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OBJECTIVES 

This session will help practitioners:  
Ø Form evaluation questions that address stakeholder concerns.  
Ø Describe a high-level process to conduct action-oriented evaluations that improve job 

performance. 
Ø Apply lessons learned to use action-oriented evaluation strategies in your  organization. 
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The Situation

VP Marketing

Questions about supporting his 
sales reps keep him awake at night

Ad Agency

Questions about the marketing 
and training materials he provides 
keeps him awake at night

We specify and answer their 
questions
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Learning Objectives

üForm evaluation questions that 
address stakeholder concerns. 

nDescribe a high-level process to 
conduct action-oriented 
evaluations that improve job 
performance.

nApply lessons learned to use 
action-oriented evaluation 
strategies in your organization.

4

Evaluation Defined

n Evaluation is the systematic 
assessment of the worth or merit 
of some object.

n Evaluation is the systematic 
acquisition and assessment of 
information to provide useful 
feedback about some object.

n Evaluation is the systematic 
determination of merit, worth, and 
significance.

Which of the following definitions is 
correct?
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Types of Evaluation
Kirkpatrick/Phillips Framework

nPurpose
tDetermine the transfer of 

learning and its outcomes.
nQuestions
tTo what extent does the 

intervention produce 
observable performance 
outcomes?
tWhat results has the 

investment produced? 
Jack J. Phillips

Donald J. Kirkpatrick

6

Kirkpatrick/Phillips Framework
Five Levels of Transfer

1. Reaction: Was the response 
favorable?

2. Learning: Do they demonstrate 
learned performance at the end of 
training?

3. Transfer: Do they demonstrate 
learned performance on the job?

4. Impact: Does demonstrated 
performance impact the organization?

5: Return on Investment: What is the 
return on the organization’s investment 
in the learned performance?
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Types of Evaluation
Action-Oriented Framework

n Purpose
tProvide actionable information 

about a program to decision-
makers.

nQuestions
tHow well does the program work? 
tWhat can be improved?
tWhat can be added?
tWhat can be omitted?
tWhat barriers to performance 

exist? 

8

Types of Evaluation
Program Monitoring Framework

n Purpose
tMonitor progress against 

specified goals.
nQuestions
tHow well are we doing now?
tWhere do we stand on our 

balanced scorecard?
tAre there any emerging trends I 

need to respond to?
tWhat mushrooms exist on the 

periphery?
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An Evaluation Metaphor
It’s Really about Communicating

10

Forming Evaluation Questions
Job Aid 1

nQuestions that sponsors and 
decision makers ask.

nWhat you need to do to answer 
the questions.

nThe evaluation approach(es) 
you should employ in forming 
the questions and answering 
them.



4/25/2006

1152 ASTD 2006\Seeing the Organizational Big Picture
©2006 by DLS Group, Inc. All rights reserved. Aside from instances of fair use, all approaches and 
content herein may not be used or distributed without the prior written consent of the authors. 

6

11

Interactive Exercise 1
Making Evaluation Decisions

n Break into groups of 2-5 people.
n Read the scenario.
n Refer to Job Aid 1. 
n Check (ü) the evaluation 

approach you’d use to answer 
form and answer the question.

n Write down your rationale.
n In 7 minutes, we’ll debrief. 

Feel free to 
make any 
assumptions 
you need to 
complete the 
exercise.

12

Interactive Exercise 1 Debrief
Making Evaluation Decisions

nWhat type of evaluation approach 
did you select?

nWhat is your rationale for 
selecting it?

Match the 
evaluation 
approach(es) 
you use to 
the questions 
that decision 
makers are 
asking.
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Learning Objectives

üForm evaluation questions that 
address stakeholder concerns. 
üDescribe a high-level process to 

conduct action-oriented 
evaluations that improve job 
performance.

nApply lessons learned to use 
action-oriented evaluation 
strategies in your organization.

14

The Solution
The Quality Improvement System (QIS) Process

Advisory Board
Interviews

Analysis Reporting

Surveys

1

2

Questions

Decisions & 
Actions

PilotLaunch
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QIS Findings and Results

+90% response rates based 
actions that follow

Trust improves 
response rates

Selection, standards, 
feedback, consequences, job 
aids, training

Breaks in the 
performance chain

Reusable material provided 
via multiple media

Convenience is 
king

More role plays in new hire 
training and product launches

Authentic practice 
works

ResultsFindings

16

Planning and Executing QIS
Job Aid 2: Sample Evaluation Matrix

n Decision Maker/Sponsor questions.
n Evaluation approach.
n Level (if appropriate).
n Measures.
n Data types.
n Potential confounds.
n Data collection instruments.
n Unit of analysis.
n Population size.
n Sample size.
n Data format.
n Statistical procedures.
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Interactive Exercise 2
Creating a High-Level Evaluation Plan

n Break into groups of 2-5 people.
nRefer to Job Aid 2.
n Specify the decision maker for 

whom you are scoping the 
evaluation effort.

nDetermine whether you’ll use the 
provided question or specify one of 
your own. 

nComplete as many of the white 
columns as you can.

n Specify other information in the gray 
columns if you have time.

n After 15 minutes, we’ll debrief.

Feel free to 
make any 
assumptions 
you need to 
complete the 
exercise.

18

Interactive Exercise 2 Debrief
Creating a High-Level Evaluation Plan

nWhat question did you 
specify?

nWhat evaluation approach 
should you use?

nWhat measure(s) did you 
specify?

nWhat other information did you 
provide?

Planning is 
hard, but 
worth it. You 
can’t 
evaluate 
without 
knowing 
where you’re 
headed.
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An Evaluation Metaphor
Managing “The Good, The Bad, The Furry”

20

Learning Objectives

üForm evaluation questions that 
address stakeholder concerns. 
üDescribe a high-level process to 

conduct action-oriented 
evaluations that improve job 
performance.
üApply lessons learned to use 

action-oriented evaluation 
strategies in your organization.
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Lessons Learned

nEvaluation is about making 
decisions based on trustworthy 
data collected in the field.

nEvaluation is also a socially 
derived construct.

nStart by finding out what reports 
lie on your sponsor’s desk and 
what data are believable.

nFeel their pain and align your 
evaluation effort with it.

22

Lessons Learned
(continued)

nSelect evaluation approaches to 
answer the questions that keep 
decision makers up at night.

nKeep your eyes open to what 
you find. (Semper Gumby!)

nMatrix before you begin 
collecting data and when new 
questions arise.
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Lessons Learned
(continued)

nDraft what you can, then verify and 
complete the plan collaboratively.

nKeep data collection as simple and 
robust as possible.
tCensuses are easier than 

samples.
tYou may not be able to use a 

census.

24

Learning Objectives

üForm evaluation questions that 
address stakeholder concerns. 
üDescribe a high-level process to 

conduct action-oriented 
evaluations that improve job 
performance.
üApply lessons learned to use 

action-oriented evaluation 
strategies in your organization.
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Thank You!

Your questions and comments?

nDeborah Stone
DStone@dls.com

n Steve Villachica
SVillachica@dls.com

Download an updated copy of this presentation at
http://www.dls.com/Resources.htm
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JOB AID 1: MAKING EVALUATION DECISIONS 

If sponsors and stakeholders ask: You need to: 
And you should consider using the 
following evaluation approach to 
form and answer their questions: 

Ø What have my training dollars bought me? 
Ø To what extent does learning in the classroom transfer to 

the job? 
Ø What impact has the new software had on the 

organization? 
Ø What has that e-learning done for the organization? 
Ø What has that leadership training accomplished? 

Determine the transfer of 
learning and its outcomes. 

Kirkpatrick/Phillips framework to evaluate 
the intervention(s) at the following levels: 

1. Reaction 
2. Learning 
3. Transfer 
4. Impact 
5. Return on Investment (ROI) 

Ø How well does the program work?  
Ø What can be improved? 
Ø What can be added? 
Ø What can be omitted? 
Ø What barriers to performance exist? 
Ø How does this program component compare to others? 

Provide actionable 
information about a program 

 

Program evaluation 

Ø How well are we doing now? 
Ø Where do we stand on our balanced scorecard? 
Ø Are there any emerging trends I need to respond to? 
Ø What mushrooms exist on the periphery?  

Monitor progress against 
specified goals 

 

Program monitoring 
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INTERACTIVE EXERCISE 1: MAKING EVALUATION 
DECISIONS 
Instructions 
1. Break into groups of 2-5 people. 
� Read the scenario. 
3. Refer to Job Aid 1. 

� Check the evaluation approach you’d use to form and answer their question. 
� Write down your rationale. 
6. In 7 minutes, we’ll debrief. 

 

� Scenario � Evaluation Choices � Rationale 

1. Your training group just created and implemented new product 
training for your sales reps. The VP of Sales wants to know if his 
reps are selling more. 

Kirkpatrick/Phillips o 
Program Evaluation o 
Program Monitoring o 

 

2. The Director of Marketing wants to know how well a recent 
product launch went and what she can do to improve future 
launches. 

Kirkpatrick/Phillips o 
Program Evaluation o 
Program Monitoring o 

 

3. Your performance improvement group just created and 
implemented new-hire training for your sales reps. The CEO wants 
to know if the training is worth the money he’s paying for it. 

Kirkpatrick/Phillips o 
Program Evaluation o 
Program Monitoring o 

 

4. The CIO wants to know if the newly implemented software system 
is being used in the field and how it could be made better in future 
releases. 

Kirkpatrick/Phillips o 
Program Evaluation o 
Program Monitoring o 

 

5. A manufacturing manager wants a dashboard that he can use to 
monitor inputs, outputs, and processes as they occur. 

Kirkpatrick/Phillips o 
Program Evaluation o 
Program Monitoring o 
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JOB AID 2: SAMPLE EVALUATION MATRIX (A WORKED EXAMPLE) 
Decision-Maker 
Question 

Evaluation 
Approach 

Level Measures Used to 
Answer the 
Question 

Data 
Type 

Potential 
Confounds 

Data 
Collection 
Instrument(s) 

Unit of 
Analysis 

Populatio
n Size 

Sample 
Size 

Data 
Format 

Statistical 
Procedures 

1. What is the 
return on 
investment in 
new-to-title 
training? 

Kirkpatrick/Phillips þ 
Program Evaluation o 
Program Monitoring o 

5 Ø Productivity level 
before training (%) 

Ø Productivity level 
after training (%) 

Ø Work requiring 
training 

Ø Productivity 
attributable to 
training (%) 

Ø Productivity 
attributable to 
coaching, mentoring, 
and other 
management 
practices (%) 

Self 
Report & 
Extant 
Data 

Ø Respondent 
candor 

Ø Inflated 
responses 
(“we’re all above 
average here!”) 

Ø Lack of a control 
group 

Ø Survey 
Ø Computer-to-

computer data 
collection scripts

Ø LMS reports 
 
 

Individual 
Classes 

50 Classes; 
600 Students 

50 
Classes; 
600 
Students 

SQL Server 
download to 
Excel 

Descriptive 
statistical 
comparison 

2. What 
sales/marketing 
materials are 
working well? 

Kirkpatrick/Phillips o 
Program Evaluation þ 
Program Monitoring o 

N/A Ø Perceived 
satisfaction 

Ø Frequency of use 
Ø Suggestions for 

improvement (open-
ended) 

Ø Requests for 
discontinuation 

Ø Ease in obtaining 

Self-
report 

Ø Respondent 
candor 

Ø Sampling bias 

Ø Executive and 
Advisory Board 
interviews 

Ø Survey 
Ø Follow-up focus 

group 
teleconference 

Individual 
Reps 

100 reps 100 reps SQL Server 
download to 
Excel 

Descriptive 
statistical 
comparison 
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Decision-Maker 
Question 

Evaluation 
Approach 

Level Measures Used to 
Answer the 
Question 

Data 
Type 

Potential 
Confounds 

Data 
Collection 
Instrument(s) 

Unit of 
Analysis 

Populatio
n Size 

Sample 
Size 

Data 
Format 

Statistical 
Procedures 

3. To what extent is 
the marketing 
organization 
responsive to 
reps’ sales 
needs? 

Kirkpatrick/Phillips o 
Program Evaluation þ 
Program Monitoring o 

N/A Ø Perceived level of 
communication 

Ø Perceived frequency 
of problem resolution 

Ø Timeliness of 
problem resolution 

Ø Satisfaction with 
problem resolution 

Ø Suggestions for 
improvement 
(ranked) 

Self-
report 

Ø Respondent 
candor 

Ø Executive and 
Advisory Board 
interviews 

Ø Focus groups 
Ø Survey 

(quantitative) 

Individual 
Reps 

4000 reps 4000 
reps 

SQL Server 
download to 
Excel 

Descriptive 
statistical 
comparison 
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Decision-Maker 
Question 

Evaluation 
Approach 

Level Measures Used to 
Answer the 
Question 

Data 
Type 

Potential 
Confounds 

Data 
Collection 
Instrument(s) 

Unit of 
Analysis 

Populatio
n Size 

Sample 
Size 

Data 
Format 

Statistical 
Procedures 

4. To what extent 
do reps in 
different regions 
feel that they 
receive 
adequate 
support from the 
sales and 
marketing 
organizations? 

Kirkpatrick/Phillips o 
Program Evaluation þ 
Program Monitoring o 

N/A Ø Perceived Adequacy 
of 
§ Marketing 

strategy 
§ Sales goals 
§ Product 

information 
§ Software tools 
§ Coaching 
§ Feedback 
§ Incentives 
§ Consequences 
§ Training (new 

hire, continuing) 
§ Sales manager 

support 
Ø Timeliness in 

obtaining the above 
Ø Satisfaction with the 

above 
Ø Suggestions for 

improvement (open 
ended) 

Ø Regions 
Ø Annual $ Sales 

Self-
report 

Ø Respondent 
candor 

Ø Sampling bias 

Ø Executive and 
Advisory Board 
interviews 

Ø Survey 
Ø Follow-up focus 

group 
teleconference 

Individual 
Reps 

4000 reps 500 reps SQL Server 
download to 
Excel 

Multivariate 
Analysis of 
Covariance 
(MANCOVA) 
 
Structural 
Equation 
Modeling 
 
Qualitative 
Analysis using 
NUD*IST  
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Glossary 

Decision maker 
question 

What your decision maker wants to know. Usually it’s either 
related to the reports that sit on their desks that their 
managers use to assess their performance. Ideally, it’s 
related to a strategic business objective. 

Evaluation 
approach 

Could be any or all of the following approaches selected 
using Job Aid 1: 
Ø Kirkpatrick/Phillips evaluation.. 
Ø Program evaluation. 
Ø Program monitoring. 

Level (if 
appropriate) 

For Kirkpatrick/Phillips evaluation. 
1. Reaction: Was the response favorable? 
2. Learning: Do they demonstrate learned performance at 

the end of training? 
3. Transfer: Do they demonstrate learned performance on 

the job? 
4. Impact: Does demonstrated performance impact the 

organization? 
5: Return on Investment: What is the return on the 

organization’s investment in the learned performance? 

Measures The data you will collect and  appraise to answer the 
decision maker’s question. You may choose to use multiple 
measures to answer a given question. 

Data types Extant data Already exists 

Observational 
data 

Collected by watching someone do 
something 

Self-report data What someone tells you, including 
comments and rating scales.  

Potential 
confounds 

Things that can jeopardize the trustworthiness of your data 
collection and analysis. Confounds are typically "hidden" 
variable that you’re NOT measuring but affect and distort 
your results. Sampling bias is a common confound. 
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Data collection 
instruments 

What you’ll use to collect the data for your measures, which 
can potentially include: 
Ø Queries for extant data. 
Ø Observations. 
Ø Surveys. 
Ø Interviews. 
Ø Focus Groups. 

Unit of analysis The level at which you’ll collect and analyze data. The unit 
of analysis could be individuals, groups, or organizations. 
As a rule, you want the unit of analysis that you use in the 
evaluation to match the unit at which people either received 
training or participated in the program.  

You do NOT want to train people in classes and then collect 
individual measures of student performance. 

Population size The size of the total group affected by the evaluation. 

Sample size The part of the population that you’ll actually measure in 
the evaluation. 

Data format How you’ll get the data and the format in which it will be 
stored and used in any analysis. 

Statistical 
procedures 

Any inferential or descriptive statistics you’ll use to answer 
the question. (If you’re not familiar with them, you may 
need to get help.) 
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INTERACTIVE EXERCISE 2: USING THE EVALUATION MATRIX TO SCOPE AN EVALUATION 
EFFORT 
Instructions 
1. Break into groups of 2-5 people. 
2. Refer to Job Aid 2. 
�  Specify the decision maker for whom you are scoping the evaluation effort. 
� Determine whether you’ll use the provided sample decision-maker question 

or specify your own question you think that your decision maker would like 
answered. 

� Complete as many of the white columns as you can. 
� Specify other information in the gray columns if you have time. 
7.  After 15 minutes, we’ll debrief. 

� Decision Maker:     

� Decision-
Maker 
Question 

� Evaluation 
Approach 

� 
Level 

� Measures Used to 
Answer the Question 

� Data 
Type 

� Potential 
Confounds 

� Data 
Collection 
Instrument(s) 

� Unit of 
Analysis 

� 
Population 
Size 

� 
Sample 
Size 

� Data 
Format 

� Statistical 
Procedures 

1. How can we 
decrease the 
time that newly 
hired employees 
require to master 
their jobs while 
also improving 
their productivity? 
 
 

Kirkpatrick/Phillips o 
Program Evaluation o 
Program Monitoring o 
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� Decision-
Maker 
Question 

� Evaluation 
Approach 

� 
Level 

� Measures Used to 
Answer the Question 

� Data 
Type 

� Potential 
Confounds 

� Data 
Collection 
Instrument(s) 

� Unit of 
Analysis 

� 
Population 
Size 

� 
Sample 
Size 

� Data 
Format 

� Statistical 
Procedures 

 
 
 
 
 
 
 
 
 
 

Kirkpatrick/Phillips o 
Program Evaluation o 
Program Monitoring o 
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Marketing groups at pharmaceutical companies
rarely collect rigorous, field-based data from the
managers and sales reps regarding the marketing
materials they use. In most cases, this component of
the larger sales and marketing system is entirely
overlooked.

When Jerry Olszewski, senior director of market-
ing, hospital products, at Fujisawa Healthcare Inc.,
wanted to evaluate the effectiveness of the market-
ing materials that were being developed for, and
used by, the companyÕs hospital products salesforce,
he and Jim Grossmann, VP at Williams-Labadie LLC,
the companyÕs agency of record, collaborated with
DLS Group Inc., a consulting
firm, to design, create, and
i m p l e m e n t a Q u a l i t y
Improvement System (QIS).

ÒA question that fre-
quently arises for product
managers is whether the
right materials are being
developed for the salesforce
and whether those materials
are providing value for our
sales reps,Ó Mr. Olszewski
says. ÒIt doesnÕt make sense
for us to spend money and
resources developing things
that donÕt work and that the
representatives wonÕt use.Ó

QIS collects real-world data from reps and man-
agers in the field through online surveys.The goals of
QIS are to: identify the sales and marketing materials
that are working well and determine why they do;
determine the materials that are not working well and
how to improve them; identify any other potential
breaks in the performance chain,as well as their caus-
es and potential solutions; observe changes in man-
ager and rep responses;and discover new trends aris-
ing since the last implementation of the QIS.

FujisawaÕs first target for this process was the hos-
pital salesforceÕs products Adenoscan (adenosine)
injection, a pharmacologic stress agent for use with
myocardial perfusion imaging to identify areas of

the heart affected by coronary artery disease, and
AmBisome (amphotericin B) liposomal for injection
for treating serious invasive fungal infections. Mr.
Olszewski was in charge of cardiovascular products
when he began working on the QIS, and when his
responsibilities expanded to cover all hospital prod-
ucts,so did the scope of QIS.

ÒWhen Ibecame senior director for all the hospi-
tal products, one of my first tasks was to address
comments I heard from the sales field that they did
not have enough of the right materials,Óhe says.ÒI
had to find out exactly what that meant.We needed
to test what had been used in the field to make sure

that we were on the mark
with what the sales repsÕ
needs were and also how
the physicians, their cus-
tomers, were perceiving
those tools. We wanted to
know if the tactical tools
were delivering the mes-
sage developed from the
strategic plan and market-
ing plan. Adenoscan was,
and still is, our largest prod-
uct in the cardiovascular
area,so it was a natural can-
didate for this process. And
AmBisome is our feature

product in the anti-infective area so we wanted to
test it immediately.Fujisawa also has tested Protopic
(tacrolimus) Ointment; Prograf (tacrolimus capsules)
is the only product currently not being evaluated
through QIS.Ó

When creating the QIS survey, the team looked
at every aspect of the field forceÕs promotional arse-
nal, including sales materials and sales promotional
programs.And the evaluation was not limited to the
materials reps used in the field.The QIS included all
of the different projects and promotional venues
that the Fujisawa sales team uses to market hospital
products.

ÒReps and managers were asked about visual
aids and direct-mail campaigns and how those sup-

ported their efforts,ÓMr. Olszewski says. ÒWe asked
them about speakersÕprograms and whether those
helped them achieve their objectives and if they
were user friendly. The reps certainly donÕt impact
the content of the speaker program,but we wanted
to know if the  infrastructure was working and if they
were able to get the speaker in the right place at the
right time.Ó

ÒFrom the agency perspective, it was also impor-
tant to test the format of the promotional items we
were charged with producing,ÓMr. Grossmann says.
ÒBecause there are so many different mediums these
days Ñ print,CD-ROM,Web,and so on Ñ we need-
ed to know what formats worked for them and if the
materials were understandable.Ó

To address the needs of the field force,the survey
asked:Do you find this useful?;How often do you use
it?; and, In what situations do you use it? For each
question there was a quantitative evaluation. Reps

QIS,A Field-Based E-Evaluation Tool 
Marketing Strategies and Tactics 

That Are Making the Grade
RECOGNIZING THAT THERE OFTEN ARE GAPS BETWEEN THE EXPECTED AND ACTUAL
USE OF MARKETING MATERIALS IN THE FIELD AND THE IMPACT THIS CAN HAVE ON A
COMPANY TO MEET ITS OBJECTIVES,AN EXECUTIVE AT FUJISAWA HEALTHCARE SETS
OUT TO SOLVE THIS PROBLEM.

JERRY OLSZEWSKI

Quite often there is a silo separating marketing
and sales. The QIS helps us to break down
those silos and provide ownership all the way
to the representative level so, ultimately, by
using the tools, our customers, the physicians,
get the message the way it was designed in 
the marketing plan.

A question that frequently arises
for product managers is whether
the right materials are being
developed for the salesforce and
whether those materials are 
providing value for our sales
reps.

Jerry Olszewski
Senior Director of Marketing
Hospital Products
Fujisawa Healthcare Inc.
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Making a case for QUALITY IMPROVEMENT SYSTEMS

overcome to implement the QIS: infrastructure,
preparing for the unexpected, generating response,
maintaining a systemic view, and solution imple-
mentation.

Infrastructure.First, the team needed to create a
computing infrastructure to support the QIS. The
creation of online survey forms, databases, and e-
mailing engines were shown to leverage costs over
repeated uses of the QIS, which made it an effective
source of reliable information for Fujisawa’s market-
ing decision makers.

Preparing for the Unexpected. The team
needed to determine what they wanted to learn
from the QIS. They also needed to be receptive to

unplanned findings that
could add value to the
information that the QIS
would provide to decision
makers. Meeting those
needs required a directed
and open approach to
evaluation. As part of its
directed approach, the
team specified the ques-
tions that the evaluation
would answer and the
ways in which the team
would collect and analyze

data. As part of an open-ended approach, the team
used text questions on the surveys and follow-up
interviews where participants could make any com-
ments they wanted. DLS Group subsequently ana-
lyzed both the quantitative and the qualitative data.

Generating Response. Third, the team need-
ed enough reps and managers to respond to each
survey to yield a statistically significant sample. To
this end, the team stressed that the confidentiality of
all responses would be maintained and used a third-
party partner,DLS Group,to collect and aggregate all
data. E-mail invitations were sent out under the
cover of a highly placed manager in the Fujisawa

sales organization.The e-mail included a closing sen-
tence asking anyone who could not complete the
survey to let the manager know. DLS sent out
reminder e-mails, and when necessary, placed
phone calls to representatives and managers who
had not returned surveys after the first few days.

These three steps have resulted in a response
rate of more than 90% for the surveys conducted to
date. (The hospital salesforce included 75 sales reps
and four managers.) These rates have increased with
each administration of a QIS at Fujisawa (three have
been conducted to date).

In similar evaluations that DLS Group has con-
ducted for other clients, the response rate has been
much lower, in some cases 30%. DLS Group
attributes the high response rate at Fujisawa to two
factors. Firstly, participants were assured that the
marketing group would act on the data provided,
which developed a sense of trust. And, secondly,
there was a sense of accountability because the e-
mailed survey asked participants to contact one of
the company’s executives if they couldn’t complete
the survey.

Maintaining a Systemic View. Fourth, the
team needed to maintain a systemic view toward
improving rep and manager performance through-
out the QIS process. Similar evaluation efforts are
often plagued by the “problem of the hammer.”This
problem occurs when “the only tool you have is a
hammer, and every problem you have needs more
pounding.”To ensure that this phenomenon did not
affect the QIS, the team focused on using the data to
specify gaps between existing and desired perfor-
mance,to make sure the gaps were worth closing,to
identify the causes of any gaps, and to formulate
solution mixes that would close the gaps.

This approach allowed the QIS team to investi-
gate issues related to existing marketing materials as
well as other breaks in the performance chain. This
approach has been received so well that Fujisawa’s
marketing leaders now refer to the QIS and its results

responded by choosing a value
between 1 and 5, and a space for
comments was provided.

“The comments provided us with
concise information about what the
data meant and what materials were
working well and what needed to be
improved,”says Steve Villachica,Ph.D.,
CPT, chief learning officer at DLS
Group.

In addition to evaluating the
materials, the QIS was designed to
identify potential breaks in the chain in job perfor-
mance. A range of factors affecting performance on
the job were evaluated through questions such as:
To what extent were you able to apply what you
learned during new hire training when you were
making calls?; After the new hire training, did you
receive adequate coaching and mentoring from
your sales managers?;and,Are you getting adequate
direction from marketing and sales? 

“If the marketing materials were working well
but people were taking a lot of time coming up to
speed using them, then that was a break in the per-
formance chain,” Dr. Villachica says. “Another poten-
tial problem that we were able to identify was reps
might report that the marketing materials looked
really good, but they were not being well-received
by customers, or reps might
report that they were not
able to talk to the people in
the organization when they
had a problem. Those are all
breaks in the performance
chain that a decision maker
needs to know about.”

Collecting both quantita-
tive and qualitative respons-
es allowed the organization
to gather additional informa-
tion to identify problems or
opportunities it may not
have been aware of.

“Some questions were very proactive, such as
what opportunities do you see?; What else would
you like to see?; What would help you sell better?;
and, What do you think works better with cus-
tomers?”says Deborah Stone,CPT,CEO of DLS Group.
“A group can really seize opportunities through free-
form questions.”

CHALLENGES ENCOUNTERED

According to Fujisawa and DLS executives, the
team identified five challenges that it would have to

DR. STEVE VILLACHICA
The QIS takes a systematic and a

systemic approach. One can’t just look 
at a small element of a whole system and

think it will change performance, so we
look at quality perspectives in terms of

what is working well, as well as the 
systemic issues that affect performance.

DEBORAH STONE

A critical element to the success of the
QIS at Fujisawa is the communication
with reps through newsletters and POAs
about what the company was going to 
do and what was in the plans.

There are so many different
mediums these days — print, CD-
ROM, Web, and so on — we 
needed to test the format of the
promotional items we were
charged with producing.

Jim Grossmann
VP
Williams-Labadie LLC
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in their meetings. This enables them to consistently
reinforce the message that management is listening
and responding to the needs of reps and managers
in the field.

Solution Implementation. Last, the team
needed to implement a mix of performance solu-
tions arising from responses to the QIS, such as:
increased practice opportunities in classroom and
online training, as well as on-the-job coaching;
improved distribution and updates of materials; and
enhanced formal and informal feedback mecha-
nisms among senior management and sales/mar-
keting systems to monitor progress and shape
expectations.

Specific improvements included changes to
national and regional sales meetings, additional
newsletter articles, more frequent advisory board
communications, and better communications
among the sales and marketing teams and senior
management.

As these solutions were the result of input from
the field,they received the whole-hearted support of
reps and sales managers during their implementa-
tion.

KEYS TO SUCCESS

According to the team, one of the key elements
that made, and continues to make, the QIS system
successful at Fujisawa is the participation of a confi-
dential third party that has no vested interest in the
products or the materials evaluated, which in this
case was DLS Group.

“In the past, when we tried to do a similar exer-
cise we weren’t sure we were getting adequate or
honest feedback,”Mr. Olszewski says.“A lot of people
are afraid to say that the materials are not on the
mark or not good.They might be afraid that negative
feedback could hurt them. With a confidential
response mechanism,we didn’t have to worry about
this barrier, and we were able to gain their trust.”

DLS Group maintains confidentiality by assign-
ing randomized codes for each participant and their
responses. Also, the responses are e-mailed directly
to DLS and are presented to Fujisawa with no identi-
fying information.

“From a DLS standpoint, we don’t particularly
care who says what and we don’t know who these
people are,” Dr. Villachica says. “Our job is to put
together reliable data coming from the field that
Fujisawa then can use to make decisions about what
to do with the organization.”

Other factors behind the continued success of
the QIS program at Fujisawa are the communication
of the survey results to the reps and the actions
taken to remedy problems that are identified.

“At every POA meeting with our regions and
regional managers we provide an update on the QIS
and give them the full report — every question and
every answer — and we discuss our plan of action,”
Mr. Olszewski says. “We tell them what we are doing
to implement the suggestions that we have gath-
ered and the trends that we have seen.”

By providing the salesforce with updates, feed-
back,and action,Fujisawa is not “pushing”content to
the field; instead the marketing group is responding
to the “pull” created by the QIS, which has created
greater credibility throughout the organization.

“Organizations don’t always provide feedback on
information they collect from surveys,” Ms. Stone
says. “This creates a push versus pull strategy; mar-
keting and training materials are pushed onto reps,
versus reps wanting the materials. Our feedback
mechanism and how we collect communications
really does generate that pull.”

Mr.Olszewski has found that managers now look
forward to the feedback from the surveys because
they know it is going to help them with their busi-
ness plans.

RESULTS AND BENEFITS

To date, the QIS has helped Fujisawa: implement
new marketing materials in response to the needs of
reps and their managers; revise and bundle existing
materials so they are more useful; fix a variety of
breaks in the chain that support performance on the
job; and quantify a rationale to add or delete pro-
grams or materials.

“QIS has changed some of our tactical plans
and changed some of our tactical implementa-
tions,” Mr. Olszewski says. “Now we make it incum-
bent upon our regional sales managers to present
the materials and how they will be implemented in
the field. That is a major change. In the past, we
would have product management go to the POA
meetings and show the reps the materials for the

first time. We didn’t have the regional manager
ownership that we have right now. That is another
major difference.”

Making a case for QUALITY IMPROVEMENT SYSTEMS

JIM GROSSMANN

One of our concerns early on 
was the “big brother” factor, but 
ultimately we aren’t interested in
who says what. We care about
what they say and how to 
generate improvements from that.

ANNOUNCE THE QIS, stressing the 
confidentiality guaranteed by the third party
conducting the evaluation. Repeat this mes-
sage in all subsequent communications to
help ensure the candor of participants’
responses.

CONDUCT PRELIMINARY TELECON-
FERENCES with reps, managers, and prod-
uct advisory boards to specify the questions
and subquestions that the QIS must answer
to provide value-added information to mar-
keting decision makers.

PILOT TEST THE QUESTIONNAIRE using 
various advisory boards and managers. Pilot
testing saves time and money by ensuring
the surveys are asking the right questions
and that participants can complete the sur-
vey in 10 minutes or less. Pilot testing also
helps the surveys to become leaner and
more focused, while the project team learns
the extent to which participants and deci-
sion makers will support the evaluation
effort.

CREATE ONLINE SURVEYS for reps and 
managers to complete.This step also includes
pilot testing any new survey approaches or
item types.

SEND OUT E-MAILS to reps and 
managers to participate in the survey. Since
reps and managers are busy, allow a reason-
able amount of time for them to respond to
the survey.

COLLECT AND ANALYZE SURVEY
DATA.

SEND OUT REMINDER E-MAIL INVITA-
TIONS.These are important tools to obtain a
favorable response rate.

CONDUCT FOLLOW-UP INTERVIEWS,
if necessary.

COMMUNICATE SURVEY RESULTS to
senior managers and reps.

IMPLEMENT RECOMMENDATIONS.

Source: DLS Group Inc., Denver

For more information, visit dls.com.
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QIS’s impact even extends to Fujisawa’s distribu-
tion system. In some cases, QIS identified that some
reps did not have all the materials they needed and
changes were made to improve timeliness of receipt.

“We also heard from our sales reps that some-
times materials were so well received that they did-
n’t have enough, and we were able to track exactly
what was delivered and the
quantities delivered so a
shortage didn’t occur
again,”Mr. Olszewski says.

QIS also is of benefit to
Fujisawa’s advertising agen-
cy,Williams-Labadie.

“From the agency stand-
point, direct feedback from
the client on the things that
we work on everyday is
extremely critical,” Mr. Gross-
mann says. “A strategic pro-
gram that allows us to work
directly with Fujisawa’s salesforce is great because
our job is to help them stay on target. Agencies can
often get off target because they work in a vacuum.”

LOOKING AHEAD

The success of the QIS in Fujisawa’s hospital
products division has led to product uptake with-
in three of the company’s four therapeutic areas.
The system has been totally implemented in the
hospital products salesforce, covering the cardio-

vascular and anti-infective
therapeutic areas, and has
been piloted with the
salesforce in the dermatol-
ogy area.

Lessons learned from
QIS also will be incorporat-
ed into programs in the
training department.

“The hospital sales-
force sells cardiovascular
and infectious disease
products,” Mr. Grossmann
says. “With two different

therapeutic areas it is not uncommon that
some members of the salesforce would be
more proficient in one area or the other; it is

pretty hard to have the same level of product
knowledge in both areas. There is a need for
reps to be honest about the training that they
need, but that is a difficult thing for them to tell
their manager face to face or to tell other man-
agers in the company.”

Mr. Olszewski plans to expand the use of the
system to evaluate the effectiveness of salesforce
training for a new product being readied for
launch.

“We are halfway through our training pro-
gram for a new anti-infective product that we will
launch in the spring, and we are certainly going
to use the QIS to evaluate how the training is
going, what the confidence level is in the training
the reps have been getting, and where the short-
falls lie,” Mr. Olszewski says. “This will allow us to
identify and close the gaps well before the
launch so we can have the most successful
launch possible.”✦

PharmaVoice welcomes comments about this

article.E-mail us at feedback@pharmavoice.com.

Making a case for QUALITY IMPROVEMENT SYSTEMS

Collecting quantitative and 
qualitative responses allowed
Fujisawa to gather additional
information to identify problems
or opportunities it may not have
been aware of.

Dr. Steve Villachica, Ph.D., CPT
Chief Learning Officer
DLS Group

To see how an evaluation program like the QIS could 
improve the performance of people and organizations 
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Deborah L. Stone, CPT Steven W. Villachica, Ph. D., CPT 
President and CEO Chief Learning Officer 
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3773 Cherry Creek North Drive, Suite 575 
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Vox: 303-333-4513 
Fax: 303-393-6320 

www.dls.com


