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An executive leadership retreat can be one of the most powerful tools for aligning vision,
strengthening teamwork, and accelerating strategic growth in your Home Care organization. Yet
many retreats fail to produce meaningful outcomes because they lack clear objectives,
disciplined preparation, skilled facilitation, and structured follow-through.

This report presents our experience and research, providing a practical, step-by-step process for
planning, organizing, and facilitating highly effective executive leadership retreats specifically
designed for Home Care companies. Drawing on best practices in strategic planning, leadership
development, and healthcare operations, the paper outlines how organizations can create retreats
that move beyond discussion and generate real organizational momentum.

The paper examines the critical phases of a successful retreat process, including clarifying retreat
outcomes, selecting participants, gathering pre-retreat input, designing the agenda, facilitating
productive dialogue, managing conflict, and translating decisions into actionable implementation
plans. Special attention is given to the unique challenges facing Home Care leadership teams,
including workforce shortages, regulatory pressures, growth management, caregiver retention,
operational complexity, and maintaining culture during rapid change.

In addition, the white paper explores the essential role of the retreat facilitator in creating an
environment of trust, accountability, candid communication, and strategic focus. It also
highlights the importance of post-retreat execution systems that ensure ideas developed during
the retreat are converted into measurable results.

The goal of this white paper is to provide Home Care leaders with a proven framework for
conducting executive retreats that strengthen alignment, improve decision-making, enhance
leadership effectiveness, and position their organizations for long-term success in an increasingly
competitive and evolving healthcare environment.
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Seven Steps to Planning and Organizing Your Executive Retreat

Planning and facilitating an executive retreat for a growing Home Care company requires
balancing strategy, culture, operational reality, and leadership alignment. Here is a practical
seven-step process used by many successful leadership teams in the Home Care industry.

1. Clarify the Purpose and Desired Outcomes

Begin by defining why the retreat matters now.

Typical objectives for a Home Care leadership retreat include:

e Creating a three-to-five-year growth strategy

Aligning leaders around Mission, Vison, and Values
Solving operational bottlenecks

Improving communication across departments
Preparing for scaling, acquisition, or expansion
Strengthening leadership culture and accountability

Define 3—5 measurable outcomes for the retreat, such as:

e Agreement on top strategic priorities
e (lear annual goals
e Leadership team alignment

e Action plans with ownership and timelines

Without clear outcomes, retreats often become unfocused discussions.

2. Conduct Pre-Retreat Discovery and Assessment

Gather information before the retreat so the meeting addresses real issues instead of assumptions.

Interview executive leaders individually to identify:

o Strategic concerns

e Growth opportunities

e Operational frustrations

e Team dynamics

o Key decisions needing resolution
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Review:

e Financial performance

o Caregiver recruitment and retention metrics
e Client satisfaction data

e Referral trends

e Scheduling efficiency

e Compliance and quality indicators

In Home Care companies, common growth pressures include:

e (Caregiver shortages

e Margin compression

e Leadership overload

o Technology adoption

e Multi-location coordination

A short pre-retreat survey often surfaces issues leaders may hesitate to raise publicly.

3. Design the Retreat Agenda and Experience
Create a structured agenda that balances:

e Strategic thinking

e Operational problem solving
e Leadership development

e Team interaction

An effective retreat agenda usually includes:

o State of the company review

e Industry trends discussion

e SWOT analysis or Force Field Analysis
e Vision and growth planning

e Breakout sessions

e Decision-making sessions

e Team-building conversations

e Action planning
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For growing Home Care companies, include focused discussions on:

o Workforce strategy

e Scheduling capacity

e Clinical and non-clinical coordination
e Technology systems

o Referral partnerships

e Organizational structure

Avoid overloading the agenda. The best retreats allow time for reflection and discussion.

4. Select the Right Environment and Logistics
The setting influences the quality of thinking.
Choose a location that:

o Removes leaders from daily operational distractions
o Encourages open conversation
e Supports collaboration and comfort

Key logistical considerations include:

e Meeting space setup

e AV and technology needs

o Transportation and lodging
e Meals and breaks

e Pre-reading materials

o Facilitation supplies

For Home Care organizations, off-site retreats are often more effective because leaders are less
likely to be pulled back into daily staffing and scheduling crises.

5. Facilitate Strategic Conversations and Alignment
During the retreat, the facilitator’s role is to:

o Keep discussions focused

e Encourage participation

e Manage conflict constructively
e Surface difficult issues

e Drive clarity and decisions
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Key facilitation techniques include:

e Structured discussion frameworks
e Small group breakouts

e Priority ranking exercises

e Scenario planning

e Decision matrices

e Leadership reflection exercises

The retreat should create alignment around:

o Strategic priorities

e Organizational values

o Leadership expectations
o Key initiatives

e Success metrics

In growing Home Care companies, one of the biggest needs is helping leaders move from
reactive daily management to proactive strategic leadership.

6. Convert Ideas into an Execution Plan
A retreat only creates value if decisions lead to action.
Before the retreat ends, develop:

o Strategic priorities

e Specific goals

e Action steps

e Ownership assignments
e Timelines

e Success metrics

A useful framework is:

e What will we do?

e Who owns it?

e By when?

e How will we measure success?

Common retreat failure occurs when leadership teams leave inspired but without accountability
structures.
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7. Establish Follow-Through and Accountability
The retreat is the beginning of execution, not the end of discussion.
Create a follow-up rhythm that includes:

e 30-day progress reviews

e Quarterly strategic check-ins
e Leadership scorecards

o Initiative tracking

e Accountability meetings

Many Home Care companies benefit from creating simple strategic dashboard tracking:

e Revenue growth

e (Caregiver retention
e Client satisfaction
o Hours growth

o Referral sources

e Gross margin

e Hiring pipeline

The most effective retreats create ongoing leadership alignment long after the event itself.

il Vision Summary Worksheet

© 2026 Stephen C. Tweed * Leading Home Care ... a Tweed Jeffries company
www.leadinghomecare.com



Leading Home Care

..o Tweed Jeffries company

Five Types of Leadership Retreats

In the Home Care industry, executive leadership retreats generally fall into five distinct
categories, each designed to address a different stage of organizational growth and leadership
maturity.

1.

Visioning Retreat

A Visioning Retreat helps leaders step away from day-to-day operations to clarify the
company’s future direction. The leadership team explores long-term goals, market
opportunities, emerging trends, and the organization’s purpose. The outcome is a shared
vision that aligns leaders around where the company is headed over the next three to five
years.

Crafting the Culture Retreat

A Culture Retreat focuses on defining and strengthening the organization’s values,
behaviors, and leadership expectations. Leaders examine the employee experience,
caregiver engagement, communication practices, and the desired culture of
accountability, compassion, and service. These retreats are especially important during
periods of rapid growth, mergers, or leadership transition.

Competitive Advantage Retreat

This retreat helps the leadership team identify what differentiates the company in a
crowded Home Care marketplace. Discussions often focus on client experience, referral
relationships, specialized programs, workforce strategy, innovation, and brand
positioning. The goal is to develop a clear strategic advantage that drives sustainable
growth and market leadership.

Operating Systems and Performance Improvement Retreat

An Operating Systems Retreat is designed to improve execution and operational
performance. Leaders analyze key systems such as scheduling, recruiting, onboarding,
billing, care coordination, quality assurance, and customer service. The retreat
emphasizes process improvement, accountability, metrics, and operational consistency to
support scalable growth and profitability.

Leadership Development Retreat

A Leadership Development Retreat strengthens the capabilities of current and emerging
leaders. Topics may include communication, delegation, coaching, conflict resolution,
strategic thinking, emotional intelligence, and leading through change. These retreats
build leadership bench strength and help create a more aligned, resilient management
team capable of sustaining growth over time.

© 2026 Stephen C. Tweed * Leading Home Care ... a Tweed Jeffries company
www.leadinghomecare.com



Leading Home Care

..o Tweed Jeffries company

Who Should Attend Your Executive Leadership Retreat

An executive leadership retreat for a growing Home Care company should include the people
who are responsible for setting strategy, driving growth, protecting culture, and ensuring
operational excellence. The goal is to bring together leaders who influence the future direction of
the organization and who must work together across departments to execute the company’s
vision.

Typically, the retreat should include:
e The owner, CEO, or president, who provides overall vision and strategic direction.

o Senior operational leaders responsible for service delivery, caregiver staffing, scheduling,
and client experience.

o Finance and revenue leaders who oversee budgeting, profitability, payroll, billing,
collections, and financial forecasting.

o Clinical leadership, when applicable, especially in companies providing skilled care,
hospice, or complex care coordination.

o Human resources and talent leaders responsible for recruitment, retention, leadership
development, and culture.

o Sales, marketing, and business development leaders who drive referral relationships,
community partnerships, and growth initiatives.

o Technology and systems leaders who manage operating systems, data, cybersecurity, and
workflow improvement.

o Emerging leaders or high-potential managers who represent the next generation of
leadership and bring frontline perspective.

Many growing Home Care companies also benefit from including trusted outside advisors such
as board members, strategic consultants, facilitators, accountants, attorneys, or industry experts
for selected portions of the retreat.

The most effective retreats include a mix of visionary thinkers, operational executors, culture
builders, and financial stewards. A good rule is to include leaders who:

Influence major decisions,

Lead critical functions,

Manage other leaders,

Shape company culture, and

Will be accountable for executing the retreat’s strategic priorities afterward.

A A

For a growing Home Care organization, the retreat is not simply a meeting of titles; it is a
working session for the people who will guide the company through its next stage of growth.
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Some Thoughts on Using an Outside Facilitator

Using an outside facilitator for your executive retreat can dramatically improve the quality of
discussion, decision-making, and alignment, especially in a growing Home Care company where
leaders are balancing rapid change, operational complexity, workforce challenges, and strategic
growth.

Here are several important ideas for leadership teams to consider:
1. A Facilitator Creates Neutral Ground

An outside facilitator has no internal agenda, political history, or departmental bias. That
neutrality allows leaders to speak more openly and honestly. Difficult conversations about
growth, accountability, culture, succession, or performance become easier when someone
independent is guiding the discussion.

2. Leaders Get to Participate Instead of Managing the Meeting

Without a facilitator, the CEO or owner often ends up running the agenda, keeping time,
resolving conflict, and trying to participate strategically all at once. An outside facilitator frees
senior leaders to fully engage in the discussion rather than “working the room.”

3. A Skilled Facilitator Keeps the Team Focused on Strategic Issues

Executive teams often drift into operational problem-solving because it feels familiar and urgent.
A facilitator continually redirects the conversation toward the larger strategic questions:

e Where are we going?

e What must change?

o What capabilities do we need?

e What are we avoiding?

e What matters most over the next 12—36 months?
This discipline is particularly important in Home Care, where daily operational demands can
overwhelm long-term thinking.

4. Facilitators Help Surface the Unspoken Issues
Every leadership team has topics people hesitate to raise:

o Conlflict between departments

e Unclear accountability

o Leadership gaps

e Burnout

e Resistance to change

e Lack of alignment
An experienced facilitator knows how to surface these issues constructively without creating
defensiveness or blame.
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5. The Retreat Becomes More Structured and Productive

A facilitator brings process, pacing, and structure:

Pre-retreat interviews or surveys
Agenda design

Time management

Breakout exercises

Decision frameworks
Consensus-building methods
Action planning

This structure helps avoid the common complaint that retreats are “interesting conversations with
little follow-through.”

6. Outside Perspective Brings Fresh Thinking

Experienced facilitators who work with multiple organizations often see patterns, trends, and
best practices across the industry. In Home Care, this may include:

Workforce retention strategies
Scheduling innovations

Care coordination models
Leadership development
Technology adoption

Margin improvement

Scaling operations

That external perspective can challenge assumptions and expand the leadership team’s thinking.

7. Facilitation Improves Team Dynamics

A retreat is not just about strategy; it is also about strengthening the leadership team itself. A
strong facilitator helps:

Balance dominant and quieter voices
Reduce tension

Encourage listening

Clarify misunderstandings

Build trust

Improve collaboration

In many cases, the greatest value of the retreat is the stronger alignment that emerges among
leaders afterward.
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8. Accountability Increases After the Retreat
The best facilitators help teams convert discussion into commitments:

e (lear priorities
e Defined owners
e Timelines
e Metrics
e Follow-up processes
Without this discipline, many retreat ideas never move into execution.

9. The Facilitator Should Fit Your Culture
Not every facilitator is the right match. Leadership teams should look for someone who:

e Understands healthcare and Home Care
o Can challenge executives respectfully
o Balances strategy with practical execution
e Reads group dynamics well
e Encourages candid conversation
o Keeps discussions moving
e Understands growth-stage organizations
The chemistry between the facilitator and the executive team matters enormously.

10. The Best Retreats Change How Leaders Think Together

A successful retreat is not simply a long meeting held offsite. It creates space for reflection,
alignment, strategic clarity, and renewed leadership energy. A skilled outside facilitator helps the
executive team elevate its thinking, strengthen relationships, and leave with greater confidence
about the future direction of the organization.

For many growing Home Care companies, an outside facilitator is not an expense—it is an
investment in leadership effectiveness, organizational alignment, and long-term growth.
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Your Home Care Executive Retreat Facilitator:

Stephen Tweed is an internationally recognized Home Care business strategist, award winning
professional speaker, and experienced facilitator who has spent more than three decades helping
leaders in the Home Care industry navigate growth, change, and competitive disruption. As the
founder of Leading Home Care ... a Tweed Jeffries company, he has worked with hundreds of
Home Care companies across the United States and internationally, guiding executive teams
through strategic planning, leadership alignment, market positioning, and innovation.

Known for his engaging facilitation style and deep understanding of the aging care market,
Stephen specializes in executive strategy retreats that help Home Care leaders step away from
day-to-day operations to think strategically about the future of their organizations. His retreats
combine industry insight, market intelligence, leadership development, and practical action
planning to create clarity, alignment, and momentum for executive teams.

Stephen is particularly valued for his ability to ask provocative questions, foster candid
discussion, and help leadership teams move from ideas to executable strategy. His work focuses
on helping Home Care organizations strengthen culture, accelerate growth, improve
differentiation, and prepare for the rapidly evolving future of care at home.

Contact Stephen Tweed to set up a conversation about your next Executive Leadership Retreat:

Stephen Tweed

Founder and CEO

Leading Home Care ... a Tweed Jeffries company
909 Tamarisk Court,

Louisville, KY 40223

502-339-0653

Stephen@Leadinghomecare.com
www.leadinghomecare.com
https://www.linkedin.com/in/stephentweed/
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