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Producing high-stakes virtual meetings
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We all know the drill for virtual meetings.  You click a link, make sure your filter isn’t set to ‘cat‑face’, and you’re good to go, right?  
It’s a start.  However, high-stakes virtual meetings have more in common with complex events such as live concerts, sports matches, or stage shows - with some additional complexities.  Whereas sportspeople, musicians and actors tend to share the same stage or pitch, the players in high-stakes meetings often interact on multiple ‘stages’, across differing time zones, using many languages.  
Meetings of this kind require significant planning, rehearsal, scripting and stage management - in short, production.  They can benefit from the input of production specialists from the fields of television or theatre as these roles bring experience in creating the focus and energy needed for success.  People meet to achieve outcomes - everyone must work to enable that.
Is this guide for you? 
There are seven key functions involved in the planning, production, and delivery of high-stakes virtual meetings. The guides provide each group with detailed outlines listing the roles and responsibilities relevant to their part of the process.

Where appropriate, the guides include indicative time frames for planning and delivery: pre-meeting, meeting and post-meeting.  Links to relevant templates and exemplars for key production and delivery components are highlighted in the guides.
APEC 2021
The checklists and exemplars shared here were created by the team responsible for hosting APEC (Asia Pacific Economic Cooperation) 2021.  They reflect a wealth of experience in the delivery of high-stakes, complex, international virtual meetings at a variety of service levels including formal/chaired meetings, one-way seminars, two-way formal presentations, media conferences, break out spaces, and interactive conversations.
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Description automatically generated]The examples and templates in this document arose from the specific context of APEC 2021.  To widen their relevance, we have reduced/modified or adapted the formatting or content as appropriate. That said, you should still expect that you may need to adapt templates to meet the needs and brand look and feel of your meeting.
	 APEC 21 Mihi
He aha te hau e wawara nei? 
He tiu he raki ko  te hautonga pea? 
Auē tukuna taku reo pōhiri 
Kia rere āmiomio i te takiwā 
E rangona ai e te ao 
E ngā hau e whā 
Nau piki mai nau kake mai 
Kei aku haumakōroa 
Hau ai te ora 
Hau ai te māramatanga 
Haumi ē 
Hui ē 
Tāiki ē. 
	
What is the wind that roars?
The North, the North-East or is it the South wind?
Release my greetings
To fly and encircle the region
Whereby it will be heard by the world
By the four winds
Welcome
My stout upright leaders
May you have an abundance of health
May you have an abundance of understanding
Join 
Work 
Grow Together
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Context before content
While the agenda is the central document around which a high-stakes virtual meeting is structured, this content exists within a wider context that includes what the meeting needs to achieve, the tone of the meeting, the cultural components that will frame and enrich it, and the meeting’s overall design aesthetic.  
Things to consider

[bookmark: _Toc100837254]Establishing your meeting’s requirements 

Planning 
Consider who you need in the room, especially at the outset. The key to successful delivery is great planning that is understood by all teams. You will definitely benefit from including representatives of each team from the first planning workshop or meeting. Here you need to discuss what success looks like, getting really clear on what the meeting should achieve, and agree how you will organise yourselves. Resist impulses of teams to work in silos as it will reduce confidence and clarity downstream. For complex meetings, and especially where early certainty of protocols and meeting design is expected, some aspects of planning could start up to 16 weeks ahead of the meeting.
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Great technology is key to delivering a successful virtual/hybrid meeting.  
Consider what your internal capabilities are and consider augmenting these with proven technology partners to provide a virtual platform that enables productive, streamlined operations and a positive experience for participants (this could require you to start up to 16 weeks before the virtual meeting).  Will it need to integrate to a registration system or an information portal? 
You will probably want a technical team on standby throughout significant meetings to sort out any issues quickly and discretely without interrupting the flow of discussions.  Managing cyber-security risks may be a priority in some instances.  
Participant support
Carefully consider how you can engage with participants to facilitate a positive experience for them.  Some of your planning may need to start up to 16 weeks out.
Consider a tailored IT system, supported manual/automated registration, document sharing, and meeting participation. You may find it beneficial to manage this through a single portal underpinned by a friendly and empathetic support team who can respond promptly to queries and issues.  Ask yourself how much time will you need to build this? Ask yourself how your meeting process can be streamlined to enable and support participants to focus solely on the business of the meeting. 
Communications
Many significant summits or meetings include delivering a virtual media programme to showcase meeting outcomes and build a brand.  It’s important you make it as easy as possible for media to participate remotely.  High quality, well branded media conferences can create a sophisticated and interactive experience for media and meeting spokespeople.  
Stakeholders and suppliers
Planning communications
Planning for feedback
Planning registration/set-up
Planning meeting readiness
6-16 weeks out
2-5
weeks out
Days before
Hours before
International participants
Planning technology
Master Schedule
Engagement
Time zones
Audience expectations
Objectives
Meeting continuity

[bookmark: _Toc100837255]Initiating and scheduling
6-16 weeks out	
Objectives
Understand the wider meeting and delivery objectives – what does success look like? 
Virtual meeting success assurance framework on page 48
[bookmark: _Ref100652000]Having established the meeting objectives this enables the team to design the agenda, production and technical requirements; and to identify the participant support levels required (such as high-level support for VIPs) to achieve these objectives. To maximise the potential to achieve the meeting objectives you may want to ask yourself the questions below.
Are there speakers or panels you could bring in who would help to inform the meeting? 
How can you focus the agenda and run the meeting so as to increase the pace of progress? What is the cut-off date for finalising the core agenda?
Do you want to overlay the meeting with NZ Inc, Māori tikanga or other themes? What would be appropriate? 
How will you manage the integrated process?					
Project plan template on page 49
Project plan on a page on page 60
Event Delivery Tracker template on page 63
Closure Report template on page 64
Audience expectations
It’s vital to understand your audience and participants and their expectations.  Ask:
How can the hosts and production team create opportunities for participants to connect, both prior to and during the meeting, to enable some of the collegiality and connection that would occur at a physical conference?
How might participants’ goals and expectations of the meeting differ?
What barriers to full participation might exist for your meeting’s participants?
Will participants want to discuss issues in smaller groups, perhaps with experts? Will you need to set up break-out rooms? 
What will the protocols be for facilitating discussion, either in the main meeting or in break-out rooms, and how will you advise participants of these?
Time zones
Understand that time zone challenges may mean it is difficult for participants to consult their experts and that some participants (especially the host) may be participating at very inconvenient times.  Well-being of staff may be impacted.   
What is the optimal time for this meeting?  
Will you as host draw the short straw?  
How will you manage the well-being of your staff? 
Engagement
Understand that replacing in-person relationship building and quick in-person conversations will require significant engagement.  
Will you need to cold-call or meet key counterparts ahead of this meeting and at times convenient to them? 
Can you do so more often (advantage of virtual meetings)?
What will you do to communicate effectively with participants prior to the meeting (and after) to keep them motivated and engaged to achieve meeting outcomes, and make them feel well prepared to engage during the meeting? 
Meeting Master Schedule
The meeting Master Schedule is the central document capturing all operational planning requirements including roles and responsibilities across all functions.  As such, all functions need controlled access to it.  Have a single owner of the meeting schedule and a process and protocols governing how support information is fed into the schedule to ensure the integrity of the schedule is maintained - for example, by determining who can read and enter information into the meeting schedule.
Setting up effective Master Schedule templates page 68
Planning the technology 
Meeting platform
6-16 weeks out
What platform will you use?  Most of the main platforms have similar functions, but it is worth checking to understand: 
Do participants have a preference, i.e. are they familiar with a particular platform? 
Will the platform need to integrate registration or other functionality to make things easier for participants?
Do you and your technical team know how to operate the selected platform or will you need practise? 
What level of security is required?
Do you know what technical equipment you will need and by when? 
What technical support can you secure from your wider organisation? What other capability will you need to contract in?
Do your production team require a specific functionality, i.e. will you need to play content or graphics, and if so, can you do that within the platform or do you need additional equipment to deliver that functionality? 
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[bookmark: _Toc100837257]Planning the venue or studio  
6-16 weeks out
For a high stakes meeting it is extremely valuable if the team hosting the meeting (Chair, participants, support teams) can be physically in the same venue/room.
Do you have an appropriate space for the meeting(s) to be hosted or participated from? Consider venue/room set up, production requirements, physical participant capacity, and space needs.  
Does this space have appropriate technology established, such as reliable broadband, camera, and microphones? 
Do you have technology support available within your organisation to help set up the venue/studio?
If you need to build the venue/studio, determine requirements such as:
· Number of people on camera/microphones 
· Number of people in the room, including meeting support
· Optimal room layout, including green room
· Contingency back up space if there are technical issues, fire or earthquake 
· Black out curtains and additional internal lighting 
Allow space in the room for: 
· Physical branding and collateral such as backgrounds 
· Production support staff and equipment such as autocue  
· Videography and photography staff if required 
[image: A group of people sitting around a table

Description automatically generated with medium confidence]Who will build and fit out the venue? Will it be done in-house, or outsourced?
When will you bump in, test and bump out? Book access to the venue and resource to do this early.
Do you need to restrict or control access to your venue for contractors, staff, VIPs, including outside of normal business hours?
Are you holding several concurrent meetings? Consider setting up a single control room where your production 
and tech leads can simultaneously monitor and support these. 
Virtual meeting room basic design on page 74

 
[bookmark: _Toc100837258]Planning for international participants
6-16 weeks out
Many elements will impact decision making in the early stages.  These include: the type of meeting or event; the status of participants and presenters; the differing time zones; and countries participants will join the meeting from.  
By welcoming international participants you may need to offer support outside of your normal working hours.  Consider what support may be needed, and how you will provide and resource this support.
Other factors to consider: 
Time zones impacting rehearsal and testing slots.  You may need to provide alternative slots for international participants.
Is interpretation or translation required? If so, what are the agreed protocols for this and will the host supply the resource? 
Is a ‘family photo’ appropriate? This is a collation of screenshots of all participants, managed by the production/technical support team and taken at a specific point in the agenda, or even collected one by one and later merged into one photo.  Consider whether your participants would appreciate a visual record of this sort. The tone for the photo can be formal, or more fun and playful, according to what suits your meeting.
Planning for stakeholders and suppliers 
6-16 weeks out
What other functional areas or suppliers are you dependent on to complete planning or delivery?  For example, do you need additional cyber or physical security services, catering, gifts? Are there other stakeholders, such as relevant Māori, business or NGO stakeholders, who need to be involved in what is being discussed? 
Brief or contact your key stakeholders early as to their role.
[bookmark: _Toc100837259]Planning communications
6-16 weeks out
Communications surrounding the scheduling and planning of virtual meetings aren’t dissimilar to those required for physical events.  
How will meeting outcomes be communicated? 
Consider having a system (e.g. media asset portal) for collating B-roll video, Chair’s opening remarks, videos and images.  These, together with links to media releases and backgrounders, can be pushed out to all registered media through electronic newsletters following meetings and media conferences.  This helps to provide ‘colour’ and make it easy for media to create their stories.  
Depending on resourcing and time pressures, would you consider using an external company to assist with loading material onto the media asset portal?
Do you need to send anyone stats/data from the meeting? 
How will audio/video records be distributed and what are the timing requirements for this? 
How long do meeting ‘files’ need to be retained?
Is there a record of national importance to be maintained? 
Media follow-up after meetings and media conferences is a high priority.  There are additional things to consider if your event requires a media conference.  
Does the media conference need to align with a meeting?  Do you need to hold media conferences both before and after key meetings? 
Do (media) participants come from different time zones?  What is the optimal timing? 
Are you working with other organisations to deliver the media conference?   
Do you need a professional MC? If so, the host will work with the MC to design and draft the script.  A professional broadcaster brings both quality and consistency.  
Example from APEC 2021
The following is an example of how APEC New Zealand conducted communications and media planning for each meeting, with indicative timings.  Timings tend to be longer for complex meetings, especially where VIPs may need to sign off arrangements (up to 16 weeks prior).



[bookmark: _Toc100837260]Planning registration and set-up 
6-16 weeks out
Registration - Will you be registering participants? How will you do this?
Does your participant support team need to track registrations? If so, be clear about why.  For example, if you require all participants to have a unique login you must specify what information you need from them.
Communicating with participants (Participant Guidelines)
Determine how you will you contact participants.
Communication with participants could be via the following channels:
Email 
Website 
Registration System (if used). 
WhatsApp/Signal (very useful both for backroom policy or other discussions between meeting participants and to flag issues). 
Consider what information you need to provide to participants and in what form.  It may include:
Meeting Agenda and protocols (including start times, planned speakers)  
How will participants contact the organising team for support? How will you respond to them?
Determine whether you have any pre/post meeting follow up requirements.
It is effective to funnel all participant support requests to one location and then triage responses from there.
VIPs - It is also useful to have an agreed method of communicating with VIPs if this will be different from normal channels.  
Supporting participants into the meeting
When can participants complete testing (if required) of their own equipment? 
Should you offer a concierge service to greet participants before the meeting starts to ensure their lighting, framing and audio is good, and to put them at ease? 
What happens if there is a technical problem during the meeting?
[bookmark: _Toc100837261]Planning for participant feedback
6-12 weeks out
Will you measure meeting outcomes/participant satisfaction? If so, what is the proposed format and time line? 
What is the agreed distribution, and how will you allow for feedback? 
Will the survey be managed in house or by a third party? 
[bookmark: _Toc100837262]Planning for assurance and meeting readiness
Testing venues, setups and production and holding dress rehearsals can be the difference between success and failure when hosting complex meetings.
6-12 weeks out
Venue - How will you ensure your venue is ‘good to go’?  Agree your expectations for ensuring equipment has been tested, software updates installed, backdrops confirmed, physical room setups checked.  
Readiness testing proposed timeline (working days)
[image: C:\Users\PCox\Pictures\Readiness timeline.jpg]
Technology - Agree requirements around your technology team’s equipment, networks and virtual platform testing to ensure a known state before you begin the meeting or event.  
Chairs and Participants - Agree the approach for Chairs and participants.  Will they be required to attend testing, or full dress rehearsals?
[image: A group of people on a stage

Description automatically generated with medium confidence]Consider how you will help participants test their own equipment or specific meeting content (e.g. video/slideshow).  For example, will you offer a dedicated session in the days before, or just prior to the meeting/event, to ensure that all participants can access the virtual meeting and have all their functionality, such as backdrops, eye line, distance to camera and connectivity on point, to enable full participation?  
Meeting Readiness conceptual model (to be customised for each meeting type)
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A good Chair shares attributes with the conductor of an orchestra.  They set the pace and tone for the meeting, give focus to ‘solo’ moments, and ensure that all players are heard.  They facilitate conversation, ensure participants are comfortable to engage in a free and frank way, and assist collaboration.  
Recognising that virtual meetings will involve participants joining from remote locations and across different time zones, meetings should be as concise as possible - ideally no longer than three hours.  Participants will develop trust in your process when the agreed schedule for participation and discussion is maintained, and when meetings start and end on time.  A key role for the Chair is to ensure the group remains focused on the agenda and schedule, and sticks to the allocated timings. They need to monitor engagement, draw people in, and be comfortable interceding if focus or energy levels start to fade. 
Things to consider
What key outcomes are sought from the meeting? How are these reflected in the agenda? 
Are you trying to achieve too much in one session? Think about scheduling separate meeting sessions for longer policy dialogues or interactive discussions.
Will the flow and content of the agenda achieve your outcomes?  
Vary the format of the meeting to keep participants engaged.  This could include the use of breakout groups for brainstorming issues.  Alternatively, a retreat format can generate a sense of privacy that supports focused discussion.
Are you confident you can manage the agenda? What else do you need by way of help/support? 
If there are a large number of participants, or the agenda is complex, do you need a support person to help you keep track? 
What protocols will you need to establish to ensure the outcomes can be achieved in the time available? For example, should you indicate how long each participant will have to speak under each agenda item, and maintain a commitment to the schedule to reinforce this?
  Principles of chairing interactive and dynamic meetings template on page 75
Chairs guide to managing high-stakes virtual meetings  on page 78
[bookmark: _Toc100058933][bookmark: _Toc100837264]Building connections and establishing meeting protocols
Chairs need to foster strong connections with participants and maintain a consistent dialogue in the lead up to the meeting.  They are responsible for outlining the protocols for interaction within the meeting and for indicating how potential problems will be resolved. 
What chairs need to do

[bookmark: _Toc100058934][bookmark: _Toc100837265]Structuring the meeting
6-16 weeks out
The meeting agenda, developed in collaboration with the Production team, is a key framework from which the designation of most other responsibilities flow.  
To aid in the development of the agenda, consider the following issues:
Can you structure your agenda so that you capture participant attention right from the start and then maintain engagement using short, stimulating segments?
How many people will appear on camera physically within the meeting hosting room? 
How many speakers will be involved in the meeting? 
Does the meeting include any presentations, documents or videos that need to be displayed on screen? If so, what is the appropriate timing for these to be shown? 
Will a ‘family photo’ be taken, and if so, at what point? (This is a collation of simultaneous screenshots of all participants, managed by the production/technical support team.  The tone for the photo can be formal, or more fun and playful, according to what suits your meeting.)
How many presentations will be made in your meeting (i.e. PowerPoint)? Where will these presenters be located? 
Consider reducing the number of report-backs from projects.  Participants can be encouraged to submit these in writing before the meeting.  
Will there be breakout sessions included in your meeting? 
Will there be panel sessions included in your meeting? 
[bookmark: _Toc100058935][bookmark: _Toc100837266]Facilitation
As a Chair, you need to ensure a number of things:
At the start of the meeting, describe the agenda and clearly explain your expectations for how the meeting will run and the key objectives you want to achieve by the end.  
Heads of delegations or designated Representatives should be encouraged to turn their cameras on.  Ideally all other active participants should keep their cameras on, but depending on numbers and the nature of the meeting it may be more effective to ask that others should keep cameras off.  
Microphones should be unmuted only for the duration of their presentation or intervention, after they are given the floor by the Meeting Chair.
Keep opening session and housekeeping aspects at the start of the meeting concise.  
Encourage an interactive dynamic, and model collaborative, respectful interactions.  
Encourage new colleagues to introduce themselves and find ways to ‘break the ice’, leading by example.  
Ensure that participants are aware of any technical elements, such as arrangements for recording the meeting (where consent should be sought), and indicate whether this is intended for media release or note-taking purposes only.  
[bookmark: _Toc100058936][bookmark: _Toc100837267]Managing participant contributions 
Chairs should consider how they will seek and confirm agreement on points for discussion.  If you’re comfortable using the chat function to support progress you can post the agenda item in the chat function so everyone is aware of the item under consideration.  If, in response to a question, a simple yes or no is sought from members, they could write this in the chat box, rather than taking the floor.  If the chat function is being used as part of the meeting conversation, it is important that the Chair pays close attention, and draws participants’ attention to the chat throughout.   
The simplest way to manage the speaking order is to ask participants to use the chat function to record their interest in ‘taking the floor’.  This is more effective than using the ‘raised hand’ function as it allows the Chair to keep track of the order in which requests are made.  The Chair (or a support person for the Chair) should keep a note of the intervention requests.  To encourage active participation, Chairs should:  
Focus the agenda on specific questions, rather than on broad-ranging areas of work.  
Identify key participants whose contributions should be sought on specific subjects and notify them in advance that they will be called upon.  
Encourage people to speak briefly on two or three key points that are relevant to the conversation and clarify the maximum time that will be available for each speaker.
Encourage informal engagement throughout the meeting, to progress ideas.  Simple affirmation of initiatives can be recorded through the chat box.  
Demonstrate an inclusive approach.
Limit the amount of time they spend talking.
If there are technical difficulties while a participant is speaking, the Chair should move on to the next speaker who requested the floor.  Tell the meeting that you will return to the previous speaker when the technical issue has been resolved.  
[bookmark: _Toc100058937][bookmark: _Toc100837268]Managing technical difficulties
To ensure a smooth meeting experience we recommend the Chair, the Operations Manager, Technical Support,  Production Lead and the Deputy Chair discuss and confirm ahead of time how they will manage technical issues.  (This should include communication channels and back-up plans.)  The Deputy Chair (or equivalent) should be included in this planning to ensure that they’re briefed and ready to take over chairing the meeting if any technical difficulties prevent the Chair from continuing.  
Issues with the meeting platform 
If there is an issue with the virtual meeting platform, consult with the Operations Manager to determine whether to reschedule impacted meetings.  Information relating to any contingency plans should be available closer to these meetings.  
Issues affecting chairs 
If you experience any technical difficulties directly before or during a meeting that your technical support team cannot resolve, the Control Room people (if you are operating one) can marshal additional support and discuss actions with you.  
We also recommend that as Chair you attend one of the test windows prior to your meeting, so a Technology team member can work through a basic equipment check.  The platform controls and features can also be introduced to help you feel more comfortable using them.  
Your technical support team should be familiar with the selected platform and should make themselves known to you and other participants in advance of the meeting to ensure coordination and comfort with the technology.   
Participant issues 
If a participant experiences technical problems, the Chair should communicate this to the production/technical support team (in the Control Room – if you have one) and other participants if the participant is unable to do so themselves.  If the problem is not immediately resolvable, the Chair should move to the next speaker or agenda item and allow the participant the opportunity to provide their input at a later point (or, failing this, in writing).  
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Description automatically generated with low confidence]Production is required to deliver a seamless meeting experience comprising in-room producers, video, graphics, transitions, microphone unmuting, lighting, and sound and camera tracking. Production also maintains a real time visual overview of all meetings running concurrently. 
A Control Room is useful to maintain oversight of all meetings, including management via the meeting administration account and should be staffed by a Technology Lead and Production Lead for each meeting timeslot.  
Experienced control room operators can handle up to 8 meetings concurrently.  They’re responsible for everything seen and heard within each meeting other than the voices of the meeting participants themselves.
[bookmark: _Toc100837270]Brainstorming and concept 
6-16 weeks out
Brainstorm the event with key stakeholders and meeting hosts.  Consider:
What tone is required for this meeting?  Is it highly structured and formal, or can it incorporate more informal elements? What can we add to this meeting that will surprise and engage participants?
What will influence the look and feel of the event? Is there an existing, clearly defined brand and design aesthetic that will form a template for the meeting, or does this need to be interpreted or developed further by the production team?
What has been done well in the past that can be drawn on? What can be done better? 
Who will act as Chair for the meeting? Do you require a specialist MC or anchor? If so, who will be responsible for selecting this person?
Who will be engaged to write scripted content such as autocue text, welcome and introduction, closing remarks and other pre-recorded content?
Who will be responsible for rehearsing and help-desking VIPs, participants and Chair? 
Are there any audiovisual components such as music and video that need to be commissioned in advance, or that require copyright permissions?
How can the hosts and production team create opportunities for participants to connect prior to the meeting to enable some of the informal interaction that would occur at a physical conference?
Will meeting participants need opportunities to go into breakout spaces? Will someone in the breakout space have the role of facilitating that group? 
Will elements of tikanga Māori be incorporated into your meeting? Who will be responsible for guiding this?
Broadcast and production design and resources on page 91
[bookmark: _Toc100058940]6-16 weeks out
2-5
weeks out
Days before
Hours before
Collate Production checklist
Initiating and scheduling
Compile the call sheet
Finalise content
Prepare run sheet
Liaise with speakers
Prepare the Host/Concierge
Plan communications
Plan control room
Prepare key comms for Chair and meeting owners 

[bookmark: _Toc100837271]Initiating and scheduling
6-16 weeks out
Treat all meetings as unique.  
Facilitate discussions with the meeting owner prior to setting agendas to establish a clear understanding of the platform parameters and capabilities.  It is important the meeting owner and Chair have time to build trust in the Production team.
When agendas are ready ensure that the Production team understands them clearly as well as requirements such as meeting structure, breakouts, autocue, panel discussions, drafting documents, and family photo.  (This is a collation of simultaneous screenshots of all participants, managed by producers in the control room.  Consider whether your participants would appreciate a visual record of this sort. The tone for the photo can be formal, or more fun and playful, according to what suits your meeting.)
Check the requirements work alongside one another – for example, breakouts need time to ensure correct allocation of delegates and family photos, which can be resource intensive, and may need to be staggered if concurrent meetings are happening.
Load all meeting information into the master schedule and allocate roles/responsibilities to the other functions and contracted suppliers.
Setting up effective Master Schedule templates page 68
[bookmark: _Toc100837272]2–5 weeks out
Plan communications between the Venue/Studio, the Operations Manager, Production and other key participants to ensure an on-time start, consistent and seamless delivery, and ongoing communication throughout the meeting.  WhatsApp groups work well and should be restricted to those that need to be aware of technical and production issues and responses.
If you are using a centralised control room: Plan the control room or desk.  Two screens are recommended for each meeting, one screen to prep content and one showing the meeting in real time.  It is important the control room or desk is quiet and enables the Production team to concentrate and follow the meetings.
Prepare communications for the Chair and meeting owners/facilitators covering all key aspects such as registration numbers, PowerPoint templates and systems, and how the support will be organised.
[image: cid:D2FB4FFC-4072-4703-8726-040111056727]
Work with any speakers to get their visual content collated, labelled, downloaded and ready for presentation.  Expect late changes to the presentations.  Agree who will control the slides/presentation (speaker or Production).
Enable and prepare the ‘Host/Concierge’ role.  The Concierge is typically active one hour prior to the start of the meeting, welcoming attendees into the meetings, and ensuring adequate technical set up for the role the delegate is to play (Chair, presenter, participant, facilitator, moderator, observer).  Anyone speaking needs to be seen and heard clearly.  The Concierge may help tweak the tech setup for the attendee, talk through the technical settings, ensure correct virtual backgrounds, and head and shoulder framing.  The Concierge may have the capability to play music from a selected Spotify playlist (NZ themed?), and has full technical support on hand for tricky problems.  A good Concierge will generate a warmth to the meeting prior to it starting.  Concierge service is preferably delivered from a dedicated studio to look really good but it can be run remotely or from within the Control Room.
[bookmark: _Toc100837273]Before the meeting
Using the agenda and Master Schedule, collate key information on to a Production ‘Check List’ and distribute.
Run all dress rehearsals, testing sessions and assurance activities – support the risk assurance team to do their reports.
Readiness testing proposed timeline (working days)
[image: C:\Users\PCox\Pictures\Readiness timeline.jpg]
Prepare, distribute and refine the Run Sheet
Finalise any outstanding items such as meeting content and collateral.
Daily run sheet template on page 97
[bookmark: _Toc100837274]On the day (2–3 hours prior):
Compile the Call Sheet (including all meetings within a timeslot) and share between: Studio Producer, Production Team, Technical, and Venue Staff.
Meeting call sheet template on page 99
For each meeting, clarify the studio, platform access codes, and key support personnel, photo requirements, VIPs to look for etc. – a whiteboard in the control room is useful for this.
[bookmark: _Toc100837275]During the meeting
Quick problem solving is vital.  Late logging in, problems with internet connections, delayed final presentations, translation problems, and participants requiring meeting documents are all things skilled production/control room can attend to without the meeting being disrupted, via the behind-the-scenes communication channels.
Facilitate the family photo at the right time in the agenda. This is a group photo of participants collated from screenshots.  The Chair will handover to production who then cue those in the photo to present themselves well, counting down as they go, while screenshots are taken for later editing.  A fun version with an informal feel can also be suggested if this is appropriate within your context.
Manage and monitor the WhatsApp channels 
Monitor key participants as they log into the meeting.  
Hand over to Producer to manage start with Chair if the Producer is physically attending in the meeting room.  
Starting the countdown/title slide sequence and handing over to Chair.
Follow agenda and share content, operate breakouts, photos as required.
At close of meeting show the farewell slide.
Add any issues or successes to the Daily Report.[image: C:\Users\PCox\Pictures\APEC\ILR family photo.PNG]
Example of a ‘family photo’
After the meeting
Immediately after
What lessons were learned that could be useful for supporting/delivering future meetings? Discuss these with meeting Chair and other support functions.  What went well and what can be improved on? 
[bookmark: _Toc100058943][bookmark: _Toc100837276][bookmark: _Toc101949229]Guide for the Technology team[image: Background pattern
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Meeting Platform
Meeting preparation
Troubleshoot
Test equipment
Go over operational checklist
Tech lead to control room
Introduce tech team to Chair and hosts 
6-16 weeks out
2-5
weeks out
Days before
Hours before

[bookmark: _Toc100837277]Initiating and scheduling	
Meeting platform
6-16 weeks out
Decide  what platform you’ll be using:
Do participants have a preference? Are they familiar with a particular platform?
Do you know what technical equipment you’ll need, and by when?
Does your team require a specific functionality such as the ability to play content or graphics? If so, can you do that within the platform or do you need additional equipment to deliver that functionality?
Is cyber security an important consideration in the context of this meeting?
Do you and your technical team need practice operating the platform?
Do you have an appropriate space for the meeting(s) to be hosted or participated from? This informs host venue/room set up, production requirements, physical participant capacity, and space needs.
Does this space have appropriate technology established? Is there reliable broadband, camera, and microphone?
Virtual meeting technical solution requirementson page 100
Fit-out of Virtual Meeting Hosting Room on page 108
 


Meeting preparation
2-5 weeks out 
Install and test all equipment, connectivity, security as required or, if bumping in just prior to the meeting, ready the equipment and test it.
Ensure there is a clear plan in case of technology failure.  This could include plans to defer the meeting, switch to another technical platform, or replace with backup devices.
Have a clear plan with the meeting Chair on what will happen and who will make decisions if there is a technology failure.  
Consider how your participant equipment and set up testing will be conducted. Will you offer a dedicated session in the days before or just prior to the meeting to ensure participants can access the virtual meeting and test functionality? Communicate this appropriately in the participant guidelines.
Virtual meeting technology function operations manual exemplar on page 112
Security incident response plan outline on page 126
[bookmark: _Toc100837278][bookmark: _Toc100058945]Before the meeting
2-3 days prior
Enable venue testing to troubleshoot any potential issues.  This should focus on ensuring equipment has been tested, software updates installed, backdrops confirmed, afterhours access process is understood (if required).  It could also include checking of physical setups.  
Ensure your equipment, networks and virtual platform have been tested.  This ensures that you have a known state before you start the meeting or event.
Ensure Chairs and participants know when testing will take place.
Review any updates to the virtual platform.  Cloud platforms (Zoom/WebEx/Teams) can be updated with new functionality and surprise changes to existing functionality without notice.
Check the registrations/size of the meeting.  Do you have enough technical support in the room or offering remote support to your participants?
Do other technical suppliers such as AV teams need anything supplied to enable their systems to operate smoothly?
Virtual meeting facilitator checklist  on page 130
[bookmark: _Toc100058946][bookmark: _Toc100837279]Meeting delivery
1 hour prior
Introduce your on-site team to the Chair and hosts of the meeting and reassure them re the support you will provide.
Ensure the Technology Lead is close by or in the control room/at the control desk.
[bookmark: _Toc100058947][bookmark: _Toc100837280]

After the meeting
Immediately after, and in following 1-2 weeks
Do you need to remove access to the virtual platform for anyone such as meeting support teams or participants? 
Do you need to remove physical equipment from the meeting room location? 
What lessons were learned that could be useful for supporting/delivering future meetings? Discuss these with meeting Chair and other support functions.  What went well and what can be improved on? 
Do you need to send anyone stats/data from the meeting?
[image: ]
Control Room in operation
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[bookmark: _Toc100058949]Liaise with venue and operations team
Liaise with media 
Prepare set-piece presentations 
Preparing for the meeting
Initiating and scheduling
6-16 weeks out
2-5
weeks out
Days before
Hours before

[bookmark: _Toc100837282]Initiating and scheduling
6-16 weeks out
Communications for a virtual meeting schedule and planning are similar to those required for a physical event.  What is the requirement for meeting outcomes to be communicated? You should also consider whether your event requires a media conference. If so:
Does the media conference need to align with a meeting?  Do you need to hold media conferences both before and after key meetings?
Do (media) participants come from different time zones?  What is the optimal timing?
Are you working with other organisations or VIPs to deliver the media conference?  
Do you need a professional MC? If so, the host will work with the MC to design and draft the script.  A professional broadcaster brings both quality and consistency.
Get familiar with the meeting plan, the stakeholders involved and the agenda.  Identify key themes and a communications approach. 
Identify and agree pre-recorded content requirements such as videos, NZ Inc. content, pre-recorded Mihi, and initiate their production.

[bookmark: _Toc100837283]Preparing for the meeting
[image: Two colleagues planning on board with sticky notes]2-5 weeks out
Manage the programme of engagements prior to the meeting – for example, bilateral, inter-agency.
Book and brief your talent for the media conference.
Identify the requirements and availability of any necessary communications and production support.
Confirm venue/room set up for the media conference.
Will media register the same way as other participants? If so, will you provide the same level of support?
How will you communicate with media? 
What AV/look and feel/backdrops will you design or initiate for the meeting?
Do media have different requirements to other participants (filming, photos, deadlines, time frames, technology)?
Do you want to integrate NZ Inc. messaging into the media conference or meeting? If so, what is appropriate and can you get the content produced or ready to feed in?
What, if any, meeting content will be shared following the meeting? Are you clear on media requirements and formats?
How will you capture images and video of the meeting? Will this be done within the platform, or do you require a photographer or videographer?
What sort of resolution do you need to secure and do you have the capability to capture that?
Will images/video/NZ music be shared with participants and media?
Are there any privacy/copyright or licencing issues to be considered?
What is the agreed approval process for material you will be sharing publicly about the meeting, such as the Chair’s opening remarks, video, media releases, images?
 If presenters and participants are to be recorded, ensure this is agreed and understood in advance, and secure their permission.
1 week out
Confirm arrangements to capture content from the meeting or event to support communications such as behind-the-scenes footage and keynote.
Prepare and approve set-piece presentations for Chairs and keynote speakers and make sure they’re ready for loading into auto-cue.
Event brief: meeting media conference on page 142
[bookmark: _Toc100837284]Before the meeting
2-3 days prior and then again on meeting delivery day
Media are last minute.  Contact them and convince them early why they need to be at your meeting/event/media conference, and explain that they must register (if required) before the deadline, or may miss out. Send them guidelines on how to do this, and how to get support.
Ensure your venue and operations team know your requirements so they’ve allowed for access to the room and space to accommodate securing footage.
[bookmark: _Toc100837285]Meeting delivery
Organise ASAP, with ongoing follow-up
Limit attendance in the media conference room to essential people to avoid adding extra pressure and distraction for the Chair.
The APEC team used WhatsApp to keep connected with journalists who were asking questions at the media conference.
For the media who only wanted to watch and not participate in the media conference, we provided a live stream of the media conference.
Participant services interdependencies:
What support will you provide to media, for example, to assist with access to the platform?
Do you need a media liaison point?
[bookmark: _Toc100058952][bookmark: _Toc100837286]After the meeting
Media want footage, images and quotes instantly, so work out a way to load material to the media asset portal for distribution as quickly as possible.
Media follow-up after meetings and media conferences is a high priority.
How will audio and video recordings be distributed, and what are the timing requirements for this? How long do meeting ‘files’ need to be retained?
Consider having a media asset portal in which to collate B-roll video, Chair’s opening remarks, videos and images.  These, together with links to media releases and backgrounders, can be pushed out to all registered media through electronic newsletters following meetings and media conferences.  This helps to provide ‘colour’ and make it easy for media to create their stories.
Depending on resourcing and time pressures, consider using an external company to assist with loading material onto the media asset portal.  



[bookmark: _Toc100837287][bookmark: _Toc101949231][bookmark: _Toc100058953]Guide for[image: Background pattern
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Meeting agenda
Meeting survey
Final set up
Prepare for surge support if needed
VIP relationships
Registration and set-up
6-16 weeks out
2-5
weeks out
Days before
Hours before

[bookmark: _Toc100058954][bookmark: _Toc100837288]Registration and set-up
6-16 weeks out
Consider how you will register participants. Agree your systems.
Consider the information and guidance participants will need and agree the collateral that needs to be produced with all parties.
Consider how you will manage requests for support efficiently, including for overseas participants.  Agree systems 
How will you contact participants? Do you have any pre/post meeting follow up requirements to fulfil for the meeting owner?
Communication with participants could be via the following channels, but it is best to select one:
Email
Website
Registration System (if used)
WhatsApp/Signal (very useful both for backroom policy or other discussions between meeting participants and to flag issues)
Is there any requirement for physical security systems at the venue? If so, agree systems and communicate to the hosting team.


VIP relationships
It is also useful to have an agreed method of communicating with VIP’s if this will be different from normal channels.
Who is the single point of contact/primary interface with VIPs such as Prime Minister, Ministers, and CEOs?
How will VIP briefings be delivered? 
Establish process and timing for managing VIPs into meetings.
Meeting Venue Operating Plan on Page 143 
2–5 weeks out
Participant guidelines - Examples of information you may need to provide to participants include:
Meeting Agenda (including start times, planned speakers).
The technology platform being used and how they will access it.
How to contact the organising team for support.
When participants can complete testing (if required) of their own equipment.
What will happen if there is a technical problem during the meeting.
Protocols for participating in the meeting (as defined by the host or Chair).
Meeting survey
Will you measure meeting outcomes/participant satisfaction?
If so, what is the proposed format and time line?
What is the agreed distribution, how to allow for feedback?
Will the survey be managed in house or by a third party?

[image: Worker typing on laptop]


Before the meeting
2-3 days prior, and then again on meeting delivery day
Are there any changes that are relevant to the meetings proceeding that should be conveyed to relevant parties such as participants, Chair, and other support teams?
Be ready to trigger surge support if registrations or requests for support increase.
[bookmark: _Toc100837289]Final set-up
Have people at the venue to implement any onsite security checking or to meet, greet and brief any in-person VIPs attending.
Health and safety – ensure there is a health and safety representative available at site in case of an H+S Incident.  
Position the support team alongside the meeting venue if possible. 

[image: ]
Registration support team in action at the venue
[bookmark: _Toc100837290][bookmark: _Toc101949232]Guide for participants[image: Background pattern
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Regardless of how many virtual meetings you’ve taken part in, it’s still worthwhile to prepare in advance to enable full engagement, and to avoid the technical issues that can derail participation.  

[image: Woman looking at computer screen]
[bookmark: _Toc100837291]Set up
Do you have all the equipment, information and support you need to connect and participate in the meeting?
Do you have the software or App the virtual meeting will be hosted on? 
Have you read the notes from the host in sufficient time to check you are on the correct system?
Do you have a device (laptop or iPad) that supports that software or App, and can deliver all the functionality you need to participate in the meeting, such as camera, sound, virtual background and screen-sharing? 
[bookmark: _Toc100058955][bookmark: _Toc100837292]Evaluate your meeting space 
Will you be participating from a meeting room or studio?
What support is provided? Do you need to know how to use the equipment or will someone qualified be there during the meeting to do this for you? 
What about your background? Where possible, use the official virtual background.
Will you be participating from home or participating after hours?
Do you have sufficient internet speed to participate? Can you hardwire in as opposed to using wireless?
Can you do a self-test or test the connection with the host? Ensure you test on the same equipment, and in the same room that you will be using on the day or night that the meeting takes place!
Can you screen share and run a presentation or will the administrator take care of this?
Have you ensured those around you at home are aware of your meeting?  (This may include pets!)
[bookmark: _Toc100058956][bookmark: _Toc100837293]One week before the meeting
Make sure you are registered and confirmed for the meeting or event.  
Do you need to create an account or download a specific virtual meeting software or app? Ensure this is linked to the device that will be used for the meeting.  Ensure the relevant meeting platform or application is downloaded and that you can successfully log in.
Ensure the device you are using has all the functionality you need to participate.  Do the camera, microphone and speakers all work with the meeting software? Or, if participating from a meeting room or studio, do you know if the equipment suits your meeting requirements and who will be supporting you? 
Most platforms have a self-test function and it’s wise to try this at least a day ahead of the meeting to ensure you can connect and self-test.
Check for any instructions from the organiser.  Have they provided guidelines or a checklist? Is there any pre-work required?
Take the time to ensure you are clear on how to connect to the meeting and who to contact if you have questions or challenges connecting.  
Presenting?  Do you need to supply your presentation or a virtual background to support people in advance? (We would recommend this as a contingency.)  Can you screen share yourself? Are you clear on who is controlling the slides, and what the set up for this will be?
[bookmark: _Toc100058957][bookmark: _Toc100837294]One day before the meeting
Check you have all the meeting details, log-in information and support contact details.  
Check your technical equipment.  Do you have the correct power cables for your devices?
Prepare your environment.  Make sure you have a quiet, comfortable location to join a virtual meeting.  Try to find a spot with natural light if possible. 
Have there been instructions from the organiser on protocols? Are you clear on these? 
[bookmark: _Toc100058958][bookmark: _Toc100837295]One hour before the meeting
Log in to your meeting 30mins to an hour before the start time.  
Know your back-up plan if there are any technical issues with your equipment or internet connectivity.  Who do you need to contact? Do you have that information to hand?
[bookmark: _Toc100058959][bookmark: _Toc100837296]During the meeting
Have the meeting host and technical contact information to hand, should you need it.  Be ready to clearly explain the issue you are having.  
Know your back-up plan if there are any technical issues with your audio, video or internet connectivity.  Some platforms will allow you to connect via a phone line.  Knowing these options is particularly important if you are a presenter or speaker.  
Do you have another way to communicate with the meeting Chair or Facilitator, such as WhatsApp? Ensure you have that information to hand.
[bookmark: _Toc100058960][bookmark: _Toc100837297]After the meeting
Take a couple of minutes to reflect on the meeting.  What went well?  Was there anything you’d do differently next time?
Is there anything you can do to adjust your meeting set up to improve your next meeting participation?
Give feedback to the meeting organiser if there was something you think would make the meeting experience better for all participants.


[bookmark: _Toc100062287][bookmark: _Toc101949233]Templates and exemplars	[image: Background pattern
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[bookmark: _Ref100217559][bookmark: _Ref101882870][bookmark: _Toc101949234]Virtual meeting success assurance framework template and exemplar
[1 page; [Success Frameworks should be agreed at early stage, be cross-team and draw from integrated workshops i.e. all functions contribute and obtain shared understanding from the outset. The goal is to agree a set of high level success statements across a range if functions and detail the success measure(s) for each.
High Level Success Statement (HLSS) 1
Detailed success measure 1
Etc.
High Level Success Statement (HLSS) 2
Detailed success measure 1
Etc.
[Continue on while ensuring HLSSs link to strategic objective, policy or other agreed priorities, critical success factors or unique outcomes sought]
Measurement Plan 
This measurement plan is part of the host year measurement plan that measures our performance across a number of domains, a spectrum of participants and via a range of channels.
	Measures to be used (relates to deliverables and survey results etc.)
	Lead
Initials
	Aligns to HLSS No.

	Accountable = [Add Name]  Responsible [Add Names]
	
	

	[Exemplar measures provided below]
	
	

	Lessons Learned report compiled within 3 weeks of completion
	PC
	1.6

	The first draft of the [Document] is socialised and progressed so that economies agree on as much content as possible
	PC
	8.3

	Negotiations on declaration text are advanced to final draft 
	PC
	Etc.

	Implementation of the [NAME] Roadmap is progressed and preparations for the [NEXT STEP] supported
	DC
	

	A successful workshop to support our ambitions [SUBJECT] is hosted
	DC
	

	Work is progressed on the mid-term review of the [NAME]
	MC
	

	The communications approach is agreed 1 week prior to go live and successfully delivered as per plan
	
	

	Survey and Feedback:  A = MG, R = ME
	
	

	Survey of key stakeholder groups is completed within two weeks after event using general + targeted questions aligned to HLSS above
	ME
	

	Supplier achievement of contracted targets during delivery
	ME
	

	Communications/social media/media headline metrics
	CC
	


[bookmark: _Ref100839678][bookmark: _Ref101886197][bookmark: _Toc101949235]Project plan template
[11 pages]
Insert Logo etc


[Name] Project Plan

	



Division
	



Responsible Owner
	




Project Manager

[bookmark: _Toc49533610][bookmark: _Toc99126961]Revision History
	Date
	Version
	Author
	Comments

	
	0.1
	
	

	
	0.2
	
	

	
	0.3
	
	

	
	0.4
	
	

	
	0.5
	
	

	
	0.6
	
	

	
	0.7
	
	



	Ref
	Planning Round2 Adjustments

	1
	[Incorporation of Contingency Planning]

	2
	[Addition of Procurement Table]

	3
	[Incorporation of Operating Principles under Covid Alert Levels 3 and 4]

	4
	Etc



	Ref
	Planning Round 3 Adjustments

	1
	[Financial reforecast, additional scope, and financial provision]

	2
	[Incorporation of Lessons learned]

	3
	Etc

	4
	


[bookmark: _Toc49533611][bookmark: _Toc99126962]Approver
	Name
	Role
	Status 
	Version
	Date

	
	
	
	
	

	
	
	
	
	


[bookmark: _Toc49533612][bookmark: _Toc99126963]Reviewers – Round 1
	Name
	Role
	Status 
	Version
	Date

	
	
	
	
	

	
	
	
	
	


[bookmark: _Toc99126964]Reviewers – Round 2
	Name
	Role
	Status 
	Version
	Date

	
	
	
	
	

	
	
	
	
	


[bookmark: _Toc99126966]Consult
	Name
	Role/Job Title
	Field of Expertise 

	
	
	

	
	
	

	
	
	



[Add Contents Page here]
[bookmark: _Toc49533613][bookmark: _Toc99126967]Description
The [Name] project will be responsible for … [100-200 words] 
[bookmark: _Toc49533614][bookmark: _Toc99126968]Objectives
The objectives of the Delegate Services project are to:
  Ensure…
  Create…
  Secure…
  Provide...  
  Etc  [100-200 words]
[bookmark: _Toc49533615][bookmark: _Toc99126969]Lessons/Knowledge Identified
The following lessons and advice were shared with the Project team:
Rehearse – “Factor rehearsal time into all activities – as a team, with offshore contacts, pre-testing delegations, on the day.” The project will factor in rehearsal timings for all meeting activities. 
Step through the delegate virtual journey as much as you would an in-person attendance experience – “If possible, involve any offshore network to test capability in different countries.” 
Step through a delegate journey for a mixed model – “think about how things work for virtual and in person attendance – will that change how we modify meeting participation?” 
Communication with delegations – “Live interaction with delegations was mostly managed through WhatsApp – proving especially useful during the pre-testing with delegations and used extensively during the meeting. It is advised that portable chargers / power boards are available.” 
Try to keep the experience as close to the expectation and convention of an in-person meeting – “The more complicated it is to get online and participate in the meeting, the less buy in you will have down the track. If things are going to fundamentally change, factor in more lead-in time to communicate to delegates what to expect and get to grips with a change.” 
Ease of use – “Keep things simple. Making sure that the physical and virtual meeting rooms are re-labelled with meaningful names and not just defaults with password access.” 
Making sure someone in the room can speak to any technical support – “someone in the same time zone would be preferable.” The project has factored having a team member and a tech support person present into meeting room requirements. Staff can provide operational support, although technical support is out of scope for the project – we have factored into meeting requirements the need for a technical support person to be in a meeting (or at the very least physically present on site). 
Professional production services – “Lighting and sound had to elevate to meet a higher production value than first anticipated.” When procuring meeting AV and Sound equipment, it will be beneficial for the project to keep this in mind and communicate this observation with suppliers.
[bookmark: _Toc49533616][bookmark: _Toc99126970]Scope
	In Scope
	Out of Scope

	[bookmark: _Hlk51098622]
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


[bookmark: _Toc49533617][bookmark: _Toc99126971]Assumptions
This [NAME] project has been planned based on the following assumptions:
For the most part … etc.
[bookmark: _Toc49533618][bookmark: _Toc99126972]Approach
The approach for the [NAME] project is as follows:
We will … etc.
[Can link to key documents]
[bookmark: _Toc49533619][bookmark: _Toc99126973]Constraints
As part of the [Name] project we have to date identified the following constraints:
Budget may be a constraint on … 
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Add other narrative etc. 
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[bookmark: _Toc49533620][bookmark: _Toc99126974]Deliverables
 The project has identified that the following deliverables are required and need to be in place for [WHAT AND WHEN]. This list will be updated and added to as needed.  
	#
	Name
	Description
	Link to document
	Date to start by
	Needs to be completed by
	Lead 
R
	Approver
A
	Support
S
	nsult
C
	Informed
I

	Project document deliverables

	
	Project Management Plan
	First draft of planning document for [NAME] project
	
	
	
	
	
	
	
	

	
	Project decision making timeline
	Where decisions are required – these are being identified … etc. 
	
	
	
	
	
	
	
	

	[Other] deliverables (some examples below)

	
	Requirements for …
	
	
	
	
	
	
	
	
	

	
	[Name] Plan 
	
	
	
	
	
	
	
	
	

	
	[Name] Procurement Plan
	
	
	
	
	
	
	
	
	

	
	[Name] Contracted
	
	
	
	
	
	
	
	
	

	
	Insurance
	
	
	
	
	
	
	
	
	

	
	Health and Safety plan
	
	
	
	
	
	
	
	
	

	
	Contingency plan
	
	
	
	
	
	
	
	
	

	
	Participant journey map
	
	
	
	
	
	
	
	
	

	
	Service Levels agreed for [Name]
	
	
	
	
	
	
	
	
	

	
	Etc.
	
	
	
	
	
	
	
	
	


[bookmark: _Toc49533621][bookmark: _Toc99126975]Critical Milestones
	#
	Milestone description
	Planned date
	Lead responsible
	Timing Constraints

	
	Decision on [Name]
	
	
	

	
	[Name] approved by Board/ELT
	
	
	

	
	Etc.
	
	
	


[bookmark: _Toc99126976]Detailed Schedule of Work Milestones
	#
	Milestone description
	Planned date
	Lead responsible
	Timing Constraints

	    
	
	
	
	

	
	
	
	
	

	
	
	
	
	



[bookmark: _Toc49533622][bookmark: _Toc99126977]Dependencies
	#
	Dependency description
	Owner
	Timeframe

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	



[bookmark: _Toc99126978]Procurement
The project has consulted with and will follow Procurement Policy for purchasing all goods and services. 
	[bookmark: _Toc49533623]Procurement Of
	Description
	Delivery Date 
	Cost Estimate

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


[bookmark: _Toc99126979]Resources
The following table provides a breakdown of resources required to deliver the [Name] project:
This excludes suppliers and service providers, who may need to be contracted for all or part of the APEC year. Specific requirements will be worked up prior to each meeting cluster.
	[bookmark: _Hlk787532]Resource Type
(I.e. Business Analyst, Policy Analyst etc.)
	Duration required
	Start date
	Resource Name
(if secured)
	Comments

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


[bookmark: _Toc49533624][bookmark: _Toc99126980]
Stakeholders
The [Name] project will consult with internal and external stakeholders as and when required throughout the lifecycle of the project. Stakeholder engagement will be coordinated and integrated with the broader Programme.
The below table details the key stakeholders for the [Name] project:
	Stakeholder group 
	Key Person
	Criticality Factor
	Engagement Approach 

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	



[bookmark: _Toc49533625][bookmark: _Toc99126981]

Risk
The [Name] project has identified the following high level risks. 
The project has engaged with the Principal Risk Advisor, to develop a detailed risk register, which can be accessed here: 
[Add link]
	[bookmark: _Hlk51585182]Risk
	Mitigation
	Likeli-hood
	Consequence
	Level of Risk

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


[bookmark: _Toc49533626][bookmark: _Toc99126982]Project budget summary
The following financial table contains the confirmed budget for the [Name] project budget.
	[Project Name]
Cost item
	Budget Required
	Variance to baseline forecast

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	Total [Name] budget excluding contingency
	
	

	 
	 
	 

	Contingency
	
	

	Total [Name] budget including contingency
	
	



[bookmark: _Toc49533627][bookmark: _Toc99126983]

Assurance
The key authorities for the [Name] project are outlined below:
	Escalation Route
	Name and Role
	Project Responsibility

	Level 1
	[Name] Project Manager
	Responsible for the day-to-day management of the approved project management plan 

	Level 2
	[Name] Functional Manager
	Budget holder for project, Responsible Owner for project

	Level 3
	[Name] Divisional Manager 
	Responsible for project delivery 

	Level 4
	[Name] Finance Manager
	Budget escalation point

	Level 5
	[Name] CEO
	Project escalation point and SRO

	Level 6
	[Name] Board
	Project escalation point


[bookmark: _Toc49533628][bookmark: _Toc99126984]Key assurance activities
Please note that the activities listed will be identifiable in the project schedule
	Assurance type
	Purpose
	Level
	Complete Date

	Project Plan Review
	Assurance of planning consistency and inter-linking across the Programme.
	Level 1

	

	Project Assurance Review
	Review of project governance by Programme Assurance.
	Level 1	

	Lessons learned 
	Continue to identify actions that will help the project increase the likelihood of success when delivering on its objectives.
	Level 1	

	Peer review of key deliverables
	Appropriateness of project deliverables, key dates and responsibility.
	Level 3	

	Self-assurance and manager reviews  
	Assurance that the quality of work meets the business expectation.
	Level 2	

	Participant feedback capture and review 
	We will seek participant feedback to review and refine our processes throughout the year.
	Level 1	

	Etc
	
	
	


[bookmark: _Toc49533630][bookmark: _Toc99126985]Appendix 1 – Types of Internal Assurance Activities
Types that programmes and projects could incorporate into their Assurance Plans are outlined below. Note this list is not exhaustive – there may be other types of assurance that you wish to undertake.
	Type of assurance
	Description

	Team Processes, Quality standards
	There will be standardised team processes and existing quality standards that the project or programme will use. These include APEC21 Programme standards such as this framework, change control, internal standards and procedures (e.g. organising travel), or external codes of practice (e.g. land development, food safety), accounting standards, procurement standards (e.g. Government Rules of Sourcing), financial standards or statutory requirements (e.g. Public Finance Act).

	Self-assurance, Peer review and/or Manager review
	Self-assurance, Peer reviews and Manager reviews are an internal, often informal mechanism for practitioners to seek an objective perspective to help them ensure that the quality of their work meets expectations.

	Lessons Learned
	Identify actions that can be taken to strengthen areas of weakness within existing processes so the Programme can increase the likelihood of success when delivering on its objectives. See the Lessons Learned process. [Link]

	Product Acceptance Criteria
	The criteria that a product or deliverable must meet to be deemed ‘acceptable’. It sets out the criteria for acceptance, who is responsible for ensuring they are met and who may approve ‘acceptance’ of the product. This is a quality management tool that contributes to the project’s quality assurance information.
See the Product Acceptance Criteria template [Link]

	User Requirements
	Describes what the user will do with the product or deliverable to perform specified activities. 

	Testing 
	This is a quality management tool that tests whether or not the product or deliverable “does what it is meant to” as described in the User Requirements.

	Health checks
	A health check can be undertaken by a subject matter expert or by the programme or project team themselves.  Health checks are used to provide a ‘check’ that the right things have been done and/or standards have been met.
These can form part of the first line of assurance or be used as a second line of assurance, depending on how they are undertaken and by whom.

	Reporting 
	Weekly project reporting into Programme Hub – capturing status, activities, risks, issues and decisions 



[bookmark: _Toc99126986]Appendix 2 – Supporting documents

Please find the link to the [Name] Project Cost Tracker here: 
[Add link] 
Etc.


[bookmark: _Ref101886273][bookmark: _Toc101949236]Project plan on a page 
(3 pages; This is normally on an A3 (two sides) with the first two pages side by side and the rest on the back of the A3. Reduced for this Guide.
	Project Manager: [Name and Position]
	Business Lead: [Name and Position]

	Senior Project Coordinator: [Name]
	ELT Sponsor: [Name and Position]

	Budget Owner: [Name and Position]
	Document last modified: Friday, 29 April 2022

	Cost Centre:
	Baselined PMP:



	Summary/context
	Full description in [add link to full PMP]

	The [Name] Project will be responsible for …. This is achieved by …

Delivery partners:
External – [Add Here]
Internal - [Add Here]



	Scope summary
	Full description in [add link to full PMP]

		Deliver … 
[NNN] workforce
Provide …
Develop and implement …
etc
	Lead and Project Management/Coordination of…
Contract Management of … 
Decommissioning of … 
Contingency planning
Etc






	Key deliverables RASCI – high level
	Full description in [add link to full PMP]



	Key Deliverables
	Responsible
	Approver
	Support
	Consult

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	



	Budget 


Costs monitored and managed through [Add link to relevant budget]
Project financial performance managed through [Add link to budget reporting or review process]  
etc
	Issues/Decisions/Change


Programme [Add link to issues/decisions/change register] Decision/Change

	Risks
	Programme and Project Risk Register: [Add 
link to full risk register – assumed to be centralised]

	
	



	Lessons Learned
	[Add link to latest relevant lessons learned]

	
	



	Key Project Documents


Key documents and libraries: 
[Add links Here] 
Health and Safety and Operations Planning: 
[Add links Here]
	Critical Stakeholders – UPDATE WEEKLY       

	Stakeholder
	Relationship Owner
	Status 
	Relationship commentary 

	
	
	
	On track

	
	
	
	On track

	
	
	
	On track

	
	
	
	On track



Last Update:  5 November 202x

	Cluster/
Project
	Key achievements for week to date (1 – 7 Nov)
	Key focuses for week ahead (8 – 14 Nov)

	[Add Project Name here]

	A…
1. 
	A…



	

	Key challenges / Status Summary Commentary (ambers/reds) 
	Status Summary

	
	
	Deliverables
	Timeframe
	Resourcing

	
	A…


	
	
	



Kia ora Programme/Project Management Team
Please fill in the above and email to the [add Here] mailbox by FRIDAY MIDDAY for all Projects you are responsible for reporting on. 
Please try and keep each box to three succinct bullets or less. You can find the status triangles below to copy and paste into the Status Summary. 
  
Enter your new programme level Issues, Decisions, or Change Requests into the [Link to Logs] before Friday Midday to make sure they make the report as well. 
For any questions, please direct them to [add Here] mailbox in the first instance. 
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[bookmark: _Ref101887148][bookmark: _Toc101949237]Event Delivery Tracker template
[1 page; This tracker is usually in Excel. Below is an image of what it might look like.]


[image: ]

[bookmark: _Ref101887384][bookmark: _Toc101949238]Closure Report template
[4 pages]
[Meeting/Event Name] Closure Report
Prepared By:
	[Manager Name], Project Manager 


[bookmark: _Toc49855717]Prepared on:
	[Date prepared]


[bookmark: _Toc62825810]Document Control
[bookmark: _Toc62825811]Approver
	Name
	Role
	Status 
	Version
	Date

	
	
	
	
	


[bookmark: _Toc49855718][bookmark: _Toc62825812]Reviewers 
	Name
	Role
	Status 
	Version
	Date

	
	
	
	
	

	
	
	
	
	


[bookmark: _Toc49855719][bookmark: _Toc62825813]Consult
	Name
	Role/Job Title
	Field of Expertise 

	
	
	

	
	
	


Support
	Name
	Role/Job Title
	Field of Expertise 

	
	
	

	
	
	


[bookmark: _Toc62825814]
[bookmark: _Toc62825815]Project Completion Summary
[A narrative style summary of the Meeting/Event that can stand alone to new readers long after the event is complete, so that they understand what the Meeting is, and its overall success, or not, in achieving its planned outcomes]
Summary of overall performance 
(one paragraph) Start here …
Background/Context 
(one paragraph) Start here …
Performance and Feedback
E.g. Production 
(one paragraph) Start here …
E.g. Attendance and support information
(one paragraph) Start here …
E.g. Venue(s) information
(one paragraph) Start here …
E.g. Planning
(one paragraph)Start here …
E.g. Lessons Learned (high level summary)
(one paragraph) Start here …
[bookmark: _Toc62825816]Review of Objectives
[ Insert a direct copy of the documented objectives, note whether they were achieved or not, and a comment relating to each ]
The below table details progress against agreed objectives (Success Framework) outlined for [Meeting/Event Name], including comments regarding their achievement. 
	Objectives
	Achieved
	Comments

	We will maintain …
xyz
xyz
xyz
	Achieved
Or 
Not Achieved
	1.2	abc
1.3	abc

	We will support …
xyz
xyz
xyz
	Achieved
Or 
Not Achieved
	2.1 abc
2.2 abc
2.3 abc

	We will progress …
xyz
xyz
xyz
	Achieved
Or 
Not Achieved
	3.1 abc
3.2 abc
3.3 abc



[bookmark: _Toc62825817]Close Down Deliverables
	Outputs
	
	Owner

	Lessons Learned 
	[Insert Link]
	

	Communications 
	[Insert Link]
	

	Daily Operational Reporting
	[Insert Link]
	

	Summary of Meeting(s) 
	[Insert Link]
	



[bookmark: _Toc62825819]Management Artefacts
[ The artefacts listed below will be those created/updated by various other team members throughout the Project. It is not intended to create anything new for this section ]
	Item
	Link
	Date 
[if applicable]
	Owner

	Milestones
	[Insert Link]
	
	

	Activity/work tracker
	[Insert Link]
	
	

	Issues Register
	[Insert Link]
	
	

	Decisions Register
	[Insert Link]
	
	

	Risk Register
	[Insert Link]
	
	

	Operations Plan
	[Insert Link]
	
	

	Health and Safety Plan
	[Insert Link]
	
	

	Readiness Report
	[Insert Link]
	
	


[bookmark: _Toc62825820]
Project Closure Checklist
	Task
	Completion Date
	Comments

	Data and information has been named and saved in line with legislative and policy requirements 
	
	

	Stakeholders have received relevant messaging regarding project closure, any key stakeholder feedback has been sought/received
	
	

	Capability retention – e.g. frameworks, tools and processes that have been developed 
	
	


[bookmark: _Toc62825818]
Outstanding Items and Follow-Up Activities
[ List the items that need to be transferred to another person or team so that they can be completed ]
	Outstanding Item
	Completion Date
	Owner

	
	
	

	
	
	





[bookmark: _Ref101887469][bookmark: _Toc101949239]Setting up effective Master Schedule templates
[5 pages]
The Master schedule is the critical document from which to control delivery of complex virtual meetings, once the agenda has been approved (or is close to finalisation).
The Master Schedule acts as the Single Point of Truth – controlled by a single Scheduler – but used by all functional support teams.
It sets out/confirms what each function or team is doing – via a master worksheet and several dependant worksheets.
Every meeting needs to be recorded in here, not just the main high stakes meeting itself, but also all dress rehearsals, delegate technology testing sessions, production/tech testing sessions, drafting sessions, two-way pre-meetings etc.
Below is how you might set out each of the excel work sheets within the Master Schedule.
____________________________________________
Main master worksheet (in Excel)

	 
	MASTER SCHEDULE [NAME OF MEETING/EVENT]
	
	
	
	
	
	
	
	
	
	
	
	
	

	 
	Meeting colour codes
	
	Tech/Prod Testing
	Dress Rehearsal
	Bilateral
	Delegate test session
	Main Meeting
	
	
	
	
	
	
	
	
	
	

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	MEETING NAME
	DAY
	DATE
	MTG START TIME
	MTG END TIME
	SERVICE LEVEL
	VENUE
	NOTES
	Production Contact 
	Platform
	Chair from
	Programme Director
	Meeting Chair
	Host Lead
	Agency Contact
	Agenda Rec’d
	Runsheet Ready

	 
	ABCD Tech/Prod test session
	Tues
	7 September 2021
	2:00:00 PM
	5:00:00 PM
	Low
	 
	Breakouts
	Bas
	MS Teams
	 
	Bill
	 
	Brenda
	Bert - MBIE
	 
	√

	 
	ABCD Dress Rehearsal
	Wed
	8 September 2021
	2:00:00 PM
	3:00:00 PM
	Med
	 
	Breakouts/Panel /Speakers
	Bas
	MS Teams
	NZ
	Bill
	Bob
	Brenda
	Bert - MBIE
	√
	√

	 
	ABCD Speaker/Panel testing
	Wed
	8 September 2021
	3:00:00 PM
	4:00:00 PM
	Med
	 
	Check when presos will be received
	Bas
	MS Teams
	 
	Bill
	 
	Brenda
	Bert - MBIE
	 
	√

	 
	ABCD Test session for delegates
	Thurs
	9 September 2021
	10:00:00 AM
	11:00:00 AM
	Med
	 
	 
	Bas
	MS Teams
	 
	Bill
	 
	Brenda
	Bert - MBIE
	 
	√

	 
	ABCD CEO FORUM
	Thurs
	9 September 2021
	3:00:00 PM
	6:00:00 PM
	High
	 
	 
	Bas
	MS Teams
	NZ
	Bill
	Bob
	Brenda
	Bert - MBIE
	√
	√





Technology worksheet 
	TECHNOLOGY RUNSHEET PLANNING INFORMATION
	
	TECHNICAL INFO
	 
	 
	CONTINGENCY
	STAFF
	CONT-RACTORS

	MEETING NAME
	DATE
	START TIME
	VENUE
	Venue Meeting Notes
	CHAIR ECON-OMY
	CHAIR 
(needs Presenter rights)
	PHYSICAL PARTICI-PANTS
	TECH NOTES
	PRE-SENTER RIGHTS
	LOBBY FUNCTION YES/NO
	SERVICE LEVEL
	PLAT-FORM
	VENUE
	REQUIRED STAFF
	REQUIRED CONT-RACTOR 

	ABCD Tech/Prod test session
	Tuesday, 7 September 2021
	2:00:00 PM
	0
	Breakouts
	0:00
	0
	 
	 
	 
	 
	L
	 
	 
	Add names here
	Add names here

	ABCD Dress Rehearsal
	Wednesday, 8 September 2021
	2:00:00 PM
	0
	Breakouts/Panel /Speakers
	NZ
	Bob
	 
	 
	Add names here
	 
	M
	 
	 
	Add names here
	Add names here

	ABCD Speaker/Panel testing
	Wednesday, 8 September 2021
	3:00:00 PM
	0
	Check when presos will be received
	0:00
	0
	 
	 
	Add names here
	 
	M
	 
	 
	Add names here
	Add names here

	ABCD Test session for delegates
	Thursday, 9 September 2021
	10:00:00 AM
	0
	0
	0:00
	0
	 
	 
	 
	 
	M
	 
	 
	Add names here
	Add names here

	ABCD CEO FORUM
	Thursday, 9 September 2021
	3:00:00 PM
	0
	0
	NZ
	Bob
	 
	 
	Add names here
	N
	H
	 
	 
	Add names here
	Add names here





Event management system worksheet

	[bookmark: RANGE!A1:Y4]EVENT MANAGEMENT SYSTEM (EMS) CALENDAR & RUNSHEET PLANNING INFORMATION
	
	
	
	

	
	
	
	
	
	
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	

	MEETING NAME
	Wording for the EMS Calendar
	DATE
	START TIME
	VENUE
	SESSION NUMBER  IN EMS
	DEL TYPE 1
	DEL TYPE 2
	DEL TYPE 3
	DEL TYPE 4
	DEL TYPE 5
	DEL TYPE 6
	DEL TYPE 7
	DEL TYPE 8
	DEL TYPE 9
	DEL TYPE 10
	DEL TYPE 11
	Guest
	Media
	Host Team
	Sup-plier
	Notes

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	ABCD Tech/Prod test session
	 
	Tuesday, 7 September 2021
	2:00:00 PM
	0
	2508
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	√
	√
	 

	ABCD Dress Rehearsal
	 
	Wednesday, 8 September 2021
	2:00:00 PM
	0
	2511
	√
	 
	√
	√
	 
	 
	√
	 
	 
	 
	 
	√
	 
	√
	√
	 

	ABCD Speaker/Panel testing
	 
	Wednesday, 8 September 2021
	3:00:00 PM
	0
	2572
	 
	 
	 
	√
	 
	 
	√
	 
	 
	 
	 
	√
	 
	 
	 
	 

	ABCD Test session for delegates
	 
	Thursday, 9 September 2021
	10:00:00 AM
	0
	2597
	√
	 
	√
	√
	√
	√
	√
	√
	 
	√
	√
	 
	 
	 
	 
	 

	ABCD CEO FORUM
	ABCD CEO FORUM
	Thursday, 9 September 2021
	3:00:00 PM
	0
	2512
	√
	 
	√
	√
	√
	√
	√
	√
	 
	√
	√
	√
	 
	√
	√
	 





Communications worksheet

	COMMUNICATIONS RUNSHEET PLANNING INFORMATION 
	
	
	
	
	
	
	
	
	
	
	
	

	MEETING NAME
	EMS MEETING NAME
	DATE
	START TIME
	VENUE
	CHAIR ECONOMY
	Physical Room Branding
	SERVICE LEVEL
	Graphics Level
	Notes re Graphics
	Other Content
	Supplier support
	Recording?
	Official Family Photo?
	Notes

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	ABCD Tech/Prod test session
	 
	Tuesday, 7 September 2021
	2:00:00 PM
	0
	0
	 
	Low
	 
	 
	 
	 
	 
	 
	 

	ABCD Dress Rehearsal
	 
	Wednesday, 8 September 2021
	2:00:00 PM
	0
	NZ
	 
	Med
	 
	 
	 
	 
	 
	 
	 

	ABCD Speaker/Panel testing
	 
	Wednesday, 8 September 2021
	3:00:00 PM
	0
	0
	 
	Med
	 
	 
	 
	 
	 
	 
	 

	ABCD Test session for delegates
	 
	Thursday, 9 September 2021
	10:00:00 AM
	0
	0
	 
	Med
	 
	 
	 
	 
	 
	 
	 

	ABCD CEO FORUM
	ABCD CEO FORUM
	Thursday, 9 September 2021
	3:00:00 PM
	0
	NZ
	 
	High
	Full
	Green backdrop
	Y
	N
	Y
	Y
	Video of CEO Business





Production worksheet
	PRODUCTION PLANNING
	
	
	
	
	TECHNICAL INFO
	SUPPORT*
	CONTRACTORS*

	EVENT
	DATE
	START TIME
	VENUE
	SERVICE LEVEL
	CHAIR ECONOMY
	CHAIR
	PRESENTER RIGHTS
	LOBBY FUNCTION Y/N
	AUTO-CUE REQD
	CONCIERGE REQD
	PRODUCER
	TECHNICAL
	OTHER

	ABCD Tech/Prod test session
	Tuesday, 7 September 2021
	2:00:00 PM
	0
	Low
	0
	0
	 
	 
	 
	 
	Y
	 
	 

	ABCD Dress Rehearsal
	Wednesday, 8 September 2021
	2:00:00 PM
	0
	Med
	NZ
	Bob
	 
	 
	 
	 
	Y
	Y
	 

	ABCD Speaker/Panel testing
	Wednesday, 8 September 2021
	3:00:00 PM
	0
	Med
	0
	0
	 
	 
	 
	 
	Y
	Y
	 

	ABCD Test session for delegates
	Thursday, 9 September 2021
	10:00:00 AM
	0
	Med
	0
	0
	 
	 
	 
	Y
	 
	Y
	 

	ABCD CEO FORUM
	Thursday, 9 September 2021
	3:00:00 PM
	0
	High
	NZ
	Bob
	Add names
	N
	Y
	Y
	Y
	List here
	List names  here

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	* In red if not confirmed, in green if confirmed
	
	



OTHER WORKSHEETS

Other worksheets might be created in the Master Schedule for Participant Support, Summary of Meeting Attendees and Roles (e.g. on camera, support, tech, production, VIP etc) and Room Capacities under different alert levels



[bookmark: _Ref101887750][bookmark: _Toc101949240]Virtual meeting room basic design
[image: ][1 page]

[bookmark: _Ref101888077][bookmark: _Toc101949241]Principles of chairing interactive and dynamic meetings template
[2 pages]
	
Virtual meetings often fail to meet this threshold in the past because:

	Dull agenda and low participation rates
	Deliverables were not sufficiently ambitious, so leads just read speeches.
	The meeting does not feel like a valuable use of time, so delegates come not willing to take hard decisions.

	
And virtual meetings amplify the challenge of creating dynamism because:

	Participation feels limited: agendas are squeezed, meetings can be held at odd hours, opportunities to talk are limited
	Achieving deliverables is difficult: participants may not be sharing a common experience; it is hard to do business informally (often the most valuable element), and it is easy to be distracted
	The hosts ability to demonstrate hospitality is reduced significantly

	
So what tools are available to encourage active participation?
The virtual environment is new and evolving, so there is some opportunity to innovate. These are some options to consider.

			PARTICIPATION
	DELIVERABLES
	HOSPITALITY





			PARTICIPATION
	DELIVERABLES
	HOSPITALITY

	If you want to improve participation from senior decision makers:
Engaging with senior participants prior to the meeting allows you to consult them on their objectives and secure their buy-in
Approaching specific senior participants in advance to speak on specific issues will ensure the conversation flows the way you want and build rapport
Designing the agenda on specific questions, rather than broad-ranging themes will focus the meeting on what matters
Inviting guest speakers that you (the Chair) want to hear from, relevant to the agenda item, will attract interest and can spark dialogue in the meeting
Encouraging senior participants to engage with each other informally prior to and  during the meeting (in platform via chat or “off platform” via WhatsApp) will help build relationships
	If you want an interactive dialogue focused on achieving deliverables:
Identifying agenda questions participants can readily engage on means they will be more comfortable speaking unscripted
Varying the meeting format will encourage senior participants to think actively about they say: 
e.g. use breakout groups for focussed discussion; or a retreat format can generate a sense of privacy; or panels can generate provocative conversation
Demonstrating the type of interactive dialogue you want will encourage others to follow suit: 
Be informal but professional; clear and concise; avoid speaking from notes (use a teleprompter)
Encourage colleagues to speak briefly: ask them for three key points and to provide in writing longer speaking notes.
Imposing limits on speech or contribution lengths will reduce the chance of people speaking off-topic. Use a timer or other tools to signal when speaking time is up.
Using the dress rehearsal will ensure you are familiar with the agenda and comfortable with the technology and your meeting support 
	If you want to create a sense of hospitality and warmth, while chairing the meeting from New Zealand
Playing short videos can create a sense that the meeting has a place: we can showcase New Zealand; Māori culture; or the New Zealand economy
Giving gifts can impart a message relevant to the meeting; showcase New Zealand; and create a shared experience in the meeting: these can be sent prior to the meeting
Making effective use of backdrops can profile New Zealand landscapes and our creativity
Taking an inclusive approach will make senior participants feel like their participation matters: Reduce and spread out the amount of time New Zealand chair/participants spend talking




	Preparation Timeline




	10 Weeks out
	8 Weeks out
	4-6 Weeks out
	1-2 Weeks Out
	Meeting Day

	Agree together
the objectives, desired deliverables, and the best approach
the design of the meeting and any separate/supporting events
the role responsibility between the Chair and other support
the proposed meeting agenda
the plan for bilateral engagement before the meeting any virtual experience (videos) and gifts you want to deploy in the meeting
the communications plan
	Send out an invitation letter
Work to secure attendance by key participants and decision makers with ‘gravitational pull’
	High level  1 to 1 phone calls to: 
Lobby for participation
Build rapport with colleagues
Explain the approach and ask colleagues to play specific roles
Set expectations for the meeting style and the agenda
Prosecute any deliverables
NB. You will have the opportunity to prosecute other bilateral business at this time. 

	Finalise the draft agenda
Review any briefing material and update on progress of deliverables 
Re-confirm arrangements and expectations between the chair and other hosting support
Gifts are sent out in preparation for the meeting

	Targeted 1 to 1s with key colleagues before the meeting
Informal outreach to “close colleagues”, e.g. through texting/WhatsApp




[bookmark: _Toc101949242][bookmark: _Ref101888093]Chairs guide to managing high-stakes virtual meetings 
[12 pages; 
This guide provides Chairs, Programme Directors, or other Meeting Organisers with an explanation of how meetings will be organised and managed.]



We hope this guidance will support you in your role when you are developing meetings and other events over the meeting year. 
Use the table of contents to locate the task you want to carry out. 

[Table of Contents Here]
	

[bookmark: _Toc101417794]Introduction
[bookmark: _Toc101417795][bookmark: _Toc64640909]Purpose 
This guide provides readers with a detailed explanation for how meetings will be organised and managed. We also provide some guidance for chairing meetings using the virtual meeting platform. 
This will be most useful for chairs, lead shepherds, convenors etc., who will be responsible for running meetings. 
This document is not intended to provide readers with step-by-step explanations of the processes for organising meetings, such as registering or logging in, or using the virtual meeting platform. 
[bookmark: _Toc64640910][bookmark: _Toc101417796]Roles and support
[bookmark: _Toc64640911][bookmark: _Toc101417797]Overview of the Host role
Functions a host could do

Meeting and Delegate Support
A Support team has been established that supports delegates, both virtually and physically. They support delegates with all registration questions, assist with any testing with the Virtual meeting platform that delegates require and triage all queries coming in from delegates. 
The Production team look after the Meeting Master Schedule, and support the meetings from the Control Room with Tech support, linking via WhatsApp to key people and trying to ensure smooth delivery and troubleshooting according to the runsheet.
A dedicated technology team will support the virtual platform, ensure the security of the virtual meeting platform, and provide dedicated IT support to each formal meeting. 
[bookmark: _Toc64640912][bookmark: _Toc101417798]Overview of the Secretariat role [if one exists]
The Secretariat will continue to support and provide institutional knowledge and advisory support, as necessary, to the meetings. The Program Directors play a key role in supporting the Chairs to prepare the meeting agenda; manage meeting documents and records; coordinate the activities of their committees, working groups, or sub-fora; and facilitate cross-fora collaboration.
[bookmark: _Toc64640913][bookmark: _Toc101417799]Overview of the Chair role
Consistent with the goal of providing a high-quality delegate experience, it is hoped that chairs, lead shepherds, convenors etc., (herein referred to as “chairs”)  are supported as best possible to run their meetings and other events as smoothly as possible, consistent with precedents and adapting for the virtual meeting environment. Ultimately, we want to ensure that you can focus on effectively delivering policy and/or business outcomes in these meetings. 
The challenge for any meeting chair is to create the right conditions for conducive, meaningful, and thought-provoking discussion that leads to positive cooperation and concrete deliverables. Our experience suggests that meetings are most productive if they are well structured, focused, and keep to time. Virtual meetings require us to re-visit past assumptions about our meeting agendas and the time we have for discussion or feedback during meetings. While creating personal connections is harder and can be done in other ways, virtual meeting platforms provide chairs with new tools to help meetings run smoothly. 
[bookmark: _Toc64640914][bookmark: _Toc101417800]Meeting arrangements
[bookmark: _Toc101417801][bookmark: _Toc64640915]Choice of virtual meeting platform 
We have selected [Platform name] as the Virtual meeting platform (VMP) to host our meetings on.  
[Platform name] provides a secure meeting environment and effective virtual meeting features such as large gallery view and meeting chat, to ensure the meeting runs smoothly.  
Participants will be able to share their screens in order to support presentations, videos, and virtual drafting sessions. They will also be able to use private chat and video calling for informal engagement during their meetings.  
The VMP is integrated with the Registration platform (the Participant Portal). This means that only delegates who have completed registration are able to log into it. This important feature supports the security and confidentiality of meetings.
The VMP is also a cloud platform with a roadmap of new features earmarked for release. When new functionality becomes available, we will evaluate how it enhances the meeting experience and supports broader programme objectives before incorporating it in our virtual meetings.  
[bookmark: _Toc101417802]Media participation
At various points in the year, local and international media will be using our Virtual meeting platform to attend relevant media events. 
Full guidance on how to access and use the virtual meeting platform as a Media Participant is provided in the Media Participant Guidelines, included at the end of this document. 
[bookmark: _Scheduling_APEC_2021][bookmark: _Toc64640918][bookmark: _Ref65610920][bookmark: _Ref65610924][bookmark: _Toc101417803]Scheduling meetings
[bookmark: _Toc64640919][bookmark: _Toc101417804]The meeting calendar
As the host we have thought carefully about how our meetings can best be scheduled and hosted.  This responds to repeated calls from membership for predictable and consistent meeting times and a seamless and consistent user experience, as delegates move between different meetings and across different fora. 
The meeting calendar has been designed to replicate familiar face to face arrangements and the standard order of meetings as much as possible, consistent with working group and committee terms of references. To ensure this occurs, and so that New Zealand can provide a high-quality service, we will be scheduling meetings as follows:
	Meeting timeslots

	Time-Slot 1
	NZDT 1500 – 1800
	SGT 1000 -1300

	Time-Slot 2
	NZDT 2359 -0300
	SGT 1859 – 2200



These have been carefully chosen to ensure fairness across our membership and to provide chairs with some flexibility about when they hold their meeting.  No delegate should start meetings before 5am or after midnight in their time zone (with the exception of New Zealand delegates starting meetings on the stroke of midnight). Note these times may shift slightly over the year to accommodate daylight time changes. 
Some meetings will be broken up into meeting sessions held on consecutive days. It is important that each meeting session start at the same time on each consecutive day, to ensure predictability and to simplify arrangements across different time zones. 
Where possible, we will endeavour to create a two-day ‘weekend’ break in the calendars for all delegates. Recognising that in 2021 meeting times will generally be more accommodating for Asia time-zone participants, we will generally aim for weekends to fall across Sunday and Monday in New Zealand and Asia time zones. As momentum and work intensity grows toward the end of clusters, weekend meetings may be required.
Due to the realities associated with time zones, we will continue to promote shorter meetings. Chairs and PD’s will determine precise needs. As a guide, we propose:
A standard one-day meeting will generally translate into two virtual meeting sessions, each three hours in length, spread across two days.
A standard two-day meeting will generally translate into three virtual meeting sessions, each three hours in length, spread across three days.
The meeting calendar is kept up to date on our website: [LINK HERE]
[bookmark: _Toc64640921][bookmark: _Toc101417805]Bilaterals and other small group meetings
The 2021 Virtual meeting platform [Platform name] can be used for bilateral and small group ad-hoc meetings between delegates who are already registered (see below).
New Zealand encourages chairs to schedule separate meeting sessions for detailed discussion and policy dialogues given reduced plenary times. 
Booking requests can be booked for any time that is convenient for the participating members but we will not provide delegate support for these meetings outside of New Zealand business hours (9.00am – 5.30pm). No technical support is available during bilateral meetings.
To organise a bilateral or small group ad-hoc meeting, booking requests can be made by each economy’s DAO via the Registration Portal. Attendees of bilateral meetings and small group ad-hoc meetings must have a virtual meeting platform account to participate. 
[bookmark: _What_can_you][bookmark: _Toc64640923][bookmark: _Ref65610982][bookmark: _Toc101417806]What can you do in the Platform? 
As a point of difference from in-person meetings, virtual meetings require specific planning to ensure that the technical compatibility and functionality is available to meet the needs of the substance of your meeting. 
Our delegate support team will work with you to ensure that your meeting is ready for delivery on the day and to answer any of your questions. Some of things you will need to think about and be ready to discuss with us are: 
[bookmark: _Toc64640924][bookmark: _Toc101417807]Presentations
It is simple to present documents through the VMP.  This can be achieved by asking the presenter – who will be given presenter rights - to share their screen. The presenter will control what appears on the screen to all users. 
It will be important that the presenter is familiar with the VMP and how to make their document full screen. (There will be an opportunity for presenters to test this in one of the testing sessions scheduled prior to a meeting cluster.)
The meeting organizer must ensure that any presentations are clearly marked on the agenda and presenter names and a copy of the presentation are to be shared with the production team to serve as a backup in case something goes wrong. The Production Team will be able to play the presentation if preferred.
[bookmark: _Toc64640925][bookmark: _Toc101417808]Videos
The virtual meeting platform can support playing videos during meetings. Video content may help you to deliver relevant information in a different way, creating an opportunity for variation and enhanced engagement. 
If you want to invite a guest speaker, e.g. from an international organisation, to make a presentation, it might be practical to ask your guest speaker to record their presentation in advance. This might make it easier for the speaker to participate (due to time zone constraints) and ensure the presentation is high quality, short, and fit for your purpose. The down side is that it might not be possible for the guest speaker to answer questions afterwards. Note that non-member participation requirements will still apply for pre-recorded speakers.
Any video content needs to be captured in MP4 format. Video creators should also be aware that the quality of playback is highly dependent on the strength of each participant’s internet connection. 
The Meeting organizer must ensure that any videos are clearly marked on the agenda and a copy is shared with the Production Team as a backup.  The Production Team will provide a platform for transferring these large files.
If you are creating video content, consider using sub titles to make it easier to follow.
[bookmark: _Toc64640926][bookmark: _Toc101417809]Drafting documents virtually
It is common practice for working groups and committees to meet informally to draft documents. Like presentations, this will be achieved on the VMP through screen sharing and granting presenter rights to the delegate who is capturing inputs.  
The Meeting organizer must ensure that any drafting sessions are clearly signalled on their meeting agenda and this information is shared with the Production Team. The Chair needs to determine who will “hold the pen” – either the secretariat or a nominated official in their office.
The chat box is a useful way for delegates to send specific text proposals so that they can be captured accurately.  
[bookmark: _Toc64640927][bookmark: _Toc101417810]Private chat and video calling
The platform allows users to temporarily leave the big meeting and create their own spontaneous “pull-aside” engagement. They can do this by using the private chat function or by temporarily leaving the meeting to call another delegate in the meeting. 
This starts by one user requesting to chat with another user. The delegate can then add extra people to that private video call if necessary. 
This functionality is available to all users registered and logged into the meeting – not just the principal attendees with their cameras on. However, if you are in a pull-aside meeting, you will not have visibility of the original meeting. 
Private chat and video calls are not monitored, however the system may document that these interactions happened.
[bookmark: _Toc64640928][bookmark: _Toc101417811]Virtual meeting look and feel
A welcoming, engaging virtual meeting environment has been designed for within the VMP, creating simple graphic elements to help orient and inform participants. These elements reflect our informal style and are designed to support efficient chairing of sessions. They include title screens confirming the name and date of the session, and Welcome, break and farewell graphics to cue these transitions.  
These graphic elements are simple to apply within the virtual meeting platform via an In-Meeting PowerPoint Template that we have created. This is available to Chairs, Programme Directors and Technical Support points as needed.
[bookmark: _Toc64640929][bookmark: _Toc101417812]Time-keeping
A count down clock has been developed and will be used occasionally, if desired, to help Chair’s monitor the length of delegate speeches align with the agenda and to help ensure their meetings run efficiently. 
[bookmark: _Toc64640930][bookmark: _Toc101417813]Registration and attendance
[Discuss data you will collect and share and how you will ensure legal compliance]
[bookmark: _Guidance_and_testing][bookmark: _Toc64640938][bookmark: _Toc101417814]Other considerations
[bookmark: _Toc64640939][bookmark: _Toc101417815]Meeting/document administration
The circulation of information, specific to individual meetings and workshops, such as agendas or links to relevant documents, should be sent out by Chairs and Programme Directors before the meeting via email and if possible be available centrally for download during the meeting.
[bookmark: _Toc64640940][bookmark: _Toc101417816][bookmark: _Toc57880888][bookmark: _Toc56435622]Official photo 
An official photo will be taken at all formal meetings. It will be a simple shot of all delegates at their screens, together.  
In meetings where an official photo is to be taken, this should be detailed in the meeting agenda and communicated to the Production team as a production requirement in your draft agenda. The Production team will cue in all the meeting members before capturing images which they will edit for later distribution as a family photo.
The timing and information will be at the Chair’s direction. We would recommend Chairs announce the photo is being taken before allowing the Production Team to take the lead. The photo will be sent to the Meeting Organiser to be circulated following the meeting. 
Further advice for delegates on how to present themselves for official photos may be provided.
[bookmark: _Toc64640941][bookmark: _Toc101417817]Virtual backgrounds 
Participants are encouraged to use a virtual background provided by the organisers.
We have created backgrounds of the same design, but in two different background options (with different colours) allowing participants a choice of which background they prefer and because we feel it will create the best overall visual for the final photo. Backgrounds will be circulated ahead of time, with instructions for use. 
[bookmark: _Toc64640942][bookmark: _Toc101417818]Recording meetings 
It is acknowledged that there may be a requirement to informally record meetings, for the purpose of assisting note taking or providing content to the media. 
Any recording of a meeting that is meant to be shared with the public, should be agreed beforehand by the Chair and members of the relevant fora. 
For the purposes of public affairs the meeting host reserves the right to use photo and/or video images of delegates at meeting activities in official communication materials, including on social media.
[bookmark: _Toc64640943][bookmark: _Toc101417819]Technical support 
Technical support is provided by the host team for each meeting from 1 hour prior to the start time, and will run for the duration of the meeting.   
Chairs are strongly encouraged to organise their own domestic technical support team with the appropriate technical knowledge to support your meeting experience.   Technical 
Presenters rights will be assigned for each meeting to the Chair and any other presenters in advance of the meeting. Please ensure that the Production team have been advised of these prior to the meeting
If you have any equipment difficulties before your meeting starts, please contact your technical support team in the first instance to confirm your equipment is working correctly.
[bookmark: _Toc56687915][bookmark: _Toc56758573][bookmark: _Toc56760033][bookmark: _Toc56760084][bookmark: _Toc56760179][bookmark: _Toc56760247][bookmark: _Toc56762579]Directly before the meeting starts, if you are still having difficulties, you can use the assigned WhatsApp group, link and QR code to ask for help. These will be actively monitored and you will receive rapid follow up. 	
[bookmark: _Toc64640944][bookmark: _Toc101417820]Running an effective virtual meeting
The goal for Chairs is to facilitate a free flowing conversation, where delegates are comfortable to engage in a free and frank way. And where issues can explored or agreed as needed. This section includes some advice for running effective virtual meetings. 
[bookmark: _Toc101417821][bookmark: _Toc64640945]Digital housekeeping
Recognising that virtual meetings will involve participants joining from remote locations and across different time zones, meetings should last no longer than three hours and, to provide certainty to members, start and end on time. 
How to ensure you show respect for your counterparts



The technical assistance provided to the virtual meeting room will take direction from the Meeting Chair and/or the Meeting Administrator throughout the meeting. Technical assistance can be provided regarding the use of microphones and presentation onscreen of participants, chat function and any documentation. 
[bookmark: _Toc101417822]Suggestions for designing the meeting agenda
Successful virtual meetings require short, focussed agendas, with guidance on what participants need to contribute, so that meetings are interactive and effective. 
It is helpful to think about the key outcomes you are seeking from your meeting and how these are reflected in your agenda.  
Consider reducing the number of report backs from projects. Delegates can be encouraged to submit these in writing before the meeting. (Use an items for noting and for information document to keep track of what the committee is delivering that does not require discussion in plenary.) 
Think about scheduling separate meeting sessions for longer policy dialogues or interactive discussions. 
Vary the format of your meeting:  e.g., use breakout groups for brainstorming issues; or a retreat format can generate a sense of privacy that supports focused discussions focussed discussion. 
Indicate how long each delegate have to intervene under each agenda item. 
[bookmark: _Toc64640947]It is important that an annotated agenda is provided which explicitly states whether and when any presentations, documents or videos need to be displayed on screen, and when the family photo will be taken. Agendas must be developed early on and provided to Production as part of the checklist, to ensure the technical team can provide the support required.  
They should also cover off:
How many people will appear on camera physically within the meeting hosting room?
How many speakers will be involved in your meeting?
How many presentations will be made in your meeting? (i.e. PowerPoint) Where will these presenters be located?
Will there be breakout sessions included in your meeting?
Will there be panel sessions included in your meeting?
[bookmark: _Toc101417823]Preparing for the meeting
Chairs are recommended to maintain a consistent dialogue with delegates. It is important to communicate your expectations for your upcoming meeting and your longer term strategic ambition. Chairs might want to outline two or three key objectives for the meeting these with your fora that need to be agreed. This will ensure all economies are prepared to engage and agree to the outcomes sought. 
Chairs should know their delegates and delegates should be very familiar with the Chair. This is harder in the virtual environment, so make the effort to meet with delegates bilaterally (phone and video calls), and stay in close email contact, to ensure familiarity with the dynamics of the group and any concerns delegates might have.
Consider circulating in advance, a document of “items that are for noting or for information” (including report backs from projects). This can help clear space in the agenda for discussion on the topics that are most relevant to the meeting’s objectives and where members’ need to share perspective in order to determine next steps. 
Prepare a contingency plan for managing technical difficulties in consultation with the programme director and Production Team. 
[bookmark: _Toc101417824]During the meeting
It is useful for chairs: 
To remind heads of delegations or designated Representatives to turn their cameras on. Others should keep cameras off. 
Microphones should be unmuted only for the duration of their presentation or intervention, after they are given the floor by the Meeting Chair.
At the start of the meeting, describe the agenda and clearly explain your expectations for how the meeting will run and the key objectives you want to achieve by the end.
Ensure that the opening session and housekeeping aspects at the start of the meeting are not too long. Avoid giving the sense that as Chair you are doing all the talking. Encourage an interactive dynamic. Over the course of the year, you should be able to do less housekeeping, but it is always useful to repeat your basic expectations for meeting management. 
A sense of collegiality is much harder to achieve in the virtual environment, but is fundamental to most collaborative work. Encourage new colleagues to introduce themselves and find ways to “break the ice”. 
Production will provide advice and support for taking a ‘family photo’.
Chairs should discuss with programme directors, the arrangements for recording the meeting (for media release or note taking purposes only). 
[bookmark: _Toc64640948][bookmark: _Toc101417825]Managing the participant contributions
Within the three hour window, members will likely only have the opportunity to speak once or twice. Delegates do not necessarily need to intervene on every agenda item. Encourage delegates, when they ‘take the floor’ to speak briefly and clearly communicate the two or three points they want to make, that add to the overall conversation. 
Chairs may be comfortable using the chat function to support progress. You can post the agenda item in the chat function so everyone is aware of the stage of the meeting. If, in response to a question, a simple yes or no is sought from members, they could write this in the chat box, rather than taking the floor. If the chat function is being used as part of the meeting conversation, it is important that the Chair pays close attention, and draws delegates’ attention to it throughout.  
The simplest way to manage the speaking order is to ask delegates to use the chat function to record their interest in “taking the floor”. This is more effective than using the “raised hand” function as it allows the Chair to keep track of the order in which requests are made.  The Chair (or a delegate supporting the chair) should keep a note of the intervention requests. 
In order to encourage active participation: 
Engage with delegates early on the agenda. Focus the agenda on specific questions, rather than broad-ranging areas of work. 
Consider particular delegates you might want to hear from on each topic and discuss this with them in advance. 
Encourage people to speak briefly, on two or three key points that are relevant to the conversation. You might impose time limits on speaker contributions (e.g. 4 minutes each).
Encourage informal engagement throughout the meeting, to progress ideas. Simple affirmation of initiatives can be recorded through the chat box. 
Demonstrate an inclusive approach: Reduce and spread out the amount of time you as Chair, spend talking. 
If there are technical difficulties while a member makes an intervention, the chair should move on to the next member that requested for the floor. Tell the meeting that you will return to the previous member when the technical issue has been resolved for that member.
[bookmark: _Toc64640950][bookmark: _Toc101417826]If things go wrong
To ensure a smooth meeting experience we recommend the Chair, the Programme Director and the Vice Chair discuss and confirm ahead of time how they will manage technical issues. This should include communication channels and back-up plans.  In case the Chair experiences technical difficulties, they should include the Vice Chair (or equivalent) in planning as much as possible, so that the Vice Chair is ready to take over chairing the meeting.
[bookmark: _Toc64640951]With the virtual meeting platform
If there is an issue with the Virtual meeting platform, consult with relevant Chairs and Programme Directors to determine whether to reschedule impacted meetings. Information relating to any contingency plans should be available closer to these meetings.
[bookmark: _Toc64640952]For Chairs and Programme Directors 
If you experience any technical difficulties directly before or during a meeting that your technical support team cannot resolve, the Control Room can marshal additional support and discuss actions with you.
We also recommend all Meeting Chairs attend one of the test windows prior to your meeting, so a Tech team member can work through a basic equipment check. The platform controls and features will also be introduced to help you feel more comfortable using them.
Your technical support team should be familiar with the selected platform and make themselves known to Delegate Support in advance of the meeting to ensure coordination and comfort with the technology.  
[bookmark: _Toc64640953]For participants
If a participant experiences technical problems, the Chair should communicate this with the Control Room (Production/Tech) and other attendees, if the participant is not able to do so themselves.  If the problem is not immediately resolvable, the Chair should move to the subsequent intervention and allow the participant the opportunity to provide their intervention at a later point (or failing this - in writing).



[bookmark: _Ref101890117][bookmark: _Toc101949243]Broadcast and production design and resources
[6 pages]
The information below is an example of what APEC created for the CEO Summit. It may provide useful insights for your planning but will need adapting to your circumstances. Diagrams can be enlarged. It has two sections:
Event broadcast and production designs, and
Indicative roles and responsibilities
[bookmark: _Toc99633815]Event broadcast and production designs
This Summit will occur in [location] on [dates] and will be broadcast online across the Asia-Pacific. Hosting the Summit on a cutting-edge digital platform, accessible for one month and enabling up to 10,000 CEOs, Chairs and business people of global corporations to attend as virtual delegates or media and engage with leaders of a number of countries. The Summit will interactively host world-leading speakers/panellists, who will discuss current topics of international interest.
This diagrams below represent high-level view of the parts that fit together to form the delivery of the CEO Summit
Summit components
[image: ]
[image: ]Content broadcasting and editing design
Visuals of the Summit
[image: ]
[image: ]Example Delegate Platform Design (Microsoft based)
[bookmark: _Toc99633816]Indicative roles and responsibilities
The following is an indicative list of roles involved in the content and technical production of the Summit event. 
	Role
	Role
	

	Executive Director
	Operations Manager
	Control Centre Manager

	Event Producer
	Production Manager + Assistant
	Speaker manager x 3

	Lighting team
	Director
	Production support

	LED Tech
	RF Engineer
	Set Design/Manager

	Vision Mixer
	Audio Director + Assistant
	Camera Control Unit Operator x 2

	OBU Truck Engineer
	Camera Operators x 6
	EVS Operator x 2

	Brand specialist
	Creative Director
	Content production

	Chief Technology Officer
	Platform Editor
	Event Schedulers x 3

	Technical Manager
	Speaker / talent support x 2
	Head of Tech

	Speaker / talent management
	Platform moderators / support / host chats x 6
	Platform problem solving


 
The table below outlines the responsibilities of the key Summit staff and delivery partners. 
	Vendor Type
	Role
	Responsibilities 

	Production and Broadcast
	Production/Director
	Provide kit and crew to produce and deliver the 2 Summit programme (plus set-up and rehearsal days)
Management & delivery of all of production and technical requirements to enable a fully produced and successful Summit
Broadcast Camera System;
Allowance for live, camera, playback, record, and OB truck.
Lighting and Rigging
Audio
LED, based on stage design
Broadcast Graphics
Live render of broadcast graphics, incl. onsite operators
Lower thirds
Editing
Allowance to include top & tail of 1 hour segments
Editor and Producer for 3 days
Editor onsite
Stage Management
Allowance for pre-prod and onsite + runner support.
Flyman Labour
Digital Concierge
Kit / Technician back stage.
Production, Account Management & Tech Support
Printer, radio coms and any additional furniture /signage set-up

	Production Equipment Vendor

	Technical Equipment 
	Production kit to support seamless content delivery to the Platform livestream 
Remote Keynote Feeds - ISO Camera and return from remote locations
Remote Panels
Inserting video calls into Broadcast incl. operators
E2 system added

	Content Distribution Vendor

	Content Distribution
	Providing video clip of requested remarks to Comms for distribution
Encoding & Streaming / Broadcast TX
Stream and encode to send to platform
Main and Backup (2ch) – Dirty Feed to platform.
Connectivity/Internet 
PABX to stage Internet Link

	Staff
	Event Director 
	Overall management 

	Staff
	Event Producer
	Assisting with overall management 

	Staff
	Venue Lead
	Coordinate all venue requirements from catering for staff, security and coordinating venue staff as needed.

	Staff
	VIP Stakeholder Manager
	Stakeholder management responsible for managing guests

	Staff
	Command and control centre manager
	Assigns roles, rostering, managing the operations help desk (log and assign any tasks as they come in), coordinates staff room and daily staff briefings.

	Staff
	Event runners
	Event runners assist the operations help desk in the command centre

	Creative and Content Production Vendor
	Platform Editor Creative director
	Manage the uploading of content onto the Platform 
Work with the Executive Director and Head of Production on the summit production.

	Staff
	Operations Manager
	Manage all of the registration platform and delegate support

	Staff
	Lead PM
	Platform problem solving

	Staff
	Event schedulers
	Maintain schedule of events, create sessions/meetings, rostering, upload video, images, articles. Facilitates review process. Publishes approved content. 

	Staff
	Platform moderators and delegate support
	Platform moderators / delegate support / host chats 

	Staff
	Speaker / talent management
	Speaker / talent management (inc. Economy Leader liaison) 

	Staff
	Content and channels
	News room - Social media, Video editors & image wranglers for specific channels

	Staff
	Media centre management
	Media centre management and overall coordination, triage, Media conference and interviews (concierge to manage interview talent)
Media programme management, writing and wrangling 
Producer and content uploader to Media Asset Portal








[bookmark: _Ref101890627][bookmark: _Toc101949244]Daily run sheet template
[2 pages]
	KEY INFORMATION

Time on Site: 1230
Where: The Venue
Dress code: Business attire
Checklist:
Technician sign in room if applicable
Chair / speaker has correct back drop
Sticky note pad for admin
Coffee machine – has plenty of milk and cleaned
Copy for VENDOR board - agenda, Runsheet & production call sheet

	KEY ACTIVITY & TIMINGS

	1230
	DSTL & DSS onsite

	1300
	Security arrives

	1400
	Technical window opens

	1400
	Onsite registration opens

	1500
	Meetings commence

	1800
	Meetings close

	1805
	HOT debrief

	1830
	Meeting close process & Refresh Rooms

	1900
	Depart venue

	If a meeting finishes after 1900 – place security on lobby level to let guests out



Documents required:
Production call sheet
Meeting agenda
Master Schedule:
[Link to Master Schedule]
[Link to Agenda]
Physical Attendees Master:
[Link to Attendees guest list]

	ROLES OVERVIEW [LINK TO ROSTER]

	Mailbox & WhatsApp 1
	[Add Name]

	Mailbox & WhatsApp 2
	

	Mailbox SURGE 1
	

	Mailbox SURGE 2
	

	Production / Schedule Lead 
	

	Technical Lead
	

	In-meeting room Producer
	

	Production/ Tech Support 1
	

	Production Support 
	

	Operations Manager
	

	Delegate Support Team Leader (DSTL)
	

	Delegate Support  1 (DSS)
	 

	Surge support ( Delegate Support)
	

	Delegate Support 2 + Mailbox
	

	Technical Support 2
	



SECURITY: [Link to roster]

	

	Key Numbers – if an incident is occurring – do not hesitate:
· NZ Police – POC Sergeant xxx YYY [Mob Phone] and request uniformed support.
· Venue Building Management – xxx YYY [Mob Phone] – also for air conditioning
· Security Staff issues: Security Vendor – [Mob Phone/0800 no]


	Meeting 1 [Name]
	Wed
	29th September 2021
	3:00:00 PM
	6:00:00 PM
	HIGH
	Room 1 and Room 2

	Meeting 2 [Name
	Wed
	29th September 2021
	3:00:00 PM
	6:00:00 PM
	HIGH
	Room 3



Attendees/Guests expected for Meeting 1 – Room 1 and 2
List here in a table
Attendees/Guests expected for Meeting 1 – Room 1 and 2
List here in a table
	Operational staff list

	First Name
	Surname
	Contact # 
	Lanyard #  

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	



	Key vendors/suppliers contact list

	First Name
	Surname
	Organisation 
	Contact # 
	Lanyard #  

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	





[bookmark: _Ref101890948][bookmark: _Toc101949245]Meeting call sheet template
[1 page]
Meeting Call: [Day, Date – Start Time], [Venue]
	Meeting
	Location
	Production
	Chair & Economy
	Programme Dir.
	Presenters on site

	[Meeting Name]
	[Venue]
	[Add Prod names]
	AAAAA (NZ MBIE)
	[Add Name] [Mobile]  
	[Add Name] 
[Add Name]

	[Meeting Name]
	[Venue]
	[Add Prod names]
	BBBBB (Aus)
	[Add Name] [Mobile]  
	[Add Name] 
[Add Name]

	[Meeting Name]
	[Venue]
	[Add Prod names]
	CCCCC (Thailand)
	[Add Name] [Mobile]  
	[Add Name]


	Support Channels
	

	On-site: Technical Support
	[Name] [Mobile]  

	On-site: Delegate Services
	[Name] [Mobile]  

	Operations Centre: Tech Lead / Presenter rights
	[Name] [Mobile]  

	Operations Centre: Production / What’s App chats
	[Name] [Mobile]  

	 Additional Notes:


	On-site tech, please check …..   FYI on Friday one of them operated successfully, the other did not.  User error – so they could need some guidance please.
If you get any queries re logging in from people outside the venue,  then please send them through the support channels;
[support@support.co.nz] or contact their Technical Support via the What’s App chat group to help them



[bookmark: _Ref101896060][bookmark: _Ref101896065][bookmark: _Toc101949246]Virtual meeting technical solution requirements 
[8 pages; Note that these just illustrate a selection of high-level requirements for consideration and should be fleshed out precisely and in full detail to be of value.
[bookmark: _Toc415146311][bookmark: _Toc272825889][bookmark: _Toc306967749][bookmark: _Toc272316463][bookmark: _Toc253754375][Insert Table of Contents here]
[bookmark: _Toc43985902][bookmark: _Toc100059871]Document purpose
The purpose of this document is to outline the technical solution requirements for hosting high stakes international virtual meetings. 
[bookmark: _Toc43985906][bookmark: _Toc100059872]Business problem
[bookmark: _Toc415146318][bookmark: _Toc272825891][bookmark: _Toc403132440]To enable virtual participation for NZ/international delegates and user options that will support a high quality and effective virtual experience for participants. 
[bookmark: _Toc43985907][bookmark: _Toc100059873]Virtual meeting objectives
[image: ]
[bookmark: _Toc49501604]High-level virtual meeting objectives
Key Features
Technology
Participants are spread widely across the world, across multiple (approx. 18) time zones, with access to a range of technology devices and local infrastructure. The ideal solution would support users on all mainstream devices, microphones and cameras, and should not require specific or extra hardware. The supplier must provide assurances that the solution works in remote global locations and time zones.
Registration
Attendance at individual meetings and workshops is subject to a registration process by the host. Participation is limited and rules based. 
Virtual Experience
The virtual experience is expected to continuously and rapidly improve with learning and evolution in technology. The solution should consider how it can contribute to this goal without jeopardising delivery of the core solution, on time and fit for purpose.
Meeting protocol
There are specific protocols that need to be enabled in the remote participation solution option. These include; the ability to signal when a participant wants to speak, the ability for the Chair/Administrator to track these ‘signals’ in order of appearance, managing confidentiality (recording); and decision-making procedures. The solution should enable effective meeting leadership and participation, and ensure little to no disruption to the normal flow of a meeting.
Scale
The expected volume of virtual meetings would require the following support:
A minimum of 10 meeting clusters, ranging from 1-4 weeks each over the year.
Upwards of 400 individual meetings, workshops and other events, over the year. Meetings and workshop lengths can range from one hour to four hours and may occasionally run over time.
Up to 10 concurrent formal and informal meetings including workshops and bilateral meetings. 
Meetings are often high stakes and security will be important. 
[bookmark: _Toc41376780][image: ]
[bookmark: _Toc49501605]Example physical meeting structure
In a virtual setting, meetings will be scheduled to encourage maximum participation across different time zones. Therefore meetings can take place outside of New Zealand business hours, including on weekends.
Meeting scheduling
Meeting schedules and most individual meetings and events are organised by the host and are subject to a range of existing conventions, best practice and the agreement of all participants.
Document sharing
A functional online document distribution system exists which will be used to circulate documents ahead of any virtual meeting. However, in the meetings it is common for the members to present documents (usually PowerPoint slides). 
In some circumstances, documents are drafted “on screen” in the room where one participant will capture comments and proposals from all other participants. 
It is desirable that the solution incorporate these functionalities to enable presentation and collaborative development of documents within the virtual meeting solution.
Solution support
The solution should be a managed service with full support for participants. New Zealand will fulfil the role of first stage contact for most people experiencing issues; operating to triage the issue before raising a support request.
Note that participants may also have access to their own technical support.
Cyber security support
The solution shall have active managed cyber-security support in place.  This includes;
Proactive reviews
24/7 monitoring of security events
Security incident response and escalation

[bookmark: _Toc43985908][bookmark: _Toc100059874]Scope
[bookmark: _Toc43985909][bookmark: _Toc100059875]In scope
Technical requirements for organising and managing a complex virtual meeting
An end-to-end solution that includes a virtual meeting platform, network and infrastructure, meeting endpoint devices and peripherals, mobile units, solution support, training and active cyber-security support
Host and user experience aspects of virtual meetings and continuous improvement strategies
APIs to facilitate integration with the registration system/participant portal 
[bookmark: _Toc43985910][bookmark: _Toc100059876] Out of scope
Management of overseas equipment and technology 
Interpretation (i.e. translation) services and technology
[bookmark: _Toc43985911][bookmark: _Toc100059877]Assumptions
The following assumptions have been identified.
[bookmark: _Toc49501611]Table 1 Assumptions
	No
	Description

	A1
	With guidance from the host, international meeting participants will supply their own equipment and technology to participate in virtual meetings.

	A2
	The virtual meeting solution will be retained for the length of the hosting year.

	A3
	There is capability in the market that meets requirements. If not, requirements will be sacrificed, modified or met in alternative ways.

	A4
	Data from past physical meetings is accurate enough to base estimates of the upper limits of participant numbers and number of concurrent virtual meetings required.

	A5
	Meeting rooms fitted out with capability for both hosting and participation will be located in [Location].


[bookmark: _Constraints][bookmark: _Toc24721671][bookmark: _Toc43985912][bookmark: _Toc100059878]Constraints
[bookmark: _Toc49501612]Table 2 Constraints
	No
	Description

	C1
	The commencement date is fixed, therefore we require a solution that can be designed, quickly implemented and tested.

	C2
	The solution will be required for use until the end of the hosting year.


[bookmark: _Toc24721673][bookmark: _Toc43985913][bookmark: _Toc100059879]Issues
[bookmark: _Toc49501613]Table 3 Issues
	No
	Description

	I1
	A lack of accurate forecasting on participant numbers and concurrent meetings may have implications on the following: 
•	Cost of the solution
•	Performance of the solution
•	Information architecture
•	Solution architecture



[bookmark: _Toc43985914][bookmark: _Toc100059880]High-level business requirements
At a high level, the solution shall:
Support the host to provide a high-quality, simple, secure, reliable and robust virtual meeting experience that lets our participants communicate, contribute and collaborate efficiently and effectively.
The online user interface shall be easy to use and attractive.
The solution shall support different virtual meeting formats and levels of interactivity; ranging from highly formal meetings which use strict meeting protocols, as well as more interactive and free-flowing meetings.
The solution shall allow key physical meeting formalities to persist in the virtual meeting experience, for example, by letting participants ‘raise’ their virtual hands in such a way that the Meeting Chair can keep an accurate track of the order.
The solution shall enable multiple concurrent meetings, with many globally distributed participants.
The solution shall let a participant display and make live edits to a document. 
The solution shall be available for the length of the hosting year.
The number of distinct applications necessary to deliver the virtual meeting platform should be kept as low as possible.
The solution shall be a managed service that includes active cyber-security support.
The solution shall be able to integrate with the registration system/participant portal.
We are also interested to hear about:
Ways in which the solution will enable and support high stakes business engagement and diplomacy. A face-to-face approach allows high-trust conversations to happen safely and these conversations can be critical to achieving confidence and agreement. The virtual solution should offer substitute options.
Opportunities in which the supplier can help us deliver an excellent meeting experience for all participants.
How the solution will lend itself to continuous improvement of the virtual meeting experience. As feedback is collected from participants who have attended our virtual meetings, we will refine and adapt processes to better serve delegates and attendees. The technical solution may also need to be adapted in response to feedback.
If and how the solution could integrate with manual or automated registration processes.
Security controls and measures.
Methods by which a high quality ‘family photo’ can be captured that gives a better result than a screenshot. It would be good to capture each individual simultaneously and then be able to export them for editing.
[bookmark: _Toc43985915][bookmark: _Toc100059881]Users of the system
The following table identifies the main users of the system.
In general we require a system which supports user permissions at varying levels; from a super user who can complete all create, read, update and delete (CRUD) functions, through to a more restricted user with limited access. 
[bookmark: _Toc49501614]Table 4 Users of the system
	#
	Stakeholder
	Description

	1.
	Host
	Responsible for booking virtual meetings, managing test runs, coordinating meeting test runs, and operations activities.

	2.
	Meeting Administrator
	The Meeting Administrator performs tasks to enable the Meeting Chair to successfully facilitate the meeting. These tasks may include; facilitating entry to the meeting, capturing and tracking the order in which participants wish to speak and then controlling and enabling this as required, presenting and editing documents in real-time and playing pre-recorded audio and/or video to participants. 
The meeting administrator role is most commonly filled by programme directors located abroad. 
The Meeting Administrator will not always be physically located with the Meeting Chair.
Note, in some meetings, there may not be a Meeting Administrator and the Meeting Chair will fulfil administration tasks themselves.

	3.
	Meeting Chair
	Each meeting has a Meeting Chair responsible for facilitating the meeting. Many of the meetings will be chaired by a person who is not in New Zealand. 

	4.
	Participant
	All meeting attendees are participants in the meeting. Participation is limited to [Add here: e.g. approved delegates, official observers and pre-approved guests]. 
They require the ability to participate in meetings, including listening and viewing the content of the meeting, as well as speaking and contributing when required.
In the context of a virtual meeting, participant refers to the person logging in. That person may be alone or may have additional people in the room with them.

	5.
	Supplier
	Responsible for provision of the solution, including usual implementation, test and go-live activities in collaboration with us.

	6.
	System Administrator
	Refers to a user (could be a host member or Supplier) with permission to access the system’s backend or support functions, such as creating report templates, or creating new meeting configuration options.

	7.
	Technical Lead

	VIP delegates will be requested to provide contact information of the Technical Lead who will be responsible for handling their test runs and managing their technical system during a meeting.
The Technical Lead will act as IT support to their members and where necessary, work with the Host’s Technical Lead and the Supplier as necessary to resolve technical difficulties.
Note, this technical lead role is expected to become less busy as participant familiarity with technology and virtual processes grows.


[bookmark: security_caveat_header][bookmark: _Toc43985916][bookmark: _Ref402795177][bookmark: _Ref402795184]
[bookmark: _Toc100059882]Roles in a meeting session
The following diagram shows at a high level how the roles interact to book, manage, participate in, and support a remote meeting.
Note, this is not intended as a complete functional diagram but is useful to provide context and show key interactions between actors.
[image: ]
[bookmark: _Toc49501606]Role interactions 

[bookmark: _Toc43985917][bookmark: _Toc100059883]Detailed Business Requirements – go here
Detailed business requirements are not provided in this document as that would be too much detail. You can build yours under the following headings.
General system function
Meeting set-up and administration
User access and permissions
Virtual experience
During the meeting
Integration
Meeting room access, network and equipment etc.




[bookmark: _Ref101896167][bookmark: _Toc101949247][bookmark: _Ref101891791]Fit-out of Virtual Meeting Hosting Room 
[3 Pages]
	Project Manager: 
	Business Lead: 
	Budget Owner:    
	Document last modified: Friday, 29 April 2022

	Support: 
	ELT Rep: 
	Cost Centre:
	
	Schedule:  [Link to project timeline]



Summary/Context 
This project is responsible for the delivery of two studios located at the [VENUE in CITY]. This includes reuse of existing technology, and backdrops/sound proofing, shipment and reassembling at the VENUE
These studios will be used for the Virtual Meetings over the period …
Delivery partners
External – Venue and Tech Partners/Suppliers 
Internal – Technology, Production, Delegate Support, Communications and Branding teams
Scope
	In scope
	Out of scope

	Confirming requirements for the two studios
	

	Work with [Vendor] on their requirements for access for circuit install and assisting in facilitating that with venue staff
	

	Dissembling, shipping, and reassembling technology hardware and backdrops/sound proofing from the storage
	The purchase of any additional tech equipment to setup these rooms

	Set up of two studios (Room 1 and 2) at the venue for upcoming meetings
	Set up of any other rooms or working environments at the venue

	Liaison with suppliers to ensure studios are set up to the agreed specification 
	

	Vendor Statement of Work and contract management
	Financial management – FIN to complete 

	Testing of studios to ensure set up works as expected, and decommissioning of the studios
	





	Key Deliverables RASCI – High Level
	Deliverables & Milestones in
[LINK to DOC]

	Key Deliverables
	Date
	R
	A
	
	S
	C
	I

	Project Plan on a Page
	
	
	
	
	
	
	

	Studio Requirements
	
	
	
	
	
	
	

	Initial budget (?? Functional budgets v new budget)
	
	
	
	
	
	
	

	Spark Statement of Work
	
	
	
	
	
	
	

	Technical Room Drawings
	
	
	
	
	
	
	

	Furniture Requirements
	
	
	
	
	
	
	

	Plan to dissemble, ship, and reassemble tech hardware and backdrops to Venue
	
	
	
	
	
	
	

	Venue studios set up and teste
	
	
	
	
	
	
	



Requirements
	Requirements

	Delivery access at the Venue
Logistics Manager/Contact to receive delivery – us to have someone appointed on the ground for this Tech/DS
Access to Venue Comms Rack / Networking utilising Venue Tech staff
Vendor connection for key meetings at this venue
On site access at venue for:
Vendor to install connection 
Vendor to reassemble hardware and network connection
Delegate Support and Production to set up backdrops, lights, soundproofing (if required) etc.
Delegate Support & Technology to provide delivery support

Room requirements:

	
	Room 1
	Room 2
	

	
	2 x cameras
4 x tables 
4 x Chairs
2x lights
2 x trolleys
2 x polycoms/mics/speakers
Peripheral tech required to operate (2x TVs, 2x Monitors, 2x NUCs, 2x keyboard/mice)
2 x backdrops 
	1 x cameras
2 x tables 
4 x Chairs
1x light
1 x trolley
1 x polycoms/mics/speakers
Peripheral tech required to operate (1x TVs, 1x Monitors, 1x NUCs, 1x keyboard/mouse)
1 x backdrops
	




	#
	Description
	Contact
	Confirmed

	1
	The Venue contract will be signed
	
	

	2
	The Venue will provide furniture – tables, chairs, welcome desk
	
	

	3
	The Venue will provide internal patching in both rooms
	
	

	4
	We will ship backdrops to venue
	
	

	5
	Vendor will ship hardware and trolleys to venue for testing once access becomes available
	
	

	6
	Production vendor will ship their own kit as well as the lights to the venue
	
	

	7
	Blackout drapes and soundproofing are required as some meetings are in the day session
	
	

	8
	Vendor Statement of Work is signed
	
	

	9
	At COVID-19 Alert Level 3 or 4 chairs are likely to work remotely
	
	

	10
	Production vendor will provide all their own kit to support meetings out of this room, including network connectivity
	
	

	11
	ONT being installed in the venue PABX room
	
	

	12
	Decommissioning of the studios will be commence on [date]
	
	



	Risks, Actions, Issues, Decisions, Changes

	
	Link to RAID document
	
	

	#
	Key Decisions Required
	Who
	Due date

	1
	
	
	

	2
	 
	
	



Key information
Production Assets – can be moved after 15 October.
	Location
	Item
	Asset #

	
	TV 75"
	

	
	Camera
	

	
	NUC
	

	
	Monitor
	

	
	Wireless Keyboard Mouse
	

	
	Light
	

	
	TV 75"
	

	
	Camera
	

	
	NUC
	

	
	Monitor
	

	
	Wireless Keyboard Mouse
	

	
	Light
	

	
	TV 75"
	

	
	Camera
	

	
	NUC
	

	
	Monitor
	

	
	Wireless Keyboard Mouse
	

	
	Light x2
	

	
	Black out curtains on freestanding frame with sandbags
	



	Critical Stakeholders – UPDATE WEEKLY     

	Full list in [Link to Stakeholder monitoring tracker]

	Stakeholder
	Status
	Commentary

	Venue Event Coordinator
	
	Relationship on track

	Venue Technical Liaison
	
	Relationship on track

	Vendor Project Manager
	
	Relationship on track

	Production vendor PM
	
	Relationship on track






[bookmark: _Ref101891973][bookmark: _Toc101949248]Virtual meeting technology function operations manual exemplar
[12 Pages]
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[bookmark: _Toc99534533]Document purpose and controls
This document provides an outline of key technology functions and processes to enable the successful hosting of [NAME] meetings. It also highlights key areas of integration and alignment.
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[bookmark: _Toc400108169]
[bookmark: _Toc99534534][Insert Table of Contents Here]
Overview
[Add a para or two introductory summary re meetings to be hosted]	
[bookmark: _Toc99534535]Participants
[Set out the audience/participants and their expectations]
[bookmark: _Toc99534536]Meetings
[Set out the meetings details – perhaps a table – number of events, number of participants, where they will participate from, key dates, owners of meetings etc]
Onsite meeting facilities
Explain arrangements for NZ participants, and especially if NZ is hosting/chairing – where, services etc
Bilateral meetings
Bilateral meetings are additional meetings independently arranged between two parties. Bilateral meetings in which New Zealand is participating may require onsite meeting rooms and support from Tech. 
[bookmark: _Toc99534537]Organisational Overview
Explain the broader shape of the organising entity, especially key functions Tech will integrate with and be accountable to.
[bookmark: _Toc99534538]Technology team 
The Technology team are responsible for providing the technology and support to enable:
registration and accreditation of delegates/participants EMS
event management and scheduling, including workforce rostering and access control  EMS
participation in virtual (online) meetings for all registered participants at locations of their choice, via the Virtual Meeting Platform (VMP)
participation at onsite meeting facilities for NZ participants who will join the virtual sessions, via onsite technology equipment connecting to the VMP
communications with delegates EMS
website content management system (CMS)
The Tech team manage technology vendors and ensure maintenance of service standards across the platforms noted above.
[bookmark: _Toc99534539]Tech team and key partner roles (examples)
	Role
	Team
	Responsibilities

	Chief Technical Officer (CTO)
	Technology
	Technical delivery
Management of technology operations and team
Oversight of data and cyber security
Approval and escalation point
Budget holder

	Tech Lead(s)
	Technology
	First escalation point for tech vendors
Oversight of support providers
Manages integration between vendors
Ensures tech services provided as required for all meetings including for control room

	Tech Support
	Technology
	Monitors the tech support mailbox for incoming queries
Performs level one and two tech support for meeting platform, EMS and troubleshooting at all meetings

	Vendor Technical Support
	Vendor 
	Provide onsite support for videoconferencing connectivity and hardware
Provide support for VMP access and meetings
Provide security and network services including monitoring and incident management

	Production Manager
	Production
	Responsible for the Master Production Schedule and coordination of functional involvement in meetings.
Based on Agenda needs, formulates meeting AV/production/tech requirements into master schedule.
Responsible (with tech leads) for meeting delivery and control room management, WhatsApp coordination and working with the Producer in the meeting room.

	Producer
	Vendor or Production 
	Directs test and live meetings to run sheet and adjustments as required
Provides audio visual content and production services
Onsite management of AV components
Provision of production technical support

	Greeter
	Vendor or Production 
	Welcomes delegates into testing and/or meeting
Supports delegates to do pre-meeting technical checks

	AV Support
	Vendor or Production or Tech
	Supports speaking delegates in the physical room by controlling microphones. This is necessary to prevent feedback on the virtual call when multiple people have joined in the same physical room space.

	Scheduler
	Production
	Manages MASTER SCHEDULE scheduling of meetings, venue bookings, etc
Manages rostering of workforce across all functions

	Delegate Support Team Leader
	Delegate Support
	Management of physical meeting spaces
Manages onsite workforce/security/H&S/emergencies
Greets delegates and checks they are registered

	Delegate Support
	Delegate Services
	First line delegate support, handles delegate queries
Manages support email inbox – rapid response
Provides onsite support to participants (including trouble-shooting onsite during meetings)

	Registration Specialist
	Delegate Services
	Manages registration of participants
Provides registration information to DS team leads
Trouble shoots issues just prior to meetings

	Media Manager
	Communications
	Manages media conferences and all contributors
Manages accreditation of international media
Manages media queries

	Communications advisers, content managers
	Communications
	Manage all messaging and information distribution, including via the public website.
Engage direct with media to ensure attendance, understanding and correct involvement in media stand ups.

	Chair’s Office 
	Agency
	The Chair is a role fulfilled by a nominated leader. The Chair’s Office includes their support personnel.
Impartial facilitator/host role, sets and approves agenda, chairs meetings 

	Principal Advisor
	Agency
	Participants in the NZ delegation who will promote NZ’s interests and positions
Are registered as participants and will be attending via the onsite facilities.


[bookmark: _Toc99534540]Technology Service Providers (examples)
	System
	Provider
	Functions

	EMS
	Vendor 1
	Online registration 
Accreditation management 
Scheduling and bilateral meeting requests
Rostering for workforce
Access control for EMS
Remote technical support for EMS

	Website Content Management System (CMS)
	Vendor 1
	Website
Remote technical support for website CMS
Access control for CMS

	Network connectivity services and managed services support 
	Vendor 2
	Managed services support 
Connection to the internet and cloud platform functions
Security services

	Virtual Meeting Platform (VMP)
	Vendor 3
	Online meeting facilities 
Identity services 
Access control to meetings
Onsite technical support for VMP
Remote technical support for the VMP
Management of onsite devices

	Videoconferencing hardware (onsite tech)
	Vendor 4
	Audio visual hardware and onsite connections to the VMP
Cameras, microphones, auto cue etc


[bookmark: _Toc99534541]Participants
This table outlines the different types of attendees at the virtual meetings. For the purposes of this document all are regarded as participants or delegates.
	Participant Type
	Types of People

	VIP Delegate
	Senior Officials, Ministers and Leaders who require special handling. (e.g. non-2FA access, quicker response to incidents or queries).

	Delegate
	Delegates, support staff, Secretariat office who require standard access (including 2FA if required)

	Guest
	Non-member participants, for example officially invited guests and speakers from international organisations.

	Independent media
	NZ/International media attending virtual media conferences

	Workforce
	Staff, including secondees from other agencies/organisations, support staff and third party suppliers (e.g. technical staff, security).

	Accreditation Officer
	Offshore support registering delegates via EMS and booking them into the relevant meeting sessions. A media accreditation officer may register media representatives who are attending with their delegation.

	Technical Support
	Supporting the technology in the economy of the virtual meeting participant, such as their onsite facilities. When delegates have technical issues, this is their first point of contact for support and we should have relationships with them


[bookmark: _Toc99534542]User access controls
Access controls are managed separately for the Registration, Website Content Management System, and Virtual Meeting Platform. 
Administrators and Accreditation Officers will use identity credentials supplied by the EMS to perform their tasks in the administration and registration portals.
For delegates, the VMP provides identity credentials. These are used to access the Participant Portal and VMP.
EMS users
The EMS has three portals to manage or access information:
Administration portal - to manage the event, registrations, etc.
Registration portal - for accreditation officers to register their participants and setup bilateral meetings.
Participant portal - for participants to access their meeting schedule and join meetings, and for workforce to access run sheets and their personal roster.
Access to the EMS is role-based and permission-based. 
Administration portal access is split into 6 roles: 
New Zealand administrator – approved by the CTO, able to access meeting and delegate functions, can administer system users. 
Communications team administrator – approved by Comms. Director, can administer tasks and view rosters and run sheets.
Delegate support administrator – approved by Delegate Support Manager, access to participant data, sessions, rooms, rosters and run sheets.  
Production team scheduler - approved by Production Manager, access to, sessions, rooms, rosters and run sheets.  
Workforce administrator – approved by Manager People, access to tasks and rostering, view only access to run sheets, sessions and participant details.
Policy team – approved for read only access to sessions, rosters and run sheets.
Registration portal access is split into 4 roles:
Delegation Accreditation Officer - advised by economies in response to administration circular. Can register attendees and request bilateral meetings.
Media Accreditation Officer - advised by Comms. Director to manage media attendees. Can register media attendees.
Workforce manager - advised by People team to manage the workforce registrations.
Special Delegation Accreditation Officer – approved for special circumstances. Can register attendees.
Participant portal
Participant/delegate access is split into identified participant types each with their own rights and permissions. Examples below that can be modified/added to
	Participant Type
	Types of People

	Ancillary Events
	Ancillary events attendees including any leverage-type event attendees

	Summit
	Summit attendees

	Delegate
	Delegates, support staff, Secretariat office

	Guest
	Non-member participants (e.g. officially invited guests and speakers).

	Media
	Media from NZ/overseas

	Workforce
	Delivery staff (including secondees from other agencies/organisations), support staff and third party suppliers if they need access to the meeting platform (e.g. technical staff)


Within the Participant Portal you can:
View meeting Schedule
Access meeting details
Join a meeting
Cancel attendance
Access guidance documentation
Access Secretariat document management system
Access support information
Register for a meeting 
EMS identity credentials 
These are used to access the registration and administration portals.
Username is an email address supplied by the user.
Password must be 16 characters – no special character requirements but common passwords are not allowed.
Two-factor authentication via an authentication app; e.g. Google Authenticator, Microsoft Authenticator or Authy. Users must download the app onto their mobile phone and enter the unique passcode every time they login.
Self-service password rest function is available. Once within a 4 hour window. 
Accounts will be locked after 5 unsuccessful login and 2FA attempts.
Accounts locked out must be reset by a New Zealand administrator or relevant vendor. 
Users will be logged out after 15 minutes of inactivity.
[bookmark: _Toc99534543]Virtual Meeting Platform (VMP) users
Participants will use VMP issued credentials for accessing the VMP. These credentials could also let delegates access the EMS Participant Portal.
Roles
The table below sets out associated permissions for the various roles.
	VMP role
	Functions
	Meeting role

	Delegate
	Provides standard permissions: mute & unmute, turn camera on & off, screen share etc.
Self-service password reset.
Must use 2FA.
	Meeting attendees

	VIP delegate
	Provides standard permissions: mute & unmute, turn camera on & off, screen share etc.
Excluded from self-service password reset.
Excluded from using 2FA.
	Senior officials and VIP attendees

	Organiser
	Provides standard permissions: mute & unmute, turn camera on & off, screen share etc.
Able to give attendees in the meeting ‘Presenter’ rights.
Self-service password reset.
Must use 2FA.
Send emails internally for meeting invites.
Calendar permissions for organiser accounts are delegated to admins so admins can manage calendars.
	Used by the system to create meetings
Generally in Tech Team

	Meeting admin
	Provides standard permissions: mute & unmute, turn camera on & off, screen share etc.
Able to give attendees in the meeting ‘Presenter’ rights.
Self-service password reset
Must use 2FA
Has delegated permissions over all organiser accounts.
Send emails internally as the meeting organiser.
Manage organiser’s calendars
	Tech Team or Production Services/Scheduler




Controls
[Add as needed] Examples below
Any changes to meetings or delegate details must come from authorised users. 
Immediately after a meeting cluster ends, the VIP user credentials are disabled to prevent unauthorised access to the system. Immediately prior to a new meeting cluster, these will be enabled. Delegates will need to receive a new password.
VMP credentials
The username is a unique email address provided to users. The format is firstname.surname@entity.org.nz. Where 2 or more people have the same name, an extra character will be added.
Passwords must be a minimum of 8 characters and contain upper and lower case letters, a number and symbol/special character.
Two-factor authentication is required for non-VIP delegates. Delegates can choose to receive authentication codes via text message to their mobile phones, or use an authenticator app (e.g. Microsoft Authenticator, Google Authenticator, Authy).
Self-service password reset function is available for accounts that have 2 factor authentication enabled. VIP accounts with no 2FA must be reset by Vendor Service Desk.
Accounts will be locked after multiple unsuccessful login and 2FA attempts.
Accounts locked out must be rest by an administrator via email to Vendor Service Desk.
Users will be logged out after 15 minutes of inactivity.
Website CMS users
The website content management system (CMS) has a single role for content administrators and uses separate user credentials. Credentials are defined by the Vendor when they create the accounts, the email address is texted to the user once their account is created by the Vendor.
User review
A review of the users of each system will be performed one week following an event to ensure that only authorised users remain able to access the system. This frequency is recommended as it enables a check for temporary workforce members to be removed if the off-boarding process has not been properly completed.
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[bookmark: _Toc99534544]Processes
[A range of processes can be included in this operations manual and should be added to over time – one example is provided below but could be 20 or more such processes]
Create a meeting 
	Objective
	To create meetings so that delegates may register to attend that session. This includes making a session within a meeting cluster bookable in the EMS and creating a meeting in the VMP.

	User
	Production Scheduler
	Support
	Add Here


Steps


Notes
Once a meeting is created in the EMS it will automatically be created in the VMP. There may be a delay of 15minutes between the two systems. 
Any changes made to meetings in the EMS will be copied across to the VMP.
Any changes made in the VMP may be overwritten by data from the EMS.
Meetings will close for registration 2 hours prior to the meeting starting.
Bilateral meetings follow a slightly different process.
This process combines two processes: create sessions for registration and create virtual meeting session as integration means that the session is created automatically in the VMP.
Exceptions
Create new meeting before registration closes – Production Scheduler or EMS admin.
Create new meeting or reschedule a meeting after registration closes – this must be done in the EMS. The Production Scheduler or Event Manager must approve changes. 
Remove meeting before registration opens – Production Scheduler or EMS admin. 
Remove meeting while registration is open – Production Scheduler must approve. Scheduler or EMS admin can action.
Remove meeting after registration closes – this must be done in the EMS by Production Scheduler or EMS admin. 
Edit meeting details before registration closes – Production Scheduler.
Edit meeting details (time, date attendees) after registration closes - this must be done in the EMS. If it is immediately before the meeting is due to begin, notify Tech Leads to ensure details are reflected in the VMP in time. Approval by the Production Scheduler or Event Manager.

[bookmark: _Toc99534545]Operational management 
[Add narrative here re operational matters – examples below]
Hours of service
As participants are joining meetings from around the world, the hours of service are sometimes required to be outside of normal business hours. The meeting delivery times demand a higher level of service, including onsite support for NZ venues.
There is increased activity from when registration for meeting clusters opens, to when the last meeting of the cluster ends. The critical registration window is in the week before the first meeting. Note that registrations will now be open up until the last meeting, but peak times are anticipated to be before the first meeting starts. 
Part of registration includes creating VMP meeting accounts, so it is expected that both EMS and the VMP will be at high availability during these times.
[image: ]
Meeting timeslots are 3pm to 6pm, and 12am midnight to 3am. 
Technical tasks associated with meeting preparation take place 2 hours before a meeting starts. 
The meeting facilities must be available to participants one hour before the meeting start time to enable participants to check connections and audio visual settings. Any interruption or delay to a meeting of more than 15 minutes will result in the meeting being postponed to the next available time slot. 
Participants are encouraged to use the EMS participant portal to access meetings in the VMP. They will do this from one hour before the meeting starts. This is the critical meeting delivery period. The control room (which includes tech lead/support) and production will manage/co-ordinate the concierging and welcoming.
[image: ]
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Meeting support
Different types of meetings have different support requirements. These have been classified and rated on a scale from low to complex and require the resource levels described in the table below. More detail is available in the Meeting service level matrix document.
	
	Physical Support Rating

	Support Resource
	
	
Complex
	 
High
	 
Medium
	 
Low

	
	Technical
	1 in room 
	1 in room 
	.33 per room
	.33 per room

	
	Audio-Visual
	1 in room
	Control room manages

	
	Delegate Services
	.5 per room
	.5 per room
	.33 per room
	.33 per room

	
	Producer
	1 in room
	Control room manages

	
	Production tech support
	1 – 2 others 
	Control room as required



[Add hours of operation of support/vendors]
[bookmark: _Toc99534546]Other information to be considered for this operations manual
Could include:
How to manage service requests
Monitoring
Reporting to various entities
Release and change management
Incident management processes, roles and escalation points
Security Incident response
Business Continuity planning
VMP failure options
Appendix of key contacts and authorised support users





[bookmark: _Ref101892812][bookmark: _Toc101949249]Security incident response plan outline 
[4 pages]
A Security Incident Response Plan (SIRP) details the response to cyber incidents and data breaches and applies to all members involved in the management or use of the virtual meeting solution.
All members of the project team should be aware of what to do in the event of a security incident. The project team will perform most actions in response to an incident, but all levels of the project team members should be aware of how to report incidents internally. 
Every team member should review the incident response plan in detail. Having the plan easily accessible to all IT staff will help to ensure that when an incident does occur, the right procedures are followed.
Suggested Content for the SIRP
[bookmark: _Toc79695343]Basic Approach to Data Incidents
[bookmark: _Toc79607375][bookmark: _Toc79695344]Solution Overview
[bookmark: _Toc79607376][bookmark: _Toc79695345]Plan Objectives
E.g. The objectives of this plan are to:
Provide mechanisms to manage security incidents that may occur,
Ensure communications are made to the right people, and
Engage the right teams to respond to security incidents.
[bookmark: _Toc79607377][bookmark: _Toc79695346]Security Response Resources
[bookmark: _Toc79607378][bookmark: _Toc79695347]Roles and Responsibilities of Vendors and Staff
[bookmark: _Toc79695349]Project Team Responsibilities
[bookmark: _Toc79607381][bookmark: _Toc79695350]Key Vendor and Staff Contact Details
[bookmark: _Toc79607382][bookmark: _Toc79695351]Communication Channels for Incidents
Communication Addresses/Contacts
Communication Flow and Information Required
[bookmark: _Toc79607383][bookmark: _Toc79695352]Response Process
[bookmark: _Toc79607384][bookmark: _Toc79695353]Security Incident Response Process
Triage and investigate
Modes of Security Incident Detection
Monitoring
User notifications
Incident Types and Management Processes for Each
Unauthorized Privilege Escalation (Break Glass Account)
Unauthorized Privilege Escalation (Admin Accounts)
Compromised User Accounts (VVIP and VIP)
Compromised User Accounts (Normal Users)
Unauthorized changes to systems, user account and data
Insider Breach /Mass deletion of files / Disclosure of Sensitive Information
Accidental Leakage of Sensitive Information
Loss or theft of equipment used to store or work with sensitive event data
Password Attack/Account Smart lockout (locks the account from sign-in attempts for one minute after 10 failed attempts and longer in subsequent attempts)
Phishing Attacks
Malware/Infected Files 
Distributed denial of service (DDoS)
[bookmark: _Toc79607397][bookmark: _Toc79695366]Incident Prioritisation
The table below outlines severities for Security Incidents. Priority of each incident can be determined from this table. 
	Response Level
	Business Impact Rating
	Category
	
	

	
	
	Confidentiality
	Integrity
	Availability

	High
	Catastrophic
Could cause exceptionally grave damage to operations or business.
	Compromise of highly sensitive information.
	Manipulation of operational systems.
Compromise of identities.
	Critical service failure.
Disabling of operational systems.
Corruption of critical information.

	Medium
	Moderate
Reasonably expected to cause damage to operations or business.
	Compromise of Protected information.
	Interference with administrative information services.
	Moderate impact on service performance.

	Low
	Minor
Possibly be harmful to operations or business.
	Compromise of unclassified official information.
Compromise of personal information (not official records e.g., criminal identity theft).
	Imitation of identities or information services.
	Minor impact on service performance.
Loss of individual’s data files.


[bookmark: _Toc79607398][bookmark: _Toc79695367]Incident Communication
Communication - frequency and level of detail agreed in advance.
Executive Communications and Reporting
During Assessment, notification to executive leadership is often appropriate and necessary. Executive(s) can aid in determining the total impact (both financial and otherwise) of a security incident to the business or the entire organization Leadership provides guidance on the response (e.g., who notifies customer(s), public relations actions, early legal involvement, etc.). Finally, leadership provides legitimate-power coverage for expedited authority chains (e.g., quick decision making for major incidents). 
Data Breach Declarations and Management Processes (ie any obligations under Privacy Act)
External Communications
Internal Communications
[bookmark: _Toc79607399][bookmark: _Toc79695368]Post Incident Activity
Lessons Learned (Post Incident Review (PIR))
Exactly what happened, and at what times?
How well did staff and management perform in dealing with the incident? Were the documented procedures followed? Were they adequate?
What information was needed sooner?
Were any steps or actions taken that might have inhibited the recovery?
What would the staff and management do differently the next time a similar incident occurs?
How could information sharing with other organizations have been improved?
What corrective actions can prevent similar incidents in the future?
What precursors or indicators should be watched for in the future to detect similar incidents?
What additional tools or resources are needed to detect, analyze, and mitigate future incidents?
If a PIR report is compiled it may include the following:
Problem - A description of what the problem was, and when the incident began and ended.
Participants - Who actively participated in addressing this issue? This can be drawn from the RACI matrix 
Detailed Timeline of the incident (See Scheduling section above)
Date/time stamps of the update and/or action performed
Actions performed including results
Key milestones in the IR Plan (e.g., Executive Notification, Eradication Complete)  
Cause - What actions, or failures resulted in this incident coming to pass?
Handling 
What steps were taken during the handling of this incident? 
What did each of the participants do? 
Call out anything notable that an individual did / discovered (positive or negative).
Note: how the source of the problem was ultimately discovered.
Solution - How was the problem ultimately resolved?
Prevention - What can we do to prevent this incident from happening again, or to minimize the possibility of its reoccurrence?
Lessons Learned 
What could we have done better in the handling of this incident?
What mistakes were made in the management of this incident?
What steps can be taken to address the shortcomings of the handling of this incident?
What steps can be taken to prevent the mistakes that were made, or minimize the possibility of their reoccurrence?
Documentation (Logs and Tracking)
Process Improvement
Could the problem have been identified faster? 
Could identification of a security incident have been realised sooner? 
Could the problem have been stopped earlier? 
What would have helped speed up any of these processes? 
Is there a lack of a run book? A process? A tool? The right skill set? The right people on-call? 
Are there sufficient resources to handle these attacks? Are there enough people to look at the system logs, the firewall logs, and Intrusion Detection System (IDS) reports? 
Is software used to analyse these logs and pull-out relevant data to minimize the mind-crushing boredom of going through each by hand?



[bookmark: _Toc101949250][bookmark: _Ref101892847]Virtual meeting facilitator checklist 
[12 pages]
What a virtual meeting facilitator does
[image: Person at work video conferencing on laptop]The facilitator of a virtual meeting keeps the meeting’s presentations and breaks running smoothly. This allows the Chair to focus on the engagement and achievement of outcomes
Facilitators generally manage the introduction, the slide shows, breaks, and the close of the meeting. 
Facilitators may coordinate across meeting Chairs, Programme Directors, or Meeting Administrators. 

Facilitating meetings on the virtual platform 
This guide provides meeting facilitators with detailed advice on how to manage virtual meetings for optimal effectiveness.
We hope this guidance will support you and make your virtual-meeting experience stress free and enjoyable. 
Use the table of contents to locate the task you want to carry out. 
Follow the step‑by‑step instructions to complete each task.
Virtual Meetings 
The challenge is to design a welcoming, engaging virtual meeting environment within the Virtual Meeting Platform, utilising simple graphic elements to help orient and inform participants and support efficient chairing of sessions. This can include a title screen confirming the name and date of the session, and Welcome, break and farewell cards to cue these transitions. 
The In-Meeting PowerPoint Template showcased in this document can capture all of these elements. All other meeting presentation slides can be dropped into this template to create a single PowerPoint presentation you can use via screen sharing in your virtual meeting platform. 
[Insert Table of Contents Here]


[bookmark: _Toc72505436]Preparing for the meeting
[bookmark: _Toc72505437]Use these checklists to prepare for each meeting
☐	Make sure you have the names and roles of anyone who is presenting in the meeting.
☐	Check that you have the Desktop app loaded on your computer and practice using it if necessary.
☐	Make sure you have downloaded the In-meeting PowerPoint Template. We recommend you save the file with the name of your meeting. 
☐	Make sure you have a copy of any slide shows to be used by the presenter.
☐	Review all pre-recorded presentations and participant supplied video content prior to the meeting, both as a playback quality check, and a content check.
☐	Assign the presenters the Presenter role in the virtual meeting platform.
[bookmark: _Toc72505438][image: People in a computer screen]Talk with the presenter(s) about what support they want
☐	Explain how you will manage the start and finish of the meeting. 
☐	Find out whether they want help with 
time-keeping or introducing breaks.
☐	Find out who will manage the main presentation slide show.
☐	Agree when you should spotlight the presenter.
[bookmark: _Toc72505439]Microsoft Teams Desktop application is recommended
We strongly recommend using the Microsoft Teams Desktop app if you are running a meeting in our virtual meeting platform. 
This will allow you to complete all the activities listed in this guide. 
The Teams web app does not include all functions.


[bookmark: _Toc72505440]Facilitating the meeting
[bookmark: _Toc72505441]1	At the start of the meeting


[bookmark: _Toc72505442]2	During the meeting

[bookmark: _Toc72505443]

3	To introduce and manage breaks


[bookmark: _Toc72505444]4	 At the end of the meeting


[bookmark: _Toc72505445]

Sharing documents
Once you have joined the meeting and have been assigned Presenter rights you will be able to share documents with other meeting participants.
You will only be share one application, not your entire screen. This is for security reasons.  
[bookmark: _Toc72505446]Share a document

[image: ]3	Select the window icon
2	If you are sharing a video select Include computer Sound
1	Select the Share Options [image: ] icon



[image: ]4	Select the window you wish to share



[image: ]6	The Teams window will minimise
5	A red line will appear around the window that you are sharing
7	Select Alt + F5 to show the presenter view


[image: ]10 	View your meeting notes
9	View the next screen in the slideshow
8	Current screen shared with the meeting
11	View all Slides, this will allow you to select any slide in the slideshow





You will see thumbnails of all the slides in your presentation (as shown below), making it easy to jump to a specific slide in the show.
[image: ]12	You will see thumbnails of all the slides, select any thumbnail to jump to that slide
13	The thumbnail with the red box is the slide you are currently sharing 


[bookmark: _Toc72505447]

Stop sharing a document
[image: Graphical user interface, application

Description automatically generated with medium confidence]1	Select the Share Options [image: ] icon 



[bookmark: _Toc72505448]Using PowerPoint slide shows 
[bookmark: _Toc72505449]Present a slide show in full-screen mode
[image: ]2	Select From Beginning
1	Select Slide Show 
or 
press F5 on your keyboard

[bookmark: _Toc72505450]Move between slides in PowerPoint
Advance to the next slide in a slideshow by:
clicking your mouse 🖱️ 
or 
pressing the spacebar ⌨️ on your keyboard
or 
pressing the right arrow ➡️ on your keyboard
Return to the previous slide by pressing the left-arrow ⬅️ on your keyboard.

[bookmark: _Toc72505451]

Spotlighting a participant
Spotlighting sets a participant’s video as the main view for all participants. As a Presenter, you can choose anyone's video (including your own) to be the main video people see. 
You can only spotlight one video at a time.
[image: ]1	Select the three dots … next to the participant
2	Select Spotlight
3	Select the three dots …

3	Select Spotlight

[image: ]This icon shows the participant is spotlighted [image: ]

[bookmark: _Toc72505452]Remove a spotlight
[image: ]2	Select Stop spotlighting
1	Select the three dots … next to the participant

[bookmark: _Toc72505453]

Troubleshooting the spotlight function
You won't be able to spotlight a video if your view is set to Large gallery or Together mode. Ensure your view is in Gallery mode before you attempt to spotlight a participant. 
[image: thumbnail image 1 of blog post titled 
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[bookmark: _Toc72505454]

Making another participant into a Presenter in Teams
If you make another participant into a Presenter, they will be able to share a document or manage the meeting participants.
[bookmark: _Toc72505455]Select and make a presenter
[image: ]1	Select the Participant List icon [image: ]
2	Hover over the participant’s name to display the three dots …

[image: ][image: ]3	Select the three dots …
5	Select Change
4	Select Make a presenter

[image: ][image: ]
[image: ]The new Presenter will be moved to the Presenters section in the Participants List

[bookmark: _Toc72505456]

Muting a participant (if necessary)
If necessary you will be able to mute participants within the meeting. This will switch off their microphone. (This may be needed if there are significant problems with their sound.)
You will not be able to unmute them. The participant will have to do this themselves.
[bookmark: _Toc72505457]Select and mute
 [image: ]1	Select the Participant List icon [image: ]
2	Hover over the participant’s name to display the three dots …

[image: ][image: ]4	Select Mute participant

[image: ][image: ]The [image: ] icon shows that the participant is muted



[bookmark: _Toc72505458]

Removing a participant from a meeting (if necessary)
[bookmark: _Toc72505459]Select and remove
[image: ]2	Hover over the participant’s name to display the three dots …
3	Select the three dots …
1	Select the Participant List icon [image: ]

[image: ][image: ]4	Select Remove from meeting


The participant will receive the following message.
[image: ]




[bookmark: _Ref101893282][bookmark: _Toc101949251]Event brief: meeting media conference 
[bookmark: _Toc77104000][1 page]
Event Brief:  [NAME] Meeting Media Conference

Date/Time: 	       [DATE AND TIME]
		     		(Please arrive at the venue as close to [TIME] as possible)
Venue: 	      		[ADDRESS]

	Purpose
	[Add a 1 paragraph outline]

	Participants
	[Outline who fronts the conference from the Meeting (usually the Chair) and who will host/MC the Conference] 

	Media
	[Outline number of international/national media attending, whether any will attend in person, whether it will be livestreamed and on which platform, what materials will be provided to media (e.g. family photo, any recordings or content etc).]

	Agenda
	The run sheet for the media conference is as follows: 
[Set out agenda and timings]

	Format
	Venue and room set-up: [Explain]
Q&A session: {Explain]
Question submission: [Explain]
New Zealand-based media: [Explain]  



[Any other key points here e.g. key contacts]



[bookmark: _Toc101949252]Meeting venue operating plan
[18 pages]
Virtual Meeting Operational Plan
[Location]
[Period]
Version: 1.0	
Current as at: 29/04/2022	
Version History
	Date 
	Version
	Author 
	Description of change

	
	
	
	

	
	
	
	



Approved by
The following people have approved this plan:
	Name
	Role
	Date
	Signature

	
	
	
	

	
	
	
	



Consulted or Distributed to
The following people have received this document as information, or been consulted in the preparation thereof:
	Name
	Role
	Consulted/Distributed to

	
	
	

	
	
	

	
	
	




[Insert Table of Contents Here]

[bookmark: _Toc99624852]Event Profile 
[bookmark: _Toc32303424][bookmark: _Toc99624853][bookmark: _Toc32303423]Purpose of the Event Operational Plan 
This operational plan is an internal living document to provide [insert audience] with a high-level overview of the functions to be delivered for the meetings, and a brief outline of the roles and responsibilities for each functional delivery area. 
It also sets out information on key points of contact, and when activities need to occur, emphasising the need for all of our activities and areas of responsibility to be clearly synchronised and integrated from the outset.
Specialist operational plans for each of the functional delivery areas will be available as appendices in Annex B (as files in the GDM folder). Physical copies will also be available on-site in Operations Manuals located in the [Virtual Meeting Host Venue] and the office [address].	
[bookmark: _Toc99624854]Event Overview
[Short context/background]
[Objectives]
[Critical success factors]
[Link to Calendar] 
[bookmark: _Toc99624855]Hosting Location Overview

[Advise and describe location from which virtual meetings will be hosted]
[bookmark: _Toc99624856]About the Virtual Meetings 
[This section should outline the Operational footprint for virtual meeting hosting.]
[bookmark: _Toc99624857]Meeting Details
[Set out the details of meetings covered in this plan including back up venues]
The Master Schedule attached to each Meeting Cluster is to be used as the most up to date reference at all times.  [Add links to Master Schedule(s)]
[bookmark: _Toc99624858]Administrative Management
Information for each Meeting will be communicated to delegates via an Administrative Circular. These will be inserted below as they are produced:
[Add circulars here with Links as they are produced].   
[bookmark: _Toc99624859]Dates of Operation
[Add here]
[bookmark: _Toc99624860]Hours of Operation - onsite
Core Event Hours 
The Operational Team will be onsite 2 hours prior to and 1 hour post the last meeting each day. When the meeting is being Chaired by New Zealand (and if requested), the Operational Team will be onsite 3 hours prior (this is to facilitate rehearsal time for the Chairperson).
Participant Physical Access to the studios on event dates is available from:
Chair (plus nominated support): 3 hours prior to meeting
Delegates / Participants: 1 hour prior to meeting
Media: as per scheduled time
[bookmark: _Toc99624861]Operations Support Centre
The Operations Support Centre (OSC) will provide operational event support for the virtual experience in the two hours prior to and during each meeting. Subject matter experts operate the Support Centre, and outside these hours – general support is available from the Delegate Support and Technical teams.
Meeting specific responsibilities include:
Technical support with log ins and related queries
Delegate help desk for queries relating to the virtual platform
Mailbox (email) support management
Registration support management 
WhatsApp support management
Analyse, resolve or escalate concerns
In the event of an emergency, the OSC team will provide operational and tactical direction to the Venue Operations manager and the Venue Team Leader.
[bookmark: _Toc99624862] Venue Access Control
Access control measures will be in place at all times for all personnel.  An overview is listed below with further information available in staff briefing notes:
Venue staff along with security will maintain a names list of all those attending a meeting, along with a list of staff and suppliers.  
All persons entering meeting venues will require appropriate identification for entry validation for each meeting. Validation requires name and visual agreement.
Forms of identification will be:
Respective agency ID card
Driver’s license
Other form that has a photo identification
Venue access control systems will be in place that allow workforce access to the ground and host studio floor including outside normal office hours (0800-1730) and weekends.
ALL people on-site at both venues will have a colour-coded lanyard as additional ID.  Each lanyard has evacuation advice along with a number – this must be worn by all participants – and is returnable upon exit from the venue.
Spare keys to the Primary Venue:
Delegate Support Team leader holds a building swipe and spare key to the meeting rooms.
[bookmark: _Toc99624863]Special Guest Access
Special guests will be escorted onto the premises and escorted directly to a designated Green Room (when available) prior to their meeting.  
[bookmark: _Toc99624864]Media 
No special requirements have been made for Media.  Only invited media will have access to the meeting venue space, with staging area being on an availability basis.
Media must be escorted in, during their visit and out of the venue by a Communications representative.
Should an issue arise, the potential implications for the meeting operations, reputation protection etc. will be considered in determining next steps.  If it is considered appropriate, the matter will be referred to the Venue Operations Manager in the first instance for advice or action.
Media Participant Guidelines: [Link to media guidelines]
[bookmark: _Toc99624865]Roles and Responsibilities of key operational delivery areas
Agency/policy/secretariat
The agency/policy/strategic leadership of the meetings has responsibilities including, but not limited to: 
Setting outcomes for meetings
Supply meeting content and associated agendas
Coordinating and liaising with key stakeholders 
Participate in/deliver the meetings
Assuring that operational planning is fit for purpose
[bookmark: _Toc99624866]Operations Manager
The Operations Manager has overall responsibility for venue operations and ensuring the “one team” approach across the different areas for a seamless delivery.  This role is the escalation point for operational issues.  Although resolution of these may be managed at a functional level, the Operations Manager will ensure the venue team is collectively across the issues as relevant and is responsible for determining if and when to escalate issues to the on-call Executive or implement the crisis management framework.
The Operations Manager is responsible for a daily update report to the Executive team and Communications Director as well as ensuring issues and decisions are documented.  The daily update report will also be copied to [add here as required]. 
[bookmark: _Toc99624867]Delegate Support Team
The Delegate Support Team are the other main point of contact for delegate and meeting support, and responsible for the delivery of all operational arrangements. This includes the coordination of arrangements for registration, online access, and any venue logistics required.  The management and oversight of the Virtual Meeting Platform (VMP) resides with the Technology Team and associated suppliers. 
Responsibilities overview:
Onsite hosting, ensuring the workforce have access card for after-hours access, and rooms are fit for purpose
Managing all queries received from delegates and / or economy representatives (via email)
Scheduling and allocation of venues for all official meetings 
Resolving event-specific issues operations/logistics issues and make final decisions, if and where conflicts occur 
Security planning (in conjunction with private security)
Management of venues (including access for suppliers and contractors)
Management of event/contingency plans (dependent on the type and level of incident) 
Management of the registration, and access control 
Main point of liaison contact with delegations, including protocol, ceremonies etc.
Maintaining event schedules and daily run sheets
Leading any briefings for delivery staff
Ensure the one team culture is communicated and engaged
[bookmark: _Toc99624868]Operational Staffing Structure – Operational On Site Delivery Structure


[bookmark: _Toc99624869]Delegate Support Team Leader(s)
Leads: [Add Names]
The Delegate Support Team Leader will plan and deliver Delegate Support operations, lead and coordinate an operational team during meetings to ensure agreed service levels for delegates are met.
Responsibilities overview:
Operationalise the strategic plan for the delegate services function in collaboration with other leaders within Delegate Services 
Oversee the delivery of delegate services operations during the meeting
Be the senior person onsite providing an escalation point for operational queries
Ensure a seamless experience for delegates and stakeholders
Be a key point of contact for incidents and issues during event delivery
Manage the Delegate Services operations team on a shift basis during the meeting. 
Delegates Services Producer is pre event and involved with the ‘venue set’ for a virtual delivery. The Delegate Services Team deliver in the operational environment.
[bookmark: _Toc99624870]Production Lead(s)
Leads: [Add Names]
The Production Lead is responsible for the master scheduling of physical and virtual meetings, collaborating across the programme and taking into account all relevant factors and interdependencies. During meetings, the Production Lead coordinates all production elements from the control room and manages/responds to the WhatsApp comms channels, working closely with the producer and Chair support.
Responsibilities overview: 
Develop and, as required, update the master schedule of meetings
Design and build a fit for purpose control room (with Tech support) with capability to support concurrent meetings and enable monitoring/interventions to all meeting activities.
Collaborate with meeting owners to understand and develop the schedule of meeting requirements for physical meeting rooms in hosting virtual meetings
Design/implement operational approaches to deliver break out, presenter, panel discussions, content and brand requirements within meetings as needed
Work with respective meeting owners to develop the meeting agendas, room requirements, production and support requirements 
Book physical meeting rooms according to the schedule of meetings
Schedule any activities that require Delegate Support/Technology/Communications to be involved
Upload and update meetings into the Event Management System
Socialisation of the meeting schedule across the wider team, delegates and relevant stakeholders
Top level run-sheets produced with the producer and meeting owner as per the meeting schedule
Coordination with the Registration Specialist to ensure Delegates are registered for meetings correctly and within the agreed timelines
Continuously refine – with change control where needed - the schedule of meetings based on learnings from previous meetings and any unforeseen circumstances. 
Uploading the resource details for each session so that EMS can populate the rostering 

[bookmark: _Toc99624871]Registration Management
Lead: [Add Names]
The Registration Specialist is responsible for ensuring the operational planning and seamless delivery of registration functions within the Event Management System (EMS), interfacing with the meeting owner to provide effective and efficient user registration for each meeting cluster. 
Responsibilities overview: 
Manage the registration of Delegates, providing troubleshooting advice as required
Maintain Delegate data and records captured through the EMS in accordance with information management and security guidelines
Process last minute or non-routine registrations (all trouble shooting) within policies
Manage the administration involved in the registration process
Continuously document learnings and solutions to problems and use these to refine/improve response times and fix systems.
[bookmark: _Toc99624872]Support and Operations Centre 
The first line of support to all virtual delegates is the Support Team. It is critical to win the confidence of all delegates that all their issues can be directed here and that effective help will speedily be available.
Responsibilities overview:
Respond to and resolve all email queries in a timely manner
Respond to and resolve all WhatsApp TFP Support queries in a timely manner 
Triage the queries where applicable to appropriate areas and follow up that these have been addressed
The Operations Centre is in place to:
Provide a central coordination point during the operational phase of meetings
Maintain oversight of multiple meeting rooms at the venue(s) 
Central point for delegate engagement 
Official participant verification and recording
Critical element of our Contingency planning and response
Provide a central reference point for ELT (together with the Control Room) and other key stakeholders in a secure location to observe first hand, all the operational aspects of the meeting 
The Operations Centre is at the venue and is staffed by members of the Delegate Support, Technology and the vendors. Note: the Control Centre is based at a location away from the meeting venue.
[bookmark: _Toc99624873]Technical Support
The key focus is to ensure participants are able to fully participate in our virtual meetings.
Responsibilities overview: 
Desktop support – responding to user requests and problems
Incident management resolution
Onsite support for AV, telephony and computing
Mitigation of risks to ensure a seamless delivery
Technical Operations Manual: [Add Link]
[bookmark: _Toc99624874]Communications & Media 
Lead: [Add Name]
Communication Team is responsible for internal and external communications in the lead up to, during and following the event.   
Media backgrounders will be sent to international and domestic media. 
Plan media conferences and ensure they are loaded in the Master Schedule.
Record portions of meetings as needed and ensure the unedited transcript is available for distribution, if required. 
Inform stakeholders of any streaming for each respective meeting.
Manage requests for interviews
Capture images in and around each event.
All staff are responsible for ensuring that sensitive information is kept secure.  Any approaches by the media to staff should be referred to the Communications Lead. 

[Add Link to Crisis Communications Plan]
Guidelines and guidance documentation: 
[Add links here]

[bookmark: _Toc99624875]Branding 
Lead: [Add Name here]
The Brand team is responsible for managing all aspects of branding for the meetings.  The brand team will work closely with the Executive Leadership Team to integrate the brand in a way that that maintains/protects the integrity of the brand in both virtual and physical forms.  The Brand team has particular responsibilities at event time, namely the supply of signage – both branded and way finding – and Look and Feel advice.  
Branding Guidelines – [Link to Brand Guidelines]
[bookmark: _Toc99624876]Key Facts of Operations 
[bookmark: _Toc99624877]Logistics and Run sheets
Run sheets will include all details relevant to the event delivery.  They outline the order of tasks, activities and times that will occur on each day / by day for each meeting.  At the daily event briefings, the Team Leader will provide details of any changes to the run sheets and identify any impact on daily operations. These Run sheets are in conjunction with the meeting Production Call Sheet, and the Meeting Agenda. It is important that all run sheets, including for technical rehearsals, are cross-referenced to the Master Schedule.
Significant changes, affecting the delivery of the event must be communicated as soon as possible to the Schedule Management team for updating of the Master Schedule [Add Link].
Each venue also has a Venue Set Up and Checklist:
[Add Link to Staff Briefing Notes]
[bookmark: _Toc99624878]Event Day Reporting 
The Team Leaders are responsible for collating the information from the relevant leads (Technical, Registration, Communications, Meeting Owner, Production, Health and Safety & Well Being) and sending to the ELT and Communications Director.  The report will be sent through within three hours following completion of the day.  The Daily Report refers to all meeting sessions that occur on the same day (i.e. 1500 and 2359 scheduled sessions should be in the same report) 
The daily report should also be copied to:
[Add other stakeholders here]
There is a designated email address for the Daily Report group.
Reports are generated from E-1 to E+1 and ELT will review these at “stand ups’ on the day following the completion of the meeting session. Follow up actions to be logged asap.
File each completed Daily Report in the GDM daily report folder.
[Link to daily report template here]
[bookmark: _Toc99624879]Crisis Management and Incident Reporting
Use the following guide for managing incidents and crises.
[image: ]

In the event of a crisis, the Operations Manager will implement the Coordinated Incident Management System (CIMS).  This will be via [Add name/contact details here] who will become the initial Controller for any crisis.
Refer to the C4 Delivery Plan, including CIMS management [Add links here]
Contingency Plans including COVID 19 are held at the C4 Operations Centre located [add details of location and any other links]
[bookmark: _Toc99624880]Issues register and Lessons Identified
The Lead Designer, working closely with the PMO, is responsible for leading the Lessons Identified / Learned programme. The purpose of the lessons programme is to inform strategic and operational decision making for the remainder of the year.
Lesson Learned Framework – [Add Link here]
Issue and Decisions Register - [Add Link here]
Staff will coordinate information relevant to their area of responsibility. Records to include agreed response measures and action points. 
Issues and Lessons Identified (if any) are recorded and included in the Daily Report, which is sent to the Executive Leadership Team for evaluation and future event recommendation. 
[bookmark: _Toc99624881]Physical Meeting Room Preparation
All rooms have been scoped to facilitate meetings of varying sizes; with each meeting being rated as High, Medium or Low for technical requirements:
High – Dedicated technical presence with multiple cameras
Medium – Floating technician with two one cameras
Low – Floating technicial available if required with one camera 
[Add floor map here]
Maximum number of people in the room: (following room fitouts and reassessment of space)
	Room
	Alert Level Orange
	Alert Level Red 

	1
	8
	4

	2
	8
	5

	3
	6
	3

	4
	7
	3



Once on the floor, all staff and guests to please check in at the reception desk. You will need to show your photo ID for security and health and safety purposes. Photo identification is essential. Once signed in, guests will be escorted to their allocated meeting room. Health and Safety guidelines are in every meeting room, and we encourage you to familiarise yourself with these. The coloured lanyard that you will receive upon registration must be worn at all times, and returned to Delegate Support after the meeting.
[bookmark: _Toc99624882]Changes to a meeting room
Meeting room changes need the approval of the Delegate Support Team Leader and the Production Lead. Use the change process for significant changes.
[bookmark: _Toc99624883]Supplier Management
Suppliers will be managed by their respective Relationship Managers. 
[bookmark: _Toc99624884]Supplier Health and Safety Responsibilities
To support the delivery of a safe and successful event environment and to meet current legislation, Suppliers are required to provide event specific H & S documentation; and if harm occurs, effective management of the incident, evidenced as follows:
All suppliers receive a Health and Safety briefing from Delegate Support at the venue on their first visit.
All Suppliers to follow best practice systems and processes in accordance with respective industry standards at all times
Risk created by work undertaken by a Supplier (or a subcontractor) are clearly identified, documented and managed by the Supplier and communicated to the H & S representative
Event reporting and communication lines are followed if an incident occurs (including hazard, accidents and near misses); and
Compliance with all required legislation and regulations.
[bookmark: _Toc99624885]Registration Management
EMS Lead: [Add Name]
Delegate Registration Lead: [Add Name]
This section outlines the registration process. 
[bookmark: _Toc99624886]6.1	Registration 
The EMS Registration Portal will be available to Accreditation Officers approximately one week prior to each meeting cluster.  Delegate Services will review and confirm submitted registrations in the EMS.  VMP account creation emails will then be sent from the EMS to participants; the email will provide the participant with a link to the VMP, their unique username, and account set up instructions. Once the participant has successfully set up their VMP account they will be able to view their calendar to access the selected sessions the Accreditation Officer has registered them for.
To further assist registration a Support Email Inbox has been created - [Add link to Email Inbox management processes]


[bookmark: _Toc99624887]6.2 Participant Journeys
A typical physical participant journey is:

[image: cid:image001.png@01D6BC08.70AF5F70]

A typical virtual participant journey is:
[image: ]

[bookmark: _Toc99624888]Technology
Lead: [Add Name]
All virtual meetings will be held over the virtual meeting platform supported by [Vendor].  Instructions on how it is used are in the respective Guidelines. 
WI-FI is available at the facility. Meeting participants will use the meeting room equipment to take part in meetings.
Bulk printing will not be available at the venue, but a small stand-alone printer along with an unclassified laptop will be available on site for Delegates Support use only. No Business or Document Centres will be established.
Delegates will be added to the appropriate meeting sessions based on the information captured as part of registration.  
Delegates can test the platform on designated dates in the approved testing slots.  They must be registered for these sessions via the registration process.
Refer to the Technology Operations Manual [Add Link] for specific processes and procedures.
[bookmark: _Toc99624889]Production & Audio Visual
Lead: [Add name]
[List vendors] have been contracted to provide advice, production capability and capacity, and support for key meetings in both the meeting venue and control room.
All rooms are designed with audio visual to support the Virtual Meeting Platform in facilitating meetings of varying sizes. 
During meeting time, any audio-visual issues that have emerged will be advised by the Vendor or Lead Producer to the Operations Manager.
[bookmark: _Toc99624890]Operational Communication channels 

The experience has been that many delegations will use WhatsApp mobile messaging services to communicate during a virtual meeting. It is an unclassified channel used predominantly for ‘on the fly’ coordination and messaging across groups, particularly for last minute changes. 
During event time, logistics coordination via email and even direct text messaging should be avoided for time sensitive operational matters; however, decisions or issues should still be recorded in an email to the appropriate functional area to help with issue tracking or logged on site on the Issues and Decision Board.The operational team will use WhatsApp mobile as the primary method of contact. Two WhatsApp groups have been set up:
Delegate Support – specific for onsite / virtual matters
ALL TEAM – general communications
Operations Manager/ELT – for prompt advice on incidents and incident response
[bookmark: _Toc99624891]Interpretation
Meetings will be conducted in English and no interpretation services are required.  
[bookmark: _Toc99624892]Health and Safety
Lead: [Add name]
The venue Health and Safety Plans are here [Add Link] 
Project Lead/Flying Squad Lead complete the HSW checklist and memo [Add Link Here] before each meeting and send to SRO for approval.
All Venues provide first aid stock as is required under New Zealand Health and Safety legislation.
Emergency and evacuation procedures 
Refer to the specific instructions provided for the venue. [Add link here]
All staff will receive a health and safety briefing 
All planning takes account of Covid settings
General Housekeeping along with Health & Safety information for delegates will be available in each meeting room and will be read to physical participants in the room prior to each meeting by Delegate Support
Health and Safety along with Emergency and Evacuation Procedure notices will be highly visible in all meeting rooms.
A defibrillator is located in the staff office at the venue.  The device is in a large bright orange container hanging off the bookcase.  Attached to this are additional First Aid accessories. Defibrillator Video - https://youtu.be/s5ZPLXdXPBc?t=8 
Instructions – In the AED (Automated External Defibrillator) device container are visual and voice prompts to assist with its use.
[bookmark: _Toc99624893]Event Staff Well-being 
Lead: [Add Name]
The well-being requirements outlined in this section refer to hosting staff and those employed as part of our delivery teams. 
An overview:
Staff responsibilities
Take reasonable care of their own health and safety
Follow work procedures, instructions and rules
Report health and safety hazards, along with any injuries and incidents
Participate in Health & Safety briefings
Refreshments
During meetings, light refreshments will be provided to event staff including tea, coffee, water, biscuits, snacks and fruit. 
Kitchen
Water, tea and coffee facilities are available at the venue.  
Standard of dress
Business attire is required at all times
Training
Job specific training will be given where required and will include – scheduling, preparation and support. 
Staff Guide
A guide to people practices during delivery time, safety & well-being tips.
[Add link here]
Rostering
The master roster records staff rosters for all sessions at the venue.  All rostering is developed with the staff involved and confirmed before each meeting session to ensure staff are maintaining a healthy work / life balance [Add links Here]
[bookmark: _Toc99624894]Security 
[bookmark: _Toc99624895]Private Security
Lead: [Add Name]
Our Private Security provider is [Vendor] who are responsible for access control to the meeting rooms at the venue.
Details of the contract, their Standard Operating Procedures and roster are here [Add Link] 
[bookmark: _Toc99624896]New Zealand Police
New Zealand Police will maintain sufficient monitoring of this event to detect any change to the threat environment. The Contingency Plan is here [Add Link] and includes operational instructions from Police where relevant.




[bookmark: _Annex_A:_ISOM][bookmark: _Toc99624897]Annex A: Contact list
By Delivery Teams 
[Add details here]
	Role
	Name
	Email
	Mobile

	Operations Manager
	
	
	

	Delegate Support
	
	
	

	
	
	
	

	
	
	
	

	Production
	
	
	

	
	
	
	

	
	
	
	

	Technical
	
	
	

	
	
	
	

	
	
	
	

	Communications
	
	
	

	
	
	
	

	
	
	
	

	Key Suppliers
	
	
	

	
	
	
	

	
	
	
	

	Venue Contacts
	
	
	

	
	
	
	

	
	
	
	

	Meeting Owner
	
	
	

	
	
	
	

	
	
	
	

	Security
	
	
	

	
	
	
	

	
	
	
	


[bookmark: _Annex_B:_Specialist][bookmark: _Toc99624898]Annex B: Summary of links to key plans and documents
[Add all links here]

[bookmark: _Toc97729219][bookmark: _Toc97728030][bookmark: _Toc101949253]Case Study 1: 	APEC21 International Virtual Media Conferences 
[bookmark: _Toc97728031]Key take outs
International Virtual Media Conferences:
Should be treated like a major production, they need detailed planning and rehearsing with the participants and production team and early liaison with media.  
Benefit from a professional host/MC and a production crew.
Provide greater access to journalists who may not have attended physically.
Need to be made as easy as possible for journalists. This includes getting them footage, images and information from meetings and the conference as quickly as possible so they have enough content to produce stories. Remind them and support them to register.
Cause media to focus more on the core outcomes of key meetings than associated peripheral events do.
Are more formal and planned so will make some journalists less comfortable.
Reduce or eliminate opportunities for water cooler conversations so other options need to be created around them (e.g. hybrid media conference).
[bookmark: _Toc97728032]Introduction 
New Zealand hosted the Asia-Pacific Economic Cooperation (APEC) during the global pandemic in 2021. With borders closed and international travel severely restricted, the year-long series of international diplomacy meetings had to be delivered virtually for the first time in APEC’s history. This was at a time when regional collaboration was critically important.
Hosting APEC meant we needed a virtual media programme to gain support for New Zealand’s policy priorities, and to build New Zealand’s reputation for digital diplomacy and as a valued regional trade partner. 
Our approach was successful as, despite having to cover APEC remotely, international media reported on APEC 2021 positively throughout the whole year.
[bookmark: _Toc97728033]Our goals
Our media objectives to support APEC’s strategies were to:
Develop strong relationships with media within targeted APEC economies (New Zealand, Australia, China, USA, Singapore and Japan).
Engage global and top tier media from priority economies with APEC 2021 and ensure they covered APEC well.
Ensure APEC NZ’s key messages are picked up by international media and issues are well managed to minimise negative media stories.
KPI’s we set ourselves were to:
Achieve at least 3000 media results over the period of New Zealand’s hosting year.
Achieve an average Media Impact Score of at least 2.0 (using iSentia’s Media Impact Score scale) for international media coverage during APEC 2021 Leaders’ Week. (Benchmark research shows the average Media Impact Score for government agencies is 1.1).
Get 500 media accredited for APEC 2021 by Leaders’ Week in November 2021.
Secure reporters from top tier media organisations to proactively participate in all APEC virtual media conferences in 2021.
Achieve 2000 downloads from the APEC 2021 Media Asset Portal (a platform created to house APEC 2021 media materials).
[bookmark: _Toc97728034]Building relationships
If we were to convince media to attend a virtual media conference, we first had to build relationships with them. Our strategy was to get international media accredited early to attend our virtual media conferences, which gave us the opportunity to communicate with them throughout the year.
We relied on our public affairs teams at New Zealand’s posts (embassies and high commissions) throughout the region, NZ Inc. agencies offshore such as New Zealand Trade and Enterprise, and the advice of people like the APEC Secretariat in Singapore to create good media lists and to assist with media engagement. 
[bookmark: _Toc97728035]Why should they care? Creating good stories. 
APEC 2021’s focus on responding to the COVID-19 pandemic meant the content of meetings was an immediate news story, and with much of the world locked down during 2021, virtual meetings and event delivery were of interest. Virtual hosting also provided an opportunity for New Zealand to demonstrate its digital capability to its most important regional trade partners, as well as its leadership in the new frontier of digital diplomacy. 
The virtual engagement opportunities had to be compelling as APEC’s multiple time zones meant meetings were held at unfriendly times for some economies. We invested in delivering high quality, well branded media conferences to show case our digital capability and create a sophisticated and interactive experience. We began these at the start of our host year, which engaged international media much earlier than would be the case in a typical, physically hosted APEC. We also set up customised media briefings for top tier media in priority economies who we knew were influential and favoured by our primary audiences, including the region’s APEC community and businesspeople
[bookmark: _Toc97728036]Registrations
Once we had convinced media to attend our media conferences, we also provided guidance through the registration process, which included using two-factor authentication. Media are busy and by nature of their business, tend to do things at the last minute.  We continually followed up with individual journalists to remind them to register early, help them through issues and continually reiterate the importance of them attending virtually. 
High-level virtual meetings tend to be more formal than physical ones as they require tight planning and time management to ensure delegates do not suffer from digital fatigue. Media Conferences ran for only 30 minutes so we sought pre-submitted questions from journalists before the conference.  This was an unusual approach to some media. However we explained that we required early knowledge of the questions to ensure: 
we had a diverse range of questions, 
we had enough questions, 
the speaker was prepared to provide useful answers, and
questions were within the boundaries of the topic of APEC.  
All journalists asking questions were communicated with via WhatsApp to indicate when their turn was coming and prepare them to unmute and turn their cameras on to ask their question.  
[bookmark: _Toc97728037]High production
In a virtual setting, because there is such a tight focus on screen, everything is enhanced, whether it is something positive or something going wrong, so planning is key.    
We began the year with what we dubbed ‘brilliant basics,’ to first ensure we got the core elements needed for a meeting correct and then built on that, adding more content and complexity as the year progressed. 
A media room was partially set up all year in Wellington exclusively for media conferences. This enabled the opportunity for rehearsals.  It looked like a small studio with couches and high stools depending on what ‘the talent’ required, i.e. the person fronting the media conference.  We used auto cues for reading introductions and we hired a professional broadcaster throughout the year to MC the media conferences, which proved invaluable when things did not go to plan.  
[image: ]The media conferences were held within 30 minutes of the APEC meeting, which ensured the information from the meeting had a feeling of ‘current’ news and ‘the talent’ or speaker came fresh from the meeting and was focused on the content.
However, because APEC meetings cannot always be guaranteed to run to time, we also had a contingency plan with backup video content, information screens and voiceovers to update the media on what was happening.
[bookmark: _Toc97728038]Making it easy
We endeavoured to make reporting on the media conference as easy as possible.  We did this in a number of ways:
We ensured that journalists had access to interact with Ministers and Leaders virtually, much like a physical media conference.
Because they were limited to seeing only a screen, we provided access to all the on-the-ground footage and images in the highest possible quality via our content portal.
For each significant meeting we also developed a package of media materials, including a comprehensive media kit, media releases, images and broadcast quality footage produced by an in-house newsroom. These materials were easily accessible to media from our media assets portal, and we worked with photo libraries like Getty and news agencies like Reuters, AP, AFP and the European Broadcasting Union to get materials distributed to their subscribers and members. 
We live-streamed the Leaders’ Week media conferences and provided a live broadcast feed of the media conference following the key event. Our virtual media program (along with in-person access opportunities for domestic media) was detailed in a comprehensive Leaders’ Week Media Guide.
[bookmark: _Toc97728039]Hybrid options
Media conferences transformed into hybrid events when our New Zealand based media asked to attend in person, COVID restrictions allowing.  Where we could , we tried to replicate the physical experience for them.We combined this with opportunities to tell the virtual hosting story with tours of our venue and demonstrations of technology.
Our media events were almost all in the early hours of the morning (NZT) due to the time difference in NZ. Surprisingly, we had a strong turnout from local journalists at that hour.
[bookmark: _Toc97728040]The value of virtual
There were many advantages to holding a virtual media conference.  It meant:
Many more media could access the conference and spokespeople.
International media could also easily show an interest in attending all the media conferences from the beginning of the year, which they may not have been able to do in a physical world. 
A virtual SOM (Senior Officials Meeting) meant that media were much more focused on the outcome of the meetings and the focus of our host year than by peripheral events that might be taking place around a physical event.
[bookmark: _Toc97728041]The challenging side of a virtual media conference is:
It tends to be more formal and planned, which some journalists do not like.
There are no opportunities for water cooler conversations so other options need to be created.
There is no opportunity to physically host media and leverage their presence by showing them other events and real life experiences. 
[bookmark: _Toc97728042]Results
Despite the challenges of moving from a physical media programme to a virtual one, we managed to achieve all our objectives.  For Leaders Week, media analysis shows APEC 2021 key messages appeared in the top 10 leading topics for all global coverage during that week. 95% of coverage of APEC 2021 during Leaders’ Week was positive in sentiment, and less than 5% negative.
The outcome of our media relations activity against stated objectives were:
Objective:  Develop strong relationships with media in priority APEC economies to achieve significant and impactful media coverage of APEC 2021 and New Zealand as host:
Factiva media reporting showed 14,638 relevant media results during APEC 2021.
During APEC 2021 Leaders’ Week, iSentia’s media analysis report shows an international Media Impact Score of 4.1. (The average score for government agencies is 1.1).
Objective: Engage global and top tier media from priority economies (New Zealand, Australia, China, USA, Singapore and Japan) with APEC 2021 and ensure they proactively cover APEC well:
546 media accredited for APEC 2021 by Leaders’ Week.
Secured target media from priority economies for Leaders Week question slots, including CNN, BBC, Bloomberg, AP, Reuters, Channel News Asia, Caixin, SBS, ABC, The Australian, Sydney Morning Herald.
Objective: Ensure APEC NZ’s key messages are picked up by international media and issues are well managed to minimize negative media stories:
4,500 downloads made from the APEC 2021 Media Asset Portal by 2100 different reporters.
International media results reflected our key messages and narrative, according to iSentia analysis. Leading messages included facilitating productive conversations; leading a collaborative response to COVID-19 and economic recovery; delivering meaningful outcomes; and enabling trade that is inclusive and sustainable. iSentia sentiment analysis showed only a very small number of media results (less than 1%) were considered negative and these were largely articles that referred to previous APECs deemed unsuccessful. 91% of results were analysed as positive or very positive, with 9% neutral. (Negative results did not register when figures were rounded to the nearest percentage point).


[bookmark: _Toc97728043][bookmark: _Toc97729220][bookmark: _Toc101949254]Case Study 2: 	APEC21 CEO Summit – Global Interactive Virtual Event
[bookmark: _Toc97728044]Key take outs
Content is king.
Relevant content/topics are vital. We targeted ways the region can learn from each other and work together to ensure it emerged from the pandemic stronger than ever.
Try to secure tremendous speakers, with support of the PM, we secured the most influential political, business and thought leaders from across Asia-Pacific and around the world, including Amal Clooney, Angela Merkel, Jerome Foster, Robyn Denholm and David Suzuki and 10 world leaders.
Superb interstitial video content adds tremendous value.
Pursue a high quality interactive platform that offers choice to delegates and encourages connectivity.
Look to broadcast production disciplines and skills to enhance the virtual meeting platform.
Assemble a crack delivery team of experienced creative and technical experts.
After the event, have a plan to distribute the content further afield e.g. on platforms such as You Tube.
[bookmark: _Toc97728045]Introduction
The APEC CEO Summit provides a unique opportunity for New Zealand businesses to connect with business leaders from around the Asia-Pacific region. As the premier business-conference for the Asia-Pacific, it is an integral part of the APEC Leaders Week, and is one of the pinnacle events of the APEC year.
The Summit allows world leaders, thought leaders and influential CEOs from around the region to engage on matters of critical importance. For New Zealand, in addition to the chance to lead these conversations, the Summit was an opportunity for us to showcase and reinforce our evolving brand and technological capabilities whilst allowing our businesses to connect with top tier investors, customers and colleagues from across the Asia Pacific.
In November 2020, the New Zealand Government agreed that the CEO Summit could be delivered as a hybrid event using the Aotea Centre to host domestic delegates and a Summit gala event. However, when Auckland was locked down due to COVID in October 2021 things changed yet again and the Summit was delivered completely virtually the following month.
[bookmark: _Toc97728046]Our goals
The key objectives set for the Summit were:
The CEOS will help profile NZ by reinforcing NZ’s evolving brand and technology capabilities (ingenuity, integrity, kaitiaki) 
The CEOS will provide opportunities for leading NZ Businesses to connect with top tier businesses in the Asia Pacific
The CEO Summit will address the biggest challenges and opportunities of our time, providing a forum for the creation of solutions for the region’s future, including COVID
[bookmark: _Toc97728047]The Summit committee
The Summit was managed by APEC NZ, but was chaired by NZ businesswoman Barbara Chapman CNZM. 
A Summit Committee comprising members of the New Zealand business community was established, to provide advice and input into content and planning and to reach out to business. The Committee members were chosen to represent the broad business community, and later the CEOs of the Premier Partners (PWC, Contact Energy, Fonterra, Westpac NZ, and Microsoft) joined the Committee.   All of the members (or their chosen alternates) were very involved in the development of the topics, the programme and the keynote Speakers.
[bookmark: _Toc97728049]Scope changes, goals hold firm
When the APEC NZ Programme began, the CEO Summit 2021 was planned to be a flagship, live event within Leaders Week, with up to 1000 delegates flying in from all over the Asia Pacific. 
The original vision was adapted many times, both in format and potential audience, as the COVID situation changed but the core content principals established by the CEO Summit Committee remained strong:
To hear from the business, political and other thought leaders setting the agenda for tomorrow and to bring together the people wanting to find better ways of tackling the issues that businesses face today. 
To profile New Zealand by reinforcing its evolving brand and technology capabilities (ingenuity, integrity, kaitiaki) 
To put diversity front and centre.
The Summit committee developed five core themes for the APEC CEO Summit 2021: 
The State of the World with and post Covid, including; COVID Recovery, Trade in a COVID world;
 The Digital Disruption Opportunity, including; Digital Transformation, Technology and Innovation, The Importance of Digital Equity; 
The Primacy of Trust, including Environmental, Social and Governance, Sustainability Business Leadership; 
The Future of Energy, including; Future Energy Challenges and Future Energy Solutions
The Next Focus for Business, including; The Sustainability Imperative, Sustainability and Climate Change,  A Sustainable Future, Business as a Force for Good
In November 2020, Cabinet approved the Summit to be a hybrid model, delivering an in-person Summit with up to 1000 domestic NZ delegates attending in Auckland, and a virtual Summit for the majority of the participants attending online from outside our borders. Later, due to Covid, the domestic live component and the Gala Event had to be cancelled, so it ended up being delivered as an all-virtual event.
The plan became to broadcast to all online delegates, with a broadcast and production studio setup inside the Aotea Centre. Delegate and media access to Summit content was enabled for all on the CEOS Platform (Teams-based) for a period before the Summit and a month after the Summit to increase reach.
Generating quality content
Quality content was the key to attracting business leaders from around the world.
A number of keynote speaker invitations included a personally signed support letter from the PM and this played a significant part in the high quality of speakers. 
The Prime Minister also penned individual invitations to the 11 world leaders and former-Chancellor Angela Merkel who appeared at the Summit. These were a very special highlight and achieved a great deal of international media interest but were often not able to be announced in the advance PR.
[bookmark: _Toc97728051]The Summit platform
APEC NZ needed to develop a high quality platform on which to run the CEO Summit. Delivery of the expected outcomes had a high dependency on selecting a platform that utilised emergent technology, offered the right functionality and had the right levels of managed support in place.  
APEC NZ procured assistance from Microsoft Consulting Services (MCS) in partnering & creating the digital platform for APEC CEO Summit 2021, drawing on MCS’s experience in delivering similar virtual/hybrid events Worldwide. Microsoft provided a technical team to build, deploy, and support the digital event solution based on the Microsoft Cloud.
The scope of the platform included:
A virtual event platform on the Microsoft Cloud for engagement and collaboration that scales for up to 10,000 participants (in person and virtual delegates) and organisers. 
An enhanced and secure user experience for attendees, sponsors and organisers by leveraging Microsoft’s M365 and intelligent cloud platform.  It was to include Connection, Newsfeeds, Sponsor and Media/Presenter Zones.
Provide tiered access to delegates, media and sponsors.
Provide support for Invitation, Registration and Payment.
[bookmark: _Toc97728052]High production and design values
The Summit team worked with a variety of New Zealand’s top Content creators, and event/broadcast producers to deliver the 48 hour broadcast event. This large team worked on:
The Summit Platform, delivering the look and feel of the Summit event to delegates, working alongside the Microsoft and APEC IT teams.
The management of the interstitial content team to create over 20 bespoke interstitial videos for use throughout the programme, demonstrating New Zealand business and innovation at its best.
[image: ]
The concept, design and build of the striking, immersive and interactive stage set, which greatly assisted in delivering a broadcast setting of the highest quality.
The creation of the original music used throughout the event. 
All Production management, AV broadcast and vision, Lighting, Audio, Staging and draping, editing of content for the Platform, contracting and management all of the crew / & tech labour which included over 60 people.  This also included the stage and venue management, health safety plans and working with the Summit team on all Covid level related planning.
Building the whole show with a ‘pre-vis’ environment to ensure all camera angles were plotted, screen content flowed seamlessly and speaker positioning had been thought through before the day. 
The creation, development and delivery of Maia, the digital host for the Summit.  Nine pieces of content were delivered for use leading up to the event and a further six interactions during the Summit.
Tamaki Makaurau iwi, Ngati Whatua worked with us on the opening and closing ceremony.  Working with the CEOS team, the other creative collaborators (including a cultural adviser and choreographer), Ngati Whatua delivered a very successful digital powhiri, a learning curve for all, but recognised as an impressive world first.
[bookmark: _Toc97728053]Target market (the C-suite – and engaging with them)
The APEC CEO Summit has a different audience to the rest of the APEC. They are C-Suite business representatives and generally not government. So the campaign for delegate engagement focused on Electronic Direct Mail (EDM) and marketing via partner organisations. The Committee recognised that there were many unknowns in the selling of a fully-virtual Summit.
Previous CEO Summit attendees were approachable through a consortium of international associations who had significant history with the Summit and the New York agency Global Gateway Advisors (GGA).  As part of a quid pro quo for association with the Summit, the following media partners Bloomberg, Time Magazine and CNBC provided pro bono advertisements through their outlets.
Domestic delegates were individually approached through government agencies and business organisations.  
Early on in the pandemic, in a world where in person events were considered dangerous and borders globally remained closed, virtual delivery was the only realistic way for international events to take place. At first, they were very popular as people took advantage of the lower than “in person” prices and time available as they were working remotely. However, “zoom fatigue” and the opening up of in person domestic events around the world in the last quarter of 2021 made international virtual events a complex sell.
[bookmark: _Toc97728054]The delegate experience
Participants had access to a fully interactive experience, including all keynote speeches from business and world leaders, video presentations, panels, New Zealand cultural and musical performances.
After setting up a profile with information about themselves and their business, they could access the Connections Zone where they could find, and start to communicate with, other summit delegates and explore the on-demand content and Sponsor Zone.
A live news feed kept delegates up to date with everything coming up and highlights of what was happening. Online chats let delegates comment on the presentations with other participants in real time and on-demand videos were available if they missed a session or wanted to watch at another time. An online help desk was available to help with platform use or any other technical issues so that their summit experience ran smoothly, and they could focus on connecting with top CEOs from Asia Pacific economies. 
The content, design and quality of the platform lived up to all expectations. However, some participants in some economies faced significant issues getting access to the platform due to limitations of the Teams environment and the complication of 2-factor authentication.
[bookmark: _Toc97728055]The results
[image: ][image: ]
[bookmark: _Toc97728056]Summary
Amidst New Zealand’s once-in-a-century pandemic success of the virtual CEOS came down to:
Superb interstitial video content
Tremendous speakers: we sought out and secured the most influential political, business and thought leaders from across the region, and around the world, including Amal Clooney, Angela Merkel, Jerome Foster, Robyn Denholm and David Suzuki and 10 world leaders
Relevant content/topics addressing ways the region can learn from each other and work together to ensure it emerged from the pandemic stronger than ever
An interactive platform that offered choice to delegates and encouraged connectivity
The blending and optimising of broadcast production disciplines with the best virtual meeting platform (Microsoft Teams) and related technologies
A delivery team comprising tech experts from all over the world and especially at Microsoft
A plan to continue disseminating the unique, cutting edge content post the Summit via You Tube
We were able to demonstrate that it is possible to deliver an international conference of quality using a virtual platform, without it feeling like just another online meeting.
Like any good conference, the thing that people remember most are the things that were learnt, the inspiring stories, and the new perspectives gained.  We ended up with a once-in-a-generation Summit that New Zealand is proud to have hosted and which rejuvenated the CEO Summit brand for APEC.

1
Recommended
Use Spotlight in Meeting to highlight the speaker


3
If you manage the slide show
Press F5 to enter 
full-screen mode in PowerPoint


4
If you manage the slide show
Move through the slides with your mouse, space bar, or arrow keys


5
If you manage the slide show
When the presentation is finished, stop sharing the slide show


6
If you manage the slide show
Press Esc to exit 
full-screen mode in PowerPoint 


2
If you manage the slide show
Share the PowerPoint slide show in Meeting




















1
Open the In-meeting PowerPoint  slide show


3
Share the PowerPoint slide show in Meeting


6
When your presenter is ready, stop sharing the In-meeting PowerPoint slide show


7
Press Esc to exit 
full-screen mode in PowerPoint 


5
Just before the meeting is about to resume, move to slide 5 
(60-second countdown)


4
Press F5 to enter 
full-screen mode in PowerPoint


2
Select slide 4























3
Share the PowerPoint slide show in Meeting


4
Once the participants have left the meeting, stop sharing the 
slide show


5
Press Esc to exit 
full-screen mode in PowerPoint 


1
Open In-meeting PowerPoint slide show


2
Select slide 6 to show the farewell screen

















Meeting Owner 


Delegate Support Lead


Delegate Support


Tech Lead (Control Room)


Meeting Chair/Lead


Registration Support


Venue Security


Delegate Helpdesk Lead


Technology Support


Helpdesk
(remote)


Executive
(virtual)


Operations Manager


VMP Support (Vendor)


Chair support


Virtual meeting facilitator


Advisory Staff 


Security


External Agencies


EMS Support (Vendor)


Delegate Helpdesk Support


BO Stakeholder


Production Lead (Control Room)





Producer (Vendor)


Production Technicians









































































Planning


Chair


Production


Technology


Communications


Administration Support


Participants












Tone
Is the meeting highly structured and formal, or can it incorporate more informal or innovative elements? What can be added to this meeting that will surprise and engage participants, or help it to achieve its purpose and outcomes?


Aesthetic
What will influence the look and feel of the meeting? Is there an existing, clearly defined brand and design aesthetic that will form a template for this, or does the meeting aesthetic need to be interpreted or developed further by the production team?


Previous meetings


Chair


Scripts
Who will be engaged to write scripted content such as the welcome and introduction, autocue text, closing remarks and other prerecorded content?


Audiovisual
Are there any audio visual components such as music and video that need to be commissioned in advance, or that require copyright permissions?


Tikanga Māori
Will elements of tikanga Māori be incorporated into your meeting? Who will be responsible for guiding this?


Who will act as Chair? Do you require a specialist MC or anchor? 


What can be improved? 


If so, who will be responsible for selecting this person? 


What qualities does the Chair need to bring to this role?


What has been done effectively in past high-stakes meetings that can be drawn upon?  


Is there an emotional connection we need to create?






















6-8 Weeks Out: Identify speakers/Chairs/agenda


6-8 Weeks Out: Determine pre-recorded content requirements such as videos, NZ Inc content, pre-recorded Mihi 


4-6 Weeks Out: Design programme of engagements prior to meeting, e.g. bilateral, inter-agency 


4-6 Weeks Out: Establish requirements and availability of any required production support 


3-4 Weeks Out: Conduct rehearsals and testing for relevant stakeholders 


2-3 Weeks Out: Set up venue/room  


1 Week Out: Arrangement to capture content from meeting/event to support communications, for example, behind the scene footage, keynote 


24-48 Hours Out: Finalise set-piece presentations by Ministers, keynote speakers to load into auto-cue 


























Readiness 
A decision paper that requires meeting owner sign-off 


1 
Functional level planning and testing 
Each function schedule and conduct their own internal testing of whether the products produced meets the requirements/standards set. 


2 
Functional Desktop walkthroughs (Panels) 
Panel discussion with each functional team to explore their readiness, covering templates, policies, processes, procedures, protocols etc. 


3 
Incident Response Plan testing 
An incident response plan is a set of instructions to help staff detect, respond to, and recover from incidents. 


4 
Live testing 
Live testing of meeting room software and equipment (technology, A/V, lights etc.) involving internal team members and suppliers. 


5 
Business Continuity Desktop review (including COVID alert level testing) 


6 
Mock meeting 
Meeting with role-players to test interface between different functions. 


7 
Dress-rehearsal 
The dress rehearsal will be based on key meetings and will involve actual people participating in the meeting from our end rehearsing there actual meeting roles. 


8 
Test-runs 
Test run with participants involved. 





























Communicate clear expectations for the upcoming meeting, framed within the longer term strategic ambitions.  Chairs may wish to outline two or three key objectives to focus all participants on the meeting’s central aims. 


Build strong relationships with participants in advance to create connections and trust.  This is harder in the virtual environment, so Chairs should look for opportunities to meet with participants bilaterally (phone and video calls), and stay in close email contact to ensure familiarity with the dynamics of the group and to identify any concerns early. 


Identify those documents that provide relevant background information (including report-backs from projects), but will not be central to discussions.  
Ask participants to familiarise themselves with these beforehand or note that they can read the detail after the meeting. 
This can clear space in the agenda for discussion on the topics that are most relevant to the meeting’s objectives, and focus participants on the more pressing/relevant agenda items. 


Consider how to manage incidents in which participants exceed their allocated time or go off track.  If Chairs set clear expectation of how they will respond if the agenda isn’t followed they remove the surprise factor that might arise from being cut short or interrupted. 


Prepare a contingency plan for managing technical difficulties in consultation with the Operations Manager and Production Team. 









Work with the Secretariat and others to schedule all events on the platform


Manage registration for all scheduled events


Work with the Secretariat to ensure arrangements are in place before meetings start


Provide support to ensure all delegates can log in and technically participate in meetings


Provide technical support for all events, including providing assistance for any technical issues that might arise


Work with the Secretariat and economies to provide an engaging and productive high-quality virtual meeting environment


Ensure the security of all meetings











Meetings should be kept as short and efficient as possible, while giving all delegations the opportunity for interactive engagement. 


Members encouraged to participate in meetings in real time, so that they can engage in discussions and advance outcomes. 


Chairs should strongly encourage heads of delegation to keep their cameras on throughout the meeting.


All participants’ should mute their microphones if they are not presenting or providing interventions. 








1
Open the In-meeting PowerPoint slide show


3
Join the meeting


4
Share the PowerPoint slide show in Meeting


7
Once the countdown is complete move to the next slide (meeting title)


8
When your presenter is ready, stop sharing APEC 2021 In-meeting PowerPoint slide show


9
Press Esc to exit 
full-screen mode in PowerPoint 


6
Just before the meeting is about to begin, move to slide 2, which contains a 30-second countdown


2
Check that the meeting title has been updated and any other presentation slides added.


5
Press F5 to enter 
full-screen mode in PowerPoint
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Spotlight for everyone?
You'l ighlight s video or everyone i the meeting.
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Change role?

A participant' role determines whether they can share content, mute others, and more.
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Someone just removed you from the meeting. You can try to rejoin.
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Low
(Level 1)

A localised issue which can be easily resolved by the on-the-ground operational team(s).

No potential for harm exists, can be resolved quickly and is unlikely to impact any other part
of the operation or any other stakeholders, delivery partners, external more widely.

Noted in the end of day report.

Medium
(Level 2)

A localised issue or minor incident which can be easily resolved by the on-the-ground
operational team(s).

There is potential for harm to people, will involve financial expenditure, some media interest
may occur. Schedule for the day is largely unaffected.

Controller advised after the solution has been deployed and it is noted in the end of day
report.

High
(Level 3)

A localised incident that requires a coordinated response from multiple functional areas or
agencies. Media interest is expected, significant financial expenditure is required to resolve
the incident. The daily schedule is affected and requires review/adjustment. The CIMS may
be activated.

Controller advised and decisions are taken together. Details of incident are recorded at both
locations (as able) and included in start/end of day reporting. Depending of incident scale,
CIMS activated. Formal debriefing of incident/crisis required.

Critical
(Level 4)

A serious incident (or emergency event) that requires a large coordinated response, likely to
also feed into the broader Ministrys CIMS processes and include other agencies. The incident
severely affects the delivery of upcoming meeting sessions.

CIMS activated and an incident or crisis is declared and the Incident & Crisis Management
Plan is activated.

All details are logged in the centralised Incident Management database and included in the
start/end of day reporting. Formal debriefing of crisis required.
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Template Event  Activity Tracker.xlsx


Template Event Activity Tracker.xlsx
Activity Tracker

				[EVENT NAME] - ACTIVITY TRACKER														KEY:



				Last updated: [DATE]																Green, on track

				Link to Programme Issues Log / Decision Log						[ADD LINK HERE]										Amber, some issues / minor delays

				Other Links						[ADD LINK HERE]										Amber, trending red [requires action / decision]

																				Red, major issues / major delays

				Work stream		Lead(s)		#		Activity/ Task		Estimated due date 		Actual due date				RAG status 		Comments

				ALL

						ALL 				Please feed relevant information from this activity tracker and decision, discussion points back to your respective teams		On-going



				Stream A		[NAME]				INFORMATION WE NEED URGENTLY IN ORDER TO MOVE FORWARD

						ALL				All areas to complete their activities in the tracker with estimated due dates 		On-going

						[NAME]				[ADD HERE and BELOW]		[DUE DATE]]								[Comments]



				Stream B		[NAME]

						[NAME]				[ADD HERE and BELOW]		[DUE DATE]]								[Comments]



				Stream C		Cas Carter

						[NAME]				[ADD HERE and BELOW]		[DUE DATE]]								[Comments]



				Conitnue building this up with activities and tasks
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The Summit Event Team
Overseeing all planning and delivery aspects

AOTEA CENTRE

Studio used for the production of the CEQ
‘Summit event

Kiri Te Kanawa Theatre

Kiri Te Kanawa Theatre
The list below outiines content defivery
‘components that will combine to produce.
the CEO Summit event;

“content that will be switched between
throughout the summit for delegates

‘The Live Stream will be a produced version of
the CEO Summit, from the Kiri Te Kanawa

BROADCASTING AND
EDITING

See next page for detail

‘Theatre and streamed into the portal. This
will also be available later 25 On Demand
videos.

PLATFORM
Invitations, Registration and Payments
Virtual Registration and payment system for CEO Summit access.
Payment Portal
sgrood Registration Portal The Payment portal wil
brmrsiylgrbomied Delegates vill complete: calculate the fee and
St o i their registration details allows delegates to pay
virtual attendance g
‘Summit Portal
The portal will be 3 cloud-based application
o onae

Delegates are able to chat freely with other

delegates at their leisure, as well as send

messages and questions to the Host Deskin
the Kiri Te Kanawa Theatre.

On Demand Videos.
‘This content can be accessed at the
Isisure and will be added to
throughout the summit

User Profiles
Delegates are able to edit and update their
‘profile within the virtual CEO Summit
‘environment to improve their experience.

News Feed
‘The news feed s a space that delegates can
visit o receive event related news; prior,
during and post the event.

Connection Zone.

‘The connection zone allows delegates to

chat, call and meet with other delegates.

These interactions can be both ad-hoc or
scheduled.

Help
Help and support will be available to
delegates via the portal s required.

Sponsor Zone
The Sponsor/exhibitor zone provides 3

VIEWERS

Business Owner
Providing content for the News Feed in the lead up,
L] during and post event. Providing summaries of the

Reporting.

Provide reporting on contacts, attendance, and

financial recanciliations, including downloading
datasets.

Micosoftmansged | oot

[ usiness Owner anaged | Al |
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form What an in tw pandemic does The way teams .. Thailand The two day, fully virtual...

Panel recap: Doing well by doing Looking to the Future panel puts State of the World: a conversation
good Indigenous voices front and centre with two world leaders
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Support Ideal availability

Mon 30 Nov

Tue 1 Dec

Wed 2 Dec

Thu 3 Dec

Fri 4 Dec

Sat 5 Dec

Sun 6 Dec

Mon 7 Dec

Tue 8 Dec

Wed 9 Dec

Thu 10 Dec

Fri 11 Dec

Sat12 Dec 

Registration Business hours 8am to 10 pm

Registration processing Business hours 8am to 5pm

Test/rehearsals Extend to late test window 8am to 10 pm

Bilaterals - 10 am to 2pm slotBusiness hours 9am to 2pm

ISOM meetings Extended meeting delivery 1pm to 7pm
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