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Abstract

The pharmaceutical industry has undergone significant changes in
recent decades and has been force to adapted new social, economic, and
technological structures. But one thing that hasn't changed over time 1s that
sales teams have always been motivated by incentive compensation. Thinking
of that, having a tool that allows the sales team to have a high-level analysis
of sales progress 1s a must. After successfully researching the advantages of
the DMADV method, the Quota Tracker 2022 was designed and
implemented to track sales quotas starting in January 2022. This tracker
allows the sales team to analyze their product raw data and territories. After
successfully implemented the Quota Tracker, this aims to create an annual
leadership role for the employees in charge of this tool in each business unit.
And 1t also intends to be implemented in other Business Units by 2023 since
it 1s an easy way to track quotas and provide a helpful visualization of
progress for the sales teams.

Key Terms — DMADYV method, forecast, quota tracker, and sales quota.

Problem Statement

By the end of 2021, we found that sales representatives had poor
management in keeping track of their sales quotas throughout the year, since
the Tableau app 1s currently the only online site to retrieve raw TRx's reports
for product sales. This report shows only the last 13-weeks with a gap of two
weeks of delay, which means that the sales team does not see the total of
TRx's 1n real-time. We 1dentified that as time goes by, it 1s impossible to have
visibility of more than the previous 13-weeks of the data, regardless of the
day of access. Since a statement with the sales total is received two months
after each month, surge an initiative of creating a template that allows a
leader to document sales and make an analysis that the Tableau app does not
provide. This additional analysis would help the sales team stay up to date on
their quota.

Methodology

We use the DMADV methodology to design and implement
the Quota Tracker 2022 for the pharmaceutical sales team. This methodology
should be implemented in Six Sigma's projects when a new process, product,
or service will be designed or redesigned, and it must meet specific

requirements. In Table 1, we can learn a brief definition of the five phases of

the DMADYV methodology. Figure 1 shows the project timeline propose for
this project.

DEFINE Define the process and establish goal
MEASURE Measure to determine process needs
ANALYZE  Analyze the data to find the best design

DESIGN Design and test the process

VERIFY Ensure that design meets the design input April 2022
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Figure 1: Project timeline in January 2022

Design and Implementation of a Quota Tracker in a Pharmaceutical Sales Team

Author: Zuani Maldonado Velazquez
Advisor: Rafael A. Nieves-Castro, PharmD.
Manufacturing Engineer Department

Results and Discussion

DEFINE PHASE

Design and implement a quota tracker for a pharmaceutical
sales team using DMADYV methodology.
January 2022 — April 2022

Provide a quota tracker template with high-level analysis for
sales team throughout the year.

Sales Team - Helpful visualization of sales quota.

Financial - Reduce time search. Maximize sales team field
time.
Career Development - New cross-functional role.

A-Business Unit Manager.

Graduate student, A-Business Unit Team.

MEASURE PHASE

® 0-10years
® 10- 15 years
© 15-20 years
@® + 20 years

Figure 2: How many years of experience do you have as a Sales Representative?

@® Yes
® No

Figure 3: Have you previously used a quota tracker?

@ Products weekly data
@ Your territory weekly data
© District weekly data

Figure 4: For you, what should be the most important data presented in the
2022 Quota Tracker?

ANALYZE PHASE
GEO Summary

PRODUCT A TRx 13 Week Trends, District: PR DISTRICT

(Click the metric above in District bars to filter and highlight)
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Figure 5: Tableau Product A Geo Summary (January 26, 2022)

GEO Summary

PRODUCT A TRx 13 Week Trends, District: PR DISTRICT

(Click the metric above in District bars to filter and highlight)
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Figure 6: Tableau Product A Geo Summary (April 20, 2022)

DESIGN PHASE

Divided into Divided into
WhEEA GEE quarters quarters
Divided into Individual Product actual
quarters territory goal sales

% to reach

Monthly total sales Sum of actual sales product quota

% to reach the Product sales
goal force-out

Territory sales % to complete
force-out quarter

Sales product
weekly average

Figure 7: Quota Tracker Excel Template Structure

By establishing the right template structure using Microsoft Excel, we
create the template with the specific information the sales team needs it.
Figure 8 show the current product templates as of April 20, 2022, when Q1
was completed. This template is currently in use for four different products.

2022 Quota Tracker

PRODUCT A Weekly Data | | Territories | | PRODUCT A PERFORMANCE

Q12022 Q12022 TRx's Goal Actual TRx's % to Goal TRx's Forceou t Q1 Quota Actual TRx's | % to Quota | TRx Forceout % Q1 WKLY AVG

January | 7-Jan | 14-Jan | 21-Jan | 28-Jan Total Territory 1 3,236 3,056 94.4% -180 9,743 9,944 102.1% 201 100.0% 749

584 759 709 770 2,822 Territory 2 2,970 3,046 102.6% 76
February | 4-Feb | 11-Feb | 18-Feb | 25-Feb Total Territory 3 1,833 2,017 110.0% 184
761 786 730 780 3,057 Territory 4 2,285 2,127 93.1% -158
March | 4-Mar | 11-Mar | 18-Mar | 25-Mar | 1-Apr Total Territory 5 962 1,004 104.4% 42
834 828 789 831 783 4065

Q22022 Q2 2022 TRx's Goal Actual TRx's % to Goal TRx's Forceout Q2 Quota Actual TRx's | % to Quota | TRx Forceout % Q2 WKLY AVG

April 8-Apr | 15-Apr | 22-Apr | 29-Apr Total erritory 1 3,113 10,017 [} 0.0% -10,017 0.0% 771

rritory 2 2,971
erritory 3 1,965
erritory 4 2,216
erritory 5 994

May 6-May | 13-May | 20-May | 27-May Total

lalalaa

June 3-Jun | 10-Jun | 17-Jun | 24-Jun | 1-Jul Total

Q32022 Q32022 TRx's Goal Actual TRx's % to Goal TRx's Forceout Q3 Quota Actual TRx's | % to Quota | TRx Forceout %Q3 WKLY AVG

July 8-Jul | 15-Jul | 22-Jul | 29-Jul Total erritory 1

erritory 2

August | 5-Aug | 12-Aug | 19-Aug | 26-Aug Total erritory 3

S| =|==

erritory 4

September | 2-Sep | 9-Sep | 16-Sep | 23-Sep | 30-Sep Total erritory 5

Q42022 Q32022 TRx's Goal Actual TRx's % to Goal TRx's Forceout Q4 Quota Actual TRx's | % to Quota | TRx Forceout % Q4 WKLY AVG

October | 7-Oct | 14-Oct | 21-Oct | 28-Oct Total erritory 1

erritory 2

November | 4-Nov | 11-Nov | 18-Nov | 25-Nov Total erritory 3

erritory 4

=== =

December | 2-Dec | 9-Dec | 16-Dec | 23-Dec | 30-Dec Total erritory 5

Figure 8: Product A Quota Tracker Excel Template for 2022

VERIFY PHASE

® Yes
® No

Figure 9: Do you understand that the 2022 Quota Tracker adds value to your
experience as a sales representative?
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Figure 10: Overall, how satisfied are you with the 2022 Quota Tracker?

Conclusions

We can conclude that the tool has presented multiple benefits for the sales
team immediately after implementation. These benefits are summarized in the
following:

* The 2022 Quota Tracker presents a helpful visualization of the long-term quota.

* Allows providing a high-level analysis of the forecast and sales trends of the
products.

* It's a quick and easy way to track the quota progress for different products at the
same time.

We acknowledge that the data presented by this tool is not a substitute for
the full performance of the sales representative in the field. Even recognizing that it
is a manual tool, this allows maximizing the sales representative's time when
accessing the data directly from the Tableau app. However, the Tableau app will
continue to be a must-have for the sales team since it is the only platform for
accessing the raw product data. The Quota Tracker will continue to allow having an
alternate access to the same information with an extra analysis. The success of this
tool 1s currently being considered for implementation in other Business Units and is
intended to provide a leadership role. This role will be aligned with professional
development in the Operations department and guided by an assigned mentor from
this area. This project met and exceeded the sales team's expectations and was able
to 1dentify opportunities in other departments.
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