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Here’s the report:

How to Design and Deliver Your Coaching Program
From: Sean Mize:
How to Design Your Coaching Program

One of the most important elements in your information business is a coaching 
program. The reason is that most people who buy your information products will not get 
results from reading or listening to your training, not because it is not good or effective 
training, but because most people who purchase from you are purchasing because they 
have been struggling with the problem you help them with, for a long time. They have 
likely purchased other products, read books, tried different ways of succeeding with 
what you are teaching, but nevertheless are still struggling. 

Although your training might give them some edge that all the other things they have 
studied were unable to do, it is unlikely that your book or recording is going to change 
their lives forever. They need feedback; they need someone to guide them personally.

And that is where coaching comes in.

When you offer coaching, your buyers get more results. Not because you are 
necessarily teaching them something they don’t know, but primarily because of the 
structure and feedback element in the coaching. Perhaps you have an accountability 
element to your coaching, and this bolsters results. In fact, for some clients, just 
knowing they are paying for monthly coaching increases their results, because instead 
of feeling like it is something they can do anytime they want, which happens when 
someone purchases a one-payment product like a book or a recording, they feel as 
though since they are paying for the coaching, they might as well use it.

And last but not least, when you offer coaching, you tend to double your revenue 
overnight. Here’s how it works. 

Let’s imagine you sell a $97 mp3 training program that teaches your topic. You sell 100 
units a month, so you are taking in $9700 per month. And although people are actively 
purchasing your mp3 training program, most people are not having success for the 
reasons mentioned above.

But when you put a $97 a month coaching program in place, about 20% of the people 
who buy your $97 mp3 training program might join your coaching program. So you are 
adding 20 new coaching clients each month, each paying $97 a month. Within about 6 
months, you have 100 coaching clients paying $97 a month, in addition to 100 new 
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people buying your $97 training each month. Instead of taking in $9700 each month, 
you take in $18,400. This is double your income before adding coaching.  

The coaching takes 2 hours max to deliver each week. So about 8 hours per month. 8 
hours per month for $9700 in additional revenue. It really is that easy. Of course, you 
have to have buyers to be able to double your revenue. And this example is just that, an 
example.

But if you have buyers already, generally I have found that you can double your revenue 
by adding a simple coaching program.

How to Design Your Coaching Program
There are 2 elements that are necessary in a coaching program. You need to have an 
instructional core element, meaning some way to deliver the lessons. You need to have 
a communication method in your coaching program (this is what makes coaching . . . 
coaching, instead of a product.)

The instructional element can be delivered any way that you currently create training. 
For example if you currently create ebooks or other printed matter to deliver your 
training, you can use printed material to deliver the coaching lessons, preferably pdfs. 
Or if you deliver your training programs via audio or video, you can deliver your 
coaching material using audio or video.

The only difference in the training material itself in a coaching program as opposed to a 
product is that in a coaching program, the training material will be metered. This means 
that instead of sending out 10 hours of mp3 recordings on the first day, as you might if 
you sold a 10 - hour mp3 training course, you will send out one hour of training every 10 
days. This forces your client to begin to learn the material over time instead of in one big 
brain dump, and encourages your client to use the material instead of just learning more 
knowledge he isn’t going to use. Just the act of listening to one training each 7-10 days 
instead of listening to it all at once will increase the results your clients will get, as 
opposed to purchasing a one-time download.

The feedback element, which is the coaching differentiator, can be delivered in a 
number of different ways; for example, as email communication, instant messenger/chat 
communication, telephone communication, or video communication. For example, you 
could offer some level of email interaction or instant messenger/chat communication 
(like skype). Or you can use telephone calls or telephone conferences; or video 
communication, either something like facetime for 1-1 coaching, or webinar technology 
for group coaching.

The feedback element is, at its core, just that: a feedback element, which means that 
clients can use that time to ask questions about the core material which they are 
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studying from you. They ask questions, and you answer those questions. Or they want 
feedback on something they are doing. And you provide that feedback.

So in designing your coaching program, you simply choose one instructional delivery 
element, and one feedback (coaching) element:

Choose one:

Written (ebooks, manuals, pdfs)
Audio 
Video 

And choose one:

email
instant messenger/chat
telephone
video

It’s that easy.

I like to deliver the feedback element in a similar way that I deliver the lesson material. 
For example, if the lesson material is printed, the feedback element might be email or 
instant chat.  If the lesson material is recorded (audio) then the feedback method would 
be telephone.

I also like to limit the feedback method to one of the methods above. Meaning that I 
don’t like to offer email + skype or skype + telephone, etc.

There are 2 reasons for this: 

If you limit the feedback method to (1) method it makes it exponentially easier for you to 
remain in control of your own time. Just because someone is coaching with you doesn’t 
mean he has a right to control your time. But if you offer email, skype, and telephone 
access, you will likely find that if someone cannot quickly reach you with one method, 
he will try another. But with one method, you are either available, or not. And of course, 
with telephone or video coaching you will normally have a fixed time when you are 
available for coaching. For example, if you have a group of clients with group telephone 
access, your call will be at a fixed time each week, for example, Wednesday at 12 noon 
ET. That way, all of your coaching occurs between 12 noon and 2 PM ET on 
Wednesdays, whether you have 10 clients or 100 clients. This allows you to maintain 
maximum control of your time.

If you limit the feedback method to (1) method, your clients will begin to manage their 
own time better, knowing that you are only available for feedback during that one time 
slot each week, rather than knowing they can try to get in touch with you at all hours. 
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This means that your clients will get better results because of the increased effort they 
are required to put into achieving results in your program.

Here are some examples of coaching program structures you might offer:

Pdf lessons with email access to you

Audio lessons with skype access to you

Audio lessons with telephone conferencing access to you

Video lessons with webinar access to you

Video lessons with telephone access to you

Of course, there are more combinations, since you can use any lesson delivery with any 
coaching delivery you choose, but these are the most common, and I believe the 
easiest to manage.

Once you choose a delivery method, your next step is to design your lessons and make 
the feedback element available.

How to Create Coaching Program Lessons
There are 2 primary ways to create coaching program lessons. One way is to create 
them ahead of time, much as you would create an information product to sell. For 
example, if you are going to launch a 13 week coaching program you would create 13 
coaching lessons ahead of time. Another way is to create the lessons as your clients will 
require them. For example, if you have a 13 week coaching program, you create the 
first lesson the first week, the second lesson the second week, and so on. If you create 
lessons as you need them in this way, the first time you offer coaching, you can use the 
now-created lessons for future classes in your coaching program.

I recommend that first - time coaches create their lessons in this way. Here’s why: if you 
try to create all 13 lessons before you enroll any clients, 2 things happen: 1) Most 
people never finish creating the lessons. It’s not easy to create any information 
products, let alone coaching lessons, and without knowing that a client is waiting for the 
next lesson, there is rarely enough motivation to finish the lessons. And because you 
have decided you have to finish the lessons before offering coaching, you subsequently 
never finish the lessons. And then you never launch a coaching program. 

On the other hand, if you sign up even one client, then each week you have a deadline 
to create the next lesson. And deadlines usually inspire action. Remember when you 
were in college and you had 13 weeks to complete a term paper or thesis? If you are 
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like me, you started on your term paper the 13th week and completed it the night before 
it was due. Not because you are lazy, not because it was easier to do that way, but 
simply because that’s when the deadline was. And if you have a paying client that is 
going to stop paying if you don’t produce a lesson, there is considerable incentive to 
produce the lesson. So as soon as you enroll a single client, you find your lesson 
creation goes much faster. It is simply a matter of deadlines.

Another advantage to creating the coaching lessons as you go is that you know what 
your clients want and can create the most effective lesson. When you are trying to 
create lessons ahead of time without any active clients, you may be simply guessing 
what your future clients are going to want or need to learn. But if you have a client or 
several clients, those clients can tell you what they need or want, and you can create 
training that meets those needs. And for future clients, I have found that as long as you 
don’t change the enrollment procedure or what you are telling clients you are going to 
help them with, future clients tend to need or want approximately the same thing as 
prior clients. And if you find that in the future there are additional needs, you can simply 
add lessons that meet the additional needs. Over time, you will find that you have a 
highly effective and comprehensive coaching program that meets many clients’ needs. 
And because you have a feedback element, a client can always ask additional 
questions in the feedback element.

To create the lessons, simply determine what you are going to teach and . . . teach it. 
That means if you are writing out the lesson, simply write out the steps to doing 
whatever it is you are teaching. Imagine that this pdf were actually a coaching lesson. 
Notice in this pdf I explained why this element (coaching) is necessary and how to do it. 
That is what you will do in each lesson: explain why the element is necessary, and how 
to do it.

If you are recording lessons, the only difference from writing the lesson is that you are 
recording it. Write an outline of what you are going to teach, the points you intend to 
cover, and turn on the recorder! You can use a mp3 recorder for audio, or a screen 
recording software or video recorder for video.

Once the lesson has been recorded, convert it to a deliverable format. For example, if 
you write out the lesson, convert the lesson to a pdf, then upload it to your web server. 
Use your autoresponder service to deliver it.

If you record a lesson, upload the recording to your web server, create a link to it, and 
use your autoresponder to deliver the lesson. 

For future lessons, you can automate the delivery of the lessons in your autoresponder. 
For example, if you have a 13 week coaching program with one lesson per week, you 
simply queue your autoresponder to deliver one lesson per week for 13 weeks. This 
makes delivery of the lessons automatic and super-easy for you.
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How to Deliver the Feedback Element of Your 
Coaching Program
Email: If you are delivering the feedback element of your coaching program via email, 
create an email account you will use exclusively for your coaching clients. Give that 
email address to your clients, let them know when you are available for email questions 
(for example, Monday through Thursday from 9-4), and simply respond to their emails 
as they come in.

Skype or instant message/chat: Create a dedicated chat room or chat channel for your 
coaching clients. Let clients know when you will be available for coaching.

Telephone coaching: Sign up with a professional teleconferencing service such as 
instanttelleseminar.com, set a consistent time and day for the coaching call, and give 
clients the time and access details. 

When holding the live call, have a prepared lesson ready to teach. Teach the lesson, 
then open the call up for questions. Those questions can be related to the weeks’ 
coaching topic, or can be related to the lessons your clients are studying that week in 
the recorded coaching lessons. Record the coaching call and send it to clients using 
your autoresponder, after the call. This way, clients who are not able to make the live 
call still get access to the content.

Video coaching: Use a webinar service such as gotowebinar.com. I recommend using 
live webinar coaching only when using audio is not effective, or if you are in a coaching 
niche where most of what you teach must be shown. The reason for this is that the 
preparation time for a webinar/video is significantly higher than for telephone, and it is 
more difficult to give a webinar lesson “on the fly”. For example, with most telephone 
teleconferencing, you can access the delivery line from a telephone or your computer, 
whereas with video, you must have internet access, and preferably high speed internet. 
This means that if you are traveling you will need to make special arrangements or 
plans to deliver the coaching if you are delivering with webinar, whereas if you offer 
telephone coaching, as long as you have telephone service you can easily deliver the 
coaching (I have personally delivered many telephone coaching lessons on the road, in 
multiple states and internationally, with just cell phone access. Delivering webinar 
coaching would have taken more planning and time.)

Regardless of the method you use to deliver the instructional element and the feedback 
element, automate as much as possible using email autoresponder delivery for the 
instruction and for the recording of the feedback element if you are using telephone or 
video.

Place boundaries on the time you spend on the feedback element. 
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If you use telephone or video, it is easy to constrain your active coaching time to 1-2 
hours per week - the hours of the week when you are committed to being available for 
your clients. With email and instant messenger it is more difficult to place boundaries on 
your time, although some coaches prefer simply being available for more hours to begin 
required to be available during a set time each week. In my case, I much prefer knowing 
that for 2 hours each week, I am committed to a single coaching call, and have no 
responsibility to even open skype or my email on any given day if I so choose.

That’s it, folks! If you don’t already have a coaching program, you probably can see by 
now how easy it is to do. If you have a coaching program but are spending too much 
time delivering coaching, streamline your coaching using the methods I recommend 
here, and you’ll be able to take on more clients and deliver the coaching in less time 
and with less stress.

That's it.

That's the formula.

That's what I do.

And all on autopilot.

You can do it!

By the way, if you want to learn how to sell your coaching with free consults and free 
strategy sessions, read this:

How to Sell Your Coaching With Free Consults and Free Strategy Sessions

Sean Mize
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