
Key Takeaways:
1. Define Clear Purpose: Establish a clear purpose for the offsite, as it guides all other aspects of planning and ensures the event addresses specific organizational needs.
2. Strategic Planning: Start with strategic questions about what the offsite is meant to achieve and what attendees should think and feel afterwards, aligning activities with these goals.
3. Involvement of Stakeholders: Engage key stakeholders early in the planning process to gather input and ensure the offsite meets the needs of all parts of the organization.
4. Role Delineation: Clearly define roles for organizing, designing, and facilitating the offsite to ensure smooth operations and effective content delivery.
5. Choosing the Right Facilitator: Consider hiring a professional facilitator for complex or critical discussions to ensure productive outcomes and unbiased leadership.
6. Budget Considerations: Plan the budget carefully, considering the purpose and desired outcomes, and balance spending between logistical expenses and content delivery.
7. Interactive and Engaging Agenda: Design the agenda to maximize engagement through interactive sessions that foster connection and collaboration among participants.
8. Location and Timing: Select a location and timing that minimize costs and maximize convenience for participants, ensuring a higher attendance and engagement.
9. Follow-up Strategy: Develop a follow-up strategy to continue momentum from the offsite, addressing action items and feedback to reinforce the event's impact.
10. Evaluate and Adapt: Gather feedback from attendees and evaluate the offsite’s success to refine future events, ensuring continuous improvement in meeting the organization’s strategic needs.
Transcript:

Speaker 1
Hi, everyone. 

Speaker 2
You're listening to the Venwise roundtable. I'm your host and facilitator of this roundtable, Maya Dolgan. And in today's episode, we'll be talking about designing effective off sites. This roundtable was led by Lindsay Belay, VP of people at Artemis distribution. In this roundtable, Lindsay touched on five the importance of stating a clear purpose for the off site, deciding who's running it, coming up with the budget, designing it, and following up. It was a very practical conversation. 

Speaker 2
The attendees found it particularly useful to talk through the purpose statements, talking through how to divvy up who's organizing the nuts and bolts, separately from the design and separately from the facilitation, when you want to get someone to do all of it, how you can break it up and getting into all kinds of details about fun things to do in different cities, from New Orleans to New York and when to go out to the woods and whatever. So you'll hear all of that and more in just a minute. All right, let's get started. 

Speaker 1
Thank you, Maya. Hey, everyone. Thanks for joining. I was reflecting back on some of the best off sites that I've been a part of, as well as some of the worst offsites I've been a part of. And one that came to mind was we had a sales kickoff. It was a January sales kickoff, and it was in Miami, which was great because I was in New York looking forward to getting out of New York for a hot second and enjoying some Miami sunshine vibes. And the two day, in the two day event, if I spent more than 20 minutes outdoors, that would have been a win. But were in a conference room, which is actually a beautiful conference room, but you couldn't see the screen unless you had, like, the really heavy drape. Drapery closed. 

Speaker 1
They closed the blinds to the nice view outdoors, the sunshine, and started at 830 and ended at six with an intermittent break now and then a ballroom lunch. And after two days, I thought, why did they even spend the money to fly us down here? Like, this would have just been, like, much easier travel wise and less depressing if we just went to New Jersey in a conference room on the highway and shut the blinds and, like, called it what it is. So I want to talk a little bit about today, just kind of go over some best practices and then get into some finer points and details. I have five tips for offsite planning. My hope for this session is that one of these will be a either something new or a good reminder, a best practice for you to go back to. 

Speaker 1
I imagine you're here because you're thinking about planning an offsite this year and that is top of mind of what to do and how to do it. I also then took my last two events that I've done, a virtual event for about 50 people over the course of two days and the budget and the agenda, as well as an offsite that we did late last year for about 60 people as well in the agenda and the budget for that. So I'm happy to go in and review and just give you some of the cost structure breakdown and answer your questions. I'll jump in and just kind of start and then I'll pause after each dive, after my five tips and let's do some q and a. You have all been to offsites. 

Speaker 1
You probably have helped be part of a planning for an off site. My expertise is in the ones that I have been to and the ones that I've planned. So. And that's not all of them, right. So you guys don't have a lot of insight that I hope to learn from as well. So please share your experience and best practices, too. The first thing that I was thinking about for today was, you know, when it comes to where do you start with your off site? Someone's like, I want to do an off site, or we should get together. The biggest thing to nail down and sometimes the hardest and the slipperiest is what's the purpose? Like, why are we even contemplating this? Why are you thinking about spending money? And I will tell you that without a clear purpose, your retreat will grow legs. 

Speaker 1
You will start to have input halfway through the agenda, making about, maybe we should do this or do that. And it's just something. It's like the most important thing to be able to go back and be like, that's not why we're doing this. Because one off site is like, cannot kill all birds. Kill multiple birds with 1 st, you can't do it. You can maybe do two or three things well in an off site, but you can't, certainly can't, like set the strategy, get all the leadership team on board, have fun. Do you know cooking like, you can't do? You just can't do everything. And if you try, two things will happen. 

Speaker 1
One is you'll have an overpacked agenda where everyone's running around like chickens with their heads cut off to try to pack everything in and you'll miss some of the downtime, which is like a beautiful thing that happens at an off site where people make connections, they talk more in detail about subjects, et cetera. And the second thing is you'll walk away and you won't. Your outcomes that you have will be really hard to drive further. Like your post event strategy will be hard to continue with because you had so many things happen. So it's a little bit of taking a purposeful pause in the beginning to say, like, what are we doing here? And the way that I do that is, I ask myself two things. One is what do I want people thinking and feeling after the event? 

Speaker 1
Like whatever the briefest someone has given to me. If my CEO was like, we need an off site because we want there to be more collaboration and engagement and fun amongst team members, great. That's the what. But like, what should people be feeling and thinking after the event and what should land in their gut? I like that because it's not like, what should, you know, what is the business need? Or what do you think employees want? It's like, what do you want to your employees to feel or your leadership team to feel or your clients to feel in their gut? Walking away about the corporation, about the leadership team, etcetera. The clear you can get on that, the less time you have to spend on everything else because it's like you have a target, you can go back to the target. 

Speaker 1
Does this help us meet this purpose? And subjective or not, there's a couple. Like, those are the ways that I get to it. But of course, this comes with discussion with your stakeholders. So how many, I don't know how many people in here are like, let me see if I can go around here. Found like finder, CTO, EA, counterpart head markets. Okay, so I see like CFO, et cetera. So we all in here have different stakeholders that are going to want their opinions heard about what happens in the offsite. Your whoever, you know, and I'll talk about this one next is who's going to actually run this thing? But the biggest thing to come back to is driving consensus early on around what's the purpose. And I typically go to my CEO in double tap, in triple tap. This is why we're doing this. 

Speaker 1
This is what it is. This is what, you know, how this whole thing is going to form to make sure that we're on the same page. Anyone have any comments on questions on that? I know it's like table stakes, but we often forget it and go right to the agenda, planning and the budget. 

Speaker 2
Yeah, I definitely want to underscore this point as well. I'm curious to hear comments, questions from the group before we move on, generate deeper connections there. So, yeah, Lindsay, put in the chat. 

Speaker 3
Would you crowdsource the purpose or would you set it? If you own, like, the offsite, would you said it by yourself or would you ask people? 

Speaker 1
I think it depends on the size of your organization. Right. And so, and, like, who it's for. So the last one that I did, it was all for employees. I was mostly concerned with what I employee conversations that I've had around and employee scores and things that I had because we really wanted an engaging strategy, but then also fun off site. So for me, it was like my stakeholder was the CEO and then a cross section of employee base. But if I'm doing a leadership session, then I definitely want to know from the leadership team what they think the big hairy problems are that we need to be talking about this. Does it mean all of them make it into the purpose and what we're going to solve? Absolutely not. But at least I've entertained that discussion. 

Speaker 1
I would say very rarely do I set the purpose without having at least consulted the key stakeholders that I know should be involved in that process. 

Speaker 2
I just put one in the chat from the last few days from what I was running as well, that he hired me, the CEO. I wrote this. He wrote something. There's maybe three words here from what he had drafted. We had a meeting. He explained to me what he wants to get out of it. I wrote this. We met again and discussed it and approved it. It went on the top of the agenda, and we read it out probably three or four times during the two days, like reminding people what it is. And it kept everyone really focused on this being the core. Yeah, that's the way went about it. 

Speaker 1
I will say also, Simon, that having conversations can sometimes change what you initially thought the purpose was going to be, which is important, because if you want people to come to an off site and be engaged and you want to make it worth the money for the company, then it's better to understand upfront what people are hoping to get out of it, then create something and then have people come and be like, oh, well, this was more of, like, an obligation than an opportunity that allows you to craft that message. 

Speaker 3
This is helpful. 

Speaker 1
Thanks. Yeah, of course. And again, like, besides, you know, getting buy in from your stakeholders, et cetera, it makes your life a lot easier when people want to throw stuff on the agenda of you being like, hey, like, that just doesn't fit with what we're trying to do for this off site. That's a different off site, you know, and it's not a bad idea, just not the offset that we're having right now. It'll save you tons of time in the long run. And an agenda that's just actually not feasible. 

Speaker 2
Cool. 

Speaker 1
Okay, so that's number one. Number two is who's going to run this thing? So there are kind of three roles that I see continually happen in the off site space. One is who's going to organize the nuts and bolts, the details, right? This is like, how are employees going to get from the airport to the off site location? What's the menu going to be at dinner one night if someone gets sick? What's the protocol going to be for helping them stay safe? Et cetera? Then there's who's going to design the actual offsite? And what happens there that meets the goals of the purpose? Who's going to put the thought and craft into the events that take place so that at the end of the day, the purpose is met? And then the third piece is, who's going to facilitate the actual off site? 

Speaker 1
Now, I would say you do have people there are, like, unicorns that can do all three of these things. But they are unicorns because they're very different skills. You have, like, an operational skill. You have a learning and development kind of agenda setting skill, and then a facilitating skill. Right. And that might not be all the same person. So sometimes I hear, like, oh, we're just going to hand this to this person in the company to do it. You just have to know it's unlikely that they're going to be able to meet all three of these different angles. So that's where I like to kind of think about, like, who's the leader, the facilitator, et cetera. And it could be that, like, this is an executive who's going to help look at the design, who's going to help facilitate on the day, et cetera. 

Speaker 1
But you really need someone who's going to run the nuts and bolts operations, get the contract signed, get people booking their flights and on time, roll out the communications, that sort of thing as well. So it's, I find it's more successful instead of just saying it's going to be one person's job to think about, like, what's the team that's going to help coordinate this to make it happen? That pretty clear? So just like, as, like, a personal anecdote here. My, I'm really good at designing the agenda. Very good at, like, thinking about the agenda, the flow how everything's going to work. I can do all the little nuts and bolts details, although I'll fatigue really quickly with those and I can help facilitate. 

Speaker 1
But my facilitation skills end at, I would say, a level when it's like you need an executive facilitator to come in or someone who's going to lead you through really sticky strategy points. So thinking about the fact that I can get up there and run the agenda, go through the exercises and lead that part, but if you're thinking about an off site where maybe you need an executive facilitator, or you're working through business problems where it'd be good to have outside counsel, someone else, especially if you're an executive or you just want to sit in and be part of it with your team and be going through the motions with your team and not also, you know, leading the sessions at the same time and worrying about staying on time and tracking, et cetera. 

Speaker 1
That's usually a good time to think about hiring a facilitator to help you run the actual event. So it goes back to your purpose and like, what's the purpose of this and who do we need on our team to make sure that the event's going to be successful? I'll tell you that a facilitator is often missed because someone thinks that they can, someone thinks they can do it. And the difference between like a facilitator who can get you to a solution and have an executive team working together, a leadership team working together. A company working together is usually so worth the investment in that piece because it is a true skill. It's a mastery skill. When you have like a really good facilitator, it's not always necessary, but something to consider depending on what. 

Speaker 1
What's your purpose, what problems are you trying to solve here and how hairy are they? So that's the second one. Who's going to run it? So who's running this? People are on this call from all over the board. Is this something you usually have done internal for an off site, or do you typically hire external? I've done both. I found it more valuable when we hired a facilitator because we can be involved, we can help the employees get to where they need. But the facilitator kept everybody on track and asked the right questions and had that experience of running it. Much different because many of us in the startup environment, I don't have a lot of folks within the team that have done offsite. So typically it's myself teaching chief of staff how to help me. Good investment, though. 

Speaker 1
It's a great point to recognize who's on your bench, who could do it? Do you want to do it as the executive who's on your bench? Could they do it? If not, what's the cost? Budgeting it in early so that you know that you want to spend some money on a facilitator. I also know now that there are tons of groups who will just plan everything for you, like, literally the site, the locations, the booking, every single thing. I've done that when our off sites reached a certain number of people. So usually when it's over 300 people for me is when I'm like, I need outside resources to help organize this. It's just too many people for the internal team that I can usually generate. Yoga I can scrap together for this sort of thing. That's my sweet spot. 

Speaker 1
It comes at a cost, but then so does taking potentially three people off of other goals to work on this one for up to a quarter to four months, et cetera. So something to consider. 

Speaker 2
Questions, comments on this. What have you seen has worked. Allie, you put in the chat that you brought people in for specific workshops. If you want to say anything about that. 

Speaker 4
Yeah, we've done two off sites in the last year that I've been a part of, and in both of them, we brought in an outside, I guess you could call her an executive coach slash offsite facilitator to do some team building kind of workshops. That took up the first half of our agenda on our first day, and it was really productive because to your point, Lindsay, everybody was kind of, like, in tune to that person and focus on what they had to say. But generally, outside of that, it was really our CEO managing the agenda and the content of the agenda, and I was doing everything else in the background and making sure it flowed. 

Speaker 1
Running the show. Yeah, yeah, that's helpful. Do you remember, like, facilitator wise? Because facilitator rates can run from, you know, like, $1,500 a day to $50,000 a day. Do you remember, like, benchmark? Like, how much was it? 

Speaker 4
Yeah, we knew she was really flexible with us because were super small, and were like, listen, we can't spend that much on, and we're already spending a lot on an off site. So we negotiated a five k agreement with her. Technically, she stayed the entire day, but she really filled, and we invited her to our dinner and paid for her hotel. That was also part of it. You pay for travel and accommodations but I would say she took up about 4 hours of our agenda. Three or 4 hours. 

Speaker 1
Got it. Yeah. That's helpful. That's helpful. Anyone else successfully use internal teams versus external, bringing people in and your sweet spot for women. Ask for help. 

Speaker 2
Simon, I saw. Yeah, go ahead. 

Speaker 1
Yeah. 

Speaker 3
So I actually done both, and. 

Speaker 5
I. 

Speaker 3
Think both were successful. The problem with me facilitating is that it took a lot of time for me preparing, so. And the response from the leadership team was, hey, we don't really need a facilitator, because, you know, you did such a great work. But what they didn't realize that I was working on this, like, for months. 

Speaker 1
Yeah. 

Speaker 3
And just the research side of things and the offside itself was, the agenda was clear, and were able to get to things that matter, and. But I told them, I don't think that it's sustainable, that I'll be able to do it again and again. 

Speaker 1
Yeah. 

Speaker 3
So just wanted to prepare them for that. So I'm thinking about the next one now and trying to figure out how to do it. We actually already set dates. It's pretty close. It's May, mid May. 

Speaker 1
Yep. 

Speaker 3
So I'm trying to figure out, like, what. How to do it. 

Speaker 1
That's why I'm here. Yeah. All right, cool. We'll jump into that for sure. Thank you for sharing. 

Speaker 2
If anyone. If anyone has any questions from the other side on that want, you know, that anyone wants me to answer, as someone who does do that work, you know, I definitely can speak to that experience as well. You know, I, having seen CEO's, like, want to get this off of their plate, but have a vision and being able to translate it, I think that there's, like, an interest in finding the right person there who can. And I think going back to the purpose is important. What you were saying, Lindsey, like, do they need to have subject matter expertise? Are you looking to them to bring in some kind of business knowledge and strategy? Is it really that you want them to be able to hold space for difficult conversations to happen? Like, what is. 

Speaker 2
There's a whole range of skills out there as well. Those who have more of that logistical or operational knowledge experience can say, oh, let's do this. Fun event. Let's do this. Let's go to this place. I've been there before. There are lots of different ways, different things to look for. 

Speaker 1
Yeah. And that bleeds perfectly into the third tip, which is around setting the budget. So knowing your purpose and then looking at how are we going to get to that purpose will help you decide where to spend your money. Because going back to my Miami example, the fact that were in a, I mean, there's best practices around sitting in a conference room for 9 hours each day without sunlight. But it was a miss to take us all to Miami to bait us to go to Miami and then not deliver on some of the promises of why some of us thought were going there. Right. And I think that often when people look at budget, et cetera, they start throwing around like hotel and location and where they should be. 

Speaker 1
But the reality situation is like, I would much rather have sit in a closed conference room with a brilliant facilitator for two days than go to Miami and be flown and sit in a conference room listening to, you know, listening to decks be read and sit inside. Like, it's just different. So like, going back to that purpose, that can help you set your budget. But a few things on, you know, my thing is like, tinker with the budget until you find a winner. Not every off site needs to be blowing a million dollars. The last off site that we spent just as a ballpark where we all, we was 54 of us went for two nights up to a retreat, et cetera. I spent one hundred k. And then the one before that, our virtual spent, I spent 15k, which was also two days. 

Speaker 1
So you have a budget, an idea maybe in mind of per head or what you can spend or what the business can actually spend in right now. And looking at that, like, I know that'll be a concern for my business this year. We're looking at October. I've looked at all. I know the numbers, I know how the business is doing, et cetera. I'm going to have to, I'm going to have to make my budget stretch a lot this year, right. And that is going to mean that I'm probably going to do a few things. One is I'm going to look at location of our employee base where we have, we're remote, we're in 25 plus states. 

Speaker 1
I'm going to draw a ring around where we have the most employees and I'm going to find something that's closest to them so I can cut down my travel expenses immediately right there. I'm going to make it midweek so that hotel rates are lower. I might look at room sharing as something that, like, you know, just if we want this to happen, like, this is what it means this year for the business. And I'm really open with our employees about like, here's what we want to do, here's how we want it to. Look, if I had all the budget in the world, that would be amazing. But we don't. We're a business and we're a startup. And at the end of the day, we all want to continue to work here and help our clients be successful, et cetera. 

Speaker 1
So I'm going to design the absolute best offset I can while being respectful of all of our needs and the needs of the business. Right? Like, you guys all still want to work here, be employed here, and have this be ongoing. So this is the confines for this year. So I will, like, do all those things. I have to tinker with the budget to make sure that it can work even at some point, like we did two years ago, which was just virtual. Like, we can have it this year, but it just has to be virtual. But making something happen, right? And I think it depends on, like, where you're at in your business right now and what your economics look like for the rest of the year. 

Speaker 1
But are most people thinking about, like, is this a yes or no for an off site? Simon already has one in the books. His is. His is planned. And what are you guys doing about budgeting for this year with the, like, economic craziness going on? 

Speaker 2
Lindsey, is that a general question here? 

Speaker 1
Here with general question. 

Speaker 4
I can just say, because I'm planning our on site for June. We're also fully remote and distributed, but we have pockets on the east coast and we have pockets on the west coast. In just a few sports sprinkled in between our last two on sites, we did Denver and then we did San Diego, which was easy for the west coasters, but obviously not as easy for the east coasters. And our travel expenses were actually, even though we did exactly what you said. The going cross country can be expensive, but we're doing New York City this time around, and we're probably going to. I mean, at least half of our team won't have to fly. They'll either drive or take the train or something like that. So I'm hoping that'll cut down. But I am, and I sent an email to all events yesterday. 

Speaker 4
I am struggling to find a meeting space. I thought it would be a lot easier in Manhattan with all the empty offices. But finding a space that's reasonable compared to what we spent in other cities is proving to be actually, right now, the biggest challenge. 

Speaker 1
Interesting. Anyone has people. 

Speaker 2
Ellie? 

Speaker 1
New York. What's that? 

Speaker 2
I was asking how many people? Anyone have any suggestions on that? And then we can go to Simon. I see that you have a question as well, but it's interesting. I'm curious, ally, what from your experience of doing city and generally to everyone doing city off sites, as opposed to out in the countryside kinds off sites, like, take a remote location, not remote, online, virtual, but, like, far away. I'm curious what people's experience has been with that, because I've seen that when people are in cities, if they have friends, people are more likely to disperse also and be like, oh, good, they're flying me into New York City. I'll go, like, have dinner with friends who I haven't seen in a while. And that kind of thing is, like, a danger to keep in mind. 

Speaker 4
Yeah, we haven't had that issue, at least to my knowledge. What has happened is people try to add time to the front or back end of the on site, which sometimes, I guess, depending on their role or how it could be disruptive, but it hasn't been yet. I find the upside of the cities is there's a lot more to choose from, at least from activities and food and all of that, which has been fun. When were in Denver, went to a Rockies game and all sat in the bleachers in the summertime, and it was just really fun to do that. But I can see, like, the retreat style, too, where you're just in this remote location altogether. I feel like you're really trying to build that team connection. I could see value in doing something like that. 

Speaker 1
We just. 

Speaker 4
It was, to Lindsay's point, you were just trying to cut down travel and, like, what's going to be easiest, we don't have to. We were able to walk between our locations, so you don't have to take Ubers or any of that stuff. So it just made it a lot easier. 

Speaker 6
Yeah, I was just going to say for at least when I'm planning on my team. Our CEO referred to our team the other day as rather sporty team. But we do have some ADA decisions that we need to make for our team. And City wise, it is easier to get an Uber to go places if you need to, or there are more activities where you can go sit somewhere instead of having to, like, go outside and do things. So City has benefited us. We also did a baseball game. Stuff like that benefits us for people with different. Not concessions, but different things that we. 

Speaker 1
Have to plan for. Yeah. Yeah. Different. Different needs of. It's a really good point, which is, you know, as well, I mean, planning this last one, it was the first time we got together since COVID and we had quite a few. Not quite a few, but of our 65 employees, 54 came. And there was, you know, there are different concessions that we made for individuals who were nervous about flying for the first time in a post COVID world, et cetera. And we had a few people who decided not to come. Right. They weren't comfortable coming. And that was an actually interesting HR conversation that I had with a few other people around. Are these events, these types of events mandatory? Like, what's the attendance policy, et cetera, around that. 

Speaker 1
And I always, I'm someone who, I'm like, my job is to build a great event that everyone wants to come to, but everyone's not going to come. I can't believe that everyone is able to make certain concessions in their life in order to come. So how do I make it as inclusive as possible and consider other people's needs? I think that to your point, like Ada, if you know that in advance, then you can help plan for it and then have conversations with that person, those people on, you know, does this help us get you there in that way? 

Speaker 7
That kind of segues into, like, Lindsey and my. Do you have any recommendations on. We just did an off site and we have a few folks, because were international, we have a few folks who couldn't fly in for also, like, visa related purposes. So we obviously don't require folks to come, but we had said to them, we're going to be doing virtual stuff. And I found it to be really like, I think the hardest part was planning a hybrid off site where were trying to do workshops in person, and I was trying to use kind of the comparable for doing mini workshops. So I would like to know if you all have any tips there on how to make that better. 

Speaker 1
You all have my, like, undying support for your hybrid teams because that's really challenging if you're, if you're planning to offsites, to be honest, you're planning a hybrid off site, an in person off site, and then trying to find, like, the center overlap where they can be combined. It's not an easy thing to do. Has anyone done this successfully where they're like, everyone felt included? 

Speaker 3
We had a request. Our previous offset was in the summer and one person could not come. And I basically made a decision that were only doing the in person. So I think it really damages the atmosphere and what everything that you do together. So it's either doing full remote or in person, in my opinion. 

Speaker 2
So my take on this is that, first of all, the technology is important. Owl is amazing for the best user experience, for the virtual folks to feel like they're included. Has anyone here used Owl before? You put it in the middle of the table, it has a 360 degree camera on top of it and the speaker. And so it automatically, it recognizes who's speaking, and the camera shifts and zooms in on the person who's talking. And so it just. It's doing it. And I did this a few months ago, actually, in New York City alley. They were looking for space. We ended up at the WeWork in Times Square, and there were three people who couldn't join in person, some for COVID reasons and some for international reasons, and one of them was the CEO. And so basically, the. We tested everything in advance. 

Speaker 2
I went to the. To the wework one of the times to see what it looked like in person. And then one time we tested, and I was homes to see what the experience was like on the other side. And we basically planned the activity, basically, the team building stuff, we said that was just going to be for the in person, but any of the business stuff, when we got to actual strategy work, we dialed them in for it. And so they probably. There was. This was just, like, almost a full day. It was like nine to 230 or something like that. So they missed, like, the hour in the morning of, like, breakfast and, like, getting people warmed up activities. But they were pretty much with us for the rest of the time. 

Speaker 2
If I could do things a little bit differently, I would have also shipped them something home, like, to send them something that will make them feel connected to what's going on. Like, some physical item. Either send them. Order them lunch and say, like, lunch is going to arrive at the same time that we're having lunch. Instead of they said, like, use the budget and order yourself so that it'll arrive. Right. So to do that for them, or to, if we're playing some kind of a game, to send them a copy of the game so they physically had a copy of the deck or whatever it is. Like, there are things like that you can do that make it. Make those who are home feel like they're a part of what's happening. 

Speaker 1
Yeah, not to. 

Speaker 6
So sorry, and I'm not trying to be a downer. Bring things down. We used to use the owl at our company as well. We are a security consulting firm, and we do low level security reviews, and we stopped using the owl because they had a really bad security review come out. And I can drop link if you want. 

Speaker 2
Sure. 

Speaker 6
But the headline is owl video conference device used by government is a security disaster. So just putting that on everyone's radar. We did love it, too. 

Speaker 4
It was great. 

Speaker 6
But maybe they've fixed it since then, right? 

Speaker 2
Or it could be that. It depends on what it is you're talking about. 

Speaker 1
Right. 

Speaker 2
That, like, what you're. But sure, of course. That's. That's a really good point. And it's not being a downer at all, Kara, for saying that. 

Speaker 1
So. 

Speaker 2
Thank you. 

Speaker 1
Yeah, I definitely think that, like, the. The hybrid model in this case, like, if you're like, hey, we're gonna run an event where people can decide to come or they can decide to log in, is like. That is when I would probably pull in some outside expertise. Because I think going back to your point, Maya, like, the production side of it makes or breaks the hybrid rule, right? Like, the actual, like, during those break times, what happens? Like, getting, like, the appropriate interactive piece, breakout sessions, having the hybrid team breaks out and then comes back to the room, et cetera. So I do think it's more of, like, a production episode, the thinking around it. But then the actual producing is quite technical to, like, have really great events. We've been similar to Simon where we've said, this is a virtual event. 

Speaker 1
This is an in person event, and we're trying to provide, like, one of each or both each year, depending on budget and what we can do so that we, like, cast a wide net. But being able to put both of them together, it just takes extra planning and thought process. So I like any of the tech stuff or the production folks that can help this. We'll curate a list. Maya, if anyone has other good suggestions that we can send out. Adam, I loved your question. So the next one on design. So number four is design the agenda and design. Design. Like, this is the biggest. This is the biggest part for me, which is actually the thoughtfulness around what is going to happen each day. Some best practices from my end are find your big rocks. So go back to your purpose. 

Speaker 1
What's two or three? What are two or three points that you want to get across? Activities, exercises, et cetera, and plant those in during your key times, during that nine to noon or two to four, when most people are awake, alive, ready to go, etcetera. If you can do it on zoom, don't do it in person, like, period at the end, you can do it on Zoom. If you're going to present, et cetera. This shouldn't be part of an in person off site. The best thing about an off site is the interactiveness that you have. So sometimes a good person to talk with about this is someone who does like, learning and design. If you have an instructional designer or someone who understands that there's pieces of information to be learned and then exercises around how to learn them. 

Speaker 1
So even if we have, like, let's say, a short conversation or a couple slides up about our 2023 strategy, for example, then we spend an hour and a half doing an exercise around them in small teams, in groups, as departments. I think that some. There's a bunch of questions around, like, should we do departmental stuff or should we do cross functional? Should we do large teams or small teams? I think a blended offsite is what people are looking for, right? They want to connect with their department. They want to see the people that maybe they haven't seen, if they're virtual or if they work in different offices, et cetera. But then they also want to take the time to meet new people. 

Speaker 1
I don't know any business where you don't have to work cross functionally, and you have to work with people that you don't actually see on a weekly or talk to on a weekly, sometimes monthly basis. So making those small connections are important. Don't overkill your agenda. Like, two things a day, two big rocks, and then you can pepper in other activities. So usually I do, like, two big learning sessions, like, the reason we're there. And then I do fun stuff around it and I wrap that around it. That's also all planned. Like, all of this for me, I know exactly what's going to happen. The groups that are going to be broken in, who's in each group, the exercise, the materials that go with the exercises. Teambuilding.com has tons of ideas, as is mindtools.com. They give a lot of ideas for interactive workshops. 

Speaker 1
Interactive sessions. And Adam, going to your part, like. Like, depending on where you guys go, you can just theme that out, right? So if you go to Nashville or people talked about going to Denver and going to a Rockies game, like, the surprise and delight aspect, I think people remember things that are also focused on, like, if you go to a different area or different group, like sounds, I want to go to your offsite. That sounds really fun. Sounds great. But you could definitely New Orleans. Yeah, amazing New Orleans. Like, you can have amazing f and b tours, you know, ghost tours, things like that. And I think, you know, as you said, it's like a little bit of the surprise and delight. You just don't want to go to dinner. You want to have an experience around that. 

Speaker 1
So for me, I think, like. Like, honestly, most people, like, two a day can do thinky things, and then after that, it's connection, getting, doing interesting, memorable experiences, interesting events or activities. But there's always, like, that blend, right? So it's like, how much can you pack into a day? I'll typically put together an agenda, and I'll have it be, like, by the half hour, like, with breaks and with interactive sessions. And then I'll usually take out about half. Cause I'm like, I actually can't move 60 people. 60 people can't mentally make that many transitions in one day because I have them moving and going and doing and thinking and getting together and chatting, et cetera. Extroverts can keep going and going. Introverts. Or, like, just give me a little bit of downtime and time to myself. 

Speaker 1
So try to create something that's respectful of the different type of people that you have there. Thinking about a Sunset cruise to see New York City sites. The Adirondack schooner. Does anyone know this? Best hidden secret in New York. Amazing. Best sailboat cruise. The statue of liberty. Go for it. Yeah. 

Speaker 2
I just had a childhood memory. My dad took us to New Orleans when he had to work. Thing for it was over Mardi Gras, and they took us out fishing, and then we took the fish to the restaurant, and they cooked the fish that we caught that day. 

Speaker 1
Adam. So if you guys are doing things that you definitely should do, one is you should just create your own second line. You should hire a band and have a second line and second line all through the quarter. That's one. And. Wait a second. 

Speaker 5
I'm sorry. Second line is the band name. 

Speaker 1
Second line is the activity of parading through in a line with a band in front of you that plays, and you drink beer and wine, champagne, and you twirl a hanky above your head and celebrate whatever you're celebrating. In this case, life. So it is like a top ten experience. People join your second line, you'll all be parading. It's very fun. The second thing is Mardi Gras World is where they host all the floats when they're not, it's not Mardi Gras time. So it's a huge warehouse full of all the floats you can, like, have, you know, and then it's. It's right on the water. So if it's nice day, they lift up all the warehouse garage doors. You overlook the river. There they have a crawfish boil and get the floats all, like, lit up and stuff. It's very fun. 

Speaker 5
I love those ideas. And they're probably all three happening. 

Speaker 1
Good. They should have. And they're very fun. If I think of anything else, I'll send it to you. My husband's from New Orleans, so I've got. I'm sorry. 

Speaker 5
Sorry, Lindsey. Maya, what was the place that you can fish and cook? 

Speaker 2
It was 1997. I was a child. My parents also hired a police officer to babysit us so they could go to the parade without us. So we can talk about that childhood experience some other time when going with your dad on his office sites. So, Lindsey, what's your 5th, fifth, and final here? 

Speaker 1
And then I'll show you guys this quick slides, just if it's only, if it's helpful, is your follow up strategy. Develop it as part of the agenda. So one thing that I know can put executives a bit in the hot seat is if they do, like, a session where there's a lot of discourse, a lot of dialogue, and maybe not much resolution. So I will plan as part of the agenda. Like, now, I will prep my executive and be like, your job is to not be the resolution holder. Your job is to be the listener and the idea gatherer. And, like, if there's low hanging fruit to address it. 

Speaker 1
But as part of this agenda, what we'll say is we're going to, like, after this session, we're coming up with our, you know, our five key takeaways, and we're going to follow up in our next five monthly, all hands on how we're doing on those things. So I said it early. The fact that, like, this isn't, you know, in some cases, you do want to get to some consensus, like in a leadership session, et cetera, but other times, you don't. And I think sometimes we can set the, you know, we can say that, like, at the end of this, we're going to have a resolution on, like, what our 2023 strategy and goals are going to look like. But the reality is, like, the discussion is the good thing. The dialogue and the discourse, that's the good stuff. 

Speaker 1
Coming to a resolution is the follow up. And it's okay to say, I'm someone who I'm not very good at thinking on the fly. I need time to sit with ideas and let them matriculate into what's going to happen next and then come back and be like, this is what I heard. Here's where I think our key takeaways are for this. You feel free to do that, but just say that you're gonna do it ahead of time so that people know that's what's happening, and then follow up. So the follow up is whatever I think operationally works for your organization. Right. So whether this be, hey, we have weekly leadership team sessions, or we have monthly all hands, we use Asana, we use whatever to track these things, operationalize them, so that whatever comes out of the retreat isn't lost cause. 

Speaker 1
I think people can get really defeated if they think there's gonna be changes that happen, and then they never hear about the impact of those changes. So something to consider from a personal standpoint. Like, I usually hold one personal session with employees. For our last retreat that we had, I had creating your best days. We're a remote workforce, and I know that some people, like, don't have the work life balance that they want, don't have the days that look like how they want them to look. So we did a creating your best days. What are your best days look like? And then that week, they had to go and make one change, then they had to make one change in the month and then one change in the quarter, and then I would come back on slack. We had a slack channel. 

Speaker 1
Like, what'd you do this week, this month? So it's a one, one. Right. Like, you make three changes once this week, once this month, once this quarter to try to get them to where they want to go. So just knowing that in advance allows me then to, like, I know what my follow ups are after the. After the actual event, but I will tell you that the best follow ups come from the leadership team. It's like the event happens, et cetera. But the leadership team being like, this is how we're going to operationalize it. This is how I'm going to talk about it. The CEO being like, I'm going to have a special section of my Monday newsletter or my monthly all hands or whatever. I'm just going to talk about what happened for the retreat. 

Speaker 1
I'm going to do it for the next three months. Gives you that space to talk about any of the changes that have been made. And for people, I always want to close the loop. Like, close the loop on the conversations that happen and the ideas that were generated. Even again, part of the purpose setting at the very beginning we talked about is to not take everyone's idea and put it into the off site. It's to have a conversation about what could be in there and then make decisions about what's actually going to happen. So I think that in terms of, like, your follow up strategy at the end, thinking about it in the agenda and making space for it will make sure it's not an afterthought. 

Speaker 2
I really, I definitely want to underscore that and having wrap up activities that help set next steps that aren't, that emphasize that this isn't decision making. And also, this is an opportunity for you as leadership within your companies to delegate and to empower others as well. I, like this week, came back last night and I have a meeting tomorrow on my calendar already. I got the, like, the deputy of one of the executives who has kind of been pegged as a rising star in the company. She wrote to me already and said, can we have an hour on Friday? Because I've been asked to take on the next leg of the planning. 

Speaker 2
So it's like, not even with the CEO, it's already been passed to someone who they've decided is like, this person is someone who we want to empower to do that next step. 

Speaker 1
Perfect. Someone who's operationalized, who can do it. And I say put it into your agenda and plan it because you will be very tired after you're off site and you will want to get back to business as usual because you've been ignoring it for two weeks to plan for an off site, so. Or longer. Right. So there is this, like, I need to get back to my daily life and, like, I'm actually really tired and don't want to think about that right now. So having it in place before you have you get to that point is helpful in, you know, in putting a bow on things, for sure. Yeah. And amongst the things like, yeah, absolutely. Sending out a survey, sharing all the photos, having a place where you can share all the photos. 

Speaker 1
I usually give, like, I asked my leaders in their next leadership meeting with their teams, like departmental, like, go over, like, what were your highs? What were your, you know, what were your highs from the retreat? What were your learnings, you know, and, like, just facilitate good conversation and fun conversation. Who did you meet? Who's one person, new person you met? What's something you learned? That sort of thing to just keep it going on smaller, on a smaller scale? 

Speaker 2
Yeah, we've had a lot of really fantastic. Oh, I see a questions come in. I want us to start wrapping up. I want to hear from everyone what ideas have come up here that you're most excited about, that you're going to look into, implement, take with you. So let's get all of those in the chat. And then we can share the chat. I'll save the chat after, and this will be a really great list for us to share out as well with. 

Speaker 1
The recording, of course, that's my email as well. If I didn't answer or didn't have time to answer all of the things, just pop me an email. I'm happy to respond. I know there was, like, varied content and questions, so feel free to reach out to me if I can be of additional assistance. Anything I didn't answer or questions off the bat, anything that would be like, you know, someone needs to go away and put an agenda together today. You're, like, freaking out. 

Speaker 5
I was thinking notes, and I want to. You said there were five things, and I guess I likely missed one, but that's my first question. Just if someone could put it in the chat box and then the roles, you clearly laid out three roles, and I didn't maybe grasp completely, like, the distinct, because I would be coming from doing this last year with someone I love to host myself, but I believe, yes, Simon was saying it is one of those things that I also need to be fully present. And I like to be a bartender, but a bartender is. Your arms are flailing everywhere, and it's maybe not the best for me to do that. So getting those three roles so I can think about people at my company that can help. 

Speaker 5
But I guess currently I'm on the fence, too, of if I should have a facilitator. And, yeah, I'll give you the. 

Speaker 1
The age old wisdom. Just because you should, just because you can doesn't mean you should, right? Like, I think probably most people here could run a really effective offsite, but what are you. What. What are you taking your eye off of in order to do that? And, like, is that. Is it more important that you keep your eye on that other thing and designate and delegate this to someone else? You know, it's looking at, like, your time, too, right? If it's $5,000 for a facilitator to come in and do these two things, but it would take, you know, a month of your time to plan, like, is it worth that? 

Speaker 5
I'm thinking that. 

Speaker 1
And then when you see money. 

Speaker 2
Lindsay, I missed whatever you just said. Is it me? 

Speaker 1
No, sorry, my back. Okay. Oh, no, me. Perfect timing. 

Speaker 2
What was that last point that you made, Lindsay? 

Speaker 1
I was saying that, I know that it's easier to say hire facilitator, but when you're in charge of the bank account you see coming out. I get it. 

Speaker 2
Yeah. 

Speaker 5
I think the way I'm thinking about it is that we have a unique situation where a facilitator might play more into making sure content is good, that you're going through the content and there's so many. But if this is more open design, it's really a retreat where we're just generating fun, then you don't. The price tag seems a little bit high as $5,000 a day when that person is going to meet the people of this company that are all very nice and fun, and they're just going to have amazing experiences, and all they need to do is make everybody's there. Well, it's not all they need to. I know. 

Speaker 5
It's a much bigger, like, I'd be down to pay someone a lot of money if I could live the retreat and then come back and know that they provided that sort of value, which I know is unfair. 

Speaker 1
Yeah, it doesn't sound like you need a facilitator. Like, if it's just like you're organizing all the nut, you know, the nuts and bolts of something, then, you know, that is like, you need someone who could help you organize it but not facilitate it. You guys are just going to go have fun and do a bunch of really cool events again, feel free to invite me. I'd be happy to attend. Then you just need someone who can, like, help someone's plane is delayed and can, you know, help you organize all those little details that might be where you put some investment. Yeah, Adam. 

Speaker 2
And I'll say, you know, at the end of your pre, of your original message, you said, and generate deep connections. There are times in which just getting people together to have a lot of fun can do that. But if you're looking to generate deep connections, there might be something that you're missing to think about. So. All right. I see lots of people are hopping. So, Lindsay, I want to thank you. 

Speaker 1
Thanks for having me. 

Speaker 2
Yeah, really fantastic. And would love to continue the conversation. Nikki is going to send me that survey, and I'll send it to everyone. 

Speaker 1
Thanks, all. Have a great rest of your day. 

Speaker 2
Thank you so much. 

Speaker 6
Bye, everyone. 

Speaker 2
I hope you enjoyed this benwise roundtable. If you want to be in touch with the speaker or if you have a request for a future roundtable topic, reach out to us at community@benwise.com I'm Maya Dolgen. Thanks for listening. 

