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>>SIMMONS: Hello, and welcome to the Planning the ACCME 2020 Online Meeting Behind the Scenes. I'm Melissa Simmons, the Communications Assistant here at ACCME, and I want to welcome you to today's webinar. First, thank you to those who participated in the ACCME 2020 online meeting. We've gotten some great responses to the meeting, and several requests to get more information about the tools and strategies we used to convert our in-person annual meeting to a virtual event. Today, we're going to take some time to hear from the education team about their experiences planning and delivering the ACCME 2020 meeting online, as well as some key lessons they learned that they can share with our CME community. We'll start by introducing you to the education team. Let's start with Steve.

>>SINGER: Thanks Melissa. Hi, I'm Steve Singer, I'm the Vice President for Education and Outreach here at ACCME. And looking forward to this webinar, but really, I have the privilege of working with this terrific team, as you're going to hear from each of them about how we together were able to transition to this meeting, but that's an introduction, so maybe now, Marcia, Why don't you introduce yourself? 

>>MARTIN: Absolutely. Thanks, Steve. Hi everyone. I'm Marcia Martin, ACCME's Director of Provider Education, and lucky enough to be able to plan and help deliver education for you so that you all can understand our criteria and just figure out how to provide the best possible adult learning. So I'm going to pass it to Candace.

>>KOHLI: Thanks, Marcia. Hi everyone, I'm Candace Kohli. I'm ACCME's Manager of Systems Education and Outreach. I work with all of the state medical societies, and all of ACCME's volunteers to make sure that the accreditation process is smooth and equitable for all of our providers, and I will pass it off to Melody.

>>COHN: Thanks, Candace. Hi everybody. My name is Melody Cohn, I'm the Assistant Manager of Education and Outreach at ACCME, and I serve as our department's project manager, essentially, and help to keep us on track. And I will turn things over to Austen.

>>AQUINO: Thanks, Melody. I'm Austen Aquino, and I am the Department Coordinator for Education and Outreach, and I provide logistical support to the team, and I'll pass it to Walter.

>>NINI: Thanks, Austen. Hi everyone, my name is Walter Nini. I'm the Senior Multimedia Developer here at the ACCME. I work on creating a lot of the videos and multimedia assets you may have seen throughout the meeting, or if you go to our meeting website you currently see now. That marks completion of all of us, that's the whole DEO team. So back over to you, Melissa.

>>SIMMONS: Awesome. Thanks, Education. So Steve, can you walk us through how we took a three and a half day live event with many different components and converted it into a virtual educational experience over two half days? 

>>SINGER: Sure, sure. That's a great question. I think really the first thing for us, and this is going to sound very familiar to those of you listening, was really to just figure out what, if anything, we were going to do at all. We were all in the moment responding to the COVID-19 crisis as it was unfolding in Chicago, specifically. We were hearing about Governor Pritzker, our governor here in Illinois, about the plans to lockdown the Chicago area and Illinois, in general. So something that we started doing really was to look at other organizations, both within our sector, within medical education and the medical community, but also outside the medical community, other conferences, other professional organizations, to see how they were communicating to their stakeholders. And, I think, internally, our conversations really focused on the customer.

Our system serves healthcare institutions that have, at their core, an education and improvement mission, and we know that our stakeholders are those educators and administrators to help that education and improvement happen. So we realized that the best way for us to demonstrate leadership and to be helpful was to be transparent about what we were struggling with so that people understood, and we had communications that went out that say that we're not sure what we're going to do but here's what we're thinking about, and engage with us. And we knew that the best place for us to start to get some insight about that planning was to talk to our stakeholders. And I think, Marcia, you can explain how our existing planning the meeting made that an easy task to do at that point.

>>MARTIN: Yeah, sure, Steve. We were pretty well into the planning of our in-person events, probably about eight months into the planning of the event. We had a lot of things in place, including meetings with our steering committee, but then, we had actually immediately, as we were making the decision that following week, we had meetings with some of our faculty and other stakeholders. And talked about what to do with those, do we postpone them till we figure out what to do? But decided really that that was a great opportunity to use them as a focus group to just talk about what our options were, get some feedback from them on what they needed as the CME community, and what successes they have had with virtual education and what they would recommend. So we turned that into an opportunity to just sit and listen to our stakeholders and the folks that were already really involved with the meeting. So that was definitely a positive, so we looked at what we already had in place and how could we use it.

So, we asked them what would be helpful and productive, and they gave us some great feedback, what they would expect from an ACCME virtual meeting, so that was really great insight. And so, we got a picture of what the best outcome would be and just started to work back from there. So, once we had an idea of what kind of expectations would be if we were to move forward and do a virtual meeting, we thought about how long the meeting should be and how much content it should have. We were pretty clear that we weren't going to be able to replicate it, a three-and-a-half-day meeting session for session in a virtual format. So, we needed to think about screen fatigue, we needed to think about how engaged somebody could be virtually, how we could replicate some of the things that we already had seated into the virtual meeting.

We elected to keep it on the same dates because we knew that our stakeholders, our providers already had that time reserved for us. That gave us about seven weeks to look to see what we could do in a virtual event. But because, again, we didn't want to consume the whole day, and we realized that people had other kind of new assignments or new things to do with COVID, we truncated it and decided to just do it half day, each of those two main days of the meeting. And then so from there, once we decided that we were going to keep it on the same dates, but abbreviated, we talked about how the goals of an online meeting could be similar but then also different from a live meeting because two very different formats, different goals, different potential outcomes. And that helped us shift the focus and think about what the providers could get, even from a virtual gathering.

And actually, this is one of the things that we talked about early on, too, because we really... We recognized that not only the content that we were delivering would be really important for the CME community, but also what we were doing, that many of you are going to have to flip your meetings to a virtual event. So we wanted to be able to give you what we did as just a template or something to use to plan future meetings.

>>SIMMONS: Nice. And then once you determined how long the meeting should be and then what your goals were, how did you determine what the educational experience would be for the attendees? 

>>MARTIN: That's a great question, Melissa. I'll start with that one, and then maybe Steve can chime in. Probably the team got sick of hearing me say we should harness familiarity, but that was really something that I felt was important, that we should look at what made our annual meeting unique or just what made it familiar, folks, and draw what we could into the annual meeting. So for example, home rooms are something, during our live meeting, we've gotten a lot of great feedback on, and so we wanted to try to pull that into the virtual meeting, if we could, and replicate something that would allow participants to meet with each other and share what they learned in different sessions. So we looked at what things we wanted to keep that would be maybe not exactly the same, but familiar. So we started from the live meeting, we talked about which components we could move into a virtual event, and then which ones we should retain. So just because you can doesn't mean you should. We looked at...

We prioritized what was really important based on the difference in time. We also talked about the ability to include both synchronous and asynchronous content, so we could have the live meeting over those two half days, but we had opportunities to deliver other content across the week, or as a on-demand type of educational component. So that was important, we looked at what we could do, what we could convert to asynchronous content. We also... We had to start really thinking hard about what technology we had, and what we would need technology to do if we wanted to meet these kind of expectations that we were setting for ourselves. So the possibilities and limitations of technology were really important to talk about and consider, so that was important.

And just going back for one second to the asynchronous content, we also... As we were thinking about what to deliver even not in a live fashion, but in an enduring fashion, we thought about what was really important to us. And for example, research was a really important component we knew we wanted to keep from the live meeting because it's a part of our strategic plan, and it's a really important part of our strategic plan. It was something new last year that we saw really growing this year. So we talked about how we might be able to do that and explore like different opportunities to be able to offer that as an enduring piece as well as maybe some live component. Anything else you can think of, Steve? 

>>SINGER: Well, I just... I keep coming back to this idea that we really can't underscore enough, is that, as we planned our meeting, not only our volunteers, our steering committee, the faculty who we had already accepted and were on their way to preparing for presentations and sessions for the in-person meeting, we had all these stakeholders that were with us and working with us on the way. And what really hit us in those conversations that we had with them was, just to underscore a couple of things that Marcia mentioned, they wanted us to be, for lack of a better term, the guinea pig, a way of seeing through our experience how successful it would be, what would work, what wouldn't work, and being very transparent.

And also, when we talked to people about like what is it about our annual meeting that you value the most, what makes it awesome for you? They really shared that they liked our transparent effort in trying to model things, and Marcia spoke to that. So that really helped to guide us. And then we also kept going back to those volunteers again and again during this planning of this six, seven weeks, to say, "Does this sound right? Is this still on target? How would you improve this? Are we hitting the right note?"

>>MARTIN: The other thing I want to speak a little bit about, the leadership at ACCME. Our team, I don't know if it's appearance, we're a bunch of overachievers, we love the work that we do, and we can be perfectionists. Something that was an important moderating feature was that our leadership, Graham McMahon, Kate Regnier, our leadership team supported us, had open arms to embrace the ideas and the things that we were coming up with. But they also said to us, "Be cautious about how much we bite off." With the number of sessions, I think, at the first offer, I wanted to have all of the sessions. And then they said, "Think of what we could manage appropriately for our audience, but as importantly, what could we manage and staff?" Because the background of all this, and we're still in the middle of this, is that we had a staff under a great amount of stress and anxiety and difficulty, just with COVID and everything else going on. And we didn't want for the meeting to exacerbate that with our staff as a sacrifice for our stakeholders, to hurt our staff in the middle of that would not have been productive. So I think that that was an important and an excellent input from our leadership. I'll hand it back to you, Melissa.

>>SIMMONS: Thanks. And then Marcia mentioned exploring technology earlier, but Steve, from a management perspective, how did you approach determining which technology would be best used for the meeting? 

>>SINGER: Yeah, so we right before... I can't remember if it was right before or right after. Maybe Marcia, you can correct me. But we had done a rapid response webinar about COVID. Things were moving so quickly that we felt like we needed to get in front of our accredited providers quickly and offer them some tools and ideas about how to be responsive and shortcut the delivery of CME with all these challenges. So in preparation for that, we as staff did a survey of all sorts of different webinar platforms, what things were free, what things you had to pay for, what were some of the perks and bells and whistles of different platforms? And we put that into a resource that we're going to share with you as part of this webinar, it'll be in the additional materials, but that was something that we had explored and developed as a tool for that COVID webinar. And that learning helped us to think about what was the best way to match up a webinar platform with the goals of the meeting that Marcia had designed.

Another thing that was really important is that we knew we could not do this alone, our education staff. So we really... It was all hands on deck, so we reached out to our IT team, and really allowed us... They were very generous in helping us. But we all worked together around testing different platforms to see how they would work and how easily we can use them, pricing, contracting, an important part of this, and I think that Candace, I believe, is going to talk about this a little later. We knew that our staff was all remote, so that in running the meeting, there would be different kinds of environments that people were connecting from. So we had to think about what was the internet connection, the quality and speed of the internet connection for our staff? Did folks have a hardwire connection, if that's a better way to connect to the internet? Do they have headsets, and do they have ways to address noise in their homes and their environment? 

And then we had a whole other conversation about security. If those of you who remember when a lot of people went to using Zoom, there was Zoom bombing and all of these security concerns, so we had to think about what were the ways to address those concerns? We ended up choosing a platform, which was Zoom, that met our needs and wasn't cost-prohibitive for what we were planning to do, but we really hadn't used it before. And something that we started to think about in this process is that just as we were learning how to use these tools, we would have to do really a lot of education and training with our stakeholders and our faculty and our staff. And actually, I'm going to hand that back to you, Melissa, for Austen to tell us more about that.

>>SIMMONS: Yeah, Austen, since your team was using the new platform, what were some of the things you did to get comfortable with using the new technology? 

>>AQUINO: Yeah, great question. And this is really the biggest challenge that I faced in helping to plan our virtual meeting, because as Steve said, we hadn't used Zoom before. I had never used Zoom before. And once we decided that that was the platform we were going to move forward with, I had a little over a month to learn and become comfortable with Zoom, not only enough to run my own part of the virtual meeting, but also well enough to teach the rest of our staff. So, one of the things that we did was we just started using Zoom as much as we could right away. So, we had daily check-ins once we moved to social-distance working. So, we were using Zoom for that. And any and every meeting that we could use Zoom for, we did. And I think that allowed us to all just become more comfortable in the Zoom interface and become more comfortable with where things were. It helped me develop my muscle memory with the different controls and capabilities of the system, which was very helpful. Aside from that, it was a lot of testing, a lot of practicing, a lot of researching, and then just rinse and repeat as much as I could. So as the meeting was developing and questions would arise about the capabilities of the system or what would happen if attendees did this instead of this thing, I would first turn to Zoom's help center.

They have a really robust collection of articles and video demos that were really helpful in figuring out how the system worked, what it was capable of and what its limitations were. And if there wasn't a demo or even if there was, I would run a test just to see what would happen. So, it got to the point where I was running multiple Zoom tests a day every day for a little while there. But I think it paid off. So it really helped me become much more comfortable. And once I had my arms around how Zoom worked as much as I could, I started to train our other staff members, who were going to be working as technical managers. And the thing that was front of mind for me when I was doing that is even though I've never used Zoom before, I've been running webinars for ACCME for almost two years now. So I'm very comfortable with that process, but a lot of our staff who were going to be technical managers had little to no experience running a webinar.

So, I wanted to make sure that they were not just familiar with the system, but that they knew it well enough that they could be reactive in a situation that might arise that was unexpected. So, the first thing I did was... We did some didactic training and demonstrations, where I modeled what sorts of tools we would be using within Zoom. And then after that we gave our technical managers multiple opportunities to practice, both while I was around to answer any questions that might come up and also on their own with their teams of facilitators, as much as they felt they needed, to be comfortable with the system. And I think that the training really paid off, our staff did a great job being responsive and really taking ownership with the technology.

>>SIMMONS: And I want to switch gears a bit to getting faculty ready for the meeting. Marcia, we all know the turnaround for the meeting was so short. So, what steps did you take to prioritize preparing faculty for their roles? 

>>MARTIN: Thanks, Melissa. Yeah. Many of these things we were obviously doing in parallel. While we were preparing staff, we needed to also figure out what our faculty needed and get them ready. I think probably the biggest tenet that we kept in mind was to try to make it as easy as possible for the faculty to step into whatever framework or structure we put in place. So that was really something we wanted to have front of mind. Since it was a short turnaround, we wanted to provide the building blocks that they could just step into. So that's the number one thing that we kept in mind. So we also... We mentioned earlier, we drew from the content that we had already planned. We had a lot of... We had 57 sessions and we were drilling it down to eight. So we wanted to look to see what fit into what we were planning. We had decided that we wanted to take some time to talk about COVID and the impact of what was happening on our education systems. And then from there, we thought, "Well, what would be really helpful, talking about online tools would be a great help." So what did we already have that was submitted that dealt with online tools, or tackling different formats, different pedagogy, within an online format.

So we looked at what we had, and then once we decided who we would tap that was already planning on presenting information that we thought would be useful, we wanted to balance the effort that they already put into what... Getting ready into what they would need to further do. In many cases, we took a panel approach. So we had three folks over here that had been planning on giving hour-long sessions. We pulled them into a panel and asked them to think about what they were planning to do. What the biggest perils and takeaways were, the learning outcomes from those sessions and focus on those, as they were contributing to the new session.

So we wanted to just... We didn't want to give them more work to do, other than taking what they had and figuring out something to focus on. We created... So we had concurrent sessions in our agenda. We had two sets of concurrent sessions, one each day, and there were four concurrent sessions happening, so folks could choose the topic that best suited them. What we started with was a standard outline for those sessions. So instead of them all just being different and organic, we created a template and said, "Okay, this is what the structure of these out... These test sessions will look like. We're going to go back and forth to breakout groups. We want to build in some interactivity." And then we created a place where the faculty could drop their content into. So, this was a place where we would talk with faculty, then we would go to breakout groups. So, we started with that standard outline, shared that with the faculty and talked about where we were going to engage them so that they could focus then on their part of the activity. So, we created that structure, as I mentioned at the very beginning. So, once we had that, once we had invited our faculty, we actually only had one person say that they couldn't participate because of their schedule. Everybody else was so gracious and said yes right away, which was awesome. I don't think that's ever happened for a meeting that I've been planning. Everybody was on board.

>>MARTIN: So, we knew they were eager and we knew they were capable and ready. So then we set up meetings with those faculty teams and the staff that was going to be a part of those concurrent sessions, just to talk about that outline and the flow for the session, give them a little bit of action item to do as far as thinking about their portion and then met back with them one other time to finalize things up. So, we only had two meetings with them. One was that idea-generating meeting and then the other one was just to cinch things up. But keeping it easy for them was again a big goal.

Steve mentioned the webinar that we did right after COVID, and there was a tool on that that's really helpful that we'll post in addition to this. And it was tips for faculty. So it's something that you can use and share with your faculty about participating in a virtual meeting, if they haven't done that before, because getting them ready for the virtual environment is really important, knowing what to expect, like suggestions like if you've got a lot of ambient noise to use, headphones, just those kinds of things. So that's a tool that we'll have available for you. And we will also share with you just a sketch outline of what our faculty development plan was, in case that might be useful to you.

>>SIMMONS: Now, Candace, you helped staff get ready for the meeting, what were some lessons your team learned in preparing staff to manage this massive virtual meeting? 

>>KOHLI: Yeah, thanks, Melissa. So, we really realized that given the environment that we were working in, we had all just transitioned to a remote setting and we were still trying to figure out what that... How we were going to work that way. So, we decided that it was going to be really important for us to have a really thorough staffing plan. And we knew that some people had internet connectivity issues, some people had a lot of noise in their environment, like me. [chuckle] some people had kids at home. And so, we decided that we should really think about what capacities people had and plan for failure. So, if someone's internet went out, for example, have a backup person. So, we came up with specific roles and then we assigned at least two people to each of those roles for every single call to ensure that we always had a backup. So we also tried to really look at our staff and look at the skills that people use every day for their positions and leverage some of the staff resources that we already had.

>>MARTIN: And to even look at things like who has media expertise or ability that we might not really use very often, who's really good with technology, even if their role doesn't necessarily require that, and leverage some of those abilities to the benefit of the meeting. And we even looked at things like across departments and teams, who are people who work closely together frequently and have a good working rapport that might function well as teams on these particular calls? So we came up with roles, we planned for failure and backup, and then we also tried to leverage the resources that we had.

>>SIMMONS: And what about training? What other support did you provide to staff around the technology to get them ready? 

>>KOHLI: Yeah, I think Marcia and Austen hinted at this a little bit. We had multiple stages of training for our staff. So, we trained based on the role, and then we also trained each team individually. So, there were two key sessions for each group. We met with the staff who all had the same role. So, in particular, Austen did some pretty involved technical training for the people who are going to be the tech role on our calls to make sure that they knew how to run Zoom and were really familiar with it. And like she had said, had the opportunity to develop some of that muscle memory so they could respond quickly in case something happened during the call, like a Zoom-bombing.

We also trained based on the teams. So, we had each team have a practice call where the techs got to practice all of the things that they were going to do, letting people in from the waiting room, sending people into breakouts. Our second tech person who was in charge of putting things into the chat had the opportunity to practice that. And the hosts who had a script were able to run through that and see... Make sure it felt comfortable to them, and everybody had the chance to practice doing all of that at the same time and in unison and developing their rapport as a team. So yeah, we tried to make sure that everyone had guidance and structure so that no one felt nervous, they felt like they were well prepared, but to also leave space for the teams to make the roles in the sessions their own, and to give them some ownership over it.

>>SIMMONS: Now, tell me about the Run of Show. What was it? How did the idea come about to use it? 

>>KOHLI: Yeah. We came up with an idea that we called a Run of Show, I actually don't remember how we came up with it, but we knew that some of us are really used to being on calls like this and doing webinars with a lot of people on our calls. So, Steve, Marcia, Austen and I, Melody, periodically, were on these pretty frequently. And we knew that we felt comfortable with how to welcome people, move people throughout the call, manage the technology, but we knew that we were going to have to use staff members who don't do that regularly.

So we decided to come up with a run of show that structured the flow. And it had... It was really a table in a Word document with a number of columns. There was a column for the time, and we timed things down to the minute. And then we had a column for the host, where everything that they said was scripted out, we had a column for the tech person that explained what they needed to do at any given time. So like when the tech person needed to start creating the breakout groups, we scripted that in so that when we wanted to send people into the breakout groups, that was already prepared and ready, and then the tech wasn't spending time doing that at that point, for example. And then we also had scripted out the things that we were going to put in the chat so that the second tech person or the backup tech person could just copy and paste those into the chat at the right time, or at the designated time. So it was a way for us to create consistency across all of the sessions to keep the sessions structured and flowing so that our faculty who are really working hard to help us make this successful, that they all got an opportunity to share the things that they wanted to share, our learners and participants had time for interactivity and to consolidate their learning, and our staff felt comfortable and well prepared.

So we got the idea of doing something like this from joining some other calls. So as an education team, we look for other educator groups that we can borrow ideas from and brainstorm from, and we had been on some Zoom calls where we noticed that it seemed not scripted necessarily, but it seemed like there was a definite flow and intention. And so we decided to borrow some of those ideas as we came up with our plan.

>>SIMMONS: Nice. So since we covered both staff and faculty, let's talk about getting the registrants prepared. Melody, how did you adapt your registration process from the live meeting? 

>>COHN: Yeah, thanks, Melissa. So obviously, our first step was to communicate with our current registrants about the change of plans and what we were going to be doing going forward and what their options would be. Then we spent some time chatting with the staff of our event-hosting platform just to see if they had any experience and what they would suggest. Their suggestion for us moving forward was to just create a new registration website. So we did that. And that gave us a clean slate to work from. We decided to keep that as simple and streamlined as possible to make it really easy for people to register. So we kept our questions there to a minimum. And we also gave guests the opportunity to only register for the session that their schedules would allow.

Then, as Marcia mentioned, our audience members might now have some different priorities or different responsibilities that they would have to juggle. We wanted to make that flexible for them. And then, so just like an in-person meeting session would have a different room that they would meet in, we decided that each of our different sessions would have a different link. So they would be joining each session per its link. And so we chatted with our IT staff about that and decided that the most secure way to share that information was to send that via email. And we were lucky that our hosting platform had some automatic data capabilities that would pull in the information from the session that our participants registered for so that they would only get their links, which was great. So that really simplified that process for us. We recognize that this communication was going to be very different than it might be in person, where we would normally have our ACCME staff to welcome and to help orient our guests to the space into the meeting. And creating a welcoming environment is something that's very important for our in-person meeting 'cause we want to ensure that our learners are feeling comfortable and that they have access to everything they need and generally know where they're supposed to go. And we didn't want to miss an opportunity to communicate that to our participants. So, I'll actually let Walter explain how we accomplished that.

NINI: So, in terms of creating the welcome video, it really all started with the script. We had two goals that we really needed to accomplish with this video, which were welcoming the attendees, making them feel excited about the meeting, but also giving them essential technical notes for how they were going to navigate the meeting. So, we wrote a script that we felt did both, starting with the welcoming portion and finishing with some more technical notes. And then we actually had our own Melody Cohn do the performance. So, she actually just recorded the video clips on her laptop at home using the webcam, built-in webcam on the computer. And I believe she also has a USB microphone that she used. So that was a big help for audio quality. But prior to recording, we just did a very simple breakdown of the script, breaking it into sections. And Melody gave us multiple reads of each section, so we had a few options to use when we were editing, which was really helpful. And then we just did a really quick edit on it. I think we had the edit turned around within a few days. We added some graphics for key concepts or directions that we needed attendees to see and had it all finished within a few days.

The one thing I would say that was a big help, just because there was so much technical information we did need to get across is that we had created a Quick Start PDF, which was just a one-page PDF that was available on the meeting website under the Getting Started section, and we used the video to really promote that as much as possible. Because the PDF was doing the majority of the heavy lifting in terms of instruction, we just really made sure the video pronounced that as much as possible and that everyone knew exactly where they could go to find that PDF. So it seemed to work pretty well. We got good feedback towards the video, and I think it was a good way to make people feel a little bit less anxious about the experience and also have an understanding of how it was all going to work.

>>SIMMONS: So Melody, did you have a plan for communicating with participants during the meeting? 

>>COHN: Yes, we did. So as I mentioned before, we really tried to create an environment where our learners feel like they have everything they need. And as things were pretty all hands on deck for our staff, we recruited some of our ACCME front desk staff members to help provide the support, where we would normally have them at the meeting, typically, as that front desk helping, but it was just a behind-the-scenes front desk, so to say. But they were there to help answer phone calls, if someone had a question about time zone or they couldn't find their link, or... We also had an email box set up for them to respond to different questions that people might have. And even sometimes in the case where our staff might not have the right answers, they were able to refer them to Zoom to make sure that they got all the resources they needed and their questions answered. So I actually have a question, because speaking of all hands on deck, Melissa, your team did a great job with the social media for the meeting. So could you maybe tell us about that and what your team did? 

>>SIMMONS: Yeah, for sure. So like Candace mentioned before, with the staff roles and the Run of Show, some staff were assigned to media liaison. And so those staff were pretty much assigned to different sessions throughout the two days, and they acted as a reporter. So their jobs were to take screenshots of the speakers, or slides, and record quotes, and then they would send them to me, which I would then post on our social platforms for each session. So we had this real-time coverage of the whole meeting for the two days, which is really nice. And we've never used media liaisons before, so we didn't really know what to expect, but it was a really smooth process. We communicated to each other through our group chat, and the process was pretty seamless. So we actually continue to use that process now for any virtual meetings that we attend, so we can have that coverage.

>>COHN: So if you want, I can also fill you in on how we stayed on target with our reassigning our tasks, then our different plan for the meeting moving forward. So I'll just go ahead and jump in. So we started by brainstorming the major tasks that we would have to complete, since we had to throw our former tasks out the window, pretty much. From there, we were able to create a pretty fleshed out task list with deadlines, which were very important, and we chose to use our project management tool, Microsoft Planner, to organize all of this for us. And there are a lot of different project management tools that you could choose from, but our team just happened to be familiar with Planner already, so it seemed like it was probably the best choice for us moving forward. We did have a few things in mind for this that we wanted to consider to choose this platform. So first off, it had to be really easy for people to use. Hopefully, people can sort their tasks by person or date or resource. They would also need a place to include notes or descriptions or helpful links, which Planner does, so that was great for us. And it also needed to provide good accessibility and visibility of the scope of the whole project.

So that helps communicating about the project a little bit easier, because it's important for the whole team to be able to see in real time what's getting done, what needs to get done, what might be holding a task up, stuff like that. So that's what helped us make that decision.

Additionally, to help assign tasks. As Austen mentioned earlier, we had daily check-ins. It was partially, testing out, getting comfortable with Zoom, but we also wanted to keep the lines of our communication as open as possible, and that proved to be really important for us, this daily opportunity to chat with each other. I think also, especially with the given circumstances, it really helped to support our team morale. Because it could have been really easy to get overwhelmed with everything that was changing so rapidly, but being able to stop and to connect with our colleagues was a great reminder that we weren't alone and that we had each other's back.

>>SIMMONS: So what were some of your other takeaways in creating a rapid response online activity? 

>>COHN: So it really was a team effort, it was definitely... I keep using the phrase "all hands on deck," but that's how it was. While the project could have felt a little overwhelming, it was great for us to all be working on this together. And we also... Since we were all working on it together, we distributed tasks amongst the whole team a little differently than we might typically do it, which was really exciting, and it helped to keep each staff member on their toes. And it just made for a broader learning experience, I think, for all of us. So overall, I think that creating this meeting really tested our team's flexibility as well as our trust and our understanding in each other, because we all had to feel confident in one another to make everything run as smoothly as it did. And we also had to learn to forgo our perfectionist type A tendencies, because if something went wrong or if there was a hiccup, it was okay, we just move on with the show.

>>SIMMONS: Thanks, Melody. Now, I want to switch gears a little bit to other research posters. Marcia, you mentioned earlier that research was an important component to include in the meeting. Can you share... How has the virtual poster sessions evolved? 

>>MARTIN: Yeah, for sure. This was probably a little bit one of the higher stress areas because it was something that we didn't know how to deliver, we knew we wanted to deliver and what we wanted to deliver, but to get the how part was challenging. So what we wanted to deliver, we started with what happened in the live event. Normally in a live event, we'd have posters displayed all week long, and then we had a research exchange where the research teams would give just a two or three-minute summary lightning talk. And then there would be a reception where the participants could circulate between the posters, the researchers would stand by their posters and they could ask questions.

So those three components we wanted to try to replicate, one was sharing the poster, so that was an easy asynchronous, we could share that in some platform for the whole week. But then also to deliver the lightning talks, give them a chance to do a little summary and have folks engage with them and ask questions. That's a really important part because the goal here is to not only teach about the content of the posters, but the process of being a researcher.

So the original idea was actually... We started with Facebook, alright? That was my original thought. Because I thought if we had a platform... I also thought this might be a good opportunity to model how to use social media in education if we started with Facebook. Created a Facebook group, we could post pictures of the posters, we could maybe do a live... Facebook live stream and let the folks do their lightning talks, and then we could have a time where the researchers will be ready to answer questions via chat, so live chat like you could normally do on Facebook. There's a couple problems with that, one is that not everybody's on Facebook, two is because folks were connecting from maybe work computers that might have been firewalled because it's more of a personal app, and then also a lot of folks keep their personal Facebook profile separate from the work that they do. So there's that lead that we didn't want to frustrate people with. So we started looking for another platform that would accomplish those same kind of goals.

So, we started from an idea, we recognized the challenges with that idea, and then broadened and said, "Okay, what else could do this?" We met with a couple vendors, none of them really had all three components. So we paused and we started to think to look at what we already had and think a little bit out od the box. Maybe we didn't have to have one platform to deliver all of these components, maybe we could use resources that we had. So I think it was Melody's idea to create custom pages on our registration site.

We had the ability to do that through Cvent, so we thought, okay, we could create a custom page for each poster. And then Walter had the idea of creating what we called The Lightning Talk videos, and all of these are still actually available that you can take a look at. So we thought, "Well instead of giving them that live chance to explain their posters, maybe we could record it and then people could listen to that throughout the week and get ready to ask questions." And then that culminated with this live chat session, we thought that was really important to give that question-and-answer period a chance to bubble up.

So our technical... Or our vice president of Data and Information, Julie, suggested that we use Zoom since we were already using it to host chat sessions, have individual rooms or researcher team in each room and people could pop in and out and ask their questions just like they were cycling through the posters at the event. So in thinking about what we already had, that fell into place. So I would say don't be afraid to try new things, or just take a step back, even if you have a focus idea of what it should be, deconstruct it a little bit and think about what it could be. We also, in that, found the opportunity to try a new tool because we wanted that chat feature that alluded us or the ability to leave comments on the poster. So we tried a new tool called Discuss, and put that as a plug-in on our page to see how people would use leaving comments. So we had a chance to try new things. Walter was a super awesome help with creating The Lighting Talk, so Melissa, if you don't mind I'm going to ask Walter to talk a little bit about how we did that.

>>NINI: Sure. Thanks, Marcia. So, we wanted to keep these lightning talks really simple for the researchers involved and take any production responsibilities out of their hands, because they're already going to be performing and having to talk for a group of people, so we didn't need the added pressure of having to figure out how to record it as well. So, we decided to use Zoom again. And basically, what we did was schedule 30-minute times with each researcher, and recorded them doing their talk. So, we'd use the first 10 minutes to orient them and reassure them that this was going to be okay, and that all they needed to do is just give their normal presentation and we would make it all work technically. So, we would usually do a dry run, followed by one to two official takes, and usually we would end up using the first take, and these takes would be usually two to three minutes long, so we'd have them keep it really brief. And once we had finished the recordings, we really didn't have to do much editing at all, we just picked the take that was the best take. Usually we knew already when we were recording, so it's not like we had to spend a lot of time picking through different takes.

And then we simply uploaded that to our Vimeo account and embedded those Vimeo videos into our meeting website. So when you would go to the web page and see each research project, the video embed would be the first thing you would see and that would give you a really brief, easy introduction into what the research project was about and what to expect during the talks, and hopefully allow people to come to the actual live sessions with questions and things they wanted to know more about. So that was pretty much it. It was really not an intensive process for us. Really, most of the time was just... what we actually spent was during the sessions doing the recording. The post-production was really easy and getting them on the website wasn't much work either. So, yeah, I think the process went well, and it's something we would try again even if the meeting wasn't all virtual.

>>MARTIN: Yeah, and Walter, I'll just add one thing to that real quick. I talked earlier about keeping it simple for the researchers, so we gave them four questions. So every researcher was talking to those four questions and knew the time frame. So it was really easy for them to think about it and deliver very similar pieces of information for the listener.

>>SIMMONS: So before we wrap up, I just want to go around and ask each of you to share your biggest takeaways or lessons learned from converting the online meeting, the in-person meeting to an online format. Marcia, let's start with you.

>>MARTIN: Sure. Thanks, Melissa. I mentioned it earlier, but I'll just reiterate. I think taking the opportunity to try new things and allow yourselves to learn from this challenge that we face, it's a little bit liberating. It's a little bit nerve-racking if you're type A like me and like to keep things together and like to know how things are going to happen, but it's also liberating. So just take that opportunity to try new things. And give yourself a chance, give yourself the opportunity to fail, it's okay if it doesn't work or you have to tweak along the way. Austen, how about you? 

>>AQUINO: Yeah, thanks Marcia. I would say my biggest takeaway is something Melody said, is just trusting in our team and in our staff, because no matter how much prep work that you do, something unexpected is probably going to happen, and you just have to trust that your team is going to be able to handle it and that things are going to go smoothly. And I'll hand it to Melody.

>>COHN: Thanks Austen. I think my biggest takeaway was really the importance of communication, and having open lines of communication, both with your staff and your participants. I think that just really helped to streamline everything that we were able to accomplish and do with this meeting. So what about you, Candace? 

>>KOHLI: Yeah. I think really figuring out what you want the experience to be like. And then just scanning, scanning, scanning and looking at the horizons at what kinds of possibilities exist, that you could grab for as resources to help you achieve what you want to accomplish. And really working and utilizing all of the resources that your staff bring, because your young staff members have ideas about technology that the older staff members don't have. One person might have a skill that you might not know about, or they might have an insight or an idea, and that idea becomes the thing that makes it all fall together. So I think those are my ideas. How about you, Walter? 

>>NINI: I would say that while we obviously had a lot of new limitations impressed upon us during this meeting, that while those were often very stress-inducing, they also were often drivers for resourcefulness and creativity. We found new ways out of necessity to do things, and we came up with some interesting new approaches that I think we'll use again in the future, just because we had to. So I would say that limitations can be a good thing, although that they can also be very stressful, but I was really proud of the way we were able to be resourceful and come up with new ways to do things to engage our learners. How about you, Steve? 

>>SINGER: Yeah. It's hard to go last, you guys already said all the awesome things. First, Melissa, I just want to thank you for taking time to interview us and to help us to put this together. I hope it's going to be a terrific resource for all of our colleagues out there. I think that for those of you listening, when you listen to what each... Marcia, Melody, Candace, Melissa, Austen, Walter, what each of our team members shared, it's pretty obvious that we weren't going to fail with such a terrific team. So I think my first takeaway is you have to be supportive of your team and of each other, and invest in them, invest in their ideas because it really makes me so proud and thankful to be part of this team, and to also hear how ACCME's mission and vision is really so clearly embodied by each of the ways that our team members think. So that's one. The second thing is this, being very transparent, communicating and listening to the people that you're trying to serve with your meeting I think brings you back down to the ground and where you need to be. Because really, the vision of what we created, like our team working with others, we did all these amazing things, but the seed of the ideas went back to our volunteers, our faculty, and our learners, the people that we engage with to say, "How can we be awesome and how can we help you during this really challenging time?" So, thank you.

>>SIMMONS: Well, thank you so much, Education team, for taking the time to talk to us today and share all of your helpful insight and information. And we really hope our listeners find that useful. And thanks, everyone, for listening to ACCME 2020 Online: Behind the Scenes.
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