
www.EducationalMeasures.com

Creating an Investigator 

Meeting Effectiveness

Program Guide
A Pharmaceutical Meeting Professional’s Guide to Continuous Improvement



2

© 2017  Copyright Educational Measures. All Rights Reserved.

	 As	a	meeting	organization,	you	are	spending	a	significant	amount	of	time,	money	and	energy	executing	

on	 your	 investigator	 meetings.	 For	 many,	 the	 investment	 exceeds	 millions	 of	 dollars	 and	 thousands	 of	

hours.	The	complexity	of	investigator	meetings	combined	with	last-minute	medical	team	decisions	makes	

your	 job	among	the	most	stressful	 in	the	business.	Because	of	the	taxing	nature	of	meeting	planning	in	

pharmaceuticals,	medical	devices,	and	biotechnology,	it	can	be	difficult	to	take	time	for	proper	evaluation	

and	improvement	tactics.

	 The	 purpose	 of	 investigator	 meetings	 is	 to	 train	 physicians	 and	 their	 staff	 on	 all	 aspects	 of	 the	

clinical	trial	protocol.	When	the	site	staff	returns	home,	they	should	be	ready	to	screen	their	first	subject	and	

start	collecting	data.	Along	with	proficiency,	site	leads	must	be	convinced	regarding	the	legitimacy	of	the	

protocol	if	they	are	going	to	follow	it.	Second	screen	technology	now	collects	data	to	measure	investigator	

meeting	effectiveness	and	guide	improvement	over	time.

	 Imagine	 being	 able	 to	 compare	 data	 across	 all	 investigator	 meetings,	 measuring	 the	 nuances	 of	

meeting	effectiveness	and	moving	toward	continuous	meeting	improvement.	



3

© 2017  Copyright Educational Measures. All Rights Reserved.

Define	an	Exceptional	Investigator	Meeting

Before	 chasing	 meeting	 greatness,	 you	 must	 first	 define	 what	 exceptional	 investigator	

meetings	look	like	for	your	organization.	Start	with	the	end	in	mind.	What	would	the	most	amazing	meeting	

look	 like?	What	would	 impress	 and	 inspire	your	 audience?	What	would	 surprise	 everyone	 involved?	 How	

should	people	feel	when	they	arrive,	participate	and	leave	the	meeting?	What	do	you	want	people	to	say	

about	your	meetings	and	events?	What	knowledge	will	be	transferred?	What	level	of	persuasion	would	you	

like	to	achieve?	Beginning	with	the	end	in	mind	will	keep	you	on	a	track	toward	excellence.	If	you	never	define	

exceptional,	you	will	always	remain	ordinary.

Describe	Each	Component	of	an	Exceptional	
Investigator	Meeting	

Once	 you	 have	 defined	 what	 an	 exceptional	 meeting	 looks	 like	 for	 your	 organization,	 the	 next	 step	 isto	

describe	the	components	of	an	exceptional	meeting.	Be	specific.	

What	 is	 it	 about	 the	 venue	 that	 isnon-negotiable?	

What	location	has	the	best	balance	between	mean	

travel	 distance	 and	 desirability?	 Who	 needs	 to	 be	

present?	 Describe	 the	 food	 in	 a	 way	 that	 excites	

you.	Explain	the	details	of	how	you	want	to	engage	

your	audience	and	turn	them	into	participants.	Make	

decisions	 about	 the	 room	 layout	 and	 design	 to	

support	your	learning	objectives.	Redefine	what	you	

want	from	speakers	at	your	event.

This step requires input from people across the clinical trial 

life cycle. Use a mind-mapping exercise to capture a broad 

range of ideas to create your descriptions.

STEP 1

STEP 2

Content

Presenters

Venue

Meals

Amenities

Event
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Secure	Executive	Sponsorship	

Securing	 executive	 sponsorship	 is	 one	 of	 the	 most	 critical	 steps	 in	 the	 meeting	

improvement	 process.	 Buy-in	 is	 not	 enough.	 Make	 sure	 there	 is	 a	 senior	 clinical	 trial	 executive	 or	 key	

business	 champion	 on	your	 team.	 Include	 leadership	 in	 the	 process	 of	 defining	 the	 program	 objectives	

and	outcomes.	You	want	them	to	have	ownership,	

not just understanding.  No investigator meeting 

improvement	program	can	be	successful	without	

executive	 sponsorship	 to	 ensure	 everybody	

involved	 pursues	 a	 consistent	 vision,	 is	 behind	

the	 initiative,	 and	will	work	 tirelessly	 to	 follow	 the	

processesyou’ve	 put	 in	 place	 to	 achieve	 your	

organization’s	goals.

 The ideal executive sponsor is someone who 

understand  the  entire clinical trial process and 

owns the budget to impact what is happening 

across multiple study organizations.

Measure,	 Monitor	 and	
Monetize

Data	 will	 be	 the	 lifeblood	 of	 your	

investigator	meeting	improvement	program.	It	will	guide	

you	to	 improvement	and	guard	you	from	unnecessary	

expenditure.	 To	 determine	 what	 you	 want	 to	 measure	

remember	that	every	metric	can	be	tied	to	a	business	

process	like	planning	time,	travel	planning	or	knowledge	

transfer.	Every	business	process	can	be	measured	and	

can	be	improved	based	on	time	savings,	cost	reduction,	

resource	 allocation	 and	 innovation	 acceleration.	 The	

value	of	each	component	of	the	meeting	will	lead	you	

to	a	set	of	key	performance	indicators	that	can	be	tracked	over	time.

STEP 3

STEP 4

Meeting Organization

Executive

Sales Marketing Meeting 
Leads
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Because	your	success	depends	on	it,	everything	you	measure	should	also	be	monitored	and	monetized.	

Monitoring	will	uncover	trends	in	meeting	satisfaction.	With	a	rich	set	of	data,	you	will	be	able	to	understand	

where	attendee	satisfaction	is	increasing	or	decreasing	and,	more	importantly,	why	ratings	are	slipping	or	

gaining.	Ultimately,	the	value	associated	with	each	business	process	will	lead	you	to	your	top	priorities	for	

improvement.	You	can	manage	your	investigator	meeting	components	like	you	would	a	financial	portfolio.	

Choose	change	where	you	know	there	will	be	a	significant	return	on	the	effort	it	takes	to	enact	that	change.

Evaluate	Consistently

Data	without	consistency	in	collection	will	denigrate	every	outcome.	Before	ever	turning	

the	spigot	of	data	on,	make	sure	your	collection	is	consistent.	If	you	are	going	to	evaluate	

the	 various	 aspect	 of	 your	 meetings,	 make	 sure	

you	always	ask	the	same	evaluation	questions.	 If	

you	are	going	to	collect	demographic	information	

on	 participants,	 make	 sure	you	 collect	 the	 same	

set	of	data	for	each	of	the	roles	represented	in	your	

audience.	If	you	want	to	understand	engagement,	

measure	it	in	the	same	way	every	meeting	so	you	

can	create	a	benchmark.

Another	key	to	data	consistency	revolves	around	

selecting	 the	 right	 technology.	 Make	 sure	 your	

data	 is	 captured	 in	 a	 single	 repository	 with	 data	

definitions	 and	 governance	 to	 cover	 the	 entire	

meeting	lifecycle.	Then	select	a	dashboard	solution	that	allows	you	to	navigate	your	way	through	the	data,	

easily	sort	it	and	communicate	it	in	a	way	that	makes	sense	to	those	in	your	organization	who	may	not	be	

as	familiar	with	the	data.	The	ideal	analytic	dashboard	will	support	everyone	from	the	data	scientist	to	the	

first-time	data	viewer	and	everyone	in	between.

STEP 5
Rate the following on a scale of 1-10,  
1 being a negative rating and 10, being a 
positive rating.

Venue  1  2  3  4 5 6  7  8 9  10

Meals   1  2  3  4 5 6  7  8  9  10

Amenities   1  2  3  4 5 6  7  8  9  10

Content   1  2  3  4 5 6  7  8  9  10

Presenters   1  2  3  4 5 6  7  8  9  10

Technology   1  2  3  4 5 6  7  8  9  10

Overall event 1  2  3  4 5 6  7  8  9  10
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Communicate	the	State	of	the	Union

About	3-6	months	into	your	data	collection	and	analytics	journey,	it	is	good	to	pause	and	

reflect	on	your	learnings.	Don’t	pause	data	collection,	but	do	take	some	time	to	get	the	lay	of	the	land,	to	

discover	what	 is	working	and	what	 is	not.	This	 is	your	global,	company-wide,	 investigator	meeting	audit.	

How	 are	 the	 different	 study	 groups	 performing?	 Who	 are	 your	 highest	 scoring	 meeting	 managers	 and	

planners?	What	 are	your	 lagging	 performers?	 How	 do	 things	 compare	 region	 to	 region?	What	 are	your	

weaknesses	and	strengths?	Where	are	you	at	risk?	

Don’t	worry	about	where	you	stack	up	when	it	comes	to	the	State	of	the	Union.	You	can	be	honest	because	

your	data	won’t	lie.	Your	data	will	also	provide	you	with	a	path	forward	to	measurable	improvement.	When	

you	are	sorting	through	your	findings,	classify	results	in	three	categories:	lagging,	living	and	leading.	These	

categories,	combined	with	your	value	estimations	from	step	4,	will	provide	you	with	a	clear	picture	of	where	

you	need	to	go	next.

Compile	Best	Practices

Based	on	your	State	of	the	Union	assessment,	go	back	through	the	data	you	compiled	

to	discover	what	meetings	are	executing	at	the	highest	level	of	efficiency	or	satisfaction.	You	should	be	able	

to	determine	who	in	your	organization	is	responsible	for	the	high	performance.	Once	you	have	identified	

those	 people,	 share	 the	 results	 with	 them	 and	 conduct	 interviews	 to	 discover	 what	 is	 driving	 this	 level	

of	distinction.	 Ideally,	you	should	be	able	to	create	best	practices	for	each	of	the	components	you	have	

defined	for	an	exceptional	investigator	meeting	in	step	2.

Based	 on	 your	 findings,	 compile	 a	 list	 of	 best	 practices	 to	 implement	 across	 the	 organization.	 Look	

specifically	 for	 those	 practices	 and	 procedures	 that	 can	 be	 replicated.	 Eliminate	 the	 best	 practices	 that	

are	 region-specific	 and	will	 not	work	 globally.	You	 might	 also	want	 to	 do	 some	 profiling	 of	your	 highest	

performing	meeting	planners	to	better	understand	their	demographic	and	psychological	make	up.	Even	if	

you	can’t	make	immediate	changes,	you	may	be	able	to	make	hiring	decisions	in	the	future	based	on	what	

you	learn.

STEP 6

STEP 7
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Launch	a	Training	Program

Your	best	practices	document	will	quickly	translate	into	global	

investigator	 meeting	 training.	 You	 will	 have	 a	 collection	 of	 data-driven	 best	

practices	for	your	organization.	Because	of	this,	your	training	program	will	not	

be	based	on	someone’s	personal	experience.	It	will	be	based	on	analytical	

results.	There	may	be	some	slight	alterations	for	regional	requirements,	

but	most	of	the	training	should	be	straightforward.

As	you	develop	the	training	program,	work	on	providing	insight	into	

each	component	of	an	exceptional	meeting.	Design	each	training	module	with	best	practices	across	three	

categories:	 people,	 process	 and	 technology.	 Guidelines	 for	 people	will	 help	 meeting	 planners,	 partners	

and	 managers	 better	 understand	 how	 to	 plan,	 execute,	 lead	 and	 manage	 resources.	 Process	 insight	

should	include	checklists	and	procedures	that	will	raise	the	standard	of	execution.	Always	make	sure	that	

technology	selection	supports	your	overall	investigator	meeting	and	clinical	trial	objectives.

Expand	Your	Data	Collection	

With	 a	 core	 set	 of	 data	 in	 place,	 continue	 to	 expand	 your	 data	 collection.	 Areas	 that	

can	easily	be	expanded	include	demographic	and	psychographic	profiling	of	your	participants.	There	are	

thousands	 of	 participant	 attributes	 that	 can	 be	 gathered:	 age,	 location,	 experience,	 education,	 history	

and	 organization	 are	 just	 a	 few.	 More	 advanced	 meeting	 organizations	will	 capture	 psychographic	 data,	

including	personality	and	learning	style	profiling. 

You	can	also	look	for	open	data	sources	that	will	augment	your	ability	to	get	granular	in	your	analysis.There	

is	a	plethora	of	rich	data	sets	available	for	free,	 including	geo-spatial	data,	air	travel	data,physician	data,	

industry	 codes,	 census	 data,	 and	 health	 data	 to	 start.	 Utilize	 these	 new	 data	 sources	 to	 drill-down	 and	

segment	your	 participants.	 Fine-tune	your	 program	 and	 create	 a	 personalized	 meeting	 experience.	The	

more	data	you	collect,	the	more	you’ll	know	about	your	attendees,	and	the	more	effective	your	meeting	

will	be.	The	more	data	you	use	for	augmentation,	the	more	insight	you	will	have	on	making	investigator	

meetings	increasingly	successful.

STEP 8

STEP 9
PE

O
PL

E

PRO
C

ESS

TECHNOLOGY

http://meetingtech.educationalmeasures.com/transform-your-meetings-with-psychographics
http://meetingtech.educationalmeasures.com/transform-your-meetings-with-psychographics
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Create	a	Meeting	Center	of	Excellence

Finally,	 choose	 people	 from	 across	 all	 parts	 of	 the	 organization	 to	 form	 a	 Meeting	

Center	 of	 Excellence	 (MCOE).	 Ideally,	 the	 group	 should	 incorporate	 representatives	 including	 meeting	

managers,	 study	 leads,	 medical	 directors,	 technology	 leads	 and	 analytics	 resources.	This	 group	will	 be	

responsible	for	continuously	analyzing	data	and	understanding	best	practices	so	they	can	drive	meeting	

improvement.	Their	charter	will	be	to	continually	transform	investigator	meetings	to	maximize	the	use	of	

resources	and	increase	meeting	impact.

In	practice,	the	group	will	be	multidisciplinary	so	that	members	of	the	MCOE	can	continually	learn	from	

each	other.	The	technology	and	analytics	members	will	continually	educate	the	clinical	trial	and	meeting	

professionals	 about	what	 can	 be	 done	with	 technology.	The	 clinical	 trial	 and	 meeting	 professionals	will	

constantly	 provide	 a	 deeper	 understanding	 of	 the	 core	 purpose	 of	 investigator	 meetings.	 The	 medical	

directors	 and	 study	 leads	 will	 impart	 clinical	 trial	 knowledge	 and	

teach	 pharmaceutical	 acumen	 to	 the	 entire	 team.	 This	 cross-

pollination	will	create	a	powerful	synergy	that	will	be	felt	across	

the	full	meeting	program.

STEP 10

Like	what	you	see?
Schedule	Your	 
Demo today! 

S C H E D U L E

http://meetingtech.educationalmeasures.com/demo
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Bring	It	Home

Creating	a	successful	investigator	meeting	improvement	program	will	change	the	way	you	do	meetings.	

More	importantly,	it	will	change	the	way	you	conduct	clinical	trials.	For	success,	continuous	evaluation	is	

necessary	so	the	program	can	truly	reach	its’	potential.

With	these	10	steps,	you	can	create	your	own	investigator	meeting	improvement	program	to	ensure	that	

your	investment	in	meetings	has	a	measurable	ROI.	To	help	you	out,	you’ll	find	a	quick	checklist	on	the	next	

page	to	reference	as	you	are	going	through	the	process	on	your	own.	Good	luck!

Learn	how	Educational	Measures	second	screen	technology	and	meeting	analytics	can	help	drive	the	core	

of	your	investigator	meeting	improvement	program.	

 

Educational	 Measures	 is	 the	 leading	 provider	 of	 live	 meeting	 analytics	 and	 engagement	 technology.	

Our	 next-generation	 EM	 ARRAY®	 second	 screen	 technology	 takes	 ordinary	 meetings	 and	 turns	

them	 into	 dynamic	 experiences.	 Live	 meeting	 data	 and	 analytics	 drive	 actionable	 insight	 for	 continual	

improvement.	 Our	 customers	 increase	 audience	 engagement	 by	 up	 to	 20X,	 surprise	 attendees	 with	

more	 than	 25	 interactive	 capabilities	 and	 continually	 improve	 meeting	 impact	 with	 data	 driven	 insight.	

Educational	Measures®	and	Educational	Measures	ARRAY®	are	trademarks	of	Educational	Measures	LLC. 

 

Contact	us	today	to	learn	more	about	how	we	can	infuse	your	next	event	with	insight	and	productivity.	

CONTACT	US

866-904-3610	|	info@educationalmeasures.com

About	Educational	Measures

http://www.educationalmeasures.com/contact-us
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Print it out and keep it handy!


