PHARMACEUTICAL SALES MANAGEMENT PROFESSIONAL

November 2010






Vol. 3, Issue 4

Dear Sales Training Professional,

The year is almost over, but there remain many challenges ahead. We want to continue with strategy of helping managers improve their coaching and training skills, as we have done in prior issues.  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 sales organization and we are committed to district manager training and development.  Now in our third year, it is the goal of this newsletter 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: Principles Of Training Program Design, Preparing Training Materials (Lesson Units/Plans).

We are also pleased to inform you that we will have the Spanish language version of this newsletter available too.

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.

PRINCIPLES OF TRAINING PROGRAM DESIGN 

INTRODUCTION

This section provides a brief review of training program design.  Once training needs and objectives have been identified, the next step is to develop a training plan that outlines how these needs will be satisfied.

OBJECTIVES

At the conclusion of this section, you will be able to:

· Describe the two fundamental methods for designing training programs

· Explain why there must be good balance between presentation and participation.

DEVELOPING THE TRAINING PLAN

The following items are part of every training plan

· Objectives – what do want people to be able to do as a result of the training

· Group or individual training decisions

· Getting help.  Asking for help to prepare the program from Sales Management or other departments (Marketing, Medical, Compliance, etc.)

· Available resources

· Previously successful training strategies

· Off-the-shelf or custom design decisions

· Applicable media for the delivering of the program

TRAINING PROGRAM DESIGN

Before designing any training program you should check with your management to seek advice on how to proceed.

Two Approaches For Program Design

The two basic approaches for program design are:

1. The Four-Step Method 

2. “ADDIE”

The Four-Step Method For Preparing Effective Training Units

STEP 1: Acquisition or reinforcement of knowledge.

In this step of the training experience, trainees are given the opportunity to learn or reinforce their knowledge about a specific subject matter by reading, listening to a lecture, studying learning material, participating in a computer-based training program, seeing a DVD, or other techniques which help trainees acquire new knowledge.

STEP 2: Demonstration of how the new knowledge applies.

In this second step, trainees are given a chance to view or participate in a demonstration.  DVD’s, certain types of role-plays, and actual physical demonstrations often serve useful purposes in this phase.

STEP 3: Personal practical application in either on-the-job or in simulated experiences.  Here trainees are given the opportunity to try out and test their understanding and ability to use the information acquired in the previous two steps.

Frequently, this is accomplished through actual on-the-job experiences or through simulated learning experiences such as simulations, games, CBT, role-plays, etc.

STEP 4: Correction of deficiencies. Deficiencies should be observed and identified in the previous step and, if necessary, trainees should be “recycled” through the first three steps to eliminate these deficiencies.

Every well-constructed program should contain each of these four steps.  All four steps should be used when planning a program for either individual or group training experiences.

Personal Practical Application (Step 3) is often the step that is given little attention yet is perhaps the most important of all steps.  People learn best by doing rather than by seeing, listening, observing, etc.

Using “Addie” For Program Design

As indicated earlier, the second major framework for developing effective training programs is “ADDIE.”

“ADDIE” stands for:

· Analysis

· Design

· Development

· Implementation

· Evaluation

This instructional design method is also very practical.  Using it, you implement the five major steps:

· Analysis…You analyze the situation to determine priority needs and whether training itself can help in correcting performance.
· Design… You prepare your basic training program plan.
· Development… You develop and refine the actual training program.
· Implementation… You implement the program, test it, modify it as necessary, and reimplement it.
· Evaluation…You are evaluating throughout the Analysis, Design, Development and Implementation process to insure that all materials are practical, have specific objectives designed to address needs, etc.
Balancing Presentation and Participation

One of the most important guidelines for designing effective training experiences is to provide appropriate balance between presenting information and having participants involved in activities, exercises, etc.

Participants probably recall that the vast majority of adults want to be deeply involved in the learning process and, therefore, presentation and participation at the right mix is very important.

A good rule to follow is the 80/20 rule…80% of the time is devoted to participation and 20% to presentation.

This is why the third step in the four-step method… personal application… becomes extremely important.  Most poorly designed training programs do not get close to 80% participation and, in many cases, this is why they fail.

Think about the best training program that you ever attended and why it was the best.  More than likely, it had a heavy dose of participation and limited presentation.

PREPARING TRAINING MATERIALS (LESSON UNITS/PLANS)

INTRODUCTION

This section provides a variety of information on introductory items that should be included in all training programs, a framework for training materials themselves, and other elements of training materials.

OBJECTIVES 

At the conclusion of this section you will be able to:

· Name the major introductory elements that all training materials should contain.

· Describe the specific frameworks for units within a training program.

· Prepare an actual training unit.

· Describe the purpose of pilot testing.

Introductory Elements Of Every Training Program

Whether a training program is workshop based or self-study, the introductory items for the entire program should cover at least the following steps:

· Overall Objectives Of The Training Program
Performance-based objectives, which cover the entire training program, should be clearly stated at the outset.

· Brief Program Overview
A one to three sentence overview should follow: it summarizes the major messages of the program.

· Materials Needed

There is a list of specific materials that will be needed for either a workshop or self-study program.

· Room Arrangement (For Workshop Designs Only)

A complete diagram of how the training room should be arranged should be provided.

· Time Allocation
For both self-study and workshop sessions an agenda/time allocation table should be provided so participants know what will be covered and how much time will be devoted to it.

· Activities, Exercises, Etc.

Whether contained in self-study material or as part of a workshop, it is usually helpful to provide an introduction to the fact that there will be various types of activities included as part of the training.  It is also appropriate to indicate that more information will be provided about these activities as they are introduced in the program.

Elements (Contents) Of A Unit

Each unit within a training program should contain the following:

· A brief introduction and overview of the Unit

· A statement of specific learning objectives for the Unit

· The body of content for the Unit in an expanded outline approach

Body Of Content For The Unit

The major elements of the Unit itself, should include:

· Key messages that need to be communicated

· Supporting information for each key message

· At least one practical example or demonstration for each item

· Self or team activities that provide the learner with specific practice

· Testing/checking performance 

· Providing more information if necessary, based on test performance

· Summary and “wrap-up” for the Unit

Pilot-Testing

Pilot testing is done to” iron out any wrinkles” in a training program.

Here is where the Sales Trainers conduct the actual workshop with a sample group, or have several people complete the self-study training material.  Sales Trainers then obtain feedback from the group on what parts of the training were effective and what parts require changing or elimination completely.

While there are many ways to obtain feedback from the group at the end of the pilot test, the most common is the use of a written evaluation.

Many questions can be part of such written evaluations including, but certainly not limited to:

· To what extent id you feel the program addressed your needs?

· How did you feel about the pace and timing of the program?

· What items would you eliminate and why?

· What items were done well and why?

· What items could be expanded and why?

· Can you make specific suggestions directly on the written materials and forward those to us within the next couple of days?

· And other similar questions.

We hope that you have found this newsletter to be informative and useful.  We will be back in 2011 with more important training information.  In our next issue there will be an extensive section on Examples Of Training Materials as well as Preparing Tests.

If you like our newsletter, you may like our books in ‘Products’ page of our website.

Sincerely,

Wayne Smith

Black Dog Publishing Company

