoid)
The coachee’s supervisor can dramatically increase ROl when they ask the right
questions.
What supervisors should ask:

« “What are you practicing right now?”

« “How can | support you?”

“What would make this easier to apply?”

« “What does success look like in the next 30 days?”

« “Where do you want more visibility or influence?”
What supervisors should not ask:
e “What did you talk about in coaching?”
e “What did your coach say about me?”
“Tell me what your coach thinks you should do.”
This protects the coaching relationship and keeps the leader open and engaged.



MEASUREMENT

Tip #7: Close with a simple dual review (leader progress + coach effectiveness)
At the end of coaching, you don’t need a long report.
Here’s what you really want to know:
1) Did the leader achieve their goals?
 Is the leader satisfied with their progress?
« Is the supervisor satisfied with the progress they’'ve seen?
« What changes are now sustainable?
« What major business accomplishments happened during the coaching period?

Examples: reduced cost by $25M, increased revenue by $10M, completed a re-org,
finalized an RFP, led a system implementation, improved delivery speed,
successfully led a transformation initiative.
This ties coaching to real outcomes, not just “they feel better.”
Retention signal (simple + powerful):
- Did having a coach make you feel the company is invested in you?
« As aresult of this investment, are you more likely to stay?
2) Was the coach successful?
e Would the leader recommend this coach to another executive?
e What are this coach’s strengths (in the leader’s words)?

Examples: “direct and strategic,” “amazing at executive presence,” “helped me
influence stakeholders,” “great with confidence under pressure,” “helped me
simplify and prioritize fast.”

« Should this coach stay on your roster for future matching?

This gives HR two valuable outcomes:

« proof of ROI (leader progress + business results + retention signal)

« coach quality feedback (so your roster gets better over time)
And over time, you'll start to differentiate coaches based on internal feedback,
making matching easier and outcomes stronger.



odule 6

LEADERSHIP
INVOLVEMENT

How the coachee’s leader can increase
coaching ROI
Some companies invest in coaching and let leaders run with it, with
minimal involvement from the coachee’s leader.

And honestly? That can work really well.

In more hands-off cultures, leaders often sought coaching out themselves
and feel real autonomy to get the support they need to upgrade. I've seen
incredible results with this approach.

There’s no one “right” way.

That said, most companies get the highest ROl when the coachee’s leader
is involved in a simple, structured way, because it helps ensure coaching
translates into visible behavior change at work.

Coaching is where insight happens.

The workplace is where behavior change sticks.



LEADERSHIP
INVOLVEMENT

Tip #1: Define the coachee’s leader’s role (support + reinforcement, not
supervision)
The coachee’s leader’s job is to:

. align on coaching goals (when appropriate)

. give opportunities to practice new behaviors

. reinforce progress in real situations

. remove barriers when possible
The coachee’s leader’s job is not to:

 interrogate coaching conversations

. request private details

« turn coaching into “reporting up”
Think of the coachee’s leader as the person helping them apply the work in real
time.



Tip #2: Use a clean cadence (set it once, then it runs itself)

For year-long coaching, this simple rhythm works beautifully:
Kickoff Alignment (20-30 min)

Coachee + coachee’s leader + coach (and HR if desired)

Goal: confirm 2-3 focus areas and define what “good” looks like.
Quarterly Progress Conversations (10-15 min)

Coachee + coachee’s leader

As part of normal 1:1s

Goal: support, reinforce, and adjust priorities as needed.
Midpoint + End Surveys (HR-led)

Midpoint + end of coaching (coachee + coachee’s leader)

Goal: capture progress, results, retention signal, and coach feedback.
Closeout Summary (20-30 min)

Coachee + coachee’s leader + coach (and HR if desired)

Goal: review outcomes, sustainability, and next-level focus.

This structure keeps it alighed and measurable without being intrusive.

LEADERSHIP

INVOLVEMENT

Tip #3: Give coachee’s leaders a simple script (so they don’t accidentally ruin it)

Most leaders aren’t trying to be annoying...
they just don’t know what to ask.



LEADERSHIP
INVOLVEMENT

What the coachee’s leader should ask:

e “What are you practicing right now?”

e “Where do you want to show up differently this quarter?”
e “What would make this easier to apply?”

e “What should | reinforce when | see you doing it?”

e “What opportunities can | give you to practice this skill?”

What the coachee’s leader should not ask:
e “What did you talk about in coaching?”
e “What did your coach say about me?”
« “Tell me what your coach thinks you should do.”
Simple rule:
Don’t ask for content. Ask for support.

Tip #4: Make coaching practical by giving leaders real reps
Coachees grow fastest when their leader gives them real opportunities to practice,
like:
. leading a high-stakes meeting
- handling a difficult stakeholder
presenting to senior leadership
delegating and leveling up the team
« leading through conflict or change
This is where coaching becomes visible, measurable growth.

Tip #5: Know when HR should step in HR doesn’t need to be involved in every
moment. But HR should step in when:
. participation drops (missed sessions, disengagement)
. the goals need re-alignment (role changed, org changed)
. the investment needs protection (risk of wasted coaching seat)
That’s not micromanaging.
That’s running a high-ROI program.
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PROGRAM STRUCTURE

How to run coaching like a high-ROI investment

The best executive coaching programs are simple, clean, repeatable, and
easy to manage.

Most coaching programs don’t fail because the coaching is bad.

They fail because the program is vague and unsupported.

A strong program sets clear expectations for everyone involved:
« the coachee
« the coach
« the coachee’s leader
« and HR

The goal is a program that feels premium... without creating extra admin.



PROGRAM STRUCTURE

Tip #1: Create a clear kickoff process (so coaching starts strong)
The kickoff sets the tone for everything. Coachees should know:
« how coaching works
. how to get results
. what’s expected between sessions
« how confidentiality works
- what check-ins (if any) will happen with their leader or HR
This eliminates confusion and makes coaching feel intentional, not casual.

Tip #2: Set the right engagement length (6 months minimum, 12 months is the
standard)
Executive coaching is not a quick fix.
In most cases, six months is the minimum to create meaningful change.
And twelve months is the gold standard if you want the results to actually stick.
Because leaders don’t just need to learn new concepts.
They need time to:
« learn the thinking and tools
« apply them in real situations
. get feedback and refine
 hit pressure moments where old habits try to come back
 rebuild consistency
« and turn growth into something sustainable



PROGRAM STRUCTURE

This is the real coaching timeline:

Phase 1: Learn + implement
They start using new tools, making better decisions, and showing up differently.

Phase 2: Pressure test

Work gets stressful. Something breaks. Old habits try to return.

This is where coaching becomes priceless, because the coach helps them recover
quickly instead of spiraling.

Phase 3: Identity shift
By the end of the year, the growth is no longer something they’re trying to do.
It becomes who they are and how they lead.
By 12 months, leaders should be able to:
« sustain the results on their own
 self-coach moving forward
. operate at that level without constant external support

They can always extend coaching for new goals and the next level, but a strong
engagement should create sustainable progress within 12 months.



PROGRAM STRUCTURE

Tip #3: Make it easy for HR to run (simple structure = better outcomes) High-ROI
programs are easy to manage.
At minimum, HR needs:
« aclear process and point of contact
. an approved coach roster
« a matching approach
« a simple measurement rhythm (midpoint + end)
Chaos kills ROI.
Tip #4: Give coaches the right company context (so coaching aligns fast)
Coaches drive better outcomes when they understand the environment leaders are
operating in.
Even a short context brief can improve results, such as:
« company values and leadership expectations
- key leadership frameworks or language
« cultural context that matters right now (change, growth, transformation)
This helps the coach reinforce what the organization is building, instead of
coaching in a different direction.



PROGRAM STRUCTURE

Tip #5: Set clear expectations for your coaches (consistency = premium)
The fastest way to elevate your program is to set consistent expectations across
coaches. This doesn’t need to be long. It just needs to be clear.
At minimum, define:
« HR point of contact + communication method
« what success looks like
. check-in cadence expectations (respectful of confidentiality)
« what should be escalated to HR (and what should not)

Tip #6: Protect the investment with a participation flag (simple + reasonable)

You don’t need to micromanage coaching. But you do want a basic system so
coaching seats don’t get wasted.

A simple expectation:

If a coachee misses multiple sessions in a row or becomes unresponsive, the coach
flags HR.

Not with personal details.

Just participation status.

Example:
“Leader has missed sessions and we may need support re-engaging.”

This gives HR a clean moment to step in and protect the investment.



Module 8

THE EVOLVE 90-DAY ROI
UPGRADE PLAN

90 Day Plan

Framework for revamping your
program over the next 90 days.

o Strengthen Foundation
e Clarify Outcomes
e Prove ROI



EVOLVE YOUR PROGRAM

90 Day Plan

Dayr 1-50

Evolve Setup
(Strengthen the foundation)

e __sharpen coachee selection
e __ improve coach screening
o __ strengthen your matching approach

Day 51-60

Evolve Alignment

(Clarify the outcomes)
e __require 2-3 outcomes per engagement
e __run a coachee + leader kickoff alignment

Day 61-90

Evolve Outcomes

(Prove ROI)
e __midpoint survey
e __end-of-engagement dual review
e _ pull themes + improvement plan



Final note for HR leaders

ROl isn’t magic. It’s structure. Selection. Matching. Alignment.
Support. Measurement. Get those right, and leaders
ramp faster, perform better, and stay longer.

‘That’s the whole game.

-

ShaylaKing.com




Quick intro so you know exactly who this is coming from:
I'm Shayla King, an executive coach, and I used to be a Chief
People Officer.

— So yes, I've sat in your seat, with 22 plates spinning at all times,
trying to build something great with limited time, limited
budget, and leaders who need support yesterday.

That’s why I create tools like this, to help HR teams upgrade
their coaching programs without adding more work.

Want a second set of eyes on your program?

I offer a free 15-minute Executive Coaching Program Review.
No pitchy weirdness. Just quick wins and what to tighten for
better ROL

Email me at Shayla@Evolve-career.com to grab a spot.

One more thing (because I'm always going to take care of HR):

For every 3 executives your company enrolls in my coaching
(1:1 or my Performance + Happiness Lab), I'll give one coaching
spot free to an HR team member of your choice.

HR teams deserve support too, and I know your budget is
usually the smallest one in the building.

www.ShaylaKing.com



