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Tips for cAIR organisers
Richard Parncutt, revised 15 June 2010

This text is addressed to those brave and ambitious participants at cAIR10 (Graz, 2010) who are considering the possibility of organizing a second cAIR in a different country. Please regard this text as a source of ideas and basis for discussion. I want future organisers to benefit from ideas that I had while organizing cAIR10 (even if I did not implement them) and to avoid some of the mistakes that I made.

If you know someone else who might be interested in organizing or co-organising a cAIR, please forward this to her or him, even if s/he was not at cAIR10. Incidentially I think at least one of the organizers of any future cAIR should have been present at cAIR10, to maintain continuity.

Change and continuity 

If cAIR becomes a series, each cAIR should aspire to improve on the last one by maintaining aspects that worked well previously and implementing promising new ideas that meet with general consensus. If you are thinking about organizing a cAIR, please the first thing to do is to browse through existing cAIR homepages and think about how their content might be improved. Please send me any questions or suggestions so we can work on them together. Please also consider the results of cAIR10’s various evaluation procedures (see the evaluation page) and think about which suggestions you might realistically put into practice.

How often can cAIR happen?

If there is a second cAIR, I think it should be in about three years, to allow time to get funding, invite keynotes, call for submissions and so on (see below). It is also possible for more two cAIRs to be organized (i.e. prepared for) simultaneously, in parallel, but we should avoid presenting two cAIRs in the same calendar year:
· Sustainability: we should avoid creating a bubble that will one day burst.
· More than one conference in a calendar year would cause confusion with abbreviations cAIR13, cAIR14 etc.
· We should consider the amount of CO2 generated by conferences and expect the cost of flying to rise steadily in coming years (see video conferencing below).

How much does a cAIR cost?
cAIR10 cost about 40 000 Euros altogether. We are preparing a final statement and will add details to this document later. 
You won’t need this much money to organize a follow-up conference. If I had had more time and fewer responsibilities, I could have organized the conference with much less financial support from sponsors, or perhaps none at all. I could have invited only one or two international keynotes rather than four. I could have asked for a registration fee of say 100 or 200 Euros, depending on whether student or employed, from a rich or developing country (according to current UN or OECD classifications), early or late registration and so on. If the registration fee had been small relative to typical travel and accommodation costs, people would have paid it. It is quite a bit of work to receive the money in advance, but these days most universities have computer systems set up for receiving payments by credit card, that you can probably use.
If you want local people to come, you might have to (secretly?) offer them a lower fee, or offer free admission to selected influential local colleagues. This is not fair on the internationally participants, but there may be no other way to attract local interest.
cAIR10 employed an assistant for 10 hours per week for about 1 ½ years. If you can do it alone without assistance, of course the conference will be much cheaper. But you should plan to spend about 10 hours per week during the second-last year and 20 hours per week during the last year before the conference. Maybe even 30 hours per week in the last 2 months.

How many people will attend a cAIR?

I guess there are at least 10 000 people in the world who would benefit from participating in a cAIR. If your publicity is good, you will get 1000 of those people interested, but only 100 of those will submit a project summary in the required format by the deadline. After the review procedure, about half of those might be invited to present papers, about a third to present posters, and maybe one-sixth will be rejected (cAIR10 only rejected a couple of submissions, but hopefully you will get more submissions than we did). 

Theme

cAIR10 was too broad in scope, so future cAIRs should have a theme. Your theme should be relevant and interesting for practitioners and researchers in most areas of interculturality. It should allow for a good balance between practice and research. As far as possible, the theme should be expressed in a single word. A variety of interpretations of that word can be allowed. All submissions should fulfill all the criteria of cAIR10 and in addition address the conference theme.

Quality control

The organisers should already have a good reputation in interculturality and the specific conference theme. Among the organisers, there should be a good balance between practice and research, and between women and men. 

cAIR10 was not very successful in attracting practitioners, so please consider strategies to solve that problem, e.g.:
· One of the organisers should be a successful and experienced practitioner and should have the same status as any co-organizer from research. The best option might be to make the practitioner the director, but in that case the practitioner should have considerable experience doing research, applying research or working together with researchers. (The same applies if a researcher is the director, of course.)
· In all documents, write “practice and research” rather than “research and practice”. Generally mention practice before mentioning research.
· Generally avoid academic jargon, structures, and ways of thinking - e.g. write “project summary” rather than “abstract”.
· Apply for extra travel funding for practitioners. Ask practitioners whose submissions were accepted as talks to apply for support. The decision on whom to support should be based on a combination of quality (evaluations) and need.

Each submission should be sent to two practitioners and two researchers. All procedures should be as transparent as possible (see the cAIR homepage). Evaluators should give several quantitative ratings for each submission, and submissions should be allocated to four groups: invitations (you can invite submissions if you want), talks, posters, rejects - according to mean ratings only (exception: affirmative action, see below).

You can support affirmative action for non-western scholars in the following ways. If there are two practice evaluators, one should be non-Western or at least have a language other than English as first language. In addition, one should be a woman. At the category boundaries between invitations, talks, posters and rejections, give preference to non-western scholars. (In cAIR10, we had planned also to give preference to women at category boundaries but the gender balance was already so good that we considered that unnecessary.)

Collegiality: Encourage evaluators to make only constructive, impersonal comments, and inform them that all their comments will be forwarded to authors. Delete any comments that are destructive or personal. In that case there is no need to inform the evaluators (it would be nice to do so, but you are unlikely to have time for email discussions of any kind). After that, encourage the first authors to take all comments seriously ( apply moderate pressure but also be flexible!) and revise their abstracts accordingly.

Evaluators should be experienced in interculturality practice or research and not otherwise be involved in the conference organisation. Most of them should be listed in advance of the submission deadline on your own committees webpage. You are free to approach anyone you think is appropriate (e.g. on the basis of information they put in the internet - projects, publications and so on), but aim also for an appropriate balance between women and men and between western and non-western researchers. After the project summaries arrive, you will see how they are distributed across the different relevant areas and disciplines. At that point, you may have to quickly find new evaluators for popular areas and disciplines.

Planning

Experience shows that there is nothing to be lost by doing things on time, and nothing to be gained by doing them late (except stress, costly errors, and reduced standards). If you are interested in organising a cAIR, please consider the following table. There is no need to adhere to the timetable strictly - but don’t forget to look at the table occasionally to make sure you haven’t neglected an important stage in the count-down to the conference.

	Countdown
	Task

	-3 years
	Tentatively decide the year, place and organizers of the conference, and announce the decision on the general cAIR webpages (I will organize that). The ideal organization team will be led by two individual co-directors who represent two different institutions in relevant areas of practice and research. It should be clear from the outset that practice and research are equally important, and that the organizers and their institutions are working well together.
Decide the theme of the conference. Unlike cAIR10, future cAIRs should have a specific theme that is equally important for practice and research (examples include immigration, gender, religion, city planning). Choose a theme in which you have experience and expertise, and use the conference to make contact with other experts in that area. In this way, the conference should promote not only your various projects, but also your future career.
Find out where you can apply for money. Study the application guidelines of possible money givers and make initial enquiries. Draft application forms and letters, taking advantage of texts from the cAIR10 pages. Ask colleagues to comment on your applications before sending them.
Start designing your own homepage. You can use the cAIR10 logos, or adapt them. The design should be recognizably similar to that of cAIR10, but also a bit different to establish individuality and recognizability.

	-2.5 years
	Submit your first grant applications. 
Start inviting possible keynotes. Start with famous people who will probably decline – it is worth a try! If Wangari Maathai or Kofi Annan accepts your invitation, you will be able to attract many more participants to your conference. Keynotes should be at least ½ women, ½ practitioners and ½ non-Western (of course these halves overlap with each other). To make sure of that, invite the women, the practitioners and the non-Westerners first. My tip: Don’t invite any others until these initial quotas have been achieved. 

	-2 years 
	If none of your grant applications was successful, you can pull out at this point. But hopefully you will have at least one successful application, which will encourage other sources of funding to support your conference. On this basis, submit further grant applications.
Decide the exact conference dates (usually Wednesday to Saturday), avoiding clashes by searching for other similar conferences in the internet. (Is there a central page for conferences in the area of interculturality?) Once the date is set, look for places like that where you can advertise your cAIR and prevent others from scheduling a similar event at the same time.

	-18 months 
	Once some good speakers have accepted your invitation to give a keynote address, you can distribute a call for papers that includes their names, which will help you attract good submission. Think creatively about the people to whom (and the places to which) you can send the call for papers - for example you can send it to all cAIR10 participants and to everyone on the cAIR10 committees page, with a request to forward it to societies and networks. But you should also think of many other addresses. Here it is important to be creative and perhaps even a little outrageous - you have nothing to lose by informing people.

	-10 months 
	Submission deadline for project submissions. This might seem a long time before the conference, but remember the following: First, many people will submit after the deadline and it is a good idea to accept submissions up to 10 days late especially if they are clearly good (don’t tell anyone that, it is supposed to be a secret!). Second, it takes time to organize the evaluation procedure and do it properly. Many of the evaluators will never have done anything like this before, and will not understand what you want until you explain carefully. Third, you will need to extend the table of committee members (possible evaluators); often you will have to find a new person in a given practice or research category. And people are often difficult to contact. Fourth, for cAIR we sent each submission to two practitioners and two researchers, to be sure that we would have at least one good evaluation by a practitioner and at least one by a researcher (don’t tell the evaluators that, they should have the impression that they are the only person asked which will motivate them to return the evaluation on time). But even this procedure does not always work - you will find yourself repeatedly asking evaluators to set their own deadlines and so on - so be prepared for delays.

	-7 months
	By this time, you should have received enough evaluations (called “reviews” in academia, but remember we are avoiding academic jargon) to make final decisions on which submissions to accept as talks and posters and which to reject. Return all submissions to first authors with evaluators’ (“reviewers”) comments, ensuring that the comments are helpful and impersonal (just delete any comments that are not).

	-4 months
	Authors of accepted abstracts should now submit their revised project summaries (make it clear in advance that all summaries must be revised; the original summaries will not be published). They should also register by now if they want to be included in the program (if there is a registration fee, make it cheaper before the “early registration deadline” as a further incentive to register early).

	-2 months
	Publication of tentative program (important to encourage people to come at the last minute; it should not be too late to book cheap flights); submission deadline for contribution to voluntary proceedings (voluntary).
Get advice from experts on publicity at your university about how best to write and distribute press releases, organize a press conference, attract public interest etc. There are important rules to follow when trying to get press coverage and it is important to find out exactly what they are well in advance and get the best advice. For example any email sent to a newspaper or journalist must have a snappy title that could appear in a newspaper, invites the average reader to keep reading and gives important clues about the content. There is a big difference between academic and popular writing; in the title of this conference we avoided the word “racism” as a strategy to get more funding but in a press release it is important to include the word “racism” or something equally direct or even provocative to attract attention. Further important points: press releases should be no more than one page in length, easy for any non-expert to read, begin with the most important information (what, when, where, why..), be sent at the right time (say, 9 am for publication the next day; Friday morning for publication in a weekend edition) and include a contact name and (mobile) telephone number. The contact person must be ready to answer the telephone all the time in the next few days, including lunch breaks and even the evening. If you miss one phone call the whole operation will have been for nothing!



Of course you don’t have to adhere to all details of this table. But please talk to me if you are considering a major deviation or have suggestions for improving the table. Tip: once the time or location of any event (any event at all) has been published in a tentative program, don’t change it! The administrative hassle is not worth it.

Video conferencing

Conferences produce lots of CO2 from flying. To reduce that, a conference can be held in two distant locations simultaneously, and many of the presentations can be coordinated by video link. A further advantage of video conferencing is that more people can take part, especially students or people with less money.


Collecting registration fees

At cAIR10 we avoided this issue altogether by raising enough money to eliminate the registration fee. On that basis we decided not to collect money in advance for lunches, conference handbook etc. Instead, we trusted people to bring cash to registration, and everything went smoothly.

If you are not lucky enough to eliminate the registration fee, it is probably also unwise to expect people to bring cash to registration. Therefore you should consider clever ways of collecting money in advance.

Computer systems for payment by credit card are improving. When you consider the time that it takes to deal with bank transfers, credit card payments etc. by regular mail or email (it’s amazing how much can go wrong and how long it takes to fix errors), it is worth spending some money in advance on a reliable computer payment system, or perhaps finding out if your university has one that you can use. Ask for advice.

Roles and responsibilities

I am happy to advise on the content and presentation of texts such as the call for submissions. I prefer not to look at individual submissions, write new texts, or to help with proceedings. No time! The local organisers will have a lot to do, including applying for funding, designing and maintaining a website, arranging accommodation, food, rooms, posterboards, musical entertainment, preparing information on travel to the conference venue, having the abstract book proof-read, designed, printed, having bags and nametags made, organising a team of assistants and so on. So it’s good idea to distribute roles and responsibilities well in advance and periodically revised these. 

Minor points and ideas

Here are some additional things that were discussed at cAIR or that I thought of during the conference, for your interest. Perhaps you have further ideas. This list could be extended when the conference evaluation is completed.

Publicity
Invite the editor of major newspaper to present a keynote – get automatic publicity!

Guidelines for chairs
To avoid misunderstandings, explain the timing of talks with a table something like this:
	
Minutes
	Regular submissions
	Local keynotes
	International keynotes

	Speaking time
	20
	30
	40

	Questions
	7
	10
	15

	Buffer
	3
	5
	5

	Total timeslot
	30
	45
	60



During the conference 
Offer the following additional service to all speakers: Student assistants transcribe the questions asked in the question period.
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