INTRODUCTION 

(Slide 100 - Title)

Welcome everybody. 

Thank you for choosing to come to my talk, given that we have so many outstanding presentations on at the same time. 

First of all I'd like you to put your hands together for the outstanding efforts of our Volunteer team, who've worked incredibly hard over the last few days to get the venue ready for the conference. Thank you Volunteers!

*leads clapping for Volunteeers*

Good morning everyone, I'm Kathy Reid. I've been involved with running Software Freedom Day, BarCamps, and for the first time this year, linux.conf.au. Along with Dale Dickens, Donna Benjamin, Andy Gelme, George Patterson and many others, I helped to run the 2010 Software Freedom Day in Melbourne. It was one of 300 similar run around the world - and our event was judged to be in the top 3 in the world! Woohoo! We even won a Makerbot 

*points to Makerbot*

(Slide 110 SFD1, Slide 120 SFD2)

Unfortunately, I was diagnosed with cancer just weeks after Software Freedom Day. But I really, really wanted to run a BarCamp in Geelong. So, a few months later, with a lot of help from an awesome team  - the first BarCampGeelong was held. 

(Slide 130 BarCampGeelong)

So, how many people in the room have been involved in organising an open source or computer community type event before?

*looks at audience, nods*

And how many people here are interested in running an event or running a bigger event than you're used to?

*nods* Excellent!

And how many people are here because you heard a rumour I had a 12kg tin of chupa chups to share?

*laughter* That's OK too!

Well, after this session,  you'll have the skills, techniques and resources to run an event as small as a user group meeting, to something as large as linux.conf.au!

OUTLINE

(Slide 200-Introduction)

So, what are we going to cover today?

We'll look at setting the vision for your event, and how you'll measure it's success.

We'll talk a little bit about the financials and funding side of things - and importantly some of avenues available for sourcing funds for your event

We'll look at building your team, and the mix of talent you'll need

Marketing, media and promotion will be covered - a particularly important aspect of running an event

We'll cover some tips to ensure great quality speakers and presentations

Importantly, we'll touch on finding a great venue - and feeding your attendees.

Last, but certainly not least, we'll explore continuous improvement for your event - so you - and your attendees - want it to be run again!

SLIDES AND MORE INFORMATION ON WIKI

You'll note on the slides that some of them contain QR codes, which you can scan with your mobile device. I've worked with Linux Australia to put together a Wiki-full of information to help assist the community in running events, and a big thank you goes out here to Peter Lieverdink for his assistance with this. 

HEARING AND VISUALLY IMPAIRED

If you're hearing impaired, I do have a transcript available

(* hardcopy transcript *)

If you're visually impaired, please just listen along and let me know if you'd like me to explain any of the visuals verbally. 

SCOPE

(Slide 300 - Event Shapes)

So, the first thing you need to do is to get a handle on how big your event is.

Here, you'll need to think about how much time you have to devote to the event, 

how much funding you're likely to be able to attract,

how many people you'll need to help you and what skills they'll need to have,

as well as the amount of planning and marketing that will be involved.

Here, it's great to have a ballpark "feel" for how much is involved with events of different types. The situation you don't want to be in of course is thinking you're producing a small scale event, when in reality it's an enormous undertaking! 

“It's just a little linux conference”

One of the things you might want to think about here is starting off small.

Rather than jumping in at the deep end and putting in a bid for linux.conf.au, 

perhaps you might want to consider running a local user group first, 

or even something on the scale of a BarCamp.

Once you've got a couple of those under your belt, it will be a lot easier, 

and the transition to a larger event won't be such a challenge.

VISION

(Slide 400 - Vision)

So, once you have an idea of how big your event is, it's a good idea to have some form of vision or mission statement.

What exactly are you trying to achieve with your event?

Are you bringing a community together to build social capital?

Perhaps you're trying to raise awareness of a particular movement ?

Or you may want to bring practitioners and developers of a particular technology - such as WordPress, Ruby, Python etc together.

Spending time outlining your event vision can help with decision making, planning, and help ensure that your planning activities are focussed on the outcome you're trying to achieve. Particularly for a large event, where planning may take several months or even years - you might lose sight of what it is that you're working towards.

There's also another advantage to having an event vision - it's something that you can use to attract passionate and dedicated volunteers!

So, it helps to have something aspirational and inspiring that can resonate with people. Something like “We're going to run the best LCA EVAR in Ballarat” is far more aspirational than “Meh. LCA. Whatever”. 

Again, we've got some examples to help you out on the Linux Australia wiki - just follow the QR code. 

FUNDING AND FUNDING SOURCES

(Slide 500 - Money1)

So, now you have an idea of how big your event will be, and what exactly it is you're hoping to achieve. Awesome!

Next, we need to think about how much it's going to cost to make it happen.

This is where the fairy dust and magic sprinkles would be nice, but unfortunately we live in the real world. Real events take real money to produce. 

There's a lot to think about when budgeting for an event.

· How much will venue hire cost?

· Will audio visual equipment set you back a fair bit?

· Will there be additional charges for network access and wireless coverage?

· Then there's things like food and beverages to consider - which can often be the main cost of an event. 

· For instance, BarCampGeelong cost around $1700 to put on - and nearly half of that was in food and beverage costs.

· If you're bringing a guest or keynote speaker in for the event, you may also need to budget for things like travel and accommodation. Generally, it's also good form to get major speakers a token gift - and here you can see the costs starting to add up already!

On the LA wiki (follow the QR code), you'll see we've put together a sample budget to help you plan some of this stuff out. 

Right, once you have a rough idea of how much your event will cost, it's time to figure out where to get some funding from. There's a range of different funding sources, and you'll need to figure out which ones are most suitable. 

(Slide 510 - Money2)

At the lower end of the scale - such as for user group meetings and the like - you may be able to get away with in kind support. For instance, a company you know might lend you a large meeting room with a projector for free once a month. Or, for a Barcamp-style event, a University might be able to support you in kind with wireless access and that sort of thing. You might know someone who does websites or who could handle social media for the event. 

If you're thinking bigger however, you're going to need some significant funding.

There's a few avenues to try here.

(Slide 520 - Money3)

1. Federal and state government grants

There are organisations federally and at a state government level that have different grant programmes. For example, Multimedia Victoria has been very supportive of Software Freedom Day Melbourne events in the past, and we've taken care to help build that relationship and keep it strong. Again, it helps to have contacts within the government, rather than just cold calling!

It also helps to have a good understanding of what strategic objectives the government department has - and how your event would help the department to meet it's aims - it's the age old adage of looking for a 'win-win'. 

In order to get funding, most government departments will request that you fill out some form of grant application form. When filling this out, imagine that you're a government minister whose decision to grant funds to your event is coming under harsh questioning from the opposition. 

Would your application stand up to scrutiny? Is it well-written? Does it show how your event aligns with the Department's objectives? This is particularly important if it's the first time you've applied for a grant - as you're making a first impression - which if you do a poor job will be very hard to correct.

2. Local council grants and major event programmes

Many cities and municipalities also have grants and major event programmes which you might be able to tap into.

Councils generally have aims like attracting a large number of people into an area, who then spend money in the city's shops and commercial outlets. They may also have strategic goals such as making the area an 'IT hub' or centre of excellence for innovation. 

Just a caveat - many local councils specifically exclude providing funding or assistance to events which are not open to the general public - such as conferences where people have to register. Again, it pays to do your homework. 

3. Commercial sponsors

Commercial sponsorship however is usually necessary for large scale events such as Linux.conf.au.

Most commercial sponsorships will generally require some form of sponsorship agreement, which if it's in the form of a contract, is legally binding. So, it's a good idea to be aware of any restrictions or requirements it imposes on you. Some of the items that are generally included in sponsorship agreements include things like use of the sponsor's logo, and exactly what the sponsor will and won't cover, items that the sponsor expects in return, such as brand exposure and free tickets etc. 

One of the things that sponsors can get a bit narky about is competitors.

For example, I once organised a technically oriented event around videoconferencing technology. One of the sponsors refused to let one of the other speakers present, who although renowned in their field, was a competitor. So, you need to be careful how much power you give to sponsors. 

Generally though, they're very professional to work with - and again it helps to have a good understanding of what *they're* hoping to achieve through sponsorship.

VENUES

(Slide 600 - Venue)

Great! So you've got an idea of your scope, budget and funding sources. Awesome! Now, we need to find a venue. 

At the smaller end of the scale, some Universities tend to offer room hire if not for free, then for reasonable rates. They're also good, because they generally have some form of audio visual equipment built in. 

At the higher end of the scale, you're more likely to have to hire a venue. Again, some places which are public or public facing, such as Libraries and Universities, may be willing to provide a discount, or support your event in kind. Generally though, if you're running a large event, venue hire will be one of your major expenses.

When selecting a venue, there's some key things to keep in mind;

What spaces does the venue have available? 

How many people do the spaces COMFORTABLY hold?

Often a venue will tell you that they can hold 100, but they don't specify that it's 100 very thin, very short people!

Are the spaces in keeping with what you're trying to do?

You should aim to have a mix of both presentation and break out spaces.

One of the value adds with most events is the 'hallway track' - the connections that are made in the hallway or breakout space. 

You also need to think about whether there will be space for a registration desk, food and drinks. Also, one of the lessons we learned at BarCampGeelong was that it's a good idea to have a secure storage area. We're technical people, and we tend to bring expensive gadgets with us.

Another thing to think about is will you have the venue to yourself, or will you be sharing? Who will you be sharing with? For instance, it would be rather interesting if linux.conf.au shared a venue with say Microsoft Tech Ed! 

You'll also need to think about whether the venue is easily accessible via public transport, and whether carparking is available if people are going to drive. It's generally good sustainability practice to encourage attendees to adopt public transport, but where that's not possible you can also encourage people to share rides. 

If the event is over multiple days, you'll also need to give some thought to what accommodation is nearby. 

In my experience, there's been a couple of gotchas with venues and hidden charges. Sometimes  the venue will require that you hire security guards for the event, or they may require that you use the venue's caterers - which can significantly increase the cost of an event. 

The lesson of course here is to know what questions to ask when dealing with the venue - so these costs are not a surprise! And of course, if you follow the QR code to the Wiki, here's some we prepared earlier!

AUDIO VISUAL AND NETWORKING

(Slide - Audio visual considerations)

Closely related to the venue is audio visual and networking. 

(Slide - Audio visual dot points)

Depending on the size of the venue, you'll need to give consideration to issues such as data projector, projection surfaces and the types of inputs that are available. You might also need to consider microphones, recording and streaming.

Of course, audio visual difficulties can cause significant disruptions - so you'll also need to think about what you're going to do if things go wrong! 

And trust me - they WILL go wrong!

(Slide - networking)

On the networking side of things, you'll have to investigate whether the venue has wired networking, where the network outlets are and whether you'll have to run cables. 

Most event attendees these days expect some form of wireless.

This means you'll have to think about how wireless is going to be provisioned, particularly the capacity and bandwidth of any wireless network. It's not unusual for people to have 3 or even 4 Wi-Fi capable personal devices with them - so you'll need to make sure you have enough DHCP leases to go around. 

If people are relying on 3G access at the venue, it's also a good idea to check the coverage of the major networks. 

What's that? You'd like a checklist for all this sort of stuff?

Well, if you follow the QR code, there's one we prepared earlier on the Linux Australia wiki. 

EVENT TEAM 

(Slide Team)

As part of running an event, you'll need to build the right team.

Here, you'll need to identify the mix of skills that you'll need.

More importantly, you'll need to build a team with the right mix of personalities - which can often be more of a challenge. We've all seen some of the more extreme personalities in action – such as the detail-oriented nitpicker, the person who's so surly you don't let them mix with other humans, and the bossy boots who orders everyone around. (*sound of cracking whip*)

It will be your job to herd them all in the same general direction, harness their unique talents by assigning them the right kinds of tasks, and produce a successful event.  Fear not! There's a range of tools to help you with this - such as the Myers Briggs Type Indicator, the Belbin Team Profiles and so forth. We've put some up on the Wiki to help you out. 

One of the tough questions you'll have to ask yourself is whether you're the right team leader for the event. Often, there might be someone else who makes a better team leader than you - and it takes someone quite mature and self-assured to be able to make that decision.

You probably already know, or know of the people who will be the best for your team. You've probably already seen them in action at a previous event and thought - wow! That person makes a fantastic event organiser, or media liaison, or graphic designer, or network engineer - you get the drift. Similarly, you've probably also come across the types of people you don't want to have on your team - those that are lazy, require significant amounts of direction or constant prodding, or those that over promise and under deliver.

Often observing people in action is the best way to find your event team! 

(Slide – Fanatic)

In gauging the commitment of team members to the event, there's a handy guide you might find useful. 

· FANATICS are people who are passionate, engaged, energetic and enthusiastic - they will do ALL the things to help the event come to fruition - just make sure they don't burn out.

The guy in the slide looks like a bit of a fanatic – pity he's supporting the wrong team!

· ALLIES are supporters whose time might be limited, but who may be able to support your event in other ways.

· LUKEWARM people are those who are somewhat interested, but may be unreliable, or lack energy and enthusiasm. Best not to give these people any important jobs. 

· PRESSGANGED are those who are generally there against their will – they're unlikely to be of much use to you and may even be a hindrance. 

Keep in mind too that if it's a free and open source event, your team is likely to be volunteers. In our experience, we've found that mixing team meetings with social events such as lunch or drinks not only helps the team to bond, but also provides an additional reason to attract people to the event organisation team. 

(Slide – mentoring)

In terms of team development, it also helps if you find yourself a mentor – someone who's walked in your shoes, knows the tricks of the trade and who can guide you. In my experience, these awesome folk have been absolutely inspirational.

Thank you Donna, Ben and Pia!


SPEAKERS

Great, so you've got a venue, some AV facilities and a great team. Now, you need something that people will want to show up for – awesome Speakers!

One of the greatest challenges here will be finding great Speakers – and there's a couple of ways to go about doing this. 

Outreach via mailing group lists, social media and professional networks is one way, but it relies on the Speaker self-nominating. Often the community knows of Speakers they've seen previously, so also be sure that you ask people for recommendations for great Speakers. 

If you're planning an event that will likely run over multiple iterations or for several years – such as a Software Freedom Day or a linux.conf.au, it can be quite helpful to curate a list of previous Speakers, and those that are up-and-coming who might need some mentoring or guidance to get to conference speaking standard.

Once you've got your Speakers locked in, you need to look after them. Most Speakers put an enormous amount of time and effort into presentations – and your event wouldn't happen without them. Of course, one key reason is so that they'll come back again if asked, but also to protect the reputation of your event.

 Looking after Speakers involves lots of little things, such as;

· providing a dedicated person to deal with Speakers and be their key contact

· understanding any special requirements the Speaker may have

· - providing a Speaker Information Pack with lots of information about your event
(yes, of course, here's one we prepared earlier)

Sometimes, you might have to make a call on whether having a particular Speaker at your event is worth it – again the community can be a great source of information around whether a Speaker is great value, or is more of a handful to manage than they're worth. 

Luckily, as the Speaker Liaison for LCA this year, I've been incredibly impressed by the professionalism and demeanour of all of our Speakers – another indication of just how great our community is. 

FOOD AND BEVERAGES

Aside from great presentations, keeping your attendees well fed and watered is a key consideration. Apart from very practical matters such as having water on a hot day, and having access to hot beverages if it's cool, food and drink is also another mechanism for community building. People swap stories over a wrap or a sandwich. Coding tips are exchanged over a cup of coffee. Flame wars are started over the last Tim Tam... :-)

Seriously though, if your budget can stretch to it, providing some basic refreshments and food is guaranteed to leave your attendees with a better impression of your event.

When getting catering, one of the things you might wish to consider is approaching community service groups such as St Laurence or Karingal, who often have catering services. Although they're professional caterers, they employ people who may have difficulties finding work elsewhere. For example, BarCampGeelong was catered by a company called Diversitat Whole Foods Cafe, who specialise in assisting new migrants find meaningful employment. They were also the most competitive quote. 

One of your key considerations will be people with special dietary requirements. In my experience, the free and open source community is around 25-30% vegetarian, vegan, gluten free etc. You don't want to alienate 25-30% of your community by not catering for them – pun intended!

MEDIA, MARKETING AND PROMOTIONS

So, you've found a great venue, you've got the AV and networking under control, you've got some awesome Speakers lined up, and you've arranged some great food and drink. Guess you'd better let people know it's on, hey?!

I might be generalising here, but as IT people, communication is not always our strong point.  Unsurprisingly, marketing and promotion seems to be something that we tend to struggle with a little as a community.

So, how can we get better at this?

A lot of it comes down to planning.

A Marketing and Promotion plan is really quite simple. It outlines which stakeholders should get what information, how they should get it, and when they should get it.

Having a marketing plan allows you to ensure that you're targeting the right people, with the right info, and the right time. 

And of course, here's one we prepared earlier - just follow the QR code to get to the sample marketing plan on the Wiki. 

So, what sort of groups can you target with your marketing and promotion?

For open source and Linux events, user groups are an obvious first choice.

We've listed them for you on the Linux Australia wiki to make it a bit easier. Universities and TAFEs are also a natural choice. We've made a start at curating a list of at least the Victorian ones - but we could always use more assistance :-)

You can also try and reach out to the media. 

Here, it's a good idea to have established relationships with journalists or other media people prior to your event. It's easy to fall into the trap of taking an adversarial stance with the media - but they have a job to do too - and again it's easier to work with them if you understand how you can reach a win-win situation. Like any profession, there are the good guys.... and the not so good guys.

With media, it makes it a lot easier if you produce a media pack or plentiful media releases - this makes their job in writing copy for publication a lot easier. 

EVENT REGISTRATION

So, once you've got a venue, and some awesome Speakers, and you've built an elite team of ninja warrior event organising superheroes, marketed your event like a bawss, catered like a Masterchef and provisioned all the Intarnetz, you're going to want your attendees to register.

There are a number of options to do this, and in selecting amongst them there are some things you need to consider.

The first is how much you will charge for your event. This can be quite important if you don't have much sponsorship, as you will need to cover costs or possibly face being personally out of pocket. On the other hand you'll need to set your event at a price point that encourages people to register – and the balance can be tricky.

Even if you have significant sponsorship and can cover your costs without charging for admission, you may wish to have some mechanism to prevent people from signing up and then not showing up. MakerFaireMelbourne did this very well I thought on Saturday (14th January) by having a limited number of free tickets available – once they were sold out, there were no more tickets to be had and they became coveted items. Well done Andy, Paul, Jon and team!

Another option here is to place some sort of nominal charge on the event – such as $10, and state that refunds will not be issued if there's a late cancellation. This is what we did for BarCampGeelong, and we raised just shy of $500 towards event revenue. Impressive, considering that EventArc, who we used for registration, took $1.30 of each $10 registration. 

The other consideration when choosing an event registration system is what sort of payment gateways it allows you to use. Not everyone is comfortable with Paypal. 

You'll also want to consider how the event registration system makes your life as an organiser easier – and sometimes there's a trade off between commission and functionality. At the end of the day, the choice is yours to make. 

Yes, and here's a list of event registration tools we prepared earlier. 

CONTINUOUS IMPROVEMENT

Once your event has been run, and you've packed up, and taken a deep breath, it's time to debrief the event and tease out threads that need to be considered for the post event report and continuous improvement plan.

There's some key benefits to having a continuous improvement plan -

- If you are seeking funding or sponsorship for future iterations, it becomes easier to secure funding if you have evidence of previous successful events

- If you're running more iterations of an event, you're likely to forget the things that went right and wrong between the event - so the report serves as a reminder

- Having a continuous improvement plan can help not just your event, but other similar events which may wish to learn from your experience. 

So, what sort of statistics and metrics should you include in your post event report?

It's a good idea to have some idea of attendee demographics - because it helps you to market the event in the future, and gain some insight into who is interested in your event, or to specifically target under-represented demographics.

In terms of marketing, it's good to know how people found out about your event - so you can allocate resources to useful mechanisms in the future.

It's also useful to assess how well the venue met the needs of your event, to help you - and the wider community - make decisions about whether to utilise that venue in the future.

A financial summary is also great to have so that you can see which aspects of the event cost more or less than planned. 

A final word here on the post event report - it's often better to represent the data visually than have a lengthy, wordy document - as the people who are likely to be reading it are apt to be busy people - they're much more likely to just skim it. 

Of course, if you follow the QR code on screen, you'll be able to see some example post event reports that we prepared earlier.  

CONCLUSION

So we've covered a lot of ground today, but I'd like to leave you with only a few key take aways. 

Set your vision, find a venue with good AV and networking, find your speakers, market the event, get people to register, feed them, and ensure you grab their feedback so you can do it all again next time. 

Life is short, make it count.

Thank you very much for your time this morning. 

