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Becoming   Adaptive:     Virtual   Collaboration  
 

             We   may   have   all   recently   been   a   part   of    that  
dreaded   virtual   meeting   where   no   one   knows   if   it   is   their  
turn   to   talk.   So,   we   sit   in   silence   or   speak   at   the   same  
time   because   we   struggle   to   read   social   cues.    And   it  
never   fails,   there   may   be   a   colleague   that   no   matter   how  
many   times   on   a   video   chat,   cannot   seem   to   find   the  
unmute   button.   So   miming   of   thoughts   occurs   for   a  
couple   of   minutes   before   we   figure   it   out   having   to   start  
over.    By   the   end   of   the   meeting,   we   conclude   the   only  
decision   made   was   that   we   need   to   meet   again.   However,   we   are   unclear   about   why   or   even   the  
topic   at   hand.    Our   collective   internal   thought   is   “What   a   waste   of   time!”    
 

         We   all   may   be   struggling   with   the   desire   to   avoid   hosting,   or   even   be   a   part   of   a   meeting   like  
this.    So   then,   the   wonder   becomes,    “Is   there   a   way   for   virtual   meetings   to   be   efficient    and  
productive?”     Through   necessity   on   the   KLN   team,   we   have   read   articles,   spoken   with   educators  
around   the   state,   experimented   with   ideas   and   found   the   answer   to   in   fact   be,   “YES!”   
 

        To   summarize   our   findings,   here   is   what   rose   to   the   top:  

● Standards   for   a   successful   meeting     are   the   same.    This   applies   to   meeting   virtually   or  
in   person.  

●  

● Lead   with   goals,   not   technology.     In   other   words,   first   plan   the   meeting   around   the   five  
meeting   standards   and   then   determine   which   technology   tools/platforms   will   help  
reach   the   desired   state.  

●  

● Both   efficiency   and   effectiveness   matter.     Meetings   do   not   always   have   to   fit   into   a   one  
hour   time   slot.    Determine   ahead   of   time   what   needs   to   occur   face   to   face.   Also  
consider   what   information   participants   can   learn   or   give   feedback   around   prior   to   the  
meeting   ensuring   the   maximizing   of   people’s   time.   

●  

● Give   permission   to   be   creative   and   flexible .    To   get   started,   we   have   provided   some  
ideas   below   that   are   considered   entry   points   to   prime   the   pump   for   brainstorming   new  
ideas   when   planning   effective   virtual   meetings.    

            Educators   are   exploring   new   territory,   so   inevitably   there   will   be   bumps   in   the   road   and   it   might  
feel   messy.   We   encourage   teams   to   take   chances,   monitor   constantly,   and   reflect   often   over   the  
efficiency   and   effectiveness   of   each   interaction   replicating   what   works   and   refining   what   may   not  
have   worked.  
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5   Standards   for   Successful   Meetings  
 

One   Topic   at   a   Time  
“There   is   a   limit   to   what   any   individual   or   group   can   attend   to   in   the   moment.    If   more   than  

one   topic   is   being   talked   about   at   a   time,   a   group   will   lack   focus,   and   confusion   will   rein.”  
(Adaptive   Schools   Foundation   Seminar   Learning   Guide,   p.   82)  

Visual   agendas   that   are   carefully   crafted   around   the   collaborative   cycle   of   learning   can   be   an   immediate   first   step   to  
focusing   any   group   or   facilitator.  

 

 

Email   agenda   out   before   the   meeting   for   participants   to   reference  
Screen   share   with   the   agenda   visual   during   the   meeting  
Share   a   note   using   “KEEP”   in   google   to   cross   off   items   as   you’ve   attended   to   them  
Embed   the   agenda   throughout   the   PPT   or   as   the   heading  

Each   one   of   these   allows   participants   to   stay   focused   and   be   clear   about   the   topic   by   providing   a   third   point   reference.  
It   can   also   prevent   people   from   going   off   topic   if   they   know   what   is   coming   next   -   providing   a   layer   of   psychological  
safety.   

 

What   are   the   essential   topics   that   need   to  
be   discussed?    

In   what   ways   does   the   agenda   attend   to   the  
collaborative   cycle   of   learning?   

 

 

“Processes   are   vehicles   for   collective   thinking.”   
  (Adaptive   Schools   Foundation   Seminar   Learning   Guide,   p.   81)  

One   Process   at   a   Time  

When   considering   the   quote   above,   meeting   virtually   means   we   all   just   bought   brand   new   cars   and   we   need   to   learn  
how   to   drive   them.    Yet,   just   like   cars,   the   basic   principles   and   goals   still   apply.    The   purpose   of   one   process   at   a   time   is  
to   ensure   participants   internalize   the   information   to   deepen   or   construct   new   learning.    Therefore,   structures   can   and  
should   be   used!    

 

Structures   to   Support   Dialogue:  
Jigsaw      Assign   prior   to   the   meeting   and   each   person   has   a   portion   to   share.     Flip   Grid   
First   Turn,   Last   Turn     Easy   for   no   cross   talk   during   this   one!     Video   chat  
Pair   Share     Pairs   can   dialogue   about   a   posed   question   to   bring   summary   back   to   the   group.  
Zoom   breakout   rooms   or   partner   phone   call   

Structures   to   Support   Discussion:  
Fishbone   or   Criteria   Matrix     Post   it   visually   and   edit   in   real   time.      Shared   screen   and/or   Google  
document  
Paired   Weightings   or   Forced   Choice     Decision-making   strategy   to   support   discussion.     Poll   or  
survey  
Most   Important   Point     To   Organize   and   Integrate   individual   or   thinking.     Chat   Box  

 
 
 

 

 

How   will   you   know   people   have  
processed   the   information?   

What   structure   will   increase   the   likelihood   that   people  
stay   focused   on   the   task   given   and   keep   the   group   in  
dialogue/discussion?   
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Balance   Participation   “Participants   construct   meaning   and   develop   ownership   interacting   with   ideas  
and   each   other.”    (Adaptive   Schools   Foundation   Seminar   Learning   Guide,   p.   82)  

Even   virtually   we   still   have   internal   and   external   processors   on   the   team.    We   also   have   people   who   are   comfortable  
sharing   ideas   in   large   groups   and   those   that   are   not.    Experts   on   virtual   learning   encourage   leaders   to   allow   a   minimum  
15   minutes   of   processing   time   when   giving   new   content   or   asking   for   feedback.   

 

 

Planning   ideas   and   platforms   for   balancing   participation:   
Individually:    Consider   emailing   the   agenda,   providing   reflective   questions   and  
brainstorming   prompts   prior   to   the   meeting.    Opportunities   for   journaling   or   collective  
pauses   throughout   the   meeting.  
Pairs:    Create   a   call   sheet   so   people   can   FaceTime   or   phone   call   with   a   partner   to   give  
a   report   or   summary   of   collective   thoughts   back   to   the   whole   group.  
Small   Groups:    Create   a   breakout   room   in   Zoom.   
Whole   Group:     Attend   to   speaking   order   by   using   structures   such   as:   whip   around   or  
start-the-starter   so   people   know   when   they   are   expected   to   share.    Pause   often   for  
clarifications   and   group   paraphrases,   use   one   word   summaries   and   polls   to   gage  
group   thinking,   use   shared   documents   or   a   chat   box   as   a   “parking   lot”   for   questions  
and   ideas.   

 

In   what   ways   does   the   agenda   honor   both  
internal   and   external   processors?   

What   opportunities   might   be   considered  
during   planning   allowing    people   to   process  
prior   to   hosting   a   video   conference?     

 

“The   most   effective   meetings   are   like   a   winning   athletic   team,   all   the   players   know   their  
position   as   well   as   the   position   and   responsibilities   of   their   teammates.”   

  (Adaptive   Schools   Foundation   Seminar   Learning   Guide,   p.   83)  

Understand   and   Agree   on  
Meeting   Roles  

During   typical   meetings   Adaptive   Schools   research   suggests   four   main   roles   to   consider:   Facilitator,   Knowledge   or   Role  
authority,   Recorder,   Engaged   participant.    Our   experience   suggests   clarifying   meeting   roles   are   equally   as   important  
during   virtual   collaboration.    Clarifying   and   understanding   roles   prior   to   the   meeting   can   give   people   purpose   and  
support   to   the   leader   and   group   participants.  

 

Additional   roles   for   consideration   when   using   technology:  
Creator:    A   person   who   has   knowledge   on   specific   technology   tools   or   platforms   that  
can   create   experiences   or   artifacts   prior   to   the   meeting.  
Host:    A   person   to   set   up   the   meeting,   navigate   participation,   and   share   screens   as  
needed   during   video   conferencing.  
Data   Manager:    Organize   electronic   folders,   compile   team   data   such   as   surveys,   polls   or  
summaries,   readily   access   stakeholder   data   as   needed.  

 
 
 

 

What   expectations   might   the   leader   or   team  
set   for   each   role   to   ensure   participants   have   a  
common   understanding   of   responsibilities?   

When   deciding   on   roles,   how   might   the  
strengths   of   the   leadership   team   be  
maximized?   
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Engage   Cognitive   Conflict   “Conflict   can   improve   team   effectiveness.    The   problem   is   that,   once   aroused,   
conflict   is   difficult   to   control.”    (Amason   et   al;   1995,   p.29)  

Social   cues   and   norms   are   difficult   under   normal   circumstances   let   alone   via   technology.    Remember   it   is   almost  
impossible   to   read   emotion   through   text   or   email   and   misinterpretations   can   impact   the   psychological   safety   of   the  
group.    As   the   leader,   it   is   important   to   pay   attention   to   two   elements   in   group   collaboration:   1.   Lack   of   Conflict:   This  
could   indicate   all   ideas   are   not   being   brought   to   the   table   or   there   is   only   a   surface   level   of   understanding.    2.   Conflict  
moving   to   affective:   “A-type   conflict   lowers   team   effectiveness   by   fostering   hostility,   distrust,   cynicism,   avoidance   and  
apathy   among   team   members.”   (Adaptive   Schools   Foundations   Learning   Guide,   p.   94)  

 

 

Increase   psychological   safety    by   avoiding   written   communication   to   share   difficult  
news   or   feedback.   Instead,   increase   the   opportunity   to   read   social   cues   and   tone   by  
hosting   a   video   conference   or   a   phone   conversation.    
Create   pause   to   consider   ideas   and   test   thinking.     Have   each   participant   mute   or  
turn   off   video   to   encourage   think-time.    
Explore   Assumptions,   values,   beliefs   and   implications.    Create   an   assumption   wall   in  
a   survey   and   explore   thinking   around   difficult   topics   or   data.   Use   a   futures   wheel  
structure   in   a   shared   document   to   consider   the   implications.  

 

What   strategy   might   be   used   if   the   person   or  
group   moves   towards   affective   conflict?    

What   strategy   might   be   used   to   increase  
cognitive   conflict   in   dialogue?    
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