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CoNFERENCE S TE COORDINATION

It’ sestimatedthat 11 millionconferencesarehel devery day acrossthiscountry. That’ salotof time,
talent, money and effort expendedingroupcommunications.

Weareameeting society. M eetingshel p usto shareinformation, solve problemsand make
decisions. Conferencesand meetingsarebigbusiness--intheU.S. alone,itisamultibilliondollar
industry.“Well planned, meetingscanbeawonderful communicationtool” (Jeffries& Bates, 1983, p.
xvii). Poorly planned, ameeting canbeagony. Thepurposeof thischapter istoassistjudicia educators
inmaking conferencesmeaningful and productive.

Thischapter focusesonlargeeducationa conferenceswhichjudicial educatorsconductregularly.
However, theconceptspresentedinthischapter can beusedto plan meetingsof any type.

Thechapter isorgani zedinto six main sections: Conference Fundamental s, Ethical I ssues,
Conference Site Sel ection, Hotel Negotiation Strategies, Conference Administration, and Post-
ConferenceEvauation. Thisarrangement will helpinorganizingthevariouscomponentsrel atedto
conferencesitecoordination.

Withall of thesecomponents, itisimportant that judicial educatorsplan ahead, considering
budgeting, reporting, conferenceplanningand program planning. A planning calendar canbeusedto
chartdaily activities. After ayear or so, abasic planning cycleshouldemerge, allowingthejudicial
educator tomoreeffectively andefficiently plannot only conferences, buttheentirejudicia education
process. Theimportant thing to remember i sthat the planning and execution of judicial and court
personnel educati on conferencescannot beisol ated from other administrativeand management
activities. They must beconsidered aspart of thewhol e, in support of and equal inimportancetothe
programplanningactivity.

ConferenceFundamentals

Thissectiondiscussesthebas cfundamental sof conferenceplanning, including aternativesto
conferences, budgeting, staffing, and programplanning.

Alter nativesto Conferences
Conferencescost money andtime. Therearea sohiddencosts, includingthesa ariesandbenefits

paidtojudgesand court personnd attending conferencesandthecost of delayinglitigation. Also,judicia
personnel must spendtimeaway fromtheirfamilies.
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Sincejudicial education budgetsareby no meanslimitless, these costsmust beeval uated.
Alternativesto conductingaconferenceincludenewsd etters, video or audiotapes, computer linksand
mentor/protegerelationships.

Regardlessof their economy, alternativesto conferenceslack anessential el ement of professional
devel opment -- interactionwith peers. Thisimportant el ement shoul d beconsideredwhendeciding
whether or not to planaconferenceor to usean alternatemeansof judicial education.

It hasbeen saidthat therearethreetypesof people-- thosewho makethingshappen, thosewho
watchthingshappen, and thosewhowonder what happened. Successful conferencescan produce
peoplewho makethingshappen. Having decided to conduct asuccessful conference, thenext stepis
tobegintheplan.

Budgeting

Conferencebudgetsencompassindirect and direct costs. Indirect costs, or overhead, include
officerent, furnishings, equipment, sal aries, fringebenefitsand operating expenses. I ntheprivatesector,
whereconferencefeesarecal culatedto offsetindirect costs, aswell asdirect expensesand profit,
educatorsmust devel op cost centers. A cost center, simply put, isthetotal dollar cost (overhead
included) of aparticular conference. Sincejudicial education officesareinvolvedinother projects
besi desconferencesthat useindirect costs(benchbooks, research, clearinghouseactivities, etc.), this
section of thechapter will focusondirect conferencecosts. Theseincludeconferencematerials,
shipping, travel, subsi stence(parti cipants, staff, faculty and educationcommittee), speaker fees, and
meetingroom charges(including AV). Subsi stencemeansl odging and meal s, whether contractual,
reimbursableor non-reimbursable(participant pays).

If aconferencebudget doesnotincludeparticipanttravel, lodging and meal expenses, then
materias, conferenceroom charges, trangportation, lodging, and meal sfor staff andfaculty will bethe
main budget concerns. Thecost of material sincludespreparation, printing, assembly and shipping.
Conferenceroom chargesaredirect usagefees, set-up fees, and audio-visual equipment charges.
Computingtravel expenseshouldberel atively easy; ground transportationand parking costsshouldbe
includedinthisfigure.

If theconferencewill include contractual or reimbursed |odging and meal expensesfor the
participants, thebudget processbecomesmorecomplex. Sincethecost of each deepingroomandmedl
or break priceisknown, aswell asthelength of theconference, anaccur ateestimateof attendance
istheessential ingredient. Severa variabl esaffect attendanceprojections:

6.2



ConferenceSiteCoordination Chapter 6

« Isjudicia and/or court personnel educationmandatory?

« |Isthepercentageof compliancewithmandatory educationknown?
« If notmandatory, canattitudetowardseducationbemeasured?

« What historical attendancedatacanbegathered?

+ Aretherefactorsinfluencing“ non-attendance” (e.g., electionyear, poor enforcement of
mandatory educationrequirements, alternativewaysto obtain necessary hours, or mediocre
past programs)?

+ Ismoneyformarketingavailable?
« |Istherea monetary costtotheparticipant reasonable?

+ Haveattendanceceilingsbeen placed on conferences?(For 1000judges, 100judgesper
meeting maximumallowed by education committeepolicy = 10 conferencesneeded).

« Canregigrationinformationbemailedearly enoughtoobtainattendancedatabeforefinalizing
budget (or thesigning of thehotel contract!)?

Accurateattendanceestimatesallow your budget toberealistic,increasingyour credibility with
funding sources, governingboards, and hotels.

Insummary, thebudget planning processfor aneducationa conferenceislikeany other --known
expensesareadded to estimated ones. Closing thegap betweenthetwotakeswork. Itisimportantto
developalist of variableswhich affect attendance, and alwaysusetheword* approximate”!

Staffing

Theconferenceplanningfunctionof any organizationwill beenhanced by hiring conference
planningprofessionals. Notal statejudicial education programswill havetheluxury of thisdegreeof
specidization. Budget permitting, meeting planning pecidistscanass stthejudicia educator by lending
their experiencein pre-conference planning, conferenceadministration and ahost of associated
activities. Experienceinassociationmanagement, corporatemeeting planningor hotel salesandcatering
arealsoval uablebackgroundsand canaddimmeasurably tothesuccessof your education programs.
Conferenceplanning profess ona scansavetime, money and, mostimportantly, diminishthefrustration
experienced by thenoviceconferenceplanner.
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If thejudicial organizationconductsasfew assix totenconferencesayear, aprofessiona meeting
planner cangrestly benefitthetota program. Smaller operationsorthosewithlimiteddollarsfor staffing
may still beabletoutilizeprofess ona services-- themeetingplanning consultingfirm. IntheWashington,
D.C.areaadone, morethan 100firmsengageinthebusinessof facilitating meetings. Whileyoumight
useaparticular hotel onceayear or onceinalifetime, thehotel knowsitschancesof repeat business
areheightenedwhendealingwithameeting planning company that, providedthehotel doesagoodjob,
will call uponthemagainwhenrepresentinganother client.

Sincethesecompani esareinbus ness, someguidanceontheir profit strategy isinorder. Some
companiesprovideservicesat nocost. They negotiatearateat ahotel whichhasabuilt-incommission,
caledcommissionabl erates. Evenwiththecommission, theratemay bel ower thanonewhichthejudicial
educator couldnegotiate. Ethical andlegal cons derationsshoul dbeexaminedwhenusing publicmoney
topay commissions. Other companieschargeaflat ratefor services, whichfor alargeconferencecould
beseveral thousanddollars. Thismay still belessexpensivethanhiringafull-timeprofessional. Atany
rate, thesecompaniesprovideanoptiontoin-housestaff and may deserveal ook.

Program Planning

Sinceprogram planningiscoveredinother chapters, thissectionwill only addressitsrolewith
conferenceplanning. Therearetwo* rules’ that describetherel ationshi pbetweenprogramplanningand
conferenceplanning.

“RuleOng’ isthat theconferenceplanningfunctionshoul dsupport theprogramplanningfunction.
A good program, completewith break-outsandrotatinginstructors, must haveadequateconference
spacetobeeffective.” RuleTwo” isthat unfortunately, “ RuleOne” doesn’ talwayswork! Insomeareas
of thecountry, if conferencespaceinahotel isnot securedtwoyearsinadvance, thejudicia educator
may beout of luck findingany space. Intheever-changingenvironmentinwhichthejudiciary operates,
planningtheeducational content of theprogramtwoyearsfromtheconferencewouldbefolly.

Conqueringtheseoftenoppos ng planning needsisoneof themajor responsbilitiesof thejudicia
educator. Thejudicial educator that holdstoo much spaceat afacility for toolong whilewaiting
to seewhat the programwill look like will lose credibility with the conference facility.

Thissectionon conferencefundamental sfocuseson someaspectswhichmay bebeyondthe
control or scopeof thejudicia educator’ sinvolvementwithas ngleseminar. Understandingsomeof the
basic partsof aconferencesuch asbudgeting or staffing canhel pthejudicia educator’ srolebecome
moremeaningful. Forinformationonall aspectsof conferenceplanning, seeChapter 11.
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Ethical | ssues

Thissectiondiscussesseverd issuessurrounding meeting planningethics. Itisnot thepurposeof
thissectiontomakejudgment onany particul ar practiceor decision.

Insomeareasof thecountry, it haslongbeenastandard practiceinthehotel industry toprovide
incentivesor enticementsto conferenceplannersinorder tosecuretheir business. Theseincludegifts,
roomupgrades, freeaccommodations, andinvitationsto special functions. They canrangefroma
genuinegestureof thanksto anot-so-subtlebribe.

Someconferenceplannersusethepoliciesof: “ Under $5and canbeconsumedinonesetting” or
“If I’ dbecomfortableseeingit mentioned onthefront pageof tomorrow’ snewspaper.” Anoffice-wide,
formal policy towardsgiftsshouldbedevel oped.

Thefirststepindevel opingapolicyistoresearchthelaw. ltmay beillega toacceptitemsof value
if oneparticipatesinthebusinessdecisionsof theoffice. If so, thestatutecan providean® out” when
confrontedwithoffers. Thereareadvantagesto*® payingyour ownway.” Forinstance, whenconducting
sitevisits, judicial educatorsshould makereservationswithoutidentifying themsel vesasmeeting
planners. A moreaccuratepictureof how thehotel reservationsystemoperateswill berevealed. When
arrangingyour inspection, don’ ttell thehotel salesstaff whereyouarestaying. You'll gettoview a
sleeping roomthat hasnot been whitegloved.

Insummary, itisafactof lifethat, if judicial educatorsdonot takeaproactiveroleinshapingtheir
organizations ethicspolicy, othersmay judgeethical behavior forthem. Programshavebeendamaged
by aretroactiveassessmentthat apracticewasunethical. Thedifficult part of devel opinganethicspolicy
isthat not everyonethat coul d causetheprogramharmfromethicsviol ationsisunder thecontrol of the
judicial educator. Inany event, ethical considerationssurroundour every activity. Nomatter whatis
chosenregarding meeting planning ethics, actionsshoul d betheresult of awell-thought-out, careful ly
developedpolicy.
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ConferenceSite Selection

Thissectionof thechapter will focuson sel ectingthesiteof theconference. Negotiationstrategies,
contractsfor facilitiesand pre-conferencefacility communicationwill alsobedi scussed.

TheConferencelL ocation

Whenselectingthel ocation of your judi cial education conference, consider accessibility, hotel,
affordability, recreation,and major areaevents. A discuss on of thesefactorsfollows:

Accessihility. If theconferenceisregional, participantswill likely drivetothesite. Accessibility
by air may beaconcernfor staff andfaculty. Sinceitwill beknownto somedegreewherestaff
andfaculty will becomingfrom, atravel agent canassistinmakingarrangements. Inlargecities,
sdlectareaswhereparticipantsarenot forced to negotiateheavy morningandafternoontraffic.
If themeetingisstatewideor many participantswill flyin, areasaroundregional airportsmight
beadvisable. Sincetravel anxiety may occur duetothejudge’ sbeingaway fromhisor herown
environment, careshouldbegiventominimizinggroundtransportationtimeor trafficdifficulties.

Hotel Selection. Thebasiclaw of supply and demand applieshere. Beawarethat major
conventionareaswill havemany hotels. Thisdoesnot meanthat competitionwill driveprices
downandthat thesehotel swill eagerly seek your business. Theselargeconventionhotel sare
vyingfor privatesector dollars. They may berel uctanttocommittosmaller conferencesinhopes
of later garneringalarger, moreprofitable, pieceof business. Tousethesefacilities, let the
hoteliersass styouinsel ecting off-season or empty dates. L argeconventionsbook many years
inadvance.

Affordability. Y our budget may haveasignificant impact on whereyour conferenceis
conducted. Hotel schargemorefor roomsduring peak periodsandinthemost desirable
locations. A goodworkingknowledgeof your market areaiscritical ingettingthemost for your
money. Off-seasonratescan makemany top-end hotelsabargain.

Recreation. Attendeesmust havetimetothemsealves, especially consi deringtheseriousnessof
topicsatjudicial conferences. Thisisnottosay judicia conferencesshould bescheduled at
resorts or near tourist attractions. Not only are these areas pricey, but “ conspicuous”

consumptionmay notbetolerated. Itisal sounfairtoplaceparticipantsnear recrestiond facilities
andnot givethemtimetoenjoy them. Provideattendeeswithreadily availablelistingsof area
cultural events. Relaxing with peerscanonly strengthen participants’ ability tolearninthe
classroom.
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« Major Events. Annual festivals, city-wideconventions,andsimilar “large-draw” eventscan
poseproblemswithhotel avail ability. Theseeventstakeup hotel spaceand causediscountsto
bemoredifficulttoobtain. Fortunately, they areoften planned monthsor yearsinadvance. A
city’ sConvention& VisitorsBureau (CV B)istheplaceto start when makinginquiriesabout
thesespecial events. CV Bsareavailableinmost citiesand canassi st conferenceplannersin
learning about how thecity can best suit their needs. They areoftenfunded by taxeson hotel
rentals, called“bedtaxes.” If youareunfamiliar withacity, CV Bscanbeagreat placetostart.
CV Bscanprovideinformationonhotels, specia events, andavariety of conferenceservices.
Most CVB servicesarefree.

The ConferenceFacility

Therearetwobas cgroupsof conferencefacilities--“for-profit” and*“ not-for-profit.” Since,from
a“fieldobservation” viewpoint, mostjudicial educationtakesplaceinafor-profit hotel setting, this
sectionwill beprimarily directedtowardthisenvironment. Astherest of thischapter will addressthe
variousaspectsof for-profitfacilities, afew remarksabout not-for-profit facilitiesshould comefirst.

Not-for-profit. Not-for-profitfacilitiesareusual ly operated by universities. Someuniversities
operateresidentia conferencecenters, whilemany othersoperatemeetingroomsand provideawide
variety of conferenceservices. All university-runconferencefacilitiesoffer someadvantagesover for-
profit properties. Roomratescanbelower. Thestimul ating atmosphereof auniversity campuscan
strengthenthelearning environment. Faculty fromlaw school sor humanresourcedevel opment areas
arereadily available. University settingsareoftenbeautiful , creating asenseof escapefromthepressures
of thebench!

Whilemany excellentnon-profitfacilitiesexist, sometimesdecentralized management makesit
difficultto obtaintheneeded meeting space, sleepingroomsand catering. Other concernsinthese
operations can be alack of standard hotel services such asbellpersons, airport transportation,
continuousoperationof restaurants, loungesor clubsfor after-hoursrel axation, parking, and security.

Therearethreebroadtypesof for-profitfacilities: (a) non-hotdl, privately runconferencecenters,
(b) resort hotels; and (¢) standard hotel s. M ost resortsand conference centersoffer aretreat-like
atmosphere, whichcanbeuseful insometraining. They areoftenl ocatedaway fromtownandaremore
likely tobesurrounded by plant lifethan asphalt. Resortstend to bepricey and offer many recreational
activities. They canbeexcellent bargainsduring of f-season.
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Two concernsabout using resortsfor judicial education conferences. first, somemay not be
access bleand second, nomatter how goodthebargain, thegenera publicmay questionusingaresort
foraconference.

A typeof “quasi-not-for-profit” facility readily avail ableistheconvention center. Thesecanbe
foundincitiesof all sizes. They areusually ownedby governmental entitiessuchascitiesand counties
andaresometimesoperated by conventionbureaus. Whenon-sitelodgingisnot required, thesecanbe
excellent choices. Thejudicial educator may havetouseacontract caterer and may befacedwith
numerousincidental chargessuchassecurity and set upfees. Another concernisthevariety of events
scheduled -- arodeo or livestock show thenight beforemay causeattendeesto pay lessattentionto
theprogram!

Theremainder of thischapter will focuson standard hotels. TheUnited Stateshotel industry isa
multi-billiondollar market, withthousandsof hotel sand hundredsof thousandsof rooms. They range
fromaten-roomtourist courttothe3,174-roomLasV egasHilton. Conferencespaceissimilarinits
diversity; size,location, staffinglevel, occupancy rate, proximity toamajor airport, andlevel of service
aresomeof thevariablestoconsider.

Hotd selection. Beforedevel opingaplantoselectahotel, oneshouldbecomefamiliar withthe
industry. Understanding how hotel smakemoney iscritical. A hotel’ sprimary sourceof revenueis
deepingroomrentals. Don’ tthreatenahotel’ sincomeby giving seminar participantsachoiceof area
hotel sandthen askingthehost hotel for specia considerations.

Roomsarerented at avariety of rates. Thehighest rateiscalleda“rack rate.” Thelowestrateis
the“athleticrate,” whichisbased onthefour-to-a-room configurationfor traveling sportsteams.
Betweenthesetwoextremesarethe” commercia” and* government” rates. Withineachareasome
flexibility exists. A hotel’ sroomrategenerally dependsonaveragedaily roomoccupancy duringthe
conference. Judicial educatorscancal culateahotel’ saverageoccupancy rateby usingtheformulain
Attachment A, whichisbasedondatafromtheir statecomptroller.

Becausehotel ratesareflexible, therearesevera different ratestructuresbased onoccupancy -
-flat, single/double, and per person. Theflatrateisgenerally thehighest becauseit doesnot distinguish
singlesand doubles. Thesingle/doublerateisfrequently used, but may becumbersometodeal with,
especialyif yourecelvefundingonaper personbasis.

Theper personrate, although sometimesdifficultfor hotel s, providesplannerswithadirect one-
to-oneaccount management systemaswell asequitabletreatment of participants. Theratecanbe
explainedtohotel sascuttingtheflat governmentrateinhalf, settingupadoublefolio (billing) system
per room, and putting two personsin each room (if double occupancy isrequired). For ajudge
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requestingasingleroom, or wishingtobring hisor her spouse, thehotel assessesasurcharge--thestate
paysone-half thedoublerateand theparticipant paysthebal ance. Usethorough communicationand
samplefolios, whichshow hotel accountingandfront desk staff how topreparethefoliosfor your group.
Foliosarethehotel jargonfor theformfor customer charges.

Hotelsa soofferavariety of roomstyles. Anon-stevistissirongly recommendedif theconference
planner hasnot previoudy usedafacility. Onemust keepinmindthat nothingisstandard; alwayscheck.
Somehotel jargonis, however, standard. A * double’ generaly meanstwobeds, whilea® doubledoubl €’
meanstwo bedswithtwo persons. A “single” indicatesaroomwithonebed. Theconferenceplanner
shouldbeawareof Murphy beds, sofabeds, or other deeping arrangements! Hotel soffer many types
of suites-- executivesuites, junior suites, parlor suites, and hospitality suites. When specifyingroom
types, avoidjargon-related misunderstandings.

Oftena“roomblock” may beneededfor theconference. Thisisthenumber of roomsthat ahotel
reservesfor eachday of your conference. High-occupancy hotel saremorestringent concerningroom
blocksthanless-busy properties. Thisconcept will bediscussedinthesectiononnegotiations.

Finally, theplanner must find out about thehotel’ scancel lationpolicy. M ost resort hotel srequire
48to 72hourscancellationnotice. Stressthistopartici pantsanding stonsomeguaranteefor latearrivals
(many hotel sautomati cally guaranteeconferencesl eepingroomsfor latearrivals). Somehotel sare
inflexibleonthecancd lationtimebutwill work with plannersif thehotel isnot expectingafull houseon
aparticular day.

Hotelsalsomakemoney by sellingfood. 1n 1989, national hotel food servicefigurestopped $12
billion. Whileseemingly high, thefigureisquitesmall comparedtothetotal national food servicesaes
of $400billion. Evenmoresurprisingisthesmall part of grosssal esthatisprofit--fromOto 7 percent
-- giventheusually highhotel food prices, especially for acatered meal (hotel restaurant menushavea
higher built-inprofit).

Anotherway hotelsmakemoney isby renting publicspace. Whilethereisgeneraly noconference
room charge(except possibly for additional small break out rooms) when s eepingroomsor mealsare
booked, theplanner shoul dbecareful whenaskingfor theappropriateamount of space. Askingfor too
muchdeniesthehote theopportunity tolbook another meeting. A skingfor toolittleor justenoughspace
may not givetheflexibility neededto adjust thespaceprior totheconference.

Hotelierssay thesal eof alcohol isarapidly diminishing sourceof income. Somehotel sconsider
alcohol revenueas*” gravy” anddon’ t count onittofundoperating costs.
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By understanding how hotel smakemoney and how they structuretheir income-producing
practices, judicia educatorscan preparethemsel vesfor thebargainingtable. Thenext sectiondiscusses
theconferenceplanner’ spreparati onandexaminesthe* negotiability factor” of hotel services, from
sleeping-roomamenitiesand coffeebreaksto group meal sand roomrates.

Hotel Negotiation Strategies

A strategy isessential tofacilitateamutually beneficia result, awin/winstuationwherethegroup
receivesgood servicefor areasonablepriceandthehotel makesareasonablemonetary returnontheir
investment. Therearethreemajor stepsindesigningastrategy: (a) developagroup profile, (b) select
“target” hotels,and(c) determinethe* negotiability” factorsof thegroup’ sneedsandthehotel’ sneeds.
Whilethereareno magicwandsto makenegotiating painless, careful cons derationof thesethreefactors
canhelpindesigningasuccessful conference.

A Three-Step Process

Developagroup profile. Thefirst stepindesigning anegotiation strategy istodeterminethe
group’ sprofile. Thisisthemost critical el ementincreatingawin/winsituation. Examplesof this
informationarethegroupsize,room-usehistory, no-showratio, group hotel -typepreference, food and
beverageexpenditures, and how fast thejudicial organizationpaystheir bills.

Whenthenegotiationstrategy isbuilt uponanexhaustiveknowl edgeof thegroupprofile, several
veryimportant thingswill happen. Plannerswill beinagood position becausethey will know what they
havetooffer; thehotel will bemoreat easebecausetheplanner isprepared; andthepriceforthehotel’ s
servicesmay belower becausethehotel knowstheaccount will beeasy toadminister.

Havingcompletecontrol over registrationcanprovidethejudicia educator withthesurestroute
toacomprehensiveknowledgeof thegroup’ sprofile. Thismeans, of course, handling hotel room
reservationsinthejudicial educationoffice. Committing staff tothiswill pay bigdividendsinbooking
futurebus ness. Remember, whentheplanner walksout thehotel’ sfront door after aconference, the
hotel isworking onsomeoneel se' saccount. Itisunreasonabl eto ask thehotel toprovideinformation
aboutyour group’ sconferencemonthslater whentheimplementationof ssmplemanagement systems,
suchashandlingthereservationsysteminternally, cangivethesame, if not better, information.

Selecttar get hotels. Thesecond step, selectingtarget hotel s, iscritically important. Itisdoubtful
that a10-roomtourist courtwouldfill theneedsof agroup of judges. It might belikewiseinappropriate
totargettop-endluxury properties. Not every areaof thecountry hasevery typeof hotel. Themeeting
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planner must carefully analyzethelocal market. Theplanner must know thehotel typedesiredbefore
beginning negotiations. Thiswill avoid wasting hisor her timeandthehotel’ stimeby targeting
inappropriate properties. Thejudicial educator may wish to devel op agquestionnaireto send to
propertiesinanarea. Anexamplemay befoundin Attachment B.

Deter minenegotiability factor s. Thethirdstepindevel opingawin/winnegotiationstrategy is
todevelopalistof desirablefeaturesfor thegroup. Suchalist mightincludeai rporttransportation, special
faculty rates, waiver of meeting spacecharges, or waiver of parking charges. Thislist should bedivided
into“shal” (nondiscretionary),“ should” (desired), and” may” (discretionary) categories. Anexample
of a“ shal” itemmight beguest security features, whileanexampleof a*“ may” itemmight betohaveyour
meal sservedinanatrium. Regardlessof how important theplanner feelsanitemis, heor sheshould
determinethenegotiability factor of eachitembeforeapproachingthehotel.

Thenext part of stepthreeistoidentify thetarget hotel’ sprioritized rulesandbefamiliar withthe
negotiability factor of eachof these. Beawarethat thewillingnessof thehotel toplaceaniteminthe* may”
category instead of “ shall” canfluctuateseasonally or will depend onhow muchyoubuy.

TheHotel’ sPer spective

Somearticlesand seminarson hotel bargaininglead onetobelievethat everythingisnegotiable.
Inmany cases, thisphilosophy holdstrueonlyif therearenoplanstousethat hotel again! Thewin/win
strategy includesallowingthehotel to makeareasonabl eprofit onthecontract.

Four main categoriesof hotel servicesaresubjecttonegotiation:

+ Seeping Rooms. Roomrate, room block and room bl ock |ocation, amenities, upgradesfor
V1Ps, security, safety, complimentary roomratio(if gppropriate), cancellationpolicies, lateand
early check-ins, |atecheck-outs, and weekend hol doversmay benegotiatedinmost hotel s.

+ Meeting Space. Negotiableitemsincludesize, location, set-up charges, useof conference
spacewhenthejudicial educationgroupisnotusingit, typesof groupsinadjacent space(beware
of motivational groups, youth conventionsandathleticgroups!), special needssuchasextra
risers, drapes, lighting, and audiovisual equipment.

» FoodandBeverage. Includedherearemeal prices, menus, gratuities, number of waitpersons,
spacealotment, styleof service(buffet or plated), and meal guarantees.
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+ Guest Services. Negotiableitemsmay includeairport transportation, other transportation
(mdlls, restaurant districts), front desk staffing, bel Istaff, restaurant hoursand menus(lunchmenu
offeredat night), billingtoaccounts, cost of in-roommovies, cost of local telephonecharges,
hotel long-distancesurcharges, parking charges, parking attendants, security guards, and saf ety
depositboxes.

Remember, noneof thelisteditemsarefree. Whileadirect chargemay bewaived, theservicewill
either beabsent or paidfor otherwise. Thedecis onastowhether anitem’ scostisnegotiabledepends
onthehotd’ soveral financia condition. For obviousreasons, thismay bedifficulttodetermine. There
canbenosubstitutefor athorough understanding of how hotel smakemoney andfor communication
withotherswhohaveusedthehotel indesigningawin/winnegotiationstrategy.

Hotel Contracts

Tobeasuccessful meeting planner, knowledgeof user group profiles, how hotel soperateand
negotiability of itemsiscritical . All isfor naught, however, if theplanner doesn’t“ closethedea” with
abinding contract!

Hotelsusually contract for sleeping roomsand catering separatel y. Roomratesandfood prices
may not addressdefault, termination, or other “ protective’ items. Whiletherearemany good hotel
contracts(fromthehotel’ sperspective), no substituteexistsfor using onedesigned by thejudicial
organization. Only thencanthejudicia educator haveabsol utecontrol over thecontentsof thecontract.

Sincelaws(aswell ashotel markets) vary, theplanner should obtainlegal counsel knowledgeable
intheconference/hotel industry inthat particul ar state. Althoughregional differencesinlaw andthe
industry occur, thereareseveral “must” itemsfor any conferencecontract. Theseareasfollows:

+ Approximatenumber of attendees, both administrativeand participants.

- Datesof function.

+  Number of deegpingrooms(singles, doubles, suites, rates, reservationdeadline).
+ Sleepingroomguaranteepolicy.

« Specificconferencespacewith set-uptimes, audiovisua and special needs.
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Catering needs: menus, prices, times, guarantee, submissionand changeinguarantee, number
of servicepeople, percentover guaranteepreparation. Styleof service, coffeeservice(breaks),
wheremealswill beheld.

Pre-conferenceacceptanceand storageof seminar materials.

Parking chargesor waivers.

Airportgroundtransportation.

Tax status.

Directhillingingtructions.

Default (boththejudicial organization’ sandthehotdl’s).
Terminationandcancellation.

RequiredclauseslikeA A/EEOC, minority busi ness, officialsnotto benefit, etc.
Funding out clause, shouldtheprogram not berefunded.

Exclusivenessof thiswritten agreement and thehandling of amendmentsand exceptions.

A well-written contractisimportant. Itis, however, only part of thepicture. All aspectsof the
contract must bethoroughly covered withthehotel’ smanagement prior to any possibleneedfor
enforcement. If everythingisnot discussedbeforeacrisi sdevel ops, va uabletimewill bewastedarguing
pointsrather than seeking solutions. Boththedesign of thecontract andthereview just prior tothe
conferenceareequally important. Shouldstaffing change, extraeffort shouldbemadetocommunicate.

Insummary, awell-written contractisanabsol utemust whenplanning conferencesat hotel s. They
shouldbedesignedby attorneysknowledgeabl einthestate’ shotel and conferencelaws. They should
be ableto be enforced, but written well enough to be understood, thus preventing the need for
enforcement. Thecontract should serveasaguidefor theplanner andthehost hotel.
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ConferenceAdministration

Thissectiondiscussesthevariousaspectsof administeringajudicia educationconference. Since
somany variablesexistwhich couldaffecttimeframes, regi stration procedures, and on-sitemanage-
ment, anexamplewill beusedtoillustrateaconferencechronol ogy.

Thisconferencewill beheldat amid-sized metropolitan hotel . Other meetingswill beongoing at
thehotel duringtheconference. Thejudgeswill arriveon Tuesday afternoon, attend classall day
Wednesday and Thursday, and end Friday at noon. All meal sand breakswill beprovided. Lodging
expensesfor participants, staff, and thefaculty and educationcommitteememberswill bedirectly billed
tothejudicia organization,whichwill handleall reservations.

ConferenceChronology

Thefirststepinadministeringajudicia educationconferenceistodesignachronology of events.
A chronology providesthejudicia educator withtwoessentia planningbenefits. First, whenitiscrested,
itcan helptheplanner ook tothefuturewithaneyetowardanend product. A chronology canhel pthe
planner gai naperspectiveabout theseemingly endlessnumber of details. Heor shewill beabletomake
decisionsabout whentodowhatinanorderly fashion. Thesecond benefit of creatingachronology is
thatitwill becomeachecklist astimepasses. |ntheconferencebusiness, aplanner’ scredentialsare
measured by preparedness. Checklistsaretool splannersuseto prepare. Whether anelaboratemodel
ischosenwhichdetailshow manyicecubesgointoaglass, or agenera chronology withonly major
milestones, achecklistisanabsol ute. Thefollowing conferencechronology iscloserto“ genera” than
to“ detailed” andfitstheconferencescenariopresentedearlier inthissection. Analternativechronol ogy
islistedin Appendix 10.

TIME EVENT
(From Conference)
minus12to 18 months 1. Conduct searchfor site, get bids, make

sdlection, and enter intocontract.

Note:  Whilethetimeframeisflexible theseeventsmust
takeplaceearly enoughtoinsureavailability but
closeenoughtotheseminartoobtainfirmprices.
Sitevisitsshouldtakeplaceat thistime.
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minusémonths

minus3months

minus2to3months

minuslmonth

2.
Note:
3.

4,
Note:
5 a

M akecontactwith cateringdepartment. Advise
whenfunctionsheetsaretobeprepared. Check
withsal esdepartment toreaffirm contact person
andtoinsurethegroupisonthebooks. Check
roomblock.

Thisisoneof several referencestocheck to
makesurethegroup hasnotinadvertently
disappearedfromthehotel’ smaster booking
sheet. Menuselectionsshoulda sobemadeif
they haven'tbeenmadeprevioudly.

Prepareconferencematerial sfor participants,
includingregigtrationform.

Repesat 2.

Mail registrationinformationtopartici-
pants.

Twotothreemonth’ sleadtimeisideal for
conferenceregistrationmateria mailing. Too
early andtheclientelewill delay returningit.
Mailingtoolatewillinterferewiththeir ability to
obtaindiscountairfareandtofinetune’ their
dockets. Becauseweareinvolvedinjudicia
education, pay attentiontothecourt dockets.
Many docketsareset monthsinadvance. A
general announcement of thecour se, giving
dates, locations, and topicsshould besent to
thecourtsasearlyaspossible.

Check oncateringfunctionsheets, re-
view andreturn.

Send confirmationtosuccessful appli-
cantsandregret | etter tothoseturned

away, if necessary.
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C.
Note:

minus2weeks 6.
minus1week 7. a
b.
Note:
Note:
minus48hours 8 a
b.
Note:

Repesat 2.

Thisisthetimetoremindthecatering
department that functionsheetsare
dueandtoconfirmregistrationtothe
attendees. Atthistime, theactual hotel
siteshouldbegiventotheparticipants.
Toadvisethemof thisbeforethey are
confirmed coul dencourageparticipants
toshow up unanticipated.

Sendregistrationlisttohotel.
Shiptrainingmaterialstohotel.
Callinchangesonregistrationlist.

If possible, hand deliver theregistra-
tionlisttothehotel (afollow-upcallis
a must). Gooverlistwithreservations
manager. Confirmmethodfor updat-
ingand persontoask for whenupdating

Again,whenshippingmaterial,afol-

low-upcallisobligatory. Besurethe
material arrivedingoodorder. When
callinginchanges, besuretonotethe
date, timeandtowhomthechangeis
given.

Call inmeal guarantees.
Callinchangestoregistrationlist.

M eal guaranteesareessentia tohotels.
Theywill beprovidingfood (whichyou
will pay for!) based onthisnumber.
Thisisahighly negotiablearea(until
thefoodispurchased) andvariesby
region.
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minus24hours 9. Arriveat conferencesitetheday before
meeting begins. Intheexamplepro-
vided, thisfallsonMonday.

Note:  Arrivingaday beforeany aspect of the
conferencebeginsbuysmaximumtime
tomakeadjustmentsduetounforeseen
events. Unscheduledrenovations,
power failures, labor difficultiesor
weather problemscan best behandled
if theplannerisalready there.

minus22-20hours 10. Conduct pre-conferencemesting.

Note:  Thepre-conferencemeetingisoneof
themost critical eventsof theconfer-
ence. Thecontract, cateringfunctions,
andother groundrulesarediscussed at
thismeeting. Theanal ogy best describ-
ingthepre-conferencemeetingisthat
of adramadirector meetingwiththe
lighting, prop, costume, and other co-
ordinatorsprior totheplay, nomatter
that theperformanceisthethirdof a
multi-night run. Remember - profession-
ialswill alwaysdothis!

conferencebegins 11. Conduct conferenceregistration.

Notee  Conferenceregistrationshouldbeafor-
mal event. It providesamethodto
collectinformation, distributematerias
and, of course, find outwhoiscoming
andwhoisnot. Theplanner can per-
sonally greettheconferees.

Thischronology isvery basicandassumesmuch (for example,itisal2-18 monthcycle). Itmay
benecessary,insomelocations, tobeginearlier. Additionally, sometimeframesforitemssuchasmesal
guaranteesandreservationlistsmay becontractual.
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Thischronology showsthemaj or stepsinmeeting planning. Remember, eachof thesebasi csteps
shouldbeastarting placefor adetail ed checklist that coversthewhat, when, where, who and how of
theevent.

Atthestart of theconference, beginanew checklisttoinsurethat thehotel executesthecontract
correctly. Frequentvisitstothefront desk tocheck onarrival sand participantandfaculty billingarea
musL.

AdministrativeChecklists

Inadditiontoyour event chronol ogy, other checklistsshould bedevel opedtoguidetheplanner
throughthedifferent stagesof theconferenceplanning process. Someof theseare:

» SteSdectionChecklist. Thislistwill assistinmakingsurea | theessential el ementsarepresent
whentouring hotels. Thesechecklistsareparti cul arly useful whilechecking security featuresand
theappropriatenessof thesitefor thelearning experienceandwill helplater whenrecalling
importantitemswhenback at theoffice.

+ RoadOfficeList. Thisisapre-seminar listtomakesureessentia officesuppliesaretransported
totheseminar site. Suppliesmightincludeastapler and staples, markers, pens, aflashlight, blank
namebadgesand holders, overhead transparencies, tape, message pads, etc.

« Audiovisual Equipment List. Nothingisworsethan aforgotten extension cord or spare
projector bulbs!

+ ConferenceActivity Log. Thisdocument hel psthe planner know whento check onfaculty
arrivals,mealsand breaks.

« RoomSet-UpList. A critical checklist, itwill containitemssuchasblackboards, chalk and
erasers, water pitchersand glasses, number of chairsandtabl es, arrangement of chairsand
tables, air conditioningandlighting, publicaddresssystemsand other audiovisua equipment. No
otheritemintheworldfitsMurphy’ sLaw better than publicaddresssystems! A detailedpublic
addresssystemchecklistisadvisable.

Other dementsof theconferencepl anning andimplementation processcanbenefitfromcheckligts.
No matter how detailed lists are, however, they are never complete. Checklists are important
managementinformationtools. I nadditiontobeingguidestoexecution, they should providefeedback
totheplanner whenthey fail toanticipateaparticul ar situation. They are“living” documents--tobe
subjectedtoexperienceand altered asneeded.
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Post-ConferenceEvaluation

Planningisusually definedaspreparingfor thefuture. Judicia educationconferenceplannerswill
conduct many conferencesintheir careers. Planning, then, shoul dberedefined aspreparingfor thefuture
by applyinglessonslearned fromthepast. Theselessonsareacquiredinvariousways, andgenerally
referredtointhissectionaspost-conferenceeval uation.

Judicia educatorsshoulddevel opanunderstanding of their clientel € sneedsinconferencefacilities
andactivities. Anexamplewould betoglanceat thebustubsafter ameal to seewhat foodsweren’t
eatenor ask participantshow well they liked certainitemsor arrangements. Couldthey hear and see
intheconference?Wastheir roomcomfortable?Sel ectavariety of peoplefor theseinformal visits. The
purposeof thisisthat theuser profile, akey ingredientinnegotiation, will improve.

Conferenceplannersshoulda sounderstandthehotel” sperspectiveof themeeting. Didtheplanner
try toaccomplishtheimpossi blewiththeconferencetimes?Didheor shecommunicateclearly withthe
hotel prior totheconference?Wasthejudicial education staff knowledgeabl eabout theway hotels
operate?Themoreyouknow about thehotel’ sperspective, themoresuccessful youwill be.

Formal eval uationscanuncover muchinformation. A formal eval uationmay meanaparti cipant
guestionnaireor interview. Thisfeedback can provideinformation ontheseminar and how itwas
conducted.

It' sbeensaidthatit’ seasier tolearnfrom one’ sown mistakesthanfromthemistakesof others.
Conferenceplanningisnoexception. If firsthand experienceinlearningfromothersisnot available,
plannerscansharpentheir skillsthroughinvolvementinprofess ona conferenceplanningorganizations
or reading meeting planning publications. Chapter 1 of thismanual discussesthistypeof professiona
development.

Outsideeva uatorscana soprovideinformationabout aconference. Anevaluator shouldbean
experienced conferenceplanner who canattendtheentireconference. Heor sheshoulda sobeinvolved
indl pre-conferenceactivities. Thisindependent set of eyesandearscanbemost hel pful in* sortingout
thetreesfromtheforest.”

Whether feedback isobtainedfromonesourceor severa , thesuccessof theeva uationwill depend
ontheplanner’ sability tolisten. Not all theexperienceor advicereceivedwill behel pful. Itistheability
tolistenanddistinguishthatwhichismost beneficia that separatesprofess ona conferenceplannersfrom
thenovice.
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Conclusion

Theinformationinthischapter isnot asubstitutefor experience. No workshop manual or
conferenceplanning book will addressevery eventuality that canbeencountered. | nstead, thisserves
asaguidetounderstanding. Throughunderstanding, experiencebecomesmoreusable. Thissenseof
focusaddsmeaningtoour careersasjudicia educators.
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DEFINITIONS

Computer Links: acomputer that hastheability to sendinformationandreceiveresponsesfromthe
user.

Cost Center: thetotal cost (includingoverhead) of aproject. Thecost centeriscritica whendetermining
user fees.

Folio: theinstrument used by hotel storecord guest or group charges.
Mentor/Protege Relationships:. arel ationship between an experienced professional andanovice.

Off-Season: someareasaremoreindemand during certain partsof theyear. Off-seasonindicatesthe
part of theyear whendemandisless.

WhiteGlove: specia treatment. Inahotel Situation, adeepingroomspecially preparedforacustomer’s
inspection.
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