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Trusted Partner
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Learning Objective
· Create a sense of urgency around accomplishing the program goals 

Instructions

· Make a list of all your stakeholders.  

	Stakeholders

	

	

	

	



· In this template, we’ve got one template.  Copy and paste that template for each of your program stakeholders and repeat the steps for each.

· If you have already documented the stakeholder’s SDLE program’s SMART goals, copy them here.  Otherwise, complete the SMART SDLE Program template below so the program is specific, measurable, actionable, relevant, and time-bound. 

· Enter the Start and End Dates so you know when the measurements start and end.  This is the biggest omission most people make.

· SDLE Program Goal: Define the goal of the program in the stakeholder’s terms.  These are leading indicators.
· Increasing skill level in new skills they’ve not needed/focused on previously (e.g., data analysis, learning agility, creativity)
· Increasing skill level in current skills to meet departmental goals (perceived skill level is not sufficient)
· Providing people with the ability to own their development as requested in the last engagement survey
· [bookmark: _Hlk534446106]Increase manager coaching confidence and effectiveness

· Define the key Stakeholder’s Ultimate Goal.  What is their higher level goal?  These are lagging indicators.
· Increase results
· Increase engagement 
· Increase retention
· Create competitive advantage
· Stop losing market share
· Decrease time to market for new products

· [bookmark: _Hlk534446383]How will you measure success?  Keep in mind that you need leading indicators (short-term) that will help you before the lagging indicators (long-term) are visible.  

· You can measure adoption goals first  
· % of employee/manager completion
· % of people with development plans
· Regular development plan activity (following the 1 activity/month methodology) 
· User feedback

· You can measure leading indicators next  
· Skills over time
· Manager and employee surveys and focus groups

· You can measure lagging indicators last  
· Results over time (production, sales, other KPIs)
· Year over year % increase on a question in the engagement survey
· Year over year % increase in market share
· Year over year % decrease in new product introduction cycle time

· [bookmark: _Hlk534447618]To what Related Events/Goals can you connect this program?  The most effective programs are connected to the operational rhythm or some key event so that the program supports something they need to do. Identifying not only the date but the timing of this event is how you drive a sense of urgency.
· Strategic planning (need to know people’s capabilities before committing to goals)
· Budget planning (especially important if you need to know how many people need upskilling and it will take budget to do so)
· Preparation for annual sales/department meetings
· The development planning process
· Career planning discussions
· Mid-year discussion
· Engagement survey
· Product releases

Be sure it is not set to run specifically before the performance appraisal process such that it could be perceived as a vehicle for keeping score, rather than a way of developing all year long.  This is why it’s better linked to mid-year discussions.


SMART SDLE Pilot/Program Template

	Stakeholder Name
	

	Start Date
	

	End Date
	

	SDLE Program Goal
	

	Stakeholder’s Ultimate Goal
	

	How Measured
	Adoption
	

	
	Leading
	

	
	Lagging
	



	Date/Timing
	Related Events

	
	

	
	

	
	



(continued below)

· Write a talk track, that is, what you would say to this stakeholder to create a sense of urgency.  

This is where you move from being “the training person” to being a consultant, a trusted partner in their success.

Here, you are linking their objectives to what the SDLE provides to demonstrate why this is critical to achieving their success now.  You should leverage data to provide insight to them that may not be immediately obvious – they may be so focused on their goals, that they don’t realize the current skillset of their teams will not enable their achievement, but you can help.  

For example:

Mary, we’ve invested in technology to help me help you better than I have in the past.  For that to work, there are things I must do, and things you must do.  We must both be drivers.  I need your support in ensuring that managers understand and embrace this program, and that they connect it with achieving their goals.

You have 2 big challenges ahead of you:  2 brand new product lines with challenging sales targets for the year.  Plus, the customers you’re selling to are going through huge transformations in terms of automation and digitization in their own organizations.  I know you think your team has your hands full and can’t take on anything else now.  But let me help you paint a different picture.  

If you focus on only product training, you may ready the team for introducing the new product lines, but they won’t be successful.  Why?  Because they don’t have the insight and understanding of the new environments of their customers.  If they can’t understand the customer’s pain and how your new product lines can alleviate that pain, all the product training in the world won’t help. 

[bookmark: _GoBack]The importance of this program is helping your team understand their capabilities around these concepts and be motivated to close those skill gaps so they can be more empathetic and persuasive.  So, in this program we’ll both develop these capabilities AND also their ability to apply knowledge of the new product lines.  

As a learning professional committed to helping you achieve your goals, this is my strong recommendation.  Do I have your support?  (if so…) Let’s make a list of specific actions we can do together to make this happen.  It can’t just be a one-time message that this is a new program.  We have to weave it into the fabric of what employees and managers do so it becomes routine.



· Write a second talk track where you address anticipated pushback about not having time now.  If not now, why not?  Why later?  How will waiting benefit you?  Having a convincing argument prepared in advance will give you the best chance for confident delivery of your message.

For example:

I know you may think starting with one-size-fits-all product training is the best place to begin.  I don’t disagree with the importance.  But isn’t it important for people to spend the most time they can in the field selling?  I mean, it’s January, and you have a sales meeting at the end of the month where it would be perfect to introduce this program face to face.  

You’ll have 11 months left to have people meet your challenging targets.  If they all go through a set of standard product training, you’ll have no idea what people are really capable of doing when they get done.  

· Some people will have to spend time in training they don’t need.  According to Towers Watson research, that’s $410/hour in lost selling time.  So, on the one hand, you might have 100 of our 1200 reps who spend 3 days in training they don’t need, costing $984,000 in lost selling time, plus fewer remaining hours to meet their target.
· And on the other hand, we may have 100 of our 1200 reps who need additional support in a few areas you won’t know about because we don’t have any ways of assessing their capability.  So instead, they go out and are unsuccessful.  Can you afford that?


	Talk Track for Stakeholder

	



	Respond to objections about having no time

	




· Practice these talk tracks on your own out loud.  Deliver them to your manager or a peer and ask for suggestions for improvement.  Your peers may be writing similar messages and you can brainstorm together.  
· Deliver them to the stakeholder.  Add any notes below about how it went, and what you’ll do differently in the future.

	Notes and Lessons Learned for the future
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