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BILL DEWEY

Bill is the Global Director of Leadership Development at Indivior. Bill joined RBP/Indivior in
July 2007 as Director of Commercial Sales Training and during his tenure has led training for
Global Quality Assurance, Global R&D and most recently Global Human Resources. In
addition, Bill has led training and development teams supporting Operations, Finance,
Demand Management, HR, and Logistics with companies such as RJR Nabisco, BMS, Pfizer,
and McKesson Medical Surgical. The breadth and depth of cross functional experience has
significantly contributed to the recent redesign and launch of the Indivior Global Leadership
Development curriculum.
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Christi Clements has spent over ten years in the medical sales industry working with
multiple companies including Medicis, Valeant, and Suneva Medical, focused in the
pharmaceutical, physician dispensed skincare, and medical device markets. Her experience
spans from sales training to product launches to building corporate departments from the
ground up to support organization growth, but her passion always remains the same: help
people succeed. Christi has been awarded and recognized for her role in building and
growing a powerful sales culture and, in 2017, launched At the Core, Inc. to continue to do
just that! At The Core, Inc., focuses on enabling people to perform at their best through
strategic deployment of customized training, communications, and resources.
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So why did we choose to do a presentation on ROI in this setting?   List reasons….
We chose to present on ROI for the following reasons:


Learning Objectives

UNDERSTAND How to define ROI for a training project, resource or
initiative.
WATCH OUT! Common pitfalls that could impinge your success before

you even start your project.

REVIEW Examples of training initiatives that delivered measurable
ROI.
IMPLEMENT Utilize provided checklist to identify and generate

measurable ROl on your next training project or initiative.
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What will be covered in our presentation? Read slide…


Defining ROI
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Audience call out w/ Flip chart VS small group discussion w/ flip chart


Defining ROI: The Process

WHY Why are we doing this project? We are doing this project to solve (problem).

WHAT What is the project? The project is .

HOW (a) How do we go about accomplishing this The plan to accomplish this project is .
project?

HOW (b) How will we apply the finished project? The implementation plan is .

HOW (c) How will we define success (ROI)? The metrics to define success are .

WHEN When do we intend to complete this project? Our timeline is .

WHAT>WHY What is the benefit/consequence of The benefits are . The consequences are .
completing/not completing this project?

WHO Who are our stakeholders for this project? The key stakeholders are .

e #L TEN2018 Conference
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Defining ROI: The Process by Example

Let’s work through an example together...

*  You have been charged with the initiative of implementing a Learning Management
| System at your company.

°*  You have been asked to do this to do this for regulatory and compliance purposes.
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Defining ROI: Why

 The project or initiative you are working on should aim to solve a specific problem
in the organization. Ask questions to ensure you know the “true why”.

LMS Launch Scenario:
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Defining ROI: What -

* Give the project a title and detailed description that described what you are doing.

LMS Launch Scenario:
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Defining ROI: How (plan)

 How will we go about implementing the plan? What'’s the project plan, Stan?
Define the steps to complete the initiative, from start to finish.

LMS Launch Scenario:

AT THE C@RE.INC. e #LTEN2018 Conference


Presenter
Presentation Notes
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Defining ROI: How (implement)

* Define the implementation process and pull through. This is an extension of the
project plan that covers steps to launch and drive the project or initiative.

LMS Launch Scenario:
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Defining ROI: How (measure)

e Define what success looks like at various end points using quantitative and
qualitative metrics. This is where the ROl metrics come into play.

LMS Launch Scenario:
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Defining ROI: When

* Now, apply a timeline to your plan. Assign deadlines for each deliverable within
the project plan and dates to measure ROl using the assigned metrics.

LMS Launch Scenario:
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Answering the question of “when” allows you to work through an entire timeline.


Defining ROI: Benefits/Consequences

» Working through a Benefits/Consequences exercise will help you define the
advantages of completing this initiative.

LMS Launch Scenario:
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Working through a  benefits vs consequences exercise will help you define the advantages of completing this project VS the disadvantages or advantages of not completing the project.  This is where the “what” is better defined by the “why”.  In addition to showing why the project SHOULD be completed, this exercise could also highlight why this project SHOULD NOT be completed – for example, the amount of time and resources could put you behind on another initiative or deplete your budget.


Defining ROI: Who

e Lastly — define your stakeholders and champions. Include who you will need to
communicate with and who will need to sign-off on deliverables.

LMS Launch Scenario:
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Lastly – define your stakeholders and champions. Who do you need to communicate with along the way, who needs to sign-off along the way,


Defining ROI & Av0|d|ng Pitfalls
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Now we move into the section on avoiding pitfalls while planning for an initiative and determining the ROI…


Pitfall # 1: Not defining the “Why”

How it Happens:

| * You are asked to complete a specific project or create a resource by your manager who is
interpreting a project they were asked to do by their senior manager, but they may not have all
the details...

* You missed a meeting and were volunteered to lead an initiative...

*  You were told about a problem and asked to come up with a quick solution...

How to Avoid:
* Suggest a discovery meeting with your key stakeholders (the “who”)

* Ask detailed questions about the initiative, how it came about, and the desired outcomes.
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Taking on a project or initiative without first defining (or understanding) WHY you are doing said project…
Many times, we are charged with driving certain goals of our organization, but we don’t always have a say as to how or why we should drive these goals.
Projects, initiatives or resources are suggested for us to complete or are written into our performance reviews – but are we really adding to the bottom line?
KEY:  To avoid missing out on the “Why”, suggest a discovery meeting with your key stakeholders.



| Pitfall # 1: Not defining the “Why”

Case Study: Defining the “why” upfront can change the entire scope of work of
the project.

Why:
What:

Discovery Meeting Outcome:
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Pitfall #2: “What” doesn’t tie back to “why”

How it Happens:
* Miscommunication surrounding why the organization decided to implement

* Misunderstanding of Why this project is important resulting in lack of supporting
resources

How to Avoid:
*  Once you determine “Why”, immediately focus on what needs to be done.

* Hold kick off meeting to ensure everyone is on same page.
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Once we determine WHY, we need to understand WHAT the project or initiative is and more importantly what it isn’t…..this has to tie back to WHY
For example, if the Why is to grow market share, then we need to determine WHAT we will do to reach patients.  The initiative might be focused on increasing physician decile and reach. 
KEY:  Once you determine WHY, it is important you focus on WHAT needs to be done.



Case Study: Implementation of a Global Learning Management System

Why:
Real why:

What:
Real What:

Pitfall one:
Pitfall two:
Pitfall three:
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Pitfall #3: Not defining metrics to measure success

How it Happens:

You get excited about the project planning and implementation and forget to install metrics into your game
plan

You, or someone else, does not see the value in the initiative and, therefore, doesn’t assign metrics to measure
success

You define metrics, but they may not measure quantifiable ROI

The initiative doesn’t deliver quantifiable/measurable ROI, so you assign no metrics

How to Avoid:

Follow the strategy and always revert back to the “why” you are doing this to look for obvious ways to
measure success

Revert back to the Benefits VS Consequences exercise to show the value in completing this project, or the loss
if it is not completed

Sometimes, you will need to measure success in a qualitative manner (i.e. impact on culture), but there are
ways to use quantitative metrics to do so (i.e. entry and exit surveys)
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Pitfall #3: Not defining metrics to measure success

Case Study: Determining which metrics to use to measure the success of building
an on-boarding program

Why:

Real Why:

AT THE C@RE.INC. e #LTEN2018 Conference


Presenter
Presentation Notes
CHRISTI
NOTE: we also used testing to determine “field readiness” from a product knowledge standpoint and we used graded role plays to determine ability to overcome objections, but there was no baseline for comparison.


Pitfall #4: Not identifying ALL the “who’s who”

How it Happens: I

| Often times we forget to ask the question: “who else needs to be involved”?
*  Work is duplicated due to lack of communication or silo-style project management

* Previous experience with reource(s) may hinder relationship so it is easier not to
include them

How to Avoid:

* Schedule an initial stakeholder meeting and subsequent meetings to ensure all parties
are performing assigned duties

e #L TEN2018 Conference
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Moving a project or initiative forward without involving the right people e.g. stakeholders, champions and influencers
Often times we forget to ask the question: “who else needs to be involved”?
That can impact relationships and lead to duplicative efforts and cause rework



Pitfall #4: Not identifying ALL the “who’s who”

Case Study: Implementation of a Global Learning Management System

Why:
What:

Hidden Issue:

Pitfall one:
Pitfall two:
Pitfall three:
Pitfall four:
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CASE STUDY: What is the link between
Training Effectiveness and ROI?
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Define: Training Effectiveness

Training effectiveness occurs when, upon completing training, the individual/group has:

« Obtained the required knowledge, skills and abilities to perform the SOP, process or
task (measured via assessment), AND has

« Demonstrated successful completion of the SOP, process or task (as measured
through observation)

When both of these occur, the person is deemed “qualified” to perform and the
training was therefore effective
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Assumptions.....

IF THEN

During training a person fails to Immediate retraining is provided.
demonstrate knowledge or successful
completion of the task...

An entire group cannot demonstrate Examine content, delivery, environment,
knowledge or successful completion of a instructor, etc., etc.
task...

Once training has been completed and We need to ASSUME that person/group
the person/group deemed “qualified”... will transfer/apply skills
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Defining: Business Impact

Business Impact occurs when:

| Individual/groups apply knowledge, skills, ability to achieve/surpass intended result
targets e.g. increase in sales, market, calls, etc.

e Direct manager provides coaching to enhance effectiveness e.g. pull through,
e Project/initiative achieves intended goals, and/or

» Key metrics reflect change/increase in sales volume, call planning, etc.
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Standard Methods to Measure Business Impact

Identify Pre-Launch Metrics

- Existing # Calls

+ Current Volume (monthly)

- Sales Growth (YTD, specific month)

« Other Targets

+ Gamification score (pre training)

Define Post-Initiative Metrics (determine Delta from baseline)
« Total increase in Call volume

- Total increase in Sales Volume

« Total increase in Sale Growth

- Other targets

» Gamification score (post training)

Watch Rankings

» Preinitiative

+ Post initiative (provided the training provided is aligned with objectives)
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What happens when…..

Someone “qualified” to perform stops performing?
Metrics start to decline?
Retraining may not be the solution….



Defining: Performance Management

Performance: the accurate, consistent and acceptable completion of the Task, SOP,
Process, Demonstration, Skill, or Work Instruction

' Performance Management: the determination whether an individual “is or is not”
performing
Performance Action: Consequence of not performing

Why is this SOimportant?
“Retraining” may not be viable for someone who has been qualified but has stopped performing

If someone who is qualified fails to complete “the task”, we need to focus on Performance
Management as that will impact ROI

Ask the question, “what’s happening?” to determine root cause

e #L TEN2018 Conference
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Advancing Pull Through, Business Impact and ROI

Top down support....train key leadership first to enhance coaching skills
KPI’s identified and understood

Training objectives aligned to targeted outcomes

Webinars to share best practices/successes for early adopters
Entire team understands the “Why” driving the initiative
Controllable outcomes identified and results captured

Pre/Post Metrics (what) and Level of Measurement (how) agreed and
communicated

Initiative targets/%’s increase reached to substantiate investment
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1. Top down support….train key leadership first to enhance coaching skills - KPI’s identified and understood 
2. Training objectives aligned to targeted outcomes
3. Webinars to share best practices/successes for early adopters
4. Entire team understands the “Why” driving the initiative
5. Controllable outcomes identified and results captured 
6. Pre/Post Metrics (what) and Level of Measurement (how) agreed and communicated
7. Initiative targets/%’s increase reached to substantiate investment



Aligning Training & Performance to Expected Outcomes

* Identify problem to be solved and KSA’s needed to address
| » Align training to targeted outcomes e.g. increase territory dollar volume |

e Establish baseline to compare performance objectives to overall growth e.g.
pre/post assessment, sales volume, etc.

* Eliminate subjective performance measures
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Performance Objectives to Sales Rankings

e e | o [

Name/ Goal| Rank Movement per da Adherence Growth Rank Rank | Overall Rank
Re 100 32% 4. 50 '

_“-_

 Rep3 | 5 | 3 | 12 | 99 | 25% | 433 | 3 | 3 |

_ Rep4 | 2 | 4 | 12 | 95 | 22% | 417 | 4 | 4 |
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Group breakouts using worksheet provided.


Defining ROI: Group Discussion

WHY Why are we doing this project? We are doing this project to solve (problem).

WHAT What is the project? The project is .

HOW (a) How do we go about accomplishing this The plan to accomplish this project is .
project?

HOW (b) How will we apply the finished project? The implementation plan is .

HOW (c) How will we define success (ROI)? The metrics to define success are .

WHEN When do we intend to complete this project? Our timeline is .

WHAT>WHY What is the benefit/consequence of The benefits are . The consequences are .
completing/not completing this project?

WHO Who are our stakeholders for this project? The key stakeholders are .

e #L TEN2018 Conference
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YOUR FEEDBACK IS IMPORTANT TO US

Please take a moment to complete the workshop evaluation located in the mobile app.
LTEN looks to your feedback to help improve the program each year.

1
2.
3
4.

If you do not want to complete the survey in the mobile app,
you can collect a hard copy form at the registration desk.

Open the Mobile App YOUR GUIDE
Click on the Agenda

Select the Session You Are Evaluating

Click on “Start Survey”
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