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Dear Sales Training Professional,

Half the year is over, and we are on our way to year-end closing.  We want to continue our newsletter with the well-accepted topic of Helping District Managers Improve Coaching Skills.  Our newsletter is geared to all pharmaceutical sales management people, first and second line sales managers as well as sales trainers and sales training managers. It’s our belief that the district manager is a critical person in the organization and we are committed to district manager training and development.  Now in our second year, our goal is to continue to provide management and training tips to our readers on a quarterly basis, and best of all, it’s free. In this newsletter we will cover the following topics: Additional Field Coaching Approaches, Designing, Developing and Implementing Coaching Programs.

If you have missed any of our previous issues, you can find and download them on our web site at www.salescallplanners.com, on the “newsletters” page.

We are also pleased to inform you that we will have the Spanish language version of our newsletter available as of today.

ADDITIONAL FIELD COACHING APPROACHES

Following is a brief, but important list of additional ideas to help District Managers improve their coaching skills.

1. Getting Organized
Clearly, good organization is required for effective coaching. District Managers must plan their field coaching visits carefully (just as Sales Representatives must plan their own field work for sales calls they will make).

Part of planning is reviewing the Sales Representative’s file, ongoing objectives and action plans established on previous coaching visits, and determining what still has to be accomplished.

And, as indicated earlier, District Managers should contact Sales Representatives to indicate the types of accounts they want to visit during the field trip based on the review of the Sales Representative’s file and past and current performance.

2. Developing A Written Plan Of Action For Field Visits

Really effective District Managers prepare a written plan for each field visit. This often includes a variety of activities such as:

· Notifying the Sales Representative when the visit will be and the types of sales calls that need to be observed.

· The specific objectives that still need to be achieved by the Sales Representative (both business objectives as well as personal development objectives).

· Notes on critical issues in the file that need to be discussed with the Sales Representative.

	FIELD VISIT PLANNING WORKSHEET

Field Visit Dates (Be sure to notify the Sales Representative.): 


Representative’s Name, Address, Phone Number (Email, Fax, Etc.):


Review Of Past Performance:


Factors Affecting Performance (Positive And Negative):


Coaching Objectives:


Visit Requirements (Critical Issues To Be Discussed):


Notes On Summary Discussion:





3. Following Up After The Visit

As you know, coaching is a continuous job. It doesn’t end after the visit.

Effective District Managers maintain continuous and regular contact with Sales Representatives and monitor progress towards previously agreed to objectives and action plans.

4. The Sales Trainer Role In Coordinating District Manager Coaching And Ongoing Development

As you have seen earlier in this newsletter, your role in helping District Managers improve their coaching skills is extremely important.

In addition, with respect to coaching as well as any other opportunities for training, your role should extend to at least the following managers on your team:

· National Sales Manager/Area Business Directors

· Marketing Directors

· Product Managers

· Other managers in the company.

5. Providing Feedback
To be effective, feedback should meet at least the following criteria, it should be: 

· Descriptive rather than evaluative.

· Specific, and not general.

· Pertinent to the needs of the individual.

· Directed towards behavior over which the individual has control.

· Well-timed.

· Given as close as possible to the observation and not done at the end of the day or even the next day.

· Checked for understanding to make sure the recipient fully understands what is being communicated.

· Balanced.

· Positive to recognize good performance and also focus on those areas that need improvement.

6. Preparing Written Summaries
Effective District Managers take careful and accurate notes during field coaching trips. 

Notes can be taken prior to a particular sales call and certainly following it as the call is being discussed with the Sales Representative.

All such notes are retained in the Sales Representative’s file for continuing and future reference.

7. Using Workshop Training

Workshop training is yet another way to help District Managers improve coaching knowledge and skills.

This approach is used best when there are several District Managers who have a common coaching knowledge and skill need.

It is usually more efficient to bring them together as a small group and train the entire team.

8. Helping District Managers Know Their Customers Better
As District Managers ask their Sales Representatives to really know their customers and certainly the key opinion leaders in their territories, District Managers themselves must know a great deal about their Sales Representatives’ territories as well as each Sales Representative’s personality style.

	EXAMPLE: Effective District Managers should know at least the following about their Sales Representatives and their territories:

· Who are the largest and most influential customers in their territories that must be given high priority?

· Who are the key opinion leaders in their territories and how have they or will they be approached?

· How well does the District Manager know pharmaceuticals basics about product knowledge, selling skills, competitive products, etc.?


DESIGNING, DEVELOPING AND

IMPLEMENTING COACHING PROGRAMS

This section focuses on how you, as a Sales Trainer, can develop your own District Manager coaching workshops.

While some of the principles of design explored in this section apply to the preparation of virtually any workshop program, the emphasis here is on coaching skills.

This section begins with fundamentals of effective workshop program design and then moves to brief discussions of a variety of training tools. 

Fundamentals Of Program Design
Following is a 4-step process for designing effective workshops that are targeted to achieve specific learning objectives:

· Step 1: Acquisition of Knowledge. Here participants are given an opportunity during or prior to the workshop to study information and acquire knowledge that is pertinent to the subject.

· Step 2: Demonstration. In this second step, demonstrations are conducted in front of participants, such as leader-led role plays, demonstrating how Sales Representatives should pack files, samples, etc., properly in the trunk of a car, etc. In addition, sometimes participants themselves can be involved in these demonstrations.

· Step 3: Personal Application and Practice. This step is by far the most important part of any training program since it gives participants an opportunity to practice and refine the specific skills that have been reviewed earlier.

While this step is critical, most training programs do not give adequate time to involving participants and giving them a chance to practice and refine skills.

Here small group problem-solving situations, case study analyses, simulations, role plays, and many other action-oriented, individual and/or small-group activities are used to give participants a chance to practice and refine their skills in a particular area.

For example, in building coaching skills, clearly many different types of role plays may be the methodology of choice in Step 3. They will help participants strengthen knowledge and skills in conducting face-to-face coaching sessions.

· Step 4: Checking Competencies and Providing Retraining, As Necessary. Here specific competencies are checked against the original performance standards established by the learning objective to determine whether all participants can perform skills effectively.

Observation and other techniques are used to determine whether further training is necessary. And, if this is the case, participants are ‘recycled’ through the original three steps described earlier, with greater emphasis on those areas that still need further development.

	TIP: ‘Personal application’ is usually the step that is either omitted or not given adequate time and attention in most workshops. Yet, as you know, it is the most important step since it provides participants with an opportunity to practice and refine the skills. As you design your own workshops, think in terms of the 4-step method just described for each and every learning objective of the program.


In our next issue we will cover Training Tools For Workshop Training.































