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FORWARD 

The success of your business 
depends upon the success of your 
distribution channel. And proper 
training is critical to the success of 
your partners in the channel.

Devising and delivering the right training strategy is not an easy 
task. The training curriculum you offer to your distribution channel 
can vary significantly depending upon your channel’s 
characteristics and your own capabilities to deliver that training.  

Chances are your distribution channel is composed of 
independent businesses. They do not work for you or your 
company. This is of great benefit to you for a lot of reasons, but it 
also presents some challenges.  

When it comes to training, one of those challenges is knowing—
and agreeing to—who is responsible (you or your channel partner) 
for which parts of the training program, and how it will be 
delivered and managed.  

In this eBook I’ll give you the keys to successful training and 
certification in the distribution channel, from strategy to tactics to 
operational action items. If you follow them, your dealers and 
distributors will be very engaged and you will have created the 
highest performing field force in your industry. 

Over the past 30 years I’ve been at the forefront of channel training 
and development. I’ve created and managed enterprise programs 
for General Motors, Caterpillar, Daimler, John Deere, Prudential, 
Target, 3M, and Cargill, as well as many franchise operations. What 
I’ve learned I will share with you here in this document so you, too, 
can field the highest performing work force in your industry.Paul Tobin, CEO ChannelSAGE
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This eBook is designed for random access vs. serial 
access. Find what you need using the TOC, read it, and 
come back for more later.  

For an interactive, hyperlinked list of chapters please 
enable the “View button”, on the top left of your pdf viewer 
from you laptop or desktop. iPad and smart phones should 
automatically show you a TOC or thumbnail view. 

CHAPTERS
Note: This list is for quick reference only. Please use the 
hyperlinked table of contents under the view menu in the upper 
left of your pdf viewer. A thumbnail view is also available in that 
location. A TOC or Thumbnail view should automatically show 
on iPads or smartphones. 
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In today’s fast-changing world, most products 
are quite complex. In order to achieve success 
in selling and supporting them, a channel 
partner must be thoroughly trained and 
developed. 
A properly trained channel partner thoroughly 
understands your products, their benefits, the industry in 
which they’re applied, the systems in which they are used, 
and the best way to sell and service them. Good training 
drastically reduces the ramp- up time (and expense) for 
sales partners and managers, and also ensures your 
company’s brand integrity is upheld.  

The partner’s mental and emotional commitment to 
selling your products—referred to as “mindshare”—can be 
significantly enhanced when he or she embraces the 
training tools that will help them meet sales goals. This 
leads to increased channel engagement and ultimate 
success.  

An important component in ensuring that success is a 
formal certification program. It assures a company that a 
channel partner is competent to represent its brand. It is 
critical that channel sales and service managers are able 
to establish, track and report on training and certifications, 
thus making effective use of time and resources.  

WHY TRAINING AND CERTIFICATION IN THE CHANNEL ARE IMPORTANT

mailto:paul.tobin@channelsagellc.com
http://www.channelsagellc.com
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Depending on the products or services your company 
offers, you may need to train all of these functional roles 
within your channel or only those in the sales roles. If any of 
these roles come into play when selling or supporting your 
products, you will need to train them.  

Additional targets may include executive management. But, 
as you’ll see below, training at the executive level might best 
be left to those who have the good fortune of having a 
captive channel.  

Once you’ve identified your target learners, it’s time to 
develop your training strategy.  

WHO YOU NEED TO TRAIN
Your key targets will be any or all of the following job categories: sales, service, parts, and 
finance. Your targets will include management, as well as the rank and file, in all of those 
categories.  

DEPENDING ON THE PRODUCTS OR SERVICES YOUR COMPANY OFFERS, YOU MAY 
NEED TO TRAIN ALL OF THESE FUNCTIONAL ROLES WITHIN YOUR CHANNEL OR ONLY 
THOSE IN THE SALES ROLES.”  “

mailto:paul.tobin@channelsagellc.com
http://www.channelsagellc.com
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Let’s briefly examine each of those three components. For 
this example we’ll use a sales function within your 
distribution channel. (Note: Sales, parts and finance are all 
“sales” roles within a partner channel. The only role that 
needs to be approached differently is the “service” function).  

Skills  
These include such things as the ability to develop a territory, 
the ability to effectively solicit business, the skill to sell on 
value and not margin, etc. These are the sales skills.  

Knowledge  
Your channel sales team needs to possess knowledge that 
falls into the following groups (see grey box):  

  

WHAT YOU NEED TO TRAIN THEM ON
Let’s start at the very top. You want a distribution channel that is made up of people who are 
highly competent in selling and supporting your product. Those people must possess the skills, 
knowledge and behaviors necessary to succeed at their job; those are the three components of a 
classic competency program.  

SALES, PARTS AND FINANCE ARE ALL “SALES” ROLES WITHIN A 
PARTNER CHANNEL. THE ONLY ROLE THAT NEEDS TO BE APPROACHED 
DIFFERENTLY IS THE “SERVICE” FUNCTION.”  “

  Knowledge Categories 

• Product knowledge. All the features, advantages 
and benefits of your product.  

• Application knowledge. All the ways in which 
your product can be used.  

• Industry knowledge. A thorough understanding 
of the dynamics and trends in the various 
industries in which your product is used.  

• Systems knowledge. How your product fits 
within complex systems.  

mailto:paul.tobin@channelsagellc.com
http://www.channelsagellc.com
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Behaviors  
Behaviors refer to how employees dress, their interpersonal 
skills, work habits, etc.  

(Note: It’s unlikely you should ever be required to provide 
behavioral training. If a channel partner does not adequately 
address this category you should find another partner.)  

Summary 

Which of the above three areas of training and development 
(skills/knowledge/behaviors) will be your responsibility will 

depend greatly on your relationship with your distribution 
channel. How strong is it? Do you have a captive channel in 
which your dealers and distributors sell only your products? 
If not—and most companies do not—you will need to judge 
just how engaged the channel is with your products. This will 
help you decide not just what training you will provide, but 
also what you won’t provide (which is of equal importance). 

mailto:paul.tobin@channelsagellc.com
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Let’s begin this 
discussion with a high-
level look at the various 
approaches to 
delivering training and 
how to choose the best 
approach for your 
channel. And then, in 
the following chapter 
will dive deeper into 
the types of training, 
including “immersive 
training” options, that 
you can best use to 
deliver a quality 
training experience. 

Choosing the Right Delivery Method 
If all of us had all the money in the world we would 
probably use ILT. It’s typically the most effective. However, it 
can often be the most costly. We must deal with instructor 

HOW YOU DO IT
Understanding the nature of your channel is paramount to choosing the right curriculum, and to 
choosing the best delivery method, be it web-based training (WBT), Instructor-led training (ILT), 
video, augmented reality (AR), virtual reality (VR) or Interactive distance learning (IDL). 

costs (and they, too, 
need to be trained), 
brick & mortar 
expenses, travel and 
hospitality costs, 
downtime for your 
target audience, and 
sometimes travel 
time for your target 
audience to travel to 
regional training 
centers. 

As a result, ILT is 
usually reserved for 
specific, well-

targeted training 
requirements. For less money, WBT and IDL can be 
deployed to achieve much of your training needs. 

mailto:paul.tobin@channelsagellc.com
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Matching the Right Curriculum and the Right Delivery 
Method Requires Understanding the Dynamics of your 
Channel! 

At the highest level a channel is either direct (employee-
based) or indirect (independent). Indirect can be further 
structured into fully engaged (captive), highly engaged 
(limited competitive products)  and low engagement 
(many competing products). 

Indirect comprises approximately 80% of all sales channels.  

Captive channel  
If your channel is captive you can work very closely with 
your dealer/distributor and agree to who provides what. At 
a minimum you’ll be responsible for all knowledge training. 
But, you might also take responsibility for skills training to 
ensure your channel is performing at optimal levels. While 
it’s always the case that your dealer/distributor will hire 
applicants with the best sales skills, it’s also possible that 
the right sales skills curriculum can take that person’s 
effectiveness to the next level. This also allows you to align 
those skills to best fit with your vision and goals.  

For example, you may find that your sales partners are 
selling on price when they should be selling on value in 
order to preserve your margins. A training course on “How 

to Sell Value Instead of Price” may provide an excellent return 
on investment for you.  

You can also influence behaviors, but that responsibility will 
almost always be the domain of the business (dealer/ 
distributor) owner. 

Delivery method: Since this group is captive they merit a 
deep commitment to training. Fundamentals should be 
delivered via WBT and more advanced training should utilize a 
considerable amount of ILT. The ILT should be onsite or at a 
regional training center whenever possible. Video should be 
used for on-demand point-of-use training and IDL for refresher 
training. Certifications should be deployed to ensure a well-
training field force.  

Highly engaged (no directly competing products) 
channel:  

In the case of a highly engaged channel, it 
probably doesn’t make sense for you to try to 
control the sales or service skills component. You’ll 
need to rely on your channel to hire, and then 
develop, the most highly skilled personnel as 
possible.  This applies also to training on 
behaviors. Your job will be to provide all the 
knowledge training.  

mailto:paul.tobin@channelsagellc.com
http://www.channelsagellc.com


� .        Paul Tobin      Copyright 2019                                                          paul.tobin@channelsagellc.com    www.channelsagellc.com 10

Above chart shows recommended training methods for all types of channels, from low to high 
engagement and for all levels of product complexity. Your method mix may vary but you can use this 
for general planning purposes.

Delivery method: Since this group is highly engaged they 
also merit a deep commitment to training. Fundamentals 
should be delivered via WBT and more advanced training 
should utilize a surgical application of ILT, especially if there 
is a service training component in your channel. If there is 
only a sales training requirement you can likely forgo the 
ILT. Video should be used for on-demand, point-of-use 
training and IDL for refresher training. Certifications should 
be deployed to ensure a well-trained field force.  

Low engagement (commodity product) 
channel:  
Here you’ll be relegated to knowledge training 
responsibility, and, quite likely, a subset of that group, 
primarily product knowledge, application knowledge and 
systems knowledge. You’ll also be limited in delivery 
options. For instance, the training mix of WBT (web- based 
training), ILT (instructor-led training) Video and IDL 
(interactive distance learning, such as WebEx) will likely be 
heavily tilted, perhaps exclusively, towards WBT and Video, 
due to economics and timeliness. 

IF YOU KNOW HOW YOU FIT WITHIN THE MIND SHARE OF YOUR CHANNEL 
YOU CAN DETERMINE YOUR BEST COURSE DELIVERY OPTIONS.”“

mailto:paul.tobin@channelsagellc.com
http://www.channelsagellc.com


� .        Paul Tobin      Copyright 2019                                                          paul.tobin@channelsagellc.com    www.channelsagellc.com 11

HOW TO EVALUATE AND USE IMMERSIVE TECHNOLOGIES.

With the onset of 4th Generation Courseware, often called “Immersive” courseware, you now have many 
options from which to choose. Making the right choice can save you a great deal of time and money.

The Advent of 4th Generation Courseware 
Let’s start with a bit of perspective: The interactive, virtual 
courseware journey (Gen 1) began in the late 1980’s with 
the use of interactive video discs. Soon the video discs 
were replaced by CD Rom and DVD technology. This 

comprised the Gen 1 journey which was called CBT—
Computer Based Training.  

With the arrival and rapid expansion of the World Wide 
Web in the 1990’s the age of WBT—Web Based Training, 
was ushered in. This became Gen 2.  

mailto:paul.tobin@channelsagellc.com
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In the early 2000’s, with the increasing popularity of video-
based training and Interactive Distance Learning (e.g. 
Webex) the concept of “Blended Learning” (Gen 3) 
became very popular.  

Today, we are entering the exciting world of Gen 4—
Immersive Learning in the form of AR (Augmented 
Reality), VR (Virtual Reality) and Immersive Gamification 
with friendly competition.  

Understanding 4th. Gen Courseware 
Before we discuss them, and their uses, let’s spend a 
moment better understanding what they are. 

VR (Virtual Reality) 
VR totally immerses the user and puts them into a 
seemingly real, but virtual world. 

Uses 

Great for gaming, entertainment and training scenarios 
that require a virtual world for safety purposes or because 
a real world scenario cannot be recreated or modeled. 

Weaknesses 

Expensive. Requires considerable investment in 
production. And requires expensive equipment to deliver 
the VR experience. 

AR (Augmented Reality) 
AR puts digital information into the real world environment 
so you can view it in the context of your surrounding world. 
A great example of an AR program is Pokemon. 

Uses 

Great for gaming and training. 

Weaknesses 

It is considerably more expensive to produce than basic 
WBT. It requires all users to have recent mobile technology. 

Summary 
A new and exciting category of courseware is upon us. It 
includes many different variants, but most will fall into AR 
and VR and include the ability to include gaming and 
entertainment aspects while delivering training. 

Although it is currently quite pricey, I expect costs to fall 
dramatically over the course of the next couple of years. 

mailto:paul.tobin@channelsagellc.com
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You’ll need an enabling technology. A tool, if you will, to 
effectively automate the delivery of training to everyone 
in your channel, no matter where they are in the world. 
Your choices fall into just two categories: a simple training 
portal or a powerful LMS (learning management system).  

Portal vs. LMS  
Let’s talk portals first, because they are a simple and 
straightforward solution. A portal is basically an Internet 
site that both markets and showcases your training. Since a 
portal does not, by nature, include any tracking technology, 

HOW YOU TRACK AND MANAGE YOUR TRAINING

Training an indirect sales force is different in many ways from training internal employees. These partners may 
be spread out all over the country, or even the world. They may speak different languages, work in different time 
zones and have sporadic communication with your management team.

mailto:paul.tobin@channelsagellc.com
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you must either place the portal on top of a simple tracking 
system or forgo the tracking and just offer the courses 
through the portal, itself. This is inexpensive and quick to set 
up but only sensible for a limited training catalog and a 
definable, focused audience. 

It’s very likely that a Learning Management System is the 
right solution for most training applications. But here’s 
what you need to know before choosing an LMS: Most 
learning management systems come out of the employee/
human resources world. This is the world where they tell you 
to “find something you like about it” and stop complaining. 
Human resources know that no employee ever left a 
company because he or she didn’t like the learning 
management system. As a result, these systems are often 
monolithic, expensive and difficult to use. They also exist as a 
separate entity, meaning you’ll need to create a single sign-
on to this system from some other portal within your 
environment. This means an extra step for the user and a 
new and cumbersome interface/navigation schema to deal 
with. History has shown that this puts an unwelcome and 
oftentimes insurmountable wall in front of your business 
partners and they will seldom utilize these systems to the 
degree that you had hoped they would.  

Finally, there’s the 70/20/10 rule. This rule states that 70 
percent of learning will occur experientially...i.e. through 
various informal experiences like on-the-job training, water 
cooler conversations; 20 percent will occur through informal 
learning, such as reading documents, watching videos, 
studying slide presentations, etc.; and just 10 percent of the 
learning will be acquired through formal training such as 
WBT or ILT. We believe that this rule is especially true in the 
distribution channel. What this means is that the combination 
of services and tools within a channel-friendly LMS will 
augment the functionality of the embedded training and 
create a holistic learning experience for your channel 
partners.  

Here’s the bottom line: Your distribution channel 
employees, in most cases, do not work for you. You cannot 
tell them “to find something they like about it.” You need to 
provide them a training and certification program they will 
like or they won’t use it. In short, you’ll need to deliver a low-
cost, timely and easy-to-use training and development 
solution to your business partners. You’ll also need to deliver 
against the 70/20/10 rule, which means most of the learning 
in your channel will occur outside of a formal learning 
program. An LMS with an integrated training module is, 
hands down, the best solution for doing this. 

  

mailto:paul.tobin@channelsagellc.com
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Moneyball, and The Rise of Data Driven Training! 
The age of analytics has come to training  
And with no less impact than it brought to baseball. It’s 
now possible, using the right LMS, to gather impressive 
analytics and create dashboards designed to measure 
virtually every KPI (Key Performance Indicator) that suits 
your business. In other words, it’s time to start running 
your training like a business. 

Start by choosing your KPI’s.  

Include all forms of training, from classroom to web-based. 
Make decisions on who sees what. For example, what you 
need to see in your dashboard is likely to be much different 
than what your dealer managers need to see. Create 

HOW YOU MEASURE YOUR TRAINING

mailto:paul.tobin@channelsagellc.com
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specific dashboards for each level of your organization, 
from corporate sponsors to dealer training managers.  

Then automatically deliver those dashboards to where the 
user lives. In other words, deliver the dashboard, complete 
with their specific KPI’s, directly to their in-basket and do it 
on regularly scheduled intervals. Do not expect your users 
to log into your LMS to see their dashboard. It won’t 
happen. 

Once you’ve determined the KPI’s at each level of your 
management chain, you now need to motivate your 
managers to deliver up to, and beyond, the level of their 
KPI’s.  

Motivation can take many forms and is covered in a 
separate section of this ebook. Please see table of contents 
for more information. 

mailto:paul.tobin@channelsagellc.com
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The Top 6 Reasons to Certify Your Channel 
There are many reasons for certifying sales and service 
functions within your distribution channel. Here are the top 6: 

Levels of Certification Programs  
Certifications can be either single tier or multi-level. If you 
have low level of engagement with your channel partners, 
you may want to keep the certification program clean and 

Certifications are your way of ensuring that your partners are prepared to sell and support your 
products. A certification has a start and expiration date, and is often renewable.

Understanding Certification Levels 

• Level 1 (Foundational level). Because this level has 
to reach the most people, affordably and in a timely 
manner, this level is typically heavily web-based.  

• Level 2. Most manufacturers introduce a mix of ILT 
and WBT into this level, because hands-on training 
(for service techs) and real-world performance 
metrics (for salespeople) become more important 
in these levels.  

• Level 3. This is often a level associated with the 
concept of “mentoring” and is usually delivered 
mostly with hands-on techniques and performance 
reviews. Sales and service techs certified at this 
level are often certified to teach, coach and mentor 
others. 

straightforward, which is another way of saying single-tier. 
However, most certification programs are multi- tiered. 

HOW TO INTRODUCE CERTIFICATIONS

The Top 6 Reasons to Certify 
1. Lower your warranty costs 

2. Increase sales 

3. Improve margins 

4. Increase customer satisfaction 

5. Raise dealer mindshare 

6. Ensure the right skills are in the right place at the 
right time.

mailto:paul.tobin@channelsagellc.com
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Usually there are 1-3 levels for sales, and sometimes up to 
five levels for service (but this is unusual).  

Each level can also contain multiple tracks. For example, a 
foundational level sales certification program might contain 
a product features track, a skills track and an industry track. 
This is simply a way of organizing a certification level and 
allowing the learner to focus on each track separately.  

We also find that the certification level will influence the 
delivery scheme as shown in the diagram to the left. 

Summary 
Once you choose the levels of certification for your 
program you’ll need to consider the life-cycle of your 
certifications within your distribution channel. The 
following chapter describes this process, along with how 
to best manage your program. 

TO HIT A GRAND SLAM WITH YOUR CERTIFICATION PROGRAM YOU MUST FIRST KNOW 
YOUR AUDIENCE AND YOUR DEALER MINDSHARE. THEN FOLLOW THE CHART AND 
RECOMMENDATIONS ABOVE. “

mailto:paul.tobin@channelsagellc.com
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Important Keys to Success… 

• Your users should be able to see their progress 
in any and all certifications in a single visual 
view. Reminders as to when certifications will 
expire and when each must be renewed 
should be automatically generated at flexible 
intervals. Requirements for re-certification 
should be clearly posted.  

• As administrators, you should receive reports, 
pushed to your inbox, that show you 
certification status across regions, districts and 
individual partners. 

Managing Certifications 
Due to the time-consuming nature of this task you will 
need an LMS that will automate this process.  

Certifications are a critical component of engaging and 
developing a distribution channel. They also carry legal risk. 
You’ll need an LMS system that automates their management 
as much as possible to ensure a consistent, repeatable 
process that is always in compliance with your vision and your 
legal responsibilities.  

HOW TO MANAGE CERTIFICATIONS

mailto:paul.tobin@channelsagellc.com
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The Four Most Common Types of Certification 
In this section I will cover the four most common types of 
certification programs and I’ll use case studies to help 
show you how they should be managed. My source for 
this section is Caro McClenahan of LogicBay. Caro 
supports many certification types for LogicBay’s clients 
and is an expert on this subject. 

In these case studies I will showcase four companies who 
have training certifications that are assigned to their 
dealer channel. Each company has their own 
requirements and process for releasing their training.  

1) Perpetual Certification 

Company A has a Sales Certification that their channel 
partners are encouraged to achieve.   

Key Factors 

• Company A creates new courses each year and reuses 
some courses from the previous year.   

• Channel Sales Associates who complete the 
certification by the end of the year are entered into a 
lottery with many prizes.   

• Some years Company A gives the students some extra 
time in January to complete the training.  A decision 
regarding extra time is made in late December. 

• The next year’s certification requirements may not be 
fully defined before the beginning of the year.   

The best certification solution for this company is the 
Perpetual Certification.  This certification begins when it is 
made available to users, doesn’t expire, and can be 
closed out at any time by the admins.  This allows for 
flexible start and end points for the certification.  By 
naming their certifications with the year, users, managers, 
and admins are able to quickly determine the years a 
Sales Associate has completed the Sales Certification.   
Reporting on all users who have completed a particular 
year’s certification is easy and fast. 

2) Dynamic Certification 

Dealership Service Technicians must have a current 
Warranty Certification from Company B before they are 
allowed to perform Warranty work.   

mailto:paul.tobin@channelsagellc.com
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Key Factors 

• Courses are added and removed as policies are 
updated.  

• Service Technicians who have completed the 
certification need to be notified when new 
requirements have been added. 

• Service Technicians need to complete these new 
requirements within a specific time frame to retain their 
certification.  

• The technician’s managers want to be notified when 
people on their team are close to having their 
certification expire or whose have already expired. 

The best certification solution for this company is the 
Dynamic Certification.  A Dynamic Certification allows 
administrators to add requirements and then set a 
deadline for completion of the new requirements.  The 
LMS automatically sends reminder notifications to users 
and their managers at regular intervals if they have not 
completed all the requirements.  After the deadline 
passes a different notification alerting the user and their 
manager of the expiration is sent out.   

3) Lapsing Certification 
To meet state requirements, Company C needs to show 
that all employees have taken Safety training within the 
last year.   

Key Factors 

• Training is updated on a periodic basis but users are not 
required to take the updated courses until it is time for 
them to renew their certification.  

• Renewal of the Safety training must take place 365 days 
after the employee originally completed the 
certification. 

• Employees renew throughout the year, based on their 
last completion date.  

The best certification solution for this situation is the 
Lapsing Certification.  This certification lapses, or expires, a 
set number of days after a learner has completed it.  In this 
example we would set the certification to expire in 365 
days, but admins can also set that number of days to 
longer or shorter durations in the LMS.  Employees may 
take new requirements as they are released, but they are 
not required to take the new requirements until the end of 
their certification term.  
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4) Annual Certification 
Like Company C, Company D has an annual 
training requirement, but Company D needs all 
employees to renew on July 1st. 

Key Factors 

• Company D would like all existing users to 
renew their Harassment training certification in 
July.   

• New hires would take the certification 
immediately upon hire, but in subsequent years 
they would be required to renew it on or shortly 
after July 1st.  

• Certification requirements may or may not 
change each year, but any new requirements 
would not need to be completed until the new 
fiscal year beginning July 1st.   

• Even if a new hire employee completes the 
certification on May 15th., they would be 

considered an existing employee after the July 
1st renewal date.  

The best solution for Company D is the Annual 
Certification.  The certification can be set for any 
date and will expire for users on that date.  Users 
would then need to renew their certification status 
by taking the current requirements.  This allows the 
HR department to focus on compliance in July for 
all existing employees.  New hires would need to 
be reviewed throughout the year, but with a much 
smaller scope each month.  Extra resources can 
then be allocated to the July compliance renewal 
for the bulk of employees.   

Summary 
Certifications can take on many forms and need to 
be managed carefully. A good LMS can be setup to 
manage all of these scenarios.  

If you need advice setting up and managing a 
certification please contact me using the links at 
the end of this document. 
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The Carrot 
Acknowledgment and recognition go a long way. When 
someone completes an important curriculum or a 
certification your LMS will allow them to print out a 
professionally designed certification diploma that can be 
hung on the wall of their office, cubicle or service bay. This is 
a way of recognizing achievement that really works!  

You can also use your LMS to publicly (within the distribution 
channel) recognize certifications. Some companies go so far 
as sending senior executives to the partner’s offices to 
conduct “graduation ceremonies” for advanced certifications. 
Others tie reward points and gift redemptions to completion 
of certain curriculums and achievement of certifications.  

And, finally, most partners will attach pay scales to levels of 
certification. In this model, getting certified means more 

How to MOTIVATE LEARNERS TO LEARN AND BECOME CERTIFIED
Like all motivation challenges, motivating your partners to achieve certifications comes down to 
the carrot or the stick—sometimes both. Here are some best practices for achieving engagement 
with your training programs.

PAY SCALE TIED TO CERTIFICATION CAN BE BOTH A CARROT AND A 
STICK. YOU CAN WIELD IT EITHER WAY.”“

money, and for most sales and service people, that’s the 
strongest motivator of all.  

The Stick 
This is a very powerful motivator and it can be          wielded 
in any or all of the following ways… 
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PLEASE MAKE CERTAIN YOUR CERTIFICATION PROGRAM, IF CAREER 
ADVANCEMENT OR PAY SCALE IS TIED TO IT, IS FAIR, JUSTIFIABLE AND 
THOUGHT THROUGH.”

Ways to Apply the “Stick”: 

• Warranty reimbursement tied  
to certification. In this model the LMS maintains 
a dynamic database of certified service 
technicians in the channel. Certain repairs must 
be completed by certified service techs only. If a 
violation occurs, the LMS, which is interfaced to 
the warranty system, flags this violation and the 
warranty reimbursement is not made.  

• Pay scale tied to certification. This can be both 
a carrot and a stick. You can wield it either way.  

• Partner contracts with certification clauses. 
Many partner contracts include requirements for 
that partner to maintain a required level of 
certified personnel. If the partner does not 
maintain that level then the contract is put at risk.  

Legal Ramifications  
With certifications comes legal risk. Why? Because career 
advancement and pay scales, as mentioned herein, are often 
tied to certifications. If they are managed or administered 
improperly and an individual’s career is inadvertently 
derailed due to their certification status, a lawsuit can 
result. In all my years of working with certifications across the 
globe I’ve never known any of my clients to be involved 
in a certification lawsuit. However, I have heard of lawsuits 
that have occurred due to certification errors, so you do need 
to be careful and diligent in the management and 
administration of your certification program.

“

mailto:paul.tobin@channelsagellc.com
http://www.channelsagellc.com


� .        Paul Tobin      Copyright 2019                                                          paul.tobin@channelsagellc.com    www.channelsagellc.com 25

Politics are a Cancer 

Politics are a cancer to a learning program. A very real 
cancer. It can be found in many sources, including global 
business units and subsidiaries that do not believe you 
understand the demands of their region and their learners. 
Or from a local business unit or brand that feels you’re 
unresponsive to their needs. In fact, it can come from almost 
anywhere but it almost always manifests itself in a covert 

TIPS TO MANAGE THE POLITICs THAT WILL KILL YOUR PROGRAM
Like all business programs political plots exist with business units and stakeholders that will kill 
your program. Here’s how to win at the political game.

operation where a separate LMS is acquired and used 
surreptitiously by a stakeholder as they attempt to gain 
control of their own destiny.  

Soon, despite your best efforts otherwise, your global 
enterprise is drifting away from the unified vision you sold to 
your executive committee. Your feet are in beach sand. And 
the global tide of politics is eroding your footing.  

All this is happening while you’re valiantly attempting to 
deploy a global standard of excellence driven by corporate-
defined standards of knowledge, competencies matched to 
job role, universal qualifications, certifications and 
compliance; a global standard that is dependent upon a 
single global LMS and a single records database of all 
transcripts and activities.  

Don’t despair. We can help. At ChannelSAGE we’ve designed 
a solution that allows you to gain control of the political 
beast. It’s a solution that’s been validated in real world 
deployments at Caterpillar, Daimler and others. It’s based 
upon the understanding that your business units, 
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DISTRIBUTED OWNERSHIP WITH CENTRALIZED CONTROL IS THE 
SOLUTION TO POLITICAL DYSFUNCTION AND WASTED COSTS.”“

subsidiaries and extended enterprise want control of their 
future. Without that control, the political sores fester and 
multiply. However, with global enterprise learning software 
like the Performance Center from ChannelSAGE you can 
kill the cancer with a concept we call, “distributed 
ownership with centralized control.”  

The Solution: Distributed Ownership with 
Centralized Control 
This is a very important concept to grasp. With it, you can 
empower any business unit or subsidiary with the ability to 
physically own and manage their own LMS, but, at the 
same time, remain an integral part of the overall family.  

Here’s how it works: The solution leverages the concept of 
a “campus.” A campus, in this case, is a learning 
environment specific to a need, such as the training need 
of a business unit or subsidiary, or of a specific country or 
region; or the training requirements of an individual brand 
within your company. It’s a concept that can also be readily 
applied to the training of the distribution channel as well 
as the employee population. 

In practice you may have an Asia Pacific Campus or an 
India Campus or any number of globally segmented 
campuses. Some of our customers with large distribution 
channels use campuses for specific skill-sets such as a 
“Sales Campus,” a “Service Campus” and a “Parts Campus.” 
Some apply the concept to special programs for their 
employees, such as a “Leadership Campus” or a “Quality 
Campus.” In short, how you apply the campus concept is 
entirely up to you. And you may have as many campuses 
as you need.  

An LMS within an LMS 
A campus is, in effect, a separate domain within your 
enterprise LMS (Learning Management System). It can be 
uniquely branded, separately administered, and even 
configured uniquely to the needs of the sponsoring 
group. Content within a campus can remain discrete, or 
can be shared by one or more campuses.  

You can create as many campuses as you desire. No 
matter how many you create, they are still an integral piece 
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of the overall learning system and will share the same 
records database.  

Campuses in Action  
Several Fortune 500 
companies have very 
effectively deployed the 
“Campus” concept. For 
example, the Daimler 
Corporation currently 
deploys 14 campuses 
within their LMS. These 
campuses serve 
audiences from 
employees to dealer 
training and include 
sister business units, 
brand campuses and 
much more.  

Caterpillar Corporation 
deploys 19 campuses. 
Their campuses serve 
dealer training, supplier 
training, customer training, brand training, subsidiary 
training and much more.  

Each of these deployments is enormously successful. And 
it’s in no small part due to their ability to deliver distributed 

ownership with centralized 
control. This unique “Campus” 
concept diffuses the political 
cancer that destroys many 
enterprise LMS programs.  

Theoretically any leading LMS 
can be configured to create 
“campuses.” But, in reality, only 
the ChannelSAGE solution is 
uniquely designed to provide 
the necessary functionality 
required to deploy this 
concept effectively.  
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I’ll cover the most popular profit models and I’ll include the 
pros and cons of each.  

Companies Don’t Cut Programs 
that are Making Money 

Let me begin by sharing a relevant story with you: In 2009, 
trapped in the depths of the Great Recession, a Fortune 100 
company that had been brutalized by the global downturn 
awarded my company an $8 million dollar contract for 
training and development. That’s right! They invested in 
training rather than cut it. This was at a time when the 
company was cutting everywhere possible and had issued a 
declaration that no new, non-mission-critical contracts would 
be issued. When word of our contract got out, every other 
vendor that worked with that company wanted to know how 
this happened because their budgets had been cut!  

HOW TO TURN DEALER TRAINING INTO A PROFIT CENTER
Why are training budgets always the first to be cut when times turn tough? Because, in most 
cases, training is a cost center. And a non-mission-critical cost center at that. I’ll show you how to 
turn a training cost center into a profit center.

WE PROVIDED A TRAINING AND DEVELOPMENT SOLUTION THAT ACTUALLY 
TURNED A PROFIT. IT PROVIDED ENOUGH PROFIT TO FUND OUR PROGRAM 
INCLUDING THE COMPENSATION OF OUR ENTIRE TEAM.”

The answer is that we provided a training and 
development solution that actually turned a profit. In fact, it 
provided enough profit to fund their program including 
the compensation of their entire internal team. This went 
well beyond simply covering the cost of our technology 
and services. 

“
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Here are Four Profit Models to Consider 
The solution we provided in the above scenario is one of 
four models I’ll discuss with you here. In the conclusion I’ll 
let you know which one it was. Here are the four most 
commonly used models:  

Here’s an overview, with pros and cons, of each of the four 
Profit Models: 

1. The Cable TV Model:  
This is pretty much as the name implies—the dealer or 
franchisee pays a flat subscription fee for each user 
enrolled in the training. This provides unlimited access to 

The Four Profit Models 
1. The Cable TV Model: Flat subscription fee for 

basic catalogs, additional fees for premium 
content. 

2. The Café Model: Pay-per-drink (course) 

3. The Rewards Model: Enroll your dealers in a 
reward program that is funded by the dealers 
and tied to training certifications. 

4. The Hybrid: This is a mash-up of the above. 

the basic catalog of WBT. Additional premium content, 
such as all ILT, plus programs like Skillsoft, Open Sesame, 
etc., are available at additional cost on a pay per use 
basis. Annual subscription fees generally run in the $100 
to $200 bracket.  

Pros: 

• Fixed annual fee per user for learning (not including 
premium content) 

• Easy to administer (renews once a year) for dealers. 

• Predictable income over time.  
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• Predictable budgeting.  

• Encourages usage because fees remain fixed no matter 
how much learners use the system.  

• No surprises.  

Cons:  

• No incremental selling option--the dealer is either in for 
the mile or not at all. For example, they either pay a 
yearly subscription fee or nothing—no option to just buy 
a course for $25.00.  

• When you work with a fixed fee you are limiting your 
upside—in other words, you receive the same income 
from a course whether it’s used once or a thousand 
times.  

• Limited upside. If you have a runaway success with a 
course or curriculum you won’t experience any financial 
upside.  

Best Use Case: If you have captive (or mostly captive) 
dealers you can use this model. However, if you don’t, it 
can be hard to enforce the annual subscription fee.  

2. The Café Model:  
This is basically the “pay-per-drink” model. For each item 
(course/curriculum/certification) that is consumed the user 
pays a fee.  

Pros:  

• Low cost of entry--users can buy a single course.  

• Significant upside--if usage takes off you can generate 
income in concert with the growth of the program. 

• Unintimidating to the dealers.  

• Simple straight forward program that’s easy to 
implement.  

Cons: 

• No upfront income—payments are only made when 
users take a course. 

• May not drive engagement—users are not driven to the 
site by dealer pre-payments. 

• May deliver limited income.  

• More marketing of content is required. 
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• Creating sustained interest, year after year, can be 
difficult.  

Best Use Case: If you do not have captive dealers this 
model may be necessary as it allows a low cost of entry. 
Typical course fees are $25 - $50 per online course.  

3. The Rewards Model:  
This model is built around an incentive program. It’s 
unusual but I’ve seen it work very well. Here’s the gist: a 
program is designed where a sales or service person is 
offered points for completing courses, curricula or 
certifications. Points are redeemed through an online 
catalog. Rewards are things such as toolkits, company 
jackets, etc. but may also include TVs, cameras appliances, 
and the like. To add an element of fun, widgets such as 
“spin-to-wins” are introduced into the mix. The dealer pays 
you a set fee for their involvement in the program. You 
handle the administration of the program and the 
fulfillment. All costs of rewards are paid for by the dealers 
through their participation fee to you.  

Pros: 

• Operational fees are paid by the dealers.  

• Dealers see their investment returned to them through 
increased productivity of the workforce and the rewards 
earned by their employees.  

• Employees are highly motivated to complete their 
learning plans. Widgets that allow users to multiply 
points add an element of fun.  

Cons: 

• The model supports funding of the program, but will not 
generate enough cash to support other programs.  

• Requires administration of the rewards program 
(typically outsourced).  

• May not encourage learning beyond the prescribed 
path.  

Best Use Case: Great for mission- critical training among 
independent distribution channels. It provides 
the  four cornerstones of effective training, which are 1) 
communication, 2) education, 3) motivation, and 4) 
measurement.  

It’s hard to argue with any program that readily supports 
those cornerstones without additional work.  
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4. The Hybrid Model:  
This model intertwines features from each of the above 
three models. It can be successful if used VERY carefully. 
However, it often leads to a confusing experience for the 
learners and the dealers/franchisees. Because it can take 
so many shapes I won’t address pros and cons here. I’ll 
just simply state that you are almost certainly better 
served by one of the three earlier models.  

Don’t Undervalue Your Training Assets  
In the end, to make any of these models work successfully 
you must first have something of value to offer and an 
audience willing to pay for it. Most mid-sized to large 
companies possess both of these. But you’ve probably 
undervalued it.  

The model chosen in the large contract that I mentioned 
at the start of this section was the Subscription Model. 
Why? Because they have a strong, captive channel that 
requires significant, proprietary technical training.  

TO MAKE ANY OF THESE MODELS WORK SUCCESSFULLY YOU MUST FIRST HAVE 
SOMETHING OF VALUE TO OFFER AND AN AUDIENCE WILLING TO PAY FOR IT. 
MOST MID-SIZED TO LARGE COMPANIES POSSESS BOTH OF THESE.”  “
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Simply put, in many cases the “crowd” offers a better solution 
than the manufacturer. And this is true with many companies, 
especially those with popular products that have a large 
installed base. The fact is the crowd has exponentially more 
resources than the manufacturer and, in most cases, works 
for recognition rather than fees.  

So, that being said, this is a no-brainer, right? Turn the crowd 
loose and good things will happen, right? Oooops...not so 
fast! First, let’s discuss when and how to leverage crowd 
sourced training and the processes for making it work 
successfully. I will also share a real-world case study.  

“You Can’t Control the Crowd”  

Recently, in a discussion about crowdsourcing training, a 
dealer training manager at a large company said to me that 
he’s not confident that the so-called crowd will create 
training up to the standards of his company. I suggested that 
he needs to be aware that whether or not it’s up to his 
standards, it’s already out there and it’s out of his control. I 

HOW CROWDSOURCING YOUR TRAINING CAN REDUCE COSTS AND 
IMPROVE CHANNEL PERFORMANCE
When is the last time you went direct to Microsoft or Apple to resolve a technical or how-to issue 
on your computer? If you’re like me, not recently. Chances are you Google your question and end 
up watching a YouTube video or reading some independent blog.

then went to YouTube and Googled his company and 
dozens of training videos came up in the search. At that 
point he realized that if it’s already out there, he’d better 
find a way to control the quality of the content.  

“You CAN Control the Content”  
The first step, then, is to get as much of this under control 
as possible. You can begin to do so by setting up either a 
private YouTube channel, or a private company-managed 
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video channel using a service like VideoNitch [note: 
VideoNitch is a business partner of ChannelSAGE]. Once you 
do this, you can now “channel” content into the company- 
approved location, aka channel, where you can review and 
approve or reject any video before it goes live. You can’t 
control the entire Internet, but you can control your own 
company-approved channel. And, if your responsibility is 
training sales and service reps in your distribution channel 
then you need to make sure you’ve got some say in the 
quality of the content that is being shared.  

Best Practices  
Setting up a private YouTube channel or a private channel 
with a video provider like VideoNitch is your first step. 
Communicating to your sales and service techs that this new 
corporate channel exists is your second step. Once you’ve 
completed these steps you then need to implement a 
process of focus, approval and publishing. In your own 
private channel you can implement a very customized 
process that may not be available from YouTube. This is an 
approval process that alerts key reviewers when a new video 
is uploaded to the site, allows them to easily review that 
video, and provides for rejection or posting of that video.  

A Real World Case Study by Ed Flahive of VideoNitch  

Ed is the Chief Learning Officer at VideoNitch d a leader in 
this field. Here’s Ed’s case study and list of best practices:  

“From a delivery standpoint, sharing knowledge across an 
organization, especially a global organization, can sometimes be 
difficult. One of the most effective examples of utilizing 
crowdsourcing for training is where a Fortune 100 global 
equipment manufacturing company decided to leverage the 
knowledge of their technicians to train peers via video. The idea 
was to post a technical question online and have their top 
technicians create short video tutorials (“selfies”) to answer the 
question. These tutorials were uploaded directly to an online social 
video management platform where the content could be properly 
vetted, tagged and published. This resulted in hundreds of video 
tutorials being shared, rated, discussed and thousands of 
technicians being trained worldwide. The content being created by 
the “crowd” and managed by the learning and development staff.  

Some professionals believe that crowdsourcing training is risky and 
could create more problems than solutions. I would argue that 
done right it can greatly reduce the development cycle, time to 
market, and boost employee engagement.”  

In summary, you may be surprised at how much content 
you can add to your training library by launching a 
company sponsored, crowdsourced training site. And the 
best part is that this training is created with very little cost 
to you, the manufacturer. But, as always, the devil is in the 
details. You may need a custom channel created for your 
company and an integrated approval process to ensure 
that only company-approved content is available for your 
dealers’ service and sales people. Once you’ve done this 
you should be able to reap the many benefits of 
crowdsourced training. 
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You should begin with the enabling technologies and then 
get started on the content. These include the following:

WHAT YOU WILL NEED TO SUCCEED
There are several components integral to delivering a successful training program to your 
channel partners. But, ultimately, it comes down to two things: enabling technologies and 
content. 

Much of the informal training materials that you’ll need 
probably already exist. These include specification 
documents, sales support materials, price lists, slide 
presentations, etc.  

Training Technologies 

• A Cloud-based LMS with integrated video 
channels such as the SAGE Enterprise Training 
System from ChannelSAGE 

• Optional: A training portal 

• A Webinar Tool (such as WebEX or Go-to-Meeting). 

Typical Content Sources 
• Informal training documents—such as Word, 

Acrobat, Excel, PowerPoint, etc. 

• Web-based training courses 

• Instructor-led training courses 

• Immersive content 

• A Webinar Tool (such as WebEX or Go-to-
Meeting. 

• Crowd-sourced training 

What doesn’t already exist for informal training materials 
can be created in-house, with the possible exception of 
formal training materials such as ILT and WBT, whose 
creation requires a number of different skillsets. Those 
skillsets for ILT may already exist in-house. However, for 
WBT, unless you employ in-house instructional designers, 
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programmers and graphic designers you should 
probably farm out the development. Common rates for 
doing this range from $5,000 to $35,000 for a finished 
hour of WBT. Immersive training solutions, such as AR or 
VR, can cost much more.  

Planning your training mix, and determining what to use 
and when and where to use it, requires considerable 
expertise. Please don’t hesitate to contact me if you need 
some feedback or direction. You can reach me at 
paul.tobin@channelsagellc.com. I will welcome your 
connection. 

SUCCESS IS YOURS! 
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A well planned and executed training and 
certification program is critical to your success in 
the distribution channel. I am very confident that 
the information shared in this eBook will save 
you time and money and help you craft a very 
successful channel training and development 
program. 

On behalf of all of us at ChannelSAGE, we hope 
you found the information shared in this eBook 
to be of value.  

For a no-obligation demo or a free consulting 
call, please click one of the options to the right. 

SUMMARY

AN EFFECTIVE CHANNEL TRAINING STRATEGY TAKES INTO ACCOUNT 
YOUR LEVEL OF DEALER MINDSHARE AND LEVERAGES TRAINING 
TECHNOLOGIES AND PROGRAMS ACCORDINGLY.” “

REQUEST A DEMO

REQUEST 
CONSULTING

VISIT US ON THE 
WEB
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