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Introduction

For pharmaceutical sales reps, the days of stopping 
by doctor’s offices with samples and a well-
honed message are long gone. Today’s reps need 
comprehensive knowledge of not only their products, 
but also clinical data, reimbursement issues, patient 
assistance programs, and more. They also face 
far greater barriers to entry, as more than 50% of 
physicians now deny or limit access to reps. To make 
matters worse, protracted FDA approval processes 
reduce patent windows and regulatory complexity 
grows by the day.

In response to this seismic shift, pharmaceutical sales 
organizations increasingly rely on sales certification 
programs for their representatives. These programs 
equip reps to address the ever-changing needs of their 
stakeholder audiences while validating knowledge and 
skills. This eBook describes six specific ways you can 
use modern sales learning tools to certify sales rep 
faster, more effectively, and at lower cost.

1. Show them what ‘good’ looks like by sharing short 
video examples and learning paths demonstrating 
how to navigate hard-to-reach physicians, or concisely 
deliver key information to healthcare professionals.

2. Spur deliberate sales practice and self-correction by 
tapping reps’ desire to excel in front of the camera.

c

3. Empower reps to stand, deliver, and submit 
a recording of the new product messaging or 
approach from any device.

4. Certify anytime, anywhere to evaluate, coach, and 
certify reps without the challenges of travel, time out 
of the field, or scheduling logistics. 

5. Share best practices and reinforce key concepts by 
selecting the best certification videos and placing them 
in on-demand video channels for reps to reference in 
the field. Provide ongoing daily knowledge checks and 
exercises to reinforce learnings from certification.

6. Highlight success stories and promote ongoing 
refinement of the approach by soliciting healthcare 
professional ‘win stories’ and sharing them with the 
team to illustrate successes and highlight innovative 
approaches.

Today’s reps face far greater 
barriers to entry and need 
comprehesive knowledge more 
than ever before.
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The Opportunity

Accelerating and validating product learning translates 
to sustainable success for a brand. Pharmaceutical 
companies employing modern sales certification 
enjoy improved odds of launch success, faster time 
to competency, and reduced travel and entertainment 
(T&E) cost associated with in-person meetings. They 
also enjoy significantly lower opportunity cost by 
reducing reps’ time out of the field. Certifying reps 
ensures they’ll internalize key information while setting 
the stage for ongoing field learning and reinforcement. 

The mobile revolution gives everyone the power to 
watch, record, and share video anytime on the devices 
we carry in our pockets. It’s time to harness the power 
of modern learning to reinvent sales certification for the 
digital age.
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Six Steps to a  
Successful Program

Building on our extensive work with pharmaceutical 
sales organizations across a wide spectrum of sizes 
and needs, Allego has distilled our experience into six 
critical steps sales leaders in any organization should 
take to implement modern sales certification programs.

Everyone needs a starting point. Share short video 
examples demonstrating how to navigate hard-to-reach 
physicians or concisely deliver key information to 
healthcare professionals.

Imagine a scenario where a rep is preparing for a sales 
certification on a new product that’s about to receive 
FDA approval and her company is trying to get to 
market immediately. Traditionally, she’d attend a two-
week sales certification meeting with day-long training 
sessions, during which she’d observe a few subject 
matter experts or top salespeople demonstrating 
the messaging and providing commentary on 
recommended approaches. But what if her selling style 
doesn’t match theirs? Or what if she was exhausted 
from watching marathon PowerPoint presentations? 

Aside from the cost savings associated with shortening 
or eliminating the in-person component of sales 
certification, modern programs empower reps to 

 

access numerous examples of what ‘good’ looks like 
on their own time. Reps internalize the material more 
deeply when they can review it when they’re fresh, and 
they’re more likely to succeed given a broader array 
of examples to model. They can quickly search by 
regulatory requirement, product, or sales scenario and 
absorb key information when their focus is high before 
they’re asked to demonstrate proficiency.

Modern approaches give managers and compliance 
professionals the tools to review and approve a 
particularly good certification presentation and then 
share it with other reps who have not yet been certified. 
Trainers can quickly add knowledge checks, interactive 
prompts, or audio overlays within the videos and 
assemble learning paths with them. Reps then use 
these “top gun” videos as a guide while preparing for 
their own certification. 

Any successful salesperson can attest to the power 
of being able to watch the performance of other reps 
in their company to gain perspective or learn new 
approaches. Organizations with the power to show 
myriad examples of what ‘good’ looks like are more 
likely to achieve the desired ROI from their sales 
certification programs.

1 Show reps what ‘good’ looks like
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Spur deliberate sales practice and self-correction 
leading up to certification by tapping reps’ desire  
to excel in front of the camera.

Video certification spurs reps to practice diligently 
in private. The prospect of submitting a video for 
evaluation results in extra preparation and typically 
motivates reps to practice the presentation five to 
six times more than normal. Many people fear public 
speaking, and reps tend to practice more when 
confronted with the prospect of delivering an important 
sales pitch to be reviewed by their manager and 
possibly shared company-wide.

Practicing in the mirror doesn’t simulate a live 
presentation experience, though. Reps may go through 
an outline of what they’ll say rather than the delivering 
the exact pitch. Recording a video forces them to map 
out exactly what they’ll say, and think through how  
it’ll be received prior to certification. By mastering 

 
the fundamentals of the discussion beforehand, 
they develop the confidence to address concerns or 
questions they might not have planned for. 

Reviewing their own recordings prior to submission 
also gives reps a chance to self-correct. Seeing their 
performance gives them a better understanding of 
what needs to be fixed than simply being told by their 
manager—like recording and playing back a person’s 
golf swing rather than trying to explain to them what’s 
wrong with it. Video practice also brings to light 
subtle idiosyncrasies which often derail an otherwise 
strong presentation. One pharmaceutical sales leader 
relayed a story about a rep who unconsciously rolled 
his eyes upward as he delivered his presentation for 
a new product that had just received PMA (premarket 
approval). He was unaware he was doing this until 
evaluating certification recordings he’d been asked to 
submit. He noticed his own behavior and corrected it.

2 Practice Makes Perfect
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http://www.forbes.com/sites/nickmorgan/2011/03/30/why-we-fear-public-speaking-and-how-to-overcome-it/#5ffe13f2ea43
http://www.forbes.com/sites/nickmorgan/2011/03/30/why-we-fear-public-speaking-and-how-to-overcome-it/#5ffe13f2ea43
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Give reps a fast, convenient, and cost-effective way to record and submit their 
delivery of the new messaging or approach from any device. 

Traditionally, companies deliver training content for reps to study and then fly them 
to a central location for face-to-face certification, an approach that is becoming 
unsustainably expensive. Modern sales certifications empower reps to record 
submission videos on their own schedule, so face-to-face certifications are no longer 
necessary. Pharmaceutical sales organizations save millions in annual training cost 
replacing face-to-face certifications with video. 

Reps receive a video assignment with interactive prompts requiring them to record 
their submission. At that point, they record several takes until they are satisfied, 
and then submit the best one for review. Submission videos automatically route 
to respective managers and trainers for scoring and feedback. Reps who fail to 
meet expectations go through the process again, a vastly easier and less expensive 
prospect without the travel requirement. 

Using technology to support the certification process in this way brings new agility to 
organizations launching products or building skills. Reps avoid having to exit the field 
for extended periods of time and organizations avoid the associated opportunity cost. 
Time-to-market for new products is often decreased significantly—by half in some 
cases. Managers also gain deeper insight into what’s really going on in the field, since 
every manager can be involved in the certification process. This creates a smoother 
handoff from training to field application while strengthening communication channels 
between trainers and front-line sales managers.

3 Stand, Deliver and Submit

https://www.allego.com/industries/pharmaceuticals/
https://www.allego.com/industries/pharmaceuticals/
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Managers can overcome the time and distance 
challenges typically associated with geographically 
dispersed sales teams. Using video, reps can be 
evaluated and certified remotely, keeping them in  
the field and productive. 

Modern sales certification gives managers new 
visibility into exactly what reps say when they stand 
and deliver in front of physicians. Instead of relying on 
a subset of available managers to fly in and evaluate 
reps for a given certification, organizations now 
empower every manager to participate. Each manager 
assesses their direct reports and gains precious 
insight into competency gaps for ongoing coaching 
and reinforcement. Managers review certifications on 

their own time and avoid the burnout experienced at live 
meetings after watching marathon presentation sessions. 
Trainers and managers can score presentations and 
provide feedback—with or without internet access—to 
evaluate reps only when it’s convenient for them so 
every presentation gets their full focus.

One global pharmaceutical sales organization with 
which we worked demonstrates the value of this 
approach. The company faced the challenge of rolling 
out new product positioning with reps distributed 
across the globe. Flying each manager to headquarters 
for evaluating their direct reports wasn’t feasible.

Instead, several sales leaders, subject matter experts, 
and top trainers used modern sales learning software 
to create short videos demonstrating the right way to 
talk about each of the three prongs of a new messaging 

initiative. Managers assigned their direct reports to view 
the videos and record their own presentation. Managers 
reviewed the submissions and provided inline video 
feedback to grade each rep’s performance along seven 
criteria, which ranged from command of the material to 
presentation style and alignment with corporate strategy.

Each sales rep internalized the feedback, then recorded 
and submitted an improved performance of the 
pitch. Managers certified reps who mastered the first 
phase, and the process was repeated with each of 
the remaining two phases. Because each manager 
was involved in certifying their direct reports, they all 
possessed a better understanding of proficiencies 
across the team when reps went back into the field. This 
knowledge was then used to target ongoing coaching 
efforts more accurately. 

4 Certify Anytime, Anywhere
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Select the best certification videos and place them into ‘best practice’ video channels 
for reps to use in the field. Provide ongoing daily knowledge checks and exercises to 
reinforce concepts from certification.

Pharmaceutical sales organizations use the certification process to capture and 
disseminate best practices. Trainers and managers quickly assemble best practice 
channels populated with videos created by peers, curated by management, and 
approved by compliance. In terms of impact for other reps, there is a wealth of 
value in seeing how a peer articulates the product messaging with exceptional 
fluency. Or understanding how another consistently establishes themselves as a 
welcome presence in physicians’ practices by tactfully addressing the needs of each 
stakeholder. It’s crucial that sales leaders facilitate collaboration so that everyone 
benefits from the hard-won best practices and learnings of successful reps.

In fact, studies show 65% of reps agree that sales pitch advice from peers is more 
effective than formal training. High-performing reps view “in-field observation of 
others” as the most effective source of learning. A rep sitting on the train or in a 
parking lot heading into a sales call can easily peruse the best examples of whatever 
product presentation, messaging, or regulatory information they’re about to deliver. 
Trainers reinforce concepts and approaches learned in certification by facilitating this 
kind of self-study and improvement.

Finally, organizations can reinforce key concepts from certification by sending daily 
exercises to reps after they go back in the field. Reinforcing relevant information about 
a new product in repeated intervals over an extended period–instead of all at once–
lets the brain know this information is important and must be retained. Modern sales 
learning tools use a familiar flashcard-style format that accommodates how sales 
reps learn so they are able to retain key knowledge after certification. Trainers can 
use these tools to present questions and video scenarios in short bursts organized 
in intelligently constructed sequences for better long-term knowledge retention. This 
cements even the most complex concepts learned during the certification process to 
ensure reps perform equally well months or even years later.

5 Share Best Practices and Reinforce Key Concepts
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http://www.allego.com/resources/articles-reports/survey-the-fractured-state-of-enterprise-sales-enablement-and-training/
https://intelligentgrowth.siriusdecisions.com/sales-enablement-leader/sales-enablement-for-the-first-line-sales-manager
https://www.allego.com/resources/whitepaper-forgetting-curve/
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Solicit healthcare professional ‘win stories’ and share them with the team to illustrate 
successes and highlight innovative approaches. Use early field experiences after 
product launch to refine messaging and selling approaches. 

Pharmaceutical sales trainers continue to bring value to reps long after certification 
by facilitating ongoing collaborative learning. Companies that formally collect and 
curate their “tribal knowledge” to refine their approach see significant gains in sales 
effectiveness. For instance, a manager can create a contest in which each team 
member records a two-minute synopsis when coming out of a successful sales 
call using a compliant presentation. She picks the winner based on who created the 
appropriate context for the individual needs of the practice most effectively. She can 
then share the video with the whole team for inspiration. 

This creates an organizational process where sales teams continually develop and 
refine their messaging and approach after certification. They use these videos to 
create best-practice libraries containing inspirational ‘win stories’ and presentation 
deliveries. Sales reps, managers, and trainers comment and initiate discussion threads 
within the videos to collaborate on best approaches. This provides a self-updating, 
YouTube-style sales playbook built with content from the field so reps can benefit 
from each other’s hard-won wisdom.

 Creating a central repository gives reps examples of success stories articulating new 
messages, effectively implementing the total office call, or making each person in the 
practice feel their needs were met. This results in increased confidence throughout the 
team. Hearing from other successful reps gives them the tools to walk into unfamiliar 
territory with confidence, and close more business.

6 Highlight Success Stories and Refine the Approach

http://www.business2community.com/sales-management/capture-tribal-sales-knowledge-happens-0902536#0KvzReGY8wQ9JXGT.97
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Conclusion

Sales certification programs provide a critically important means of measuring and 
monitoring performance for pharmaceutical sales organizations. Companies now use 
fully compliant modern sales learning platforms to certify reps for sustainable results 
at a fraction of the cost. Implement these six elements to drive better performance 
and give your team a crucial window into the effectiveness of sales training initiatives.

About Allego

Allego’s modern sales learning and coaching platform elevates sales team 
performance by combining training, practice, coaching and knowledge sharing 
into one app, streamlined for the rapid pace of sales. With Allego, sales teams 
onboard faster, confidently deliver the right messaging, rapidly adopt best 
practices, coach and practice more frequently, and collaborate better with peers 
and the home office.


