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REVISIT

SKILL
REDESI

GN Introduction
In 2020, training conducted via webinars or Zoom was 
common practice to ensure critical learning continued, but 
that short-term necessity isn’t a sustainable or optimal option. 
The reality is that the shift to virtual learning has occurred, 
and it will continue to grow as a foundational modality. If 
you are among the L&D teams tasked with expanding your 
virtual offerings, you are in good company. LinkedIn Learning 
research indicates that 66% of L&D leaders plan to increase 
spending on the virtual instructor-led (vILT) modality alone. 

Many of our clients are asking us to create virtual learning 
for the “soft skills” that have emerged as even more critical 
now (like leadership, Emotional Intelligence and coaching). 
Learning that has historically been predominately in person 
or face to face (F2F) now needs to be available to a dispersed 
or hybrid workforce in a format that is still anchored in peer 
collaboration, practice, relevant application and feedback. 

This resource is for any L&D practitioners that are responsible 
for designing or delivering synchronous virtual learning. 
Since converting F2F content to virtual is a common priority 
across most organizations, we have prepared some tactical 
guidance and tips for how to adapt your in-person ILT to 
virtual under three buckets: revisit, redesign, reskill.
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The way you approach the content, design and delivery 
for virtual requires a shift in mindset. Embrace the reality 
that the virtual learning experience should be different 
from the F2F ILT. Adapting the content for virtual is not 
about trying to deliver the ILT content via a webinar—it’s 
about maximizing the learning experience and achieving 
the outcomes within the virtual environment. Here are a 
few suggestions to get you started.

REVISIT
your approach

Prioritize
Although there is high demand for virtual offerings, it’s not realistic 
to try to convert too many courses at once. The first step is to 
prioritize. Assess the critical skill gaps and training needs that need 
to be addressed for your organization and your learners, and then 
make some decisions, starting with the most critical needs first.

Map the content
Once you have identified the course (or courses) that need to be 
converted, revisit the learning objectives and evaluate the content. 
This is the ideal opportunity to look at the program through a new 
lens to ensure that the content supports the objectives and is 
delivered in a way that’s engaging, logical and digestible.

Identify pre and post 
work
Identify the content that can be consumed 
prior to the vILT as prework or designed 
as post-training sustainment in the form 
of microlearning, job aids or e-learning. 
For complex topics or instruction, consider 
replacing lecture with video or e-learning that 
provides foundational knowledge prior to the 
virtual session. The golden rule is to reserve 
the valuable time in the virtual session for 
questions, deeper discussion, practice and 
feedback. 
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Ensure relevance
Make everything relevant. As soon as 
learners get a sense of anything that they 
consider to be “fluff” or an inefficient use 
of their time, they will check out—either 
mentally or literally disconnect from the 
session. 

Limit session duration
Let the content be your guide when 
deciding how to structure the sessions but, 
ideally, the cap for a single session should 
be 90 minutes. When thinking through 
your agenda, remember that the timing for 
activities during an F2F session will not 
always translate the same way in virtual. 
For example, participants seated at table 
groups can quickly turn to a partner for a 

peer coaching activity. In a virtual session, 
partners need to be assigned to breakout 
rooms, conduct the activity and then be 
brought back together in the main session 
for a debrief. But a large-group discussion 
in an F2F session that might typically take 
10 minutes could be conducted virtually 
in 2 minutes with all participants typing 
insights into the chat simultaneously.

REVISITyour approach
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Create continuity
One of the many benefits of virtual is that 
there is flexibility to deliver the sessions 
over a period of time. For example, an 
eight-hour ILT that is typically delivered 
in one day could be redesigned as 
four or five weekly 60-minute virtual 
sessions with self-directed reflection 
and application activities in between 
sessions. When a virtual solution includes 
multiple sessions, it’s important to ensure 
participants don’t lose sight of the big 
picture. Just as participants in an F2F ILT 
can track the topics and flow of the day 
in their agenda, participants engaged in 
a multisession virtual program should 
always know where they are in the 
progression of the program. 

To incorporate a blended 
approach, consider integrating 
structured peer cohort 
touchpoints or 1:1 calls with a 
coach in between sessions to 
support application and 
behavior change.

Open and close each virtual 
session with a visual that 
illustrates where they are in the 
series or their learning path. 
(This is Module 1 of 4, etc.)

REVISITyour approach
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Design purposeful 
slides
To keep learners engaged in a virtual 
session, “less is not more” when it 
comes to the slides. Create slides with 
visuals, graphics, meaningful animations 
or builds and relevant text that will keep 
things moving and maintain interest.

Set learners up for 
success
As participants are joining the session 
and getting settled in, use engaging 
slides or a looping video that orients 
them to the platform and provides 
guidance for connecting audio, FAQs 
and common troubleshooting tips. 

Redesigning or adapting training to a virtual 
environment requires a focus on providing 
opportunities for participant interaction and 
consistent engagement. This applies to all 
the elements of the learning experience for 
the participant, including the slides, virtual 
platform and participant materials.

REDESIGN
for interactivity and engagement
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Build in extra time
Build extra time in the agenda—especially 
for the “firsts” (first time logging in, first 
breakout room, etc.). Participants will 
quickly learn the routine but, even as 
they become more comfortable with the 
process, you still need to allow time for 
breakout room transitions.
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Design for dialogue
Discussion with the facilitator and among 
the participants is a natural component 
of an F2F program when people are in 
the same physical space. That doesn’t 
mean the opportunity for dialogue in 
a virtual setting is diminished—it just 
needs to be conducted in different ways. 
In fact, the exchange of ideas and level 
of  conversation can be very lively and 
consistent in the virtual forum when 
multiple participants can contribute via 
chat simultaneously or when the facilitator 
encourages participants to come off mute 
and expand on their comments.

Don’t drop the self-
directed activities
Don’t be afraid to give learners dedicated 
quiet time to answer reflection or 
application questions during the session. 
They don’t need to disconnect from the 
session—just put everyone on mute and 
set a timer on the screen. If applicable, 
turn off your webcam so participants 
aren’t distracted during self-directed 
work. When time is up, welcome everyone 
back to reconnect and debrief.

REDESIGN for interactivity and engagement
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Optimize video-based activities
When using video, take time to communicate the “what” and 
“why” (e.g., what are they about to watch, what are they to do with 
the information and why it’s relevant). If participants aren’t crystal 
clear on what they need to look for or respond to, they lose focus 
and could disengage.

 In the event of technical difficulty and/or the videos 
don’t play, have a backup plan. Your virtual Facilitator’s 
Guide should include the video scripts or descriptions of 
the video content to which you can refer to summarize 
or debrief the key learnings.   

REDESIGN for interactivity and engagement

Copyright © 2021 Leadership Studies, Inc. All rights reserved.

situational.com



Redesign participant materials
Intuitive and relevant participant materials are a vital component 
of a successful virtual learning experience. Participants are 
essentially “on their own” and the pace is quicker, so handouts 
that align with the slide content help keep participants tracking 
with the session and also serve as a post-training resource. 

• Participant workbooks/handouts should guide the learner 
through the content, include complete instructions for self-
directed reflection activities and breakouts and provide 
space for typing or writing notes 

• Downloadable electronic materials that are fillable can 
be updated easily and they provide the option to print for 
learners that prefer paper

• Strive for a cohesive look and feel across the materials with 
templates to avoid recreating the wheel every time you need 
a new course or want to convert existing content to virtual

Use a page number icon on the slides as a visual anchor 
so participants always know where they need to be in 
their workbook or handout.  

Moving to Sustainable Multimodality Learning > Redesign
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REDESIGN for interactivity and engagement

ILT to vILT Conversion QRG
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 Our ILT to vILT Conversion Quick 
Reference Guide (QRG) provides 
examples of converting common 
F2F training activity formats to a 
virtual training environment with 
specific tools.

Convert activities
Redesign activities with the outcomes and 
virtual platform in mind. Depending on your 
virtual training platform (Adobe Connect, 
WebEx, Zoom, etc.), you will have a range of 
options for interactivity. 

Facilitator-Led 
Large-Group Discussion

Chat

Voice

Feedback Tools/Icons

Emoticons

Polling

Whiteboard

Annotation Tools

Webcam

Breakout Rooms

Screen Share

Small-Group 
Activity/Discussion 

Partner/Triad Role-Play, 
Peer Feedback

VIRTUAL ACTIVITYIN-PERSON ACTIVITY

Small-Group Presentations 
or Teach-Backs

Copyright © 2021 Leadership Studies, Inc. All rights reserved.

situational.com



To the extent that you can, in advance, determine 
the breakout assignments for participants before 
the day of the session. This will help ensure a 
seamless transition into the breakout rooms 
during the program and keep the timing on track.

Confirm that all participants are clear on activity 
directions before moving them into breakouts. If 
breakout groups will be conducting a teach-back 
or sharing their work, directions should include 
choosing a scribe and at least one individual who 
will present back.

Just as you would circulate to table groups during 
in-person training, “pop into” each breakout 
to check in on participants’ progress, answer 
questions or provide feedback.

Moving to Sustainable Multimodality Learning > Redesign
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3

Three tips for productive 
breakout rooms

REDESIGN
for interactivity and engagement
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The recently released LinkedIn 2021 Workplace Learning Report 
indicates that 59% of L&D leaders identified reskilling and 
upskilling as the top priority for 2021, and the need for facilitators 
who can effectively conduct virtual training is a prime example 
of a critical skills gap. In addition to content expertise and the 
ability to master the technology, the techniques for engaging a 
dispersed audience are unique and require keen communication 
skills, agility and adaptability. 

RESKILL
for virtual facilitation
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 � Preparation with the right tools is key. 
The most important tool in the virtual 
facilitator’s toolbox is a well-designed, 
comprehensive virtual Facilitator Guide. 
There are a lot of moving parts to manage 
in the moment during a virtual session 
so the virtual Facilitator Guide should 
provide all content-related support and 
technical direction the facilitator needs in 
one place.

Page  
Reference

Slide  
Reference

Title

Virtual  
Platform 

Setup

Timing

Facilitation Notes  
and Script Prompts

Page Layout Example

Before the session

Copyright © 2021 Leadership Studies, Inc. All rights reserved.
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Title: This reflects the slide or section title.

Participant Material Page Reference: Indicates 
the workbook page, handout or job aid associated 
with a specific PowerPoint® presentation slide.

Slide Reference: Indicates the PowerPoint®  
presentation slide associated with a particular 
page.

Time: Recommended amount of time to be spent 
on this material to remain on schedule.

Setup: These boxes outline activity logistics, 
materials and technical direction.

In-Text Callouts: provide prompts for facilitator 
actions, i.e., distribution of handouts, playing of 
videos and beginning activities; supporting con-
text, information or insights; reinforcment of critical 
or foundational direction; or to provide key learning 
and/or correct responses to reinforce during group 
discussions or post-activity debriefs.

https://learning.linkedin.com/resources/workplace-learning-report
https://trainingindustry.com/glossary/reskilling/
https://trainingindustry.com/glossary/upskilling/
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 � Test your webcam. Before going “live,” be sure to test the 
position of your webcam, your background and lighting. 
Position the webcam at eye level for a more natural 
perspective and ensure that the light source is in front of 
you and above eye level.

 � Practice, practice, practice. Conduct dry-runs with the 
platform to practice delivering all the content and get 
comfortable with the technology and platform functionality. 
If possible, work with a producer or another facilitator who 
can support you in the producer role to help manage the 
logistics of the session and technology trouble-shooting.

 � Be prepared to troubleshoot in the moment. Your 
learners will come to the session with varying levels of 
experience with virtual training platforms and the ability to 
field technical issues can make or break their experience. 
In advance of the session, prepare a list of instructions 
and responses to FAQs that can be pasted into the chat to 
address the most common questions or technical glitches. 
For example: 

• “Follow these steps to connect your audio …”

• “To mute or unmute your microphone, click on the …”

• “If you are having technical difficulties, email [First Name] 
at [email@address] …”

Before the session

RESKILL for virtual facilitation
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 � Launch the virtual classroom session 30 minutes 
prior to the scheduled start time to ensure the 
platform is functioning properly and confirm your 
connectivity.  

 � Use your webcam when feasible. Be aware of your 
body language, posture and facial expressions and 
limit rapid or exaggerated body movements.

 � Kick off the session with icebreaker activities that 
prompt learners to practice with the platform tools. 
Start the session with poll questions that reinforce the 
key learnings from the prework or a previous session 
or ask participants to respond to questions using 
specific feedback features and tools. Examples:

• “From where are you connecting today? Type your 
initials on the map using your text tool.”

• “What are you watching, reading or listening to 
right now? Type your response in the chat.”

• “Click on the ‘green check mark’ icon if you are …”

 � Align on expectations for engagement. The 
struggle to multitask is real. Consider starting 
every session by asking participants to commit to 
intentional engagement by minimizing distractions 
(turn off notifications, don’t check email, etc.), joining 
the sessions on time and contributing to the chats, 
breakouts, polls and discussions. 

 � Delivery—be authentic and pay attention to your 
pace, tone and inflection. Encourage participants to 
use specific feedback tools at any time to indicate if 
you need to slow down, speak more clearly or adjust 
your volume.

 � Engage participants every 3 to 5 minutes and 
acknowledge/respond to their emoticons, raised 
hands and chats with positive reinforcement to keep 
that involvement going. Use a combination of your 
platform’s feedback tools and polling if you want to 
solicit participant input quickly and/or anonymously. 

RESKILL for virtual facilitation

During the session
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 � Maintain an active discussion cadence. Ask more 
questions more frequently than you might in an F2F 
to solicit input, check for understanding and guide 
spontaneous conversation. When you ask a question 
that is not on the slide or in the participant materials, 
type the question in the chat pod and then pause and 
allow time for participants to reflect on their answer and 
type their response. Virtual facilitators love to see the 
prompt “Multiple attendees are typing …” in response to 
a question. 

• Often, participants will be inspired to add something 
when they see other participants’ chats. Encourage 
that contribution just as you would encourage 
discussion during F2F training, and invite individuals 
to come off mute to expand on a comment they 
typed in the chat

• Call on participants by name just as you would in 
an F2F. If participants are aware that they might be 
called on, they are less likely to multitask. (Just be 
sure to set the expectation in advance so they aren’t 
caught off guard.) 

RESKILL for virtual facilitation
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During the session
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 � Point out early and often where learners can access 
and/or download the participant materials from 
the platform. At the beginning of each session, tell 
participants the handouts, assessments or resources 
they should have on hand and show them where they 
can access the content.  

 � Overcommunicate instructions and expectations 
on timing during breakouts and individual self-directed 
work. Use a clock timer on the screen or broadcast 
updates regarding timing. (“There are 2 minutes 
remaining in the breakout. Please be sure to identify the 
presenter for your group’s debrief.”)

 � Take the scheduled breaks in between multiple 
sessions that are held on the same day and 
communicate the date and time for subsequent 
sessions. At the close of each session, reiterate the 
session time zone with your instructions for returning 
to the next session. If you have learners in multiple 
time zones, be sure to indicate the session time in the 
learner’s time zones. 

Moving to Sustainable Multimodality Learning > Reskill
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During the session

RESKILL for virtual facilitation
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After the session
 � Debrief with your producer (if you have one) to 

discuss what went well, what could have been better 
and develop a plan to implement any necessary next 
steps. 

 � Reset or clear your virtual classroom settings for 
breakouts, polls and chats, as needed.

 � Watch the recording, if available, and capture notes on 
adjustments for the next session.

 � Solicit feedback from participants with a post-session 
survey.

 � Never stop learning! Attend sessions as a participant 
to observe and experience effective virtual facilitation 
techniques and training practices. Stay current with 
trends in L&D as the technology and tools for virtual 
learning continue to evolve.

RESKILL for virtual facilitation
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Contact us Today!
It’s an exciting time to be in L&D and making the shift to virtual is a process 
that will be unique to every organization. We hope that you and your team 
will find some of the recommendations, examples and tips helpful, wherever 
you may be in the process. If you would like more information about how to 
expand your virtual offerings, visit situational.com. 
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