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Practicing what we preach: Always start by defining your goals
GOALS

ANTI-GOALS
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Provide best practices for hosting a
high-value virtual meeting or retreat

02

Share some simple tools and
exercises to help virtual
brainstorming and decision making

03

Answer your questions and hear
your experiences—use the
questions box to share with us!

01

Pass judgment on the best virtual
meetings platform

02

Review how to use the interactive
features of a virtual platform (the
steps will vary)

03

Make things more complicated than
they need to be—sometimes simple
is better
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Let’s start with the good news
Believe it or not, there are many benefits to virtual versus in-person meetings
When done right, virtual meetings can…

Improve diversity
of opinion

Elicit more honest
answers

Lower the barriers—and
costs—to collaboration

Virtual settings provide more
room for quieter voices to share
insights and ideas through
annotation, facilitated discussion,
chat box, voting, and quick polls

Attendees are often are
more comfortable sharing
their honest opinions from
behind a screen

Reduces travel time and
expense for attendees to
join from different sites and
functions
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The hurdles are not insurmountable…
…It just takes a little adjustment and a lot of forward planning
Unclear goal, purpose, expectations

Virtual meeting fatigue

Common failure points
of virtual meetings

Technology issues

No interaction

Difficult to brainstorm, generate new ideas
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*

Why do we have meetings anyway?
They may have gone virtual, but you can accomplish the same goals
Common meeting goals

A wide range of group
interactions have gone virtual
Where we usually
limit our focus for
virtual meetings
• Board meeting

• Service line leadership meeting
• Operations or performance
improvement committees

✓ Share best practices
✓ Engage key stakeholders
✓ Collaboratively brainstorm solutions to a problem

• Strategic planning retreat
• Executive leadership meeting

✓ Educate

✓ Develop a strategic or business plan

What we can push
our virtual meetings
to help us do

✓ Innovate
✓ Come to a decision
✓ Define accountability
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Align the meeting format with your goals, virtual limitations
Meeting length, attendee list, may look different than for in-person sessions

If your goal is education or
networking…

If your goal is to collaboratively design
solutions or build a plan…

If it’s going to be a contentious
discussion…

• Less taxing on participants

• Requires a fresh mind, engaged group

• Larger attendee list is okay

• Smaller groups are better (<15)
to ensure everyone can participate and
share relevant perspective; use
breakout rooms if needed to keep
groups small

• Pre-wire attendees who may have
pushback to hear concerns in
advance, avoid unproductive rabbit
holes

• Can have a longer session with
multiple segments (4 hours)
• Break up the day with different
topics, interaction

• Keep session to 2 hours – consider
hosting in two parts, e.g.,

• Add in more breaks to ease the
tension
• Keep to 2 hours or less

o Part I: identify the problems
(1.5 hours)
o Part II: Define, prioritize solutions
(2 hours the next day)
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Craft a meeting agenda to avoid virtual fatigue

Build in more breaks than inperson; end on an action item (e.g.,
discussion prompt, quick poll) to help
segue back into the discussion

More time for individual
exercises than an in-person
session, with structured report outs

Include interaction at
least every 15 min

Use breakout rooms strategically
for agendas benefitting from multiple
perspectives to design a solution

Timing hints:
➢ Avoid scheduling over lunch;
9-12, or 1-4 are ideal

Timebox everything! Don’t forget
time for introductions, report outs,
tallying votes, prioritization

Variety is the spice of life (and virtual
discussions) – mix in didactic
teaching, small interactive cues, and
different exercises

➢ Schedule at neutral hours if
different time zones (e.g., 1-4 ET)
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It’s not enough to have an agenda
Strong facilitation is even more critical in the virtual setting
Virtual meetings can quickly go off the rails

How to stay on track

?

Timebox everything—
and stick to it!
Lean in to your role as
a facilitator to move the
conversation along

?
Have a co-facilitator
assist with flow, timing

?
?

“Parking lot” off-topic
items for later
Use the chat box for
sidebar conversations
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Don’t let technology get in the way of a good meeting
Have your “tech support” plan—for you and for attendees

Ask everyone to use their own
laptops, dial in separately,
and share video

Ask a colleague to join to
co-facilitate and provide tech
support; give attendees their email

Schedule a dry run of the
virtual platform with
co-facilitators

Sign on early to get everything
ready and have your back-up
plan ready (e.g., share your
slides with your co-facilitator)

Invite attendees to join 30
minutes early if they haven’t
used the platform before to
work out technical difficulties

Send a prep email ~24 hours
in advance with instructions
and contact info if something
goes awry
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Build out your virtual toolbox
Simple tactics can encourage ongoing interaction
Chat
Particularly useful for large groups; ask a co-host to
moderate the chat box
Annotation
Your virtual flip chart—get simultaneous input from a large
group, encourage quieter voices to participate, easily vote
Polling
Quickly capture data and a read on the group, and reengage; plan and create these in advance
Discussion prompts
Simple slides with discussion prompts visually signal Q&A
Individual exercises, group exercises in breakout rooms
Encourage hands-on participation to design solutions to
problems, aligned to the goal of the meeting
© 2019 Advisory Board • All rights reserved • advisory.com
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A simple way to brainstorm virtually
Divergence enables new ideas, innovation

1

2

3

4

Divergence: Prompt
individual reflection

Do a “readout”

Convergence: Discuss,
build upon ideas

Vote (the right
way!)

• Incorporate prompts
throughout the meeting
related to the end goals:

• Ask each person to
share their best and/or
most distinctive ideas via
annotation or facilitated
report-outs

– “What are our biggest
challenges to service
line growth?”
– “What initiatives could
improve patient
experience?”

• Give everyone 2-3
minutes to brainstorm

• Consider requiring
everyone to share
• Normalize sharing “bad”
or unformed ideas—
capture ideas without
judgment

• Display the group’s
ideas where everyone
can see them, such as
on a virtual whiteboard

• Ask each person to
checkmark or initial their
favorite idea on the
whiteboard

• Ask probing questions to
learn more, gather
additional input

• Or, give everyone 10
“points” to split among
their favorite ideas

• Invite others to build
upon ideas
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Find a way to prioritize responses: Example 1 – Voting

• Each attendee
annotates their top
idea on a
whiteboard
• Everyone checks
their favorite idea
that is not their own
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Example 2 – Impact vs. feasibility matrix
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Make the closing count
Leave attendees with a sense of value-add from the meeting, next steps
Ensure time
for Q&A

Ask attendees for
their ‘aha!’ moment

• Depending on how
didactic the session was,
make sure there is time
for participants to ask
questions

• Ask each attendee to
share something they
learned from the session,
such as:

• Make sure questions in
the chat are answered

Clearly define next
steps from the session

• Ensure attendees know
the value of time spent
• Consider completing an
action plan on screen:

– One key takeaway

̶ Next steps

– One thing they’ll do
differently

̶ Project lead

– One action step they’ll
take immediately

̶ Goals

̶ Project team

Post-virtual meeting
follow-up

• Share key takeaways
from the session and
next steps over email to
attendees
• Proactively schedule
time with other
stakeholders to debrief
on the session

̶ Timeline
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Your cheat sheet for hosting a virtual meeting or retreat

Download the cheat sheet at
advisory.com
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L E G A L CAV EAT
Advisory Board has made efforts to verify the accuracy of the information it provides to members. This report relies on data obtained from many sources, however, and
Advisory Board cannot guarantee the accuracy of the information provided or any analysis based thereon. In addition, Advisory Board is not in the business of giving legal,
medical, accounting, or other professional advice, and its reports should not be construed as professional advice. In particular, members should not rely on any legal
commentary in this report as a basis for action, or assume that any tactics described herein would be permitted by applicable law or appropriate for a given member’s situation.
Members are advised to consult with appropriate professionals concerning legal, medical, tax, or accounting issues, before im plementing any of these tactics. Neither Advisory
Board nor its officers, directors, trustees, employees, and agents shall be liable for any claims, liabilities, or expenses relating to (a) any errors or omissions in this report,
whether caused by Advisory Board or any of its employees or agents, or sources or other third parties, (b) any recommendation or graded ranking by Advisory Board, or (c)
failure of member and its employees and agents to abide by the terms set forth herein.
Advisory Board and the “A” logo are registered trademarks of The Advisory Board Company in the United States and other countries. Members are not permitted to use these
trademarks, or any other trademark, product name, service name, trade name, and logo of Advisory Board without prior written consent of Advisory Board. All other
trademarks, product names, service names, trade names, and logos used within these pages are the property of their respective holders. Use of other company trademarks,
product names, service names, trade names, and logos or images of the same does not necessarily constitute (a) an endorsement by such company of Advisory Board and its
products and services, or (b) an endorsement of the company or its products or services by Advisory Board. Advisory Board is not affiliated with any such company.
IMPORTANT: Please read the follow ing.
Advisory Board has prepared this report for the exclusive use of its members. Each member acknowledges and agrees that this report and the information contained herein
(collectively, the “Report”) are confidential and proprietary to Advisory Board. By accepting delivery of this Report, each m ember agrees to abide by the terms as stated herein,
including the following:
1. Advisory Board owns all right, title, and interest in and to this Report. Except as stated herein, no right, license, permission, or interest of any kind in this Report is intended
to be given, transferred to, or acquired by a member. Each member is authorized to use this Report only to the extent expressly authorized herein.
2. Each member shall not sell, license, republish, or post online or otherwise this Report, in part or in whole. Each member sha ll not disseminate or permit the use of, and shall
take reasonable precautions to prevent such dissemination or use of, this Report by (a) any of its employees and agents (exce pt as stated below), or (b) any third party.

3. Each member may make this Report available solely to those of its employees and agents who (a) are registered for the worksho p or membership program of which this
Report is a part, (b) require access to this Report in order to learn from the information described herein, and (c) agree no t to disclose this Report to other employees or
agents or any third party. Each member shall use, and shall ensure that its employees and agents use, this Report for its int ernal use only. Each member may make a
limited number of copies, solely as adequate for use by its employees and agents in accordance with the terms herein.
4. Each member shall not remove from this Report any confidential markings, copyright notices, and/or other similar indicia here in.
5. Each member is responsible for any breach of its obligations as stated herein by any of its employees or agents.
6. If a member is unwilling to abide by any of the foregoing obligations, then such member shall promptly return this Report and all copies thereof to Advisory Board.
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