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Build or buy: evaluating Al coaching for the enterprise

The challenge

When organizations evaluate Al coaching, building internally is one of the considerations. After all,
you have smart people, existing Al tools, and a unique culture. How hard could it be?

The reality is that it requires more specialized expertise than most organizations anticipate.
Research from MIT found that companies partnering with specialized Al vendors succeed

approximately 67% of the time, compared to roughly 30% for internal builds. Turning vibe coding into
an enterprise-grade behavior change engine is a different category of work.
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Each layer compounds complexity. Most teams
discover this after months of iteration.

Pascal is purpose-built for Al coaching. It's
not a generic LLM with a coaching prompt. It's
a proprietary system of 80+ carefully
orchestrated Al agents designed specifically
for leadership development, grounded in
people science and embedded in your
managers' daily workflow. Pascal doesn't wait
to be asked, it prepares, coaches, and follows
up automatically, meeting managers where

.

they already work.



https://www.mindtheproduct.com/why-most-ai-products-fail-key-findings-from-mits-2025-ai-report/
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What changes behavior, and what does not

A general LLM can generate well-worded advice, it can roleplay and summarize, but behavior change
requires more. It requires understanding that Sarah is a direct report, that last Tuesday’s meeting
was tense, and that this leader has been working on delegation for three months. It requires
continuity across hundreds of micro-interactions.

Pascal closes that gap through five foundational capabilities.

1 Relationship intelligence: Pascal builds a living map of how managers interact with their
teams, peers, and stakeholders. It identifies communication patterns, surfaces blind spots,
and connects themes across conversations over time. This turns coaching from generic
principles into guidance shaped by real dynamic.

2 Structured memory and knowledge graph: A transcript just sits there. Pascal actually reads
it, tagging specific things a manager did in the meeting, like stating a clear position,
delegating a task, or staying composed under pressure. Over 137 of these behavior types get
tracked and organized, so Pascal remembers what happened, not just what was said.

It also watches these patterns over months, not just one meeting, so it can tell you when a
skill is improving, or when it's stalled. That's what lets Pascal say things like "here's how to
approach Sarah, based on your last three conversations,” or "your delegation hasn't moved in
a month."

3 Organizational customization: Pascal embeds your leadership principles, competencies,
cultural documentation, and training materials as a foundational layer. Retrieval happens
dynamically in every interaction. Coaching alighs with how your organization expects leaders
to show up. It reinforces the culture you are trying to build.

Underneath that layer, Pascal connects 82 leadership skills, things like delegation, giving
feedback, or building trust, to the specific, observable actions that prove someone is
actually doing them, plus clear criteria for judging each one.. This is a proprietary framework,
built on research similar to what firms like Lominger and Korn Ferry have spent years
developing.

4 Embedded meeting intelligence: Pascal can join Zoom, Teams, Slack, or Meet and integrates
with Outlook and Google Calendar so it always knows what's coming. It is proactive by design:
Rather than waiting for a manager to seek out coaching, Pascal reaches out to them: offering
to help prepare for upcoming meetings, joining conversations automatically, and delivering
feedback after.

During a meeting, managers can chat with Pascal in real time, drawing on both the live
transcript and Pascal's full knowledge graph, to get guidance on how to handle a difficult
moment without breaking the conversation. After the meeting, a multi-agent feedback
engine analyzes ommunication patterns, behavioral signals, and alignment with your
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leadership competencies, then delivers specific, actionable coaching grounded in what actually

happened.

Pascal also generates structured meeting notes (transcript, decisions, action items ) for attendees

who are not Pascal users. This extends value across the organization and creates a natural adoption

path: when non-users see the quality of post-meeting intelligence, they want it for themselves.

Managers retain full control over which meetings Pascal attends and what it captures.

5

Enterprise-grade governance: Al coaching touches sensitive situations. Pascal includes
layered guardrails: topic detection, escalation logic, scope boundaries, tone alignment, and
compliance architecture. Coaching conversations remain visible only to the individual user.
Pascal is GDPR compliant and SOC 2 Type 2 certified.

Organizations retain full control, including zero-day retention options and customizable
policies across transcripts, chats, and behavioral insights.

Together, these capabilities make Pascal fundamentally more embedded, more
contextual, and more proactive than anything a DIY solution built on a generic LLM
can deliver.

Voice-native interaction: Behavior change happens when coaching fits into how leaders
actually work, not when it requires opening a new application. Pascal is available via text
chat, voice-to-text dictation, and fully spoken voice-to-voice conversation. A manager
walking between meetings can speak a question and hear a response. A leader processing a
difficult conversation at the end of the day can talk it through, not type it out.

Organizational visibility and reporting: HR and L&D leaders need to understand what is
happening across the leadership population, not just whether individual managers are
logging in.

Pascal surfaces anonymized, aggregated trends across coaching engagement, development
themes, and communication patterns. This gives HR leaders the data to make informed L&D
investment decisions, identify where managers are struggling at scale, and demonstrate the
organizational ROI of the program, without compromising individual privacy.

Pascal also connects to performance review cycles, engagement surveys, and other HR
processes, delivering proactive nudges to managers at the right moments in your
organizational calendar.

Level-calibrated coaching: Coaching an individual contributor and coaching a VP aren't the
same task with different words swapped in, they need entirely different approaches. Pascal
adjusts its coaching based on someone's level (individual contributor, manager, director, or
executive) and also on how they currently make sense of their role.
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Some leaders, for instance, still look outward for approval before trusting their own

judgment; the goal for them is building the confidence to trust their own read on a situation.

Pascal recognizes where a leader is in that development and coaches them accordingly,

something a generic Al has no way of doing, since it can't tell the difference between

someone who needs more direction and someone who needs to be pushed toward

independence.

9

10

Anti-hallucination in coaching: Every coaching observation Pascal gives points back to an
exact moment in a meeting, with the actual words that were said as proof — nothing gets
said without that backup. Built-in checks stop Pascal from inventing a standard that doesn't
exist, coaching someone for something they didn't actually do, or commenting on something
it never observed. In an enterprise setting, that's what makes coaching something people
can trust and act on, not just words that sound right.

The coaching iteration challenge: Pascal's coaching logic is on its seventh iteration after
hundreds of test runs. The institutional knowledge of what not to do, coaching on individual
action items instead of patterns, giving delegation advice without organizational context,
coaching on the absence of action, or naming a "pattern" from a single meeting, doesn't
transfer from a whitepaper. It has to be learned, one bad output at a time.
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Why context matters for Al coaching

Al coaching is only as strong as the context behind it. When a system relies solely on what a manager

types, guidance stays generic. Leaders must re-explain every situation, blind spots go unchallenged,

and generic LLMs lack the structured memory, relational awareness, and embedded presence

required to connect patterns across time.

Pascal operates across three context levels, each enabling different coaching capabilities, from

company-aligned guidance to relational insight and real-time behavioral awareness. As context

deepens, coaching becomes specific, timely, and grounded in what is actually happening at work.

The technical realities most DIY teams underestimate

Here is where many leaders get stuck. The first prototype works. The second version becomes

harder. The third exposes structural limits. Pascal has already solved several engineering problems

that typically surface months into a build.

Area Common DIY approach

Retrieval (RAG) “Let's upload our leadership frameworks
into a vector database and the Al

retrieves the right one.”

Prompting “We just need a strong system prompt.”

Memory “Chat history gives us memory.”

How Pascal delivers enterprise-grade Al coaching

Leadership models overlap and sometimes conflict, and
RAG only works when the language of a query matches the
language of the framework. In practice, it rarely does.
Basic retrieval returns generic or contradictory advice.
Pascal uses multi-stage retrieval and contextual ranking
across 50+ frameworks and 400+ research-based
practices, so guidance is specific to the leader, the

moment, and your company's standards.

Static prompts flatten nuance as context grows. What
works in testing degrades in real environments. Pascal is a
proprietary system of 80+ carefully orchestrated Al
agents designed specifically for leadership development. It
dynamically assembles up to 20-30 pages of contextual
input per interaction, tailored to role, history, relationships,

and company frameworks.

Raw transcripts do not model development arcs or
relationship dynamics and CustomGPTs & Gems retain no
memory. They cannot distinguish tension from growth.
Pascal abstracts behavioral patterns into a structured
knowledge graph, enabling longitudinal coaching across
months of interactions.
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Area

Meeting

intelligence

Automated
skill
identification

Guardrails

Quality

measurement

Proactivity

Common DIY approach

“Meeting transcripts are just input.”

"Managers can tell the model what to

pay attention to."

“The Al will stay in scope.”

“If it sounds good, it works.

“Managers will use it when they need it.

We can remind them.”

How Pascal delivers enterprise-grade Al coaching

Meeting insights require speaker identification, behavioral
mapping, and disciplined data handling. Each stage
compounds errors. Pascal's end-to-end pipeline extracts
patterns while honoring configurable retention policies,

including zero-day options.

Self-reported goals miss blind spots by definition, and
most managers aren't clear enough on what they need
help with. Pascal observes patterns across meetings and
conversations over time, identifies development areas the
manager may not have named, and proactively surfaces
suggested focus areas and coaching nudges, without

waiting to be asked.

Coaching touches legal, performance, and mental health
boundaries. General models lack situational awareness.
Pascal applies layered multi-agent guardrails, escalation
logic, and enterprise-grade compliance controls to protect

leaders and organizations.

Fluent language doesn't equal real behavior change, and
bad coaching is worse than no coaching at all. Before
anything reaches a manager, Pascal checks it against a
short list of questions: Is this actually worth saying? Is now
a good time to say it? Is it still relevant, or old news? Does
it matter enough to bring up? Could this discourage
someone instead of helping them? Can this person actually
do something about it? And will it genuinely help them
going forward, not just in this one moment? Pascal also
runs ongoing scoring and testing to check whether the

coaching is actually working.

Reactive tools depend on managers to initiate coaching.
Usage drops and insight arrives late. Pascal proactively
delivers feedback after meetings, and can nudge daily or
weekly based on goals, patterns, and upcoming

conversations.
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Area

Live meeting

architecture

\oice

interaction

Organizational

reporting

Data retention

architecture

Common DIY approach

“We'll upload meeting transcripts into an

LLM for analysis.”

"We'll add a speech-to-text input and
pipe it into the LLM."

"We'll pull usage logs"

“We'll store transcripts securely.”

How Pascal delivers enterprise-grade Al coaching

Uploading transcripts manually creates one-off analysis
(when users remember to do it) and loses relational
memory, company context, and development history.
Pascal automatically joins Zoom, Teams, and Google
Meet, prepares users before meetings, delivers live in-
meeting coaching, and proactively sends feedback
afterwards. Every meeting builds on the last, creating

continuous insight instead of isolated snapshots

Building a voice interface means solving three separate
engineering problems: speech-to-text, context
engineering, real-time LLM inference, and text-to-speech,
then calibrating latency and tone so the exchange feels
like a conversation rather than a query. Almost no DIY
system gets all three right. Pascal supports full voice-to-
voice conversation, with dictation also available for lower-

friction asynchronous input.

With a generic LLM, HR leaders don't just lack reporting,
they lack the underlying data entirely. API logs tell you how
many calls were made, not what patterns emerged or
whether any development is happening. Getting to
program-level insight requires first building the extraction
layer to turn conversations into structured behavioral
data, then the aggregation layer to anonymize and surface
trends, then the reporting layer to make it meaningful to
an L&D team. Most DIY builds never get past the first.

Storing raw transcripts without automatic data retention
policies creates legal risk that manual deletion alone can't
solve. Pascal's custom data retention architecture covers
every element (chats, memory, document uploads, and
transcripts) automatically. For the strictest compliance
requirements, Pascal can even extract behavioral signals
without ever storing the transcript itself, delivering

leadership insights with zero-day retention.
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The real cost of building your own

Organizations consistently underestimate what a DIY approach requires, so it’s important to look at
the resources a DIY project requires

Resource dimension Internal build Pascal

Engineering time Ongoing allocation to Al architecture and No internal Al infrastructure required.

maintenance.

Leadership science Must hire, contract, or curate. 50+ frameworks and 400+ practices embedded,
expertise with custom builds for your organization.
Al governance Must design guardrails and Enterprise-grade guardrails and testing
evaluation systems. frameworks included.
Speed to value Iterative build over months. Deployment in days to weeks.
Opportunity cost Divert talent from revenue-driving Preserve focus on core business.
initiatives.

The strategic choice

Al coaching becomes a living system. It requires tuning, evaluation, compliance oversight, and
continuous model evolution. Once you build it, you own it.

Pascal allows your teams to focus on what differentiates your business while delivering enterprise-
grade coaching intelligence from day one. Engineering stays focused on revenue. HR stays focused
on adoption and impact. Leaders get contextual guidance that improves over time.

Want to learn more about Pascal?

Schedule a demo— www.heypinnacle.com




