How To Run A Eurocon





This guide was compiled at the instigation of the European SF Society at its 2006 business meeting.  It is purely guidance and not formally part of the ESFS constitution, which does contain some binding parameters.





A few of the comments received in compiling this guide were very similar.  However, often these similar points were presented in a different context.  So as to reflect the commonality of concerns such similar points have been reiterated as they relate to the different aspects of bidding for and running a Eurocon.  Such advice which appears more than once not only demonstrates that it applies to different aspects of running a Eurocon but also the degree of concern that these points engender among those Eurocon regulars who have contributed suggestions.  This emphasis of areas of concern is meant to be helpful.





PART 1: SUMMARY


(Details explaining the summary points are given in part 2)





Absolutely essential rules (or the seemingly obvious)


1.1)  Always tell the truth.


1.2)  Never lie.


1.3) Inform accurately.


1.4)  If you make a mistake then be open about it to all and explain what has been done to correct it.


1.5)  Never try to cover up mistakes.





Deciding to run a Eurocon


2.1)  Do decide to run a Eurocon to showcase European SF to your own nation.


2.2)  Do decide to run a Eurocon to showcase your nation's SF to European fans.


2.3)  Do not decide to run a Eurocon just to have a bigger-than-usual national convention.


2.4)  Do not decide to run a Eurocon simply because it would be a 'nice idea'.


2.5)  If you are not prepared to follow the rest of this code then please do the opposite of the advice in this 'decision' section.





Winning the bid for a Eurocon


3.1)  Plan early.  Do today what you can do today.


3.2)  Never plan to plan late.  Never put off to tomorrow what you can do today.


3.3)  Ensure your bid has an SF book dimension and if possible includes a cinematic dimension.


3.4)  Ensure your bid has added-value.


3.5) Promote your bid early.


3.6) Promote your bid electronically (internet site and perhaps YouTube) and with paper-printed material.





Deciding on Guests of Honour


4.1) Do get guests who are not from your own country


4.2) Do get foreign guests who are known to your own nation's readers.


4.3) Do get foreign guests who are popular with their own nation's readers.


4.4) Do not get very local guests (especially if they have been a guest many times before).


4.5) You can always boost your convention's European appeal with Special (Fan) Guests from other European nations.





Deciding on Special (Fan) Guests


5.1) Do get Special Guests that are active of the European scene.


5.2) Do get Special Guests that will add something 'special' to your convention programme.


5.3) Do not get Special or Fan Guests for the sake of getting something for nothing.





Obtaining Guests


6.1) Always specify exactly what you expect from a guest and what exactly you will provide.


6.2) Always specify exactly what you want from a guest and what they will need to provide.


6.3) If using an intermediate then always confirm arrangements in writing.


6.4) Never rely on word-of-mouth or verbal agreements.


6.5) Never say or offer anything you cannot deliver.





Attracting local fans who rarely go to your nation's conventions


7.1) Let local fans know of your event as soon as the bid is won.


7.2) Let local fans know why the experience of attending your convention will be unique.


7.3) Actively promote your convention beyond fandom to the broader SF community.





Attracting foreign fans to attend your nation's Eurocon


8.1) Inform early.  Most foreign fans will decide which foreign conventions they will be going to over a year in advance.


8.2)  Give early estimates of the costs of fans getting to, staying and attending you convention.


8.3)  Inform foreign fans as to why your Eurocon will be special and why they will want to come.


8.4)  Anticipate problems foreign fans are likely to face and help overcome them.


8.5)  Ensure that the same help in overcoming problems is given to foreign fans as your guests.


8.6)  Ensure that there is added-value for foreign fans going to your convention.


8.7)  Ensure that your convention is easy to get to (and leave from).


8.8)  Be very aware that most fans are not rich (even if they come from wealthy countries). 





Getting the most for the most people for your Eurocon


9.1) Ensure that you clearly explain who foreign guests and foreign fan programme participants are to your own nation's fans


9.2)  Ensure that you clearly explain who your own nation's programme participants are to foreign fans.


9.3)  Do not have programme items about your own nation's SF and fandom for your own nation's fans.


9.4)  Do not have programme items by locals for locals.


9.5)  Do not have programme items by foreigners for foreigners.


9.6)  Do have programme items about foreign fandom and SF for local fans 


9.7)  Do have programme items about local fandom and SF for foreign fans





Ensuring that the Eurocon is a happy time for all


10.1)  Ensure that everyone is informed of everything early and clearly.


10.2)  Ensure that there is good communication between local and foreign fans.


10.3)  Remember foreign fans do not know the basic things that local fans know and so need extra help.


10.4)  Please do things that are customary for your local conventions but explain them to foreigners.


10.5)  Remember that foreign fans are visiting your country as well as your convention.





Eurocon business 


11.1) When nominating awards ensure you nominate for something at least of national standard or, preferably, European.  These are, after all, Eurocon Awards.


11.2)  When voting for ESFS officers vote for those who you think will actually further Eurocon goals. 





Miscellaneous


12.1) Registration rates for foreign fans


12.2) Badge size and content


12.3) Worldcons





Final points


13.1)  Adhere to this code like glue for success.


13.2)  Ignore this code for failure.


13.3) Accept the consequences of, and be responsible for, your actions.


13.4)  Do not attempt to run a Eurocon if you think you are unable to follow this guidance.


13.5)  Remember you are running a 'European' 'Science Fiction' Convention.





Appendix


Time-line checklist.


�
PART 2: HOW TO RUN A EUROCON





Introduction





Eurocons should be fun.  Organising Eurocons, though hard work, should also be fun in addition to a learning experience.  Making mistakes is not fun.  Learning from past success leads to good Eurocons and good Eurocons tend to be fun.  The links in this chain of logic are causal. (Honest.)





The good thing about Eurocons is that they are held in different countries each year by different people.





The bad thing about Eurocons is that they are held in different countries each year by different people.





This means that good ideas are not easily passed on and lessons from past mistakes are not learned.





At the 2006 Eurocon (Kiev, Ukraine) it was decided to draw up advice as to best Eurocon practice so as to assist those who are considering organising a Eurocon.  To this end attendees of the Eurocon business meetings were asked to submit ideas.  A draft guide was produced with the intention of further refining it after the next Eurocon (Copenhagen, Denmark). This is the said draft.





This guidance has been compiled born of experience.  Each point is based on at least two real life Eurocon examples: one where the point was adopted and things worked, and one where the opposite to the point was done.  This last at minimum made the organisers look incompetent and at worse the mistake or omission created difficulty and annoyance that undermined the Eurocon as an enjoyable experience not to mention damaging that year's organisers' (if not the nation's fandom's) credibility as potential organisers of future events.





Within this guide, examples are only occasionally given where the points of guidance were a particular success.  To save embarrassment examples where past mistakes were made are not given as embarrassing past con-runners is not constructive: however regular Eurocon fans will be able to recall instances for themselves.  In short the following guidance is sound.





It should be emphasised that this advice is not meant to constrain the type of Eurocon you may wish to run.  Indeed the opposite.  Varied Eurocons -- each with their own character and reflecting that nation's SF community and fanac (fan activity) -- are positively encouraged.  This advice is solely meant to enable a basic minimal standard for Eurocons. 





Advice as to how to organise a basic convention (obtaining a venue, printing programmes, running a film show, organising panels) is not given.  It is assumed that, if potential Eurocon organisers are planning to run a Eurocon, they already have run other conventions within their own nation.  The advice given here is above and beyond this and relates to the Eurocon and international level.





Much of the advice given here may seem obvious.  Indeed, with just a little thought, all of it is obvious.  Yet mistakes are still regularly made and best practice not always carried forward from one country in one year to the next country the following year.  Part of this is due to Eurocon runners being busy so that some obvious things can be forgotten.  Therefore, despite it seeming obvious, it is still worth the convention's chair-person taking note of this guidance when reviewing progress prior to, and at, committee meetings.





Thanks and gratitude in compiling this advice go to nearly a score of fans and authors (past convention guests) who have offered advice and constructive criticism of past Eurocons.  Because a few have asked that their advice be confidential (some from senior people within European SF), for equality, the names of all are being kept confidential.  There is another reason for this, so that these folk can continue in the future to give advice and know that they have not been given special treatment by a future Eurocon.





Comments (stating why as well as what needs to be changed) should be sent to j.cowie [at] concatenation.org


�
Absolutely essential rules


1.1)  Always tell the truth


This may seem so basic that it may for many be surprising that this is even cited as 'absolutely essential' advice.  However, while many convention committees are perfectly honest, amazing as it may seem there are a remarkable number of convention committees who do not always tell the truth.  Typical untruths, if not blatant lies, have in the past included:-


Saying that the convention will do something and then it does not.  This might be that at the bid it made promises as to the convention's theme, that there would be a certain number of programme streams or content, that it would have access to specific equipment, or soon after the bid was won that a specific person was announced as a Guest of Honour or Special Guest.  Yet, for example, the reality in some few and regrettable instances was, that the convention had not yet got a venue as they stated, that they had not thought through the programme theme or facilities promised, or that they only had a verbal (and 'in principle' or theoretical) expression of interest by an author or special guest to potentially be a guest at some time and not a 'specific' agreement for a Eurocon.


Saying that transport is easy when it is not.  Remember, especially for someone from another European country not speaking the language this can be a real pain.


Saying that obtaining official papers-- visas, currency transfer (including import and export) -- is easy when it is not. (At worse this has in the past meant fans being temporarily detained.)


There are numerous other example.  Suffice to say always tell the truth.  Having said that there is nothing wrong in saying that the venue will be in such-and-such a city within x kilometres of such-and-such a place and that this will be confirmed by a certain date.  Nor is there anything wrong in saying that no guests have yet been confirmed but that there will be one guest from the home nation, one from Western and one from Eastern Europe or whatever.  The ESFS business meeting will admire your honesty and decide on the other parts of your bid presentation.





1.2)  Never lie


This follows on from above.  Positively telling the truth is one thing. Positively lying is another.  If a convention lies then they will sooner or later be found out.  Not only does this undermine faith by prospective attending fans in the committee, it also (however unfair this may be) tarnishes the reputation of that nation's fandom for many years to come.





Make no mistake, even though many foreign fans who go to your Eurocon may never come to another in your country again, their recounting their tales of the experience, be it verbally or in fanzines or on the web, to fellow fans at home means that an impression of how capable your nation's fandom is in organising a Eurocon will spread to others and affect your nation's future Eurocon bids for years to come.





1.3) Inform accurately


First, as before, there is nothing wrong in stating that 'plans have yet to be confirmed'.  However whether in presenting a bid, or in the early progress reports or the later progress reports, you should convey the confidence with which a statement is being made.





For example, in a bid it is possible to say that: 'while the programme has yet to be determined the convention will have a strong theme of time travel'.  This means you are not committed to anything specific (such as providing a full-sized mock up of H. G. Wells' time machine) but are committed to this theme.





After the bid, and as successive Progress Reports come out, there should be less use of phrases such as 'we hope to have' or 'if we get the resources we plan to have'.  Later progress reports should be more certain and say that, 'there will be' and 'it has been arranged that'.





Second, aside from the above 'accurately' have a focus on the 'inform'.  You know what you are planning.  Your friends in your country's fandom know the situation in your nation.  Consequently a lot of the things seem obvious to you and those immediately around you.  Unfortunately this simply is not true of fans and professionals from other countries.  They need to be informed of everything as if they were a first-time convention participant.  This is because for many they will be first time convention participants in your country.





1.4) If you make a mistake then be open about it to all and explain what has been done to correct it


If your convention makes a big mistake then do not try to pretend it has not happened.  Everyone will know about it and will be looking to see how you react.  Here there is a temptation by some younger organisers to try to save face.  However in reality saving face does not mean ignoring the mistake as that makes matters worse.  A person who owns up to a mistake is respected and gets the admiration.  While the person who owns up to a mistake and apologises explaining exactly what is being done to put matters right, actually gets admiration!





If in later progress reports and on the website an early proposed plan has not managed to come about, then say so.  People who may have been interested will actively want to know about it.  Yes, there may be a little disappointment, but better a little disappointment months before a convention than on the day when a 'little disappointment' turns into feeling a 'little cheated'.





1.5)  Never try to cover up mistakes


This is the opposite of 1.4.  Actively covering up a mistake does not fool anyone.  If, for example, your convention announces that someone will definitely attend and they does not, then simply removing their name from your website and subsequent progress reports will not fool anybody.  Instead it will demonstrate that the committee is not accepting responsibility for its actions.  If a committee does not accept responsibility for its actions then it is unlikely to accept responsibility to the Eurocon or the guests and fans that attend it on the day.





Remember, there is nothing wrong in making mistakes.  We all do it.  It is part of being human.  Recognising that you have made a mistake is important (as others will spot mistakes your committee makes).  Doing something about mistakes is important.  If your committee is concerned about 'losing face' then remember you will lose far more status in Eurocon fandom by pretending that the mistake never took place.  You will get far more credit in fandom for being big enough to publicly recognise your mistakes and also being seen to do something about them.





Deciding to run a Eurocon


Deciding to run a Eurocon is a big decision.  There are lots of benefits to Eurocons.  A good Eurocon helps raise the profile of a nation's activities in the genre.  Authors can do deals and fanzine writers can exchange articles and so forth.  More than this, reports of the event percolate from visiting fans, authors and other professional to the broader SF community across Europe.  Information as to good publishing houses, agents, film studios and so forth can also spread. (Scientific contacts have also been made at some Eurocons!)  A good Eurocon will wave your nation's SF flag.  Having said that, a bad Eurocon will do little of this and can sometimes work to the detriment of a nation's SF community and, of course, there will be reduced chance of that nation holding another Eurocon in some instances for more than a decade!





Consequently, when you are thinking about running a Eurocon, it is important that you do so for the right reasons.  Equally, it is important that you do not run the Eurocon for the wrong reasons.





2.1)  Do decide to run a Eurocon to showcase European SF to your own nation


Eurocon's are your nation's best chance to showcase aspects of European SF to your nation's own SF community.  This is your chance to draw the curtain back on how others relate to the genre and explore the similarities and differences of SF in other European nations to your own country's SF community.  (This is the next best thing to seeing what science fiction would be like on an alien world.)  The 1999 Eurocon (Dortmund, Germany) was particularly good at this with programme items based on both German SF as well as those of broader European SF and items that linked the two. (See also 9.5.)





2.2)  Do decide to run a Eurocon to showcase your nation's SF to European fans


Eurocon's are your nation's best chance to showcase your nation's books, films and fan activities to foreign SF professionals, fans and other SF personalities.  The 1994 Eurocon (Timisoara, Romania) was particularly good and not only had a number of appropriate programme items but produced a bi-lingual book (Romanian and English) of Romanian short stories. (Tip. Here, if you are translating, always get a native of the language into which you are translating to do this work).  The 1994 Eurocon also saw Romanian fans working with those from Britain and Switzerland to produce a fanzine in Romanian, German (with a Swiss accent (see tip)) and English.  (See also 9.6.)








2.3)  Do not decide to run a Eurocon just to have a bigger-than-usual national convention


All this will achieve is creating a version your own country's normal national convention but with a few foreign fans wandering around.  The foreign fans will still have a reasonable time as they can socialise in the bar with other foreign fans in the same position and they can leave the convention to do tourist activities in the town.  However this will not be a good Eurocon.  Furthermore if in your bid  you say that your proposed Eurocon will also be the national convention with a few 'European items for those that want it' (as amazingly one or two Eurocon bids have actually done in the past), then do not be surprised if there is little interest in your proposal.  Such a bid is most likely to fail and even if it wins (because there were no good rival bids that year) few foreign fans will actually attend.  (Having said this, if you do decide to run a Eurocon for the reasons given in 2.1 and 2.2 then it will almost certainly be bigger than your nation's usual national convention and you may use that fact to help secure commercial and governmental sponsorship.)





2.4)  Do not decide to run a Eurocon simply because it would be a 'nice idea'


This is even worse than 2.3 above, and will be a recipe for disaster!  It demonstrates that you do not know what Eurocons are about.  That you have no sense of direction in what you are trying to achieve.  Indeed if by chance because you have an otherwise good presentation and win the bid, when the convention fails to deliver you will have problems.





2.5)  If you are not prepared to follow the rest of this code then please do the opposite of the advice in this 'decision' section (2.1-2-5)  





This will do the European SF community a really BIG favour.





If you are not prepared to try to run a Eurocon for European fans (which by definition includes those from your own country) but still want to bid, then please do the exact opposite of the above advice.  Now you may think that this is silly.  Not at all.  It means you will not win the bid but you can still have fun presenting a spoof (joke) bid.





Winning the bid for a Eurocon


3.1) Plan early.  Do today what you can do today


This relates to the human condition as much as anything else.  It is very tempting to say that we do not need to do something now but can do it later.  This may be true.  However there are many reasons why you should plan very early.  These include:-


i) 	that it takes time for word to spread so the earlier you have solid information you can present then the more time and the further the news can spread.


ii) 	that foreign fans usually only have the money and time to go to one or two big events a year.  They will plan which ones they intend to go to typically 18 months in advance of the event even if they only register 6 months before the event. So they will plan early even if you do not! Worldcons have an even longer advance planning time than Eurocons, with fans planning to attend many years in advance, but it is commonly known that European fans will make the decision to attend a European Worldcon as soon as the bid is won two years before the event.  As for bids themselves European and Australasian fans contemplate Worldcons typically five years in advance!  So planning early just three years in advance (that is one year before the bid) is actually realistic.  (See also 8.2.)


iii)	that what is 'early' for you may well be 'late' for others.  For example foreign fans will by definition have to travel from another country.  They will need a day at each end of the convention to travel in addition to the time spent at the convention itself as well as any tourist days.  This means that many fans going to a Eurocon from abroad will need to take a week off work; whereas fans from your own country will simply have a long weekend.  The foreign fan has to sort all this out.





Most employers give priority when allocating holiday days to those who book their annual vacation early at the beginning of their leave year.  Employers' vacation year (in western Europe) mainly either run from January to December (the calendar year) or April to March (the financial year).  So ensure that at the very latest that you have all the key information to attract someone to attend your convention available at least the January or the March (whichever is earliest) before your convention.  Indeed have it available before then to avoid fans being tempted by a rival event such as a Worldcon in America.  So your last big promotional push needs to be around nine months before your convention.





iv) that planning early means that you do not have to plan late when you need to do other things.  This follows on from the previous point.  There are always other things you will need to do, but as the convention draws closer there is less time in which to do them.  If nothing else then near the convention there will be  unexpected problems: there are always unexpected problems.  You can never anticipate these because, by definition, such problems are 'unexpected'. This is true of even the best-organised conventions.  Planning late means you will be spending time closer to the convention planning than you could otherwise have equally easily done earlier, as well as having to deal with the unexpected problems.  So it makes sense to plan early.





To help you plan at the appropriate time see the time-line check-list in the appendix.





3.2)  Never plan to plan late


This is just in case you did not get the message in 3.1, build into your planning time-line to organise things early. Never put off to tomorrow what you can do today.  Planning to plan late is a recipe for disaster.  (See 3.1.)  The only reason for planning to plan late is laziness: this is not a good reason.





Planning late means that (as stated in 3.1) that you will not have the same time available to deal with last minute changes, unforeseen problems or emergencies.





Planning late means that you will be more stressed in the run up and during the convention than you would otherwise have been.  If you are stressed then this is neither good for you nor is it good for the Eurocon.





3.3)  Ensure your bid has an SF book dimension and, if possible, includes a cinematic dimension


Surprisingly there have on occasion been bids for a Eurocon that focus very heavily on specific TV programmes or role-playing games.  You need to remember that you are bidding for a European Science Fiction convention.  This means that not only does your bid need to focus on being 'European' but also 'Science Fiction'.  Science Fiction is not confined to a specific TV show.  Worse, a TV show that is not even European. (Yes, there have been Eurocon bids that had a very heavy focus on North American TV shows with little emphasis on anything else.) For right or wrong, Eurocons have at their heart written SF and so SF in its book form should be included.  Furthermore past Eurocons with the best programmes (for which you can take to mean programme items with good attendance) also have a cinematic component.  This can be celluloid but these days DVD projectors are increasingly used.  Furthermore such electronic presentations of films often have the potential to include subtitles in foreign languages and this dimension can really add to a Eurocon. Films should preferably be European.  





Tip.  Regarding the cinematic dimension: art-house, independent films, films downloaded copyright-free from the internet (or provided on disc by those who post on the internet) are often far cheaper that commercial films.  Art house, independent films, films downloaded free from the internet are also less likely to have been seen by fans than commercial films.





3.4)  Ensure your bid has added-value


Following on for the last point, providing added-value really enhances a bid for a potential Eurocon (see also 8.6).  The good news is that frequently this only requires a little extra thought and no extra expense.  Taking the above example of DVD projection with another language, it costs nothing to check by practical experimentation which brands of DVD in your country have the best subtitles (look for availability, quality of translation and size of subtitles) and which DVD distributors have old classics from within nations to new independent art house SF films.  (Again as in 3.3, Hollywood blockbusters can be expensive to licence but often the makers of independent art house films will be happy to let you project their film either at a low cost or free provided you assist them with some publicity beyond the Eurocon (such as providing premiere screening access to journalists).)





Another example of providing added-value is ensuring that there is an opportunity for foreign fans to do some tourism.  Foreign fans are likely to spend as much as few hundred Euros getting to and from a Eurocon, and so the price of a hotel room for an extra day or two is cost-effective given that there is no extra cost in travel.  (It costs the same to travel between countries for a 6-day visit as it does for a 4-day visit.)  Many visiting fans to a Eurocon often like to have a day or two before and/or after engaged in tourist activities.  It costs very little for a Eurocon to actively schedule this in to their event.  





First, one ensures that the hotels being used offer the convention discount rate for a few days before and after the Eurocon for foreign fans wishing to spend the extra days.  Perhaps the best Eurocon to do this was in 1993 Eurocon (Jersey, British Isles).  That Eurocon got a discount for rooms booked a whole week before as well as a whole week after the Eurocon.  (The hotel was glad of the business.)  





Second, plan it into the schedule (even if you leave much of the tourist activity up to the visiting fans themselves) and help with a few guides.





Views differ to whether you should plan to have tourist days before or after the convention.  The advantage of having a few days before the convention is that visiting fans can get used to the venue city and find out where everything is so that they are not lost during the convention.  (The European SF Society officers may well want to have a pre-Eurocon meeting the day before the Eurocon and to check that the facilities and preparations for the Eurocon Award ceremony are all in order as well as to have documentation copied.)





The advantage of having the tourist days after is that visiting fans will make friends at the Eurocon and some of these new friends will also be staying on after the event.  Also the Eurocon committee will be busy before the convention but may be able to relax and spend some time with foreign fans the day after the convention.





In short there are advantages to both having a tourist day before and after the main part of the Eurocon itself.





Perhaps the best compromise is to plan for both.  This means that, for those foreign fans that want to, they can arrive two days before the main part of the convention starts so that there is a full clear day for tourist activities. This enables visitors to familiarise themselves with the venue city. Similarly after the convention to plan to have a full clear day for tourism and for fans to leave the next day after that.  This enables the Eurocon committee to spend an evening with visiting fans.  (The committee will have been too busy during the convention for much of that.)





Having your translators available (see 8.4v) to act as tourist guides also helps.





As already mentioned, you can even put tourism in the programme schedule.  You can state that two days before the convention foreign fans arrive, and the day before are clearly marked as tourism for foreign fans and also advance Eurocon business.  The day after the Eurocon can similarly be marked as a tourist day for foreign fans and the evening perhaps as a 'get-together' for foreign fans and the committee in a suitable café restaurant or whatever.





You can announce all this in your bid.  You do not need to specify what tourist sites the fans visit (they will decide for themselves) but you can list some of the tourist attractions.  (Use google.co.uk (Britain) or google.com (US) and search "'must see' & '[name of venue city]'" to find out what past visitors rate as the best tourist sites in your city that they, as foreigners, like to see.)  Similarly (once you have personally checked), you can announce whether you can have bilingual films without actually specifying which ones.  (Though do have some already available in case you accidentally fail to tell the truth (see 1.2).  Similarly you can say that you will have translators, (Though again physically ask those to be translators whether they will do this task (see 8.4) so as to avoid being subsequently caught in failing to tell the truth (see 1.2).)





Note.  A bid for a Eurocon that demonstrably has added-value is far more likely to win over a bid that does not.





3.5) Promote your bid early.


By now from the previous mentions in this guidance (see 3.1 and 3.2) this should be obvious.  However there is even another reason why at the bidding stage you need to plan early.  This is because since the first Eurocon in 1972 (Trieste, Italy) Europeans have got a little wealthier, rail and air travel has become more reliable, and the fall of communism has facilitated the ease of travel across Europe (which though with some problems is still easier than it was).  This has meant that it is easier to bring European fans together.  This in turn has meant that there are now more Eurocons.    (Remember up to 1983 (former Yugoslavia) Eurocons were every 2 years and now they are every year.)  In addition there are typically more bids each year to hold a Eurocon.  The typical number of bids today usually ranges between 2 and 4: it is highly unusual for there to be a single unopposed bid.  





This means that your Eurocon bid is not only competing with other Eurocon bids for the same year, but also in a very real sense the Eurocon the year before and the Eurocon after the year for which you are bidding.  This is because those who frequently go to Eurocons can very easily miss a year if something else (say a Worldcon or whatever) catches their eye or if they do not have faith in that year's committee. (This has happened a few times.)  If fans feel attracted to a Eurocon one year then they might feel they can miss a Eurocon for the next year especially if the bid does not appear attractive (which means to say if the bid has not had proper preparation). 





One way to help secure a win for your bid is to go to the Eurocon business meeting the year before you intend to present your bid with properly printed promotional literature.  (You will need between 30 and 100 copies for the European SF Society business meeting.)  Back up this printed material with a website before the Eurocon before the Eurocon at which you formally wish to present the bid. (See the appended timeline checklist.) This places a marker for the following year.   Then when the next year comes you can say that you already placed a good 'marker' the previous year.





3.6) Promote your bid electronically (internet site and perhaps YouTube) and with paper-printed material


This should be obvious but (at the moment) each year there are bids that do not do this!








Deciding on Guests of Honour


4.1) Do get guests who are not from your own country


Remember you are running a Eurocon.  There is no advantage to your local fans if all your Eurocon guests belonging to your own nation.  The local fans will have seen them before.  So in addition to one or two of your own country's guests (which the foreign fans will want to meet) ensure that you have at least one (preferably more) foreign guest(s).





4.2) Do get foreign guests who are known to your own nation's readers


There is no point in getting an obscure foreign guest even if some of your committee know them.  Your local fans will want to see an author or SF personality whose work they know and appreciate.





4.3) Do get foreign guests who are popular with their own nation's readers.


Similarly the guest should be well-known in their own country.  The guest to a Eurocon should ideally have a profile in more than one European country so as to maximise appeal.





4.4) Do not get very local guests (especially if they have been a guest many times before).


By very local, do not get a guest from the region within the country the Eurocon is being held.  Quite simply this is because the fans of that locality (of which there will be many at that Eurocon) will have seen that person many times before and in any case that local SF personality is likely to attend the Eurocon in their own right as an average attendee.  Get someone who is special in your own country and who you have rarely had as a guest before.





4.5) You can always boost your convention's European appeal with Special (Fan) Guests from other European nations


No explanation needed.





Deciding on Special (Fan) Guests


5.1) Do get Special Guests that are active of the European scene


There are many SF personalities and fans who are not SF authors or film directors who are active on the European SF scene that can contribute to a number of programme items.  If you want someone to contribute to a number of programme items but the person may not have the status of a Guest of Honour nor warrant free travel and accommodation, you can still afford them the status of Special Guest or Fan Guest and perhaps a free meal, a personal translator guide or whatever.





Such people include: author agents, SF book translators, SF editors, SF (or science or astronomy) artists, publishers and fanzine and semi-prozine editors.  Also, because SF uses tropes such as space travel, cosmic phenomena, artificial intelligence, mutations, global disasters and so forth, it is possible to harness the expertise of some Eurocon regulars as Special Guests be they: aerospace engineers, astronomers, computer scientists, biologists, biosphere scientists and so forth.  If they are senior within their profession then so much the better.  Such folk can be asked to go on panels and give solo presentations.  Remember that many authors and film-makers seek out the advice of such professionals so there is nothing wrong in a Eurocon getting them onboard too.





5.2) Do get Special Guests that will add something 'special' to your convention programme


Here there are two mistakes that past Eurocons have sometimes made and so are worth avoiding.


i) 	Do not get a well-known fan or expert but someone who actually cannot give a lively talk or be in a panel.  It may be they are a poor public speaker simply because they are not used to it, or because they have little to say.  So do not get a well-known SF personality solely for them being well known, find out from other convention organisers what their talks and panels are like.  (Here honest opinions are obviously required.)


ii) 	Do not get special guests and then use them only for one item.  This is a waste.  Get them and use them to contribute plenty of added value.





5.3) Do not get Special or Fan Guests for the sake of getting something for nothing


Special, or Fan, Guests though not big name authors are human beings too.  They are also experts in their own field be it a profession or area of fan activity.  Asking them to be a guest just so that the Eurocon can have another name (without having to pay full travel and accommodation) and then ignoring them not only is offensive but can put them off volunteering for future conventions (especially for your country).





Furthermore these folk are invariably well connected in various SF communities outside of your country and so will recount their (good or bad) experiences to these communities.





As said, Special, or Fan, Guests will not usually have their all their travel and accommodation costs provided for them though some Eurocons (and all Worldcons) have done this.  However you can reward them in other ways such as with a meal or two or a drinks or buffet reception with the Guests of Honour and local SF personalities or pay for just part of their accommodation.  Providing them with their own translator guide is another low-cost way of showing your gratitude (see 8.4), as is meeting them at and returning them to the airport.  What exactly you provide will depend on your conventions resources, but whatever it is state the minimum you will provide at the beginning you can always add extra treats later if more resources become available.  (This last will be a nice surprise.)





Obtaining Guests


6.1) Always specify exactly what you expect from a guest and what exactly you will provide.


Whether they are a Guest of Honour or a Special, or Fan, Guest always specify what you want from them. This can include some or all of the following: giving a solo talk, taking part in panels, meeting the press, running a workshop etc.  Again specify what you will do and provide for the Guest in return.  This takes place soon after you win the bid.  Alternatively you can 'provisionally' ask them before you win the bid stating the dates and where the Eurocon will be held if the bid is won.  Do this in writing.  Then you can announce these Guests as soon as the convention is won.  Again write to the Guests saying that the bid is won and confirm the dates, venue, and details.  Do this promptly.





6.2) Always specify exactly what you want from a guest and what they will need to provide.


This is slightly different from 6.1 above.  You will sort out 6.1 early on at the time you ask a guest to be a guest .  However later, typically, no less than 6 months before the Eurocon you will need to sort out the exact title of the programme items they will be expected to undertake and the technical support required (microphones, projectors and so forth).  This last also applies to programme participants!





6.3) If using an intermediate then always confirm arrangements in writing


If you use an author's friend, agent or publisher or some other go-between then always get confirmation from the Guest in writing (e-mail from the Guest's personal e-mail address will do).  This is important because it is very easy for a message asking to be a guest of honour to be slightly changed as it passes from you to the friend (or agent or publisher) to the author and back again through the intermediary.  A message asking to be a Guest can easily be misinterpreted as a 'provisional' invitation (subject to confirmation) or a reply, which is a provisional reply subject to confirmation, can easily be misinterpreted as a definite acceptance. Though most Eurocon organisers know this, two or three Eurocons have made this mistake. So always confirm arrangements directly with the guest in writing.





�
6.4) Never rely on word-of-mouth or verbal agreements


This follows on from 6.3.  This is worth emphasising as with Eurocons there is often the language barrier to overcome.   Such barriers lead to misunderstanding, so never rely on word-of-mouth agreements.





6.5) Never say or offer anything you cannot deliver


If you do this then your credibility and perceptions of honesty will be undermined. (See 1.1, 1.2 and 1.3.)





Attracting local fans who rarely go to your nation's conventions


7.1) Let local fans know of your event as soon as the bid is won.


Having won the bid it is tempting to sit back and have a rest.  Actually this is the time to promote the bid (see also 3.1).  Prepare an e-mail list of as many fanzine and webzine editors as possible and e-mail them individually.  (Doing a group e-mail can often mean that, unbeknown to you, your message is spam filtered.  However you can create a standard e-mail and cut and paste it before sending.)  The next thing to do straight away is to prepare a simple flier for conventions within your country and then give a small supply to someone you can trust to distribute these thoughtfully at conventions (and not just dump them on a table in the corner in a back room in a building away from the convention's heart).





7.2) Let local fans know why the experience of attending your convention will be unique.


You have to actively sell the Eurocon to fans.  You have to explain who you are inviting and their status in the European context.  Eurocons can be very good and they can equally be very bad.  Good promotion demonstrates several things:- 


i)  it shows that if you can organise good promotion and informative public relations then you are more likely to be able to organise a good convention worth attending.


ii)  it shows you have a sense of direction and an idea of what you want to achieve. 


iii) it lets fans know why they should not miss your exciting event.





7.3) Actively promote your convention beyond fandom to the broader SF community


In addition to fans who regularly attend conventions there are many more readers of SF books and viewers of SF films who, while not usually tempted to go to a convention, may well be interested in something special.  So as soon as you win the bid send a detailed press release to the SF magazines on sale to the public.  Also the day you win the bid send detailed release to the local newspapers of the city in which your convention will be held.  Local newspapers will publish local news (and local radios similarly cover local events).  'Local' to them means the city in which they publish and if your event is to be held there then they will be interested.  'News' to newspapers is defined as events of the moment.  So they will be interested in the news of the day but not the same news a week later.  So let them know the day you win a Eurocon bid or produce a Progress Report and not later. While many local newspaper readers, or radio listeners, will only have a passing interest in the story, some local newspaper readers will also be interested in SF and so attend.  Finally getting good newspaper coverage as soon as you win the event is something you can show to potential sponsors.  If you get good coverage as soon as you win the bid two years in advance, then the sponsors are likely to believe that you will get good newspaper coverage for the event on the day and so that sponsoring you is a good idea. (For example, this happened with the 1984 Eurocon (UK).) 





Attracting foreign fans to attend your nation's Eurocon


8.1) Inform early.  Most foreign fans will decide which foreign conventions they will be going to over a year in advance


This follows on from 3.1, 3.2, and 3.5. but it is also relevant to this 'attracting foreign fans' section.





8.2)  Give early estimates of the costs fans of getting to, staying and attending you convention


This is very important and one of the most common failings a Eurocon can make.  The reason why many Eurocons forget this is because they know, and the fans that attend their conventions in their country know, the cost of living in their country, hence the cost of trains, taxis and hotels. Foreign fans do not.  It is therefore important that you give a realistic idea of the main cost elements: internal train, likely taxi rides, hotel costs and registration right from the very beginning (even at the bid stage).  You can always say that these are realistic but approximate costs if you have not yet worked out the exact hotel discount, and then when the hotel discount comes this will be a nice development and encourage even further interest.  As said, foreign fans simply will not know these costs (see 1.3) and yet over a year before the Eurocon they will be choosing which big conventions they will go to in the coming year or two.  If your convention does not give this information early on then, not only does your convention look disorganised but fans will be more tempted by other SF events that do provide such information.  Again this point follows on from 3.1.ii, 3.2, and 3.5.  Remember, you will have worked out your budget, fans need to do the same.





8.3) Inform foreign fans as to why your Eurocon will be special and why they will want to come.


This is a development for 7.2.  However you need to remember that what is special for local fans is different for foreign fans.  Local fans will have no interest in tourism but foreign fans will.  Local fans will have an interest in big name foreign authors (and a lesser interest, but still an interest, in foreign fans).  On the other hand foreign fans will be interested in who the local guests and fans on the programme are but they will need this explained to them as they will probably never have heard of these people before (see also 1.3).





Another thing you can do, and again you can do this really early, is to get reviews of cons you've run on the internet.  You can ask other fans to write honest reviews of your own nation's national conventions at the time these early conventions take place and then you can submit these to SF news websites on the web.  Remember though that while you can supply convention reviews to more than one site, only ever provide a review to one site in a particular language. So provide a review to a news site in French and the same one to a site in German, but never provide copies of the convention review to two sites in German or French as websites like material unique to their site.





8.4)  Anticipate problems foreign fans are likely to face and help over-come them


Local fans know the local laws, customs and even basic things like language.  Foreign fans do not!  For many going to your Eurocon may be the very first time that they have been to your country let alone the city of your Eurocon (see also 1.3).  Foreign fans have very different and very real problems to local fans.  Your convention needs to actively demonstrate that it is aware of these and that it has plans to overcome them.  Typical problems include:-


i)	Administration.


The ease of getting appropriate documentation (such as visas) to a European country often varies depending on the nationality of both the Eurocon country and the nationality of potential entrants.  Explain the problems and how to overcome them.  If you can obtain some official status as an international cultural event and ensure that this status is actively notified to your country's embassies across Europe, then this can greatly help.  Then you can notify potential entrants as to the specific terms under which this special status is granted for visitors to put on their visa applications.  Some European countries find that a letter of invitation to attend the event also helps, or a copy of a government's letter granting your Eurocon official status.





ii)	Payment.


Payment for registration and hotel can be difficult.  Matters have continually changed over the years (and will no doubt continue to change in the future).  In recent years internationally-recognised credit cards have been a considerable help but change still continues.  Very recently 'identity theft' has become an increasing problem and so a number of fans (even if they have such internationally recognised credit cards) are now reluctant to use them to pay for accommodation by either phone or e-mail (even if this is easy).  If payment for registration and the hotel can be done either in advance at the previous Eurocon and/or on arrival at your Eurocon then this can get around such problems.  This means that some system has to be arranged with the hotel to provisionally reserve rooms.  (Such problems are less likely to affect local fans who can pay in the usual way.)  Another possible solution is to use agents in different countries who will accept registration and accommodation bookings by a certain date and then the agent wires the money to the Eurocon.  Wiring a large amount of money is cheaper than many people wiring smaller amounts. Also for the hotel, administering a block of reservations from one country is easier than doing this individually.





iii)	Converting currency


Currency conversion at airports is invariably more expensive than elsewhere.  If arrangements can be made to convert money near the convention at times of most participants' likely arrival then this too can help.  Stating the situation in progress reports and on the website is essential.  Stating how much money needs to be converted at the airport on arrival for immediate travel use (bus, rail and taxi) is also necessary even if it is more expensive.





iv)	Travel


Having indicate to foreign fans which airport and international train station are the one at which to arrive, foreign fans can sort out their own international travel.  However the problems arise as soon as they arrive in the country in travelling on to the convention.  Most foreign visitors (as opposed to returning locals) are met at airports by friends or business colleagues (depending on the purpose of their visit).  Those attending international professionally run symposia are similarly met.  However a foreign fan arriving, especially one who does not speak the local language, has difficulty.  Not only is there uncertainty about how to get around, there is also the problem that such lone arrivals are prey to unscrupulous taxi drivers and others.  Even fans arriving in groups of three or four for whom sharing a taxi is reasonably economical -- and which saves the difficulties of public transport -- can be overcharged by a considerable amount.  Furthermore this situation can be worse in some countries than others.  This can also be worse when arriving at some times (such as late at night) compared to other times.  





Two things can help:-


a)	First clear information in Progress Reports (and remember many visiting fans will buy their tickets up to 6 months in advance in order to get the best discount (so remember points 3.1, 3.2, and 3.5).  


b)	Meeting fans at the airport before, and returning them to the airport after, the Eurocon.  If visiting fans can be met then this takes care of the problem.  Typically 2 or 3 local fans to the airport can help convey arriving fans to the convention.  If visiting fans can be encouraged to arrive on the afternoon of 1 or 2 days, and similarly leave on 1 or 2 dates, then this facilitates meeting. (Put suggested travel times in Progress Reports.) If there are many fans it may even be worthwhile hiring a minibus.  If so then fans arriving on an early flight will be happy to wait for an hour or two having a coffee or whatever at the airport while fans from later flights arrive. The 2001 Eurocon (Capidava, Romania) was particularly good in this respect.  Remember that fans need to return to the airport after the convention. Another solution is for some local fans to provide a taxi service even if they charge some money.  (Again the 2001 Eurocon did this actually during the convention.)





	So it is often worth asking fans in advance on which day and on which flights they expect to arrive.  (Of course some fans will be happy not to be met and so you need not worry about these people.) 


�
v)	Translation


Language barriers can be a problem both for arriving and departing fans as well as during the convention.  The cost of hiring commercial translators is ridiculously expensive.  Fortunately it is unnecessary: such commercial translators should be left for professionally organised conferences, business, industry and commerce.  However foreign language students have often been of great help both in getting fans to and from the convention and during the convention.  The fans get help and the student gets free experience of speaking the foreign language. All the convention needs to do is to establish a relationship with the local university language departments. Typically only one translator is needed for groups of 3 or 4 foreign fans.  The arrangement usually is that the foreign fans ensure that the translators are kept adequately supplied by the foreign fans with tea or coffee, given a snack lunch.  If a translator has worked for the same group all day then often the foreign fans will offer to buy the translator dinner.  The only problems foreigners commonly experience is that sometime translators get too enthusiastic or that they are reluctant to seek out other groups of foreigners so that one group gets more than one translator.  Firm instruction is therefore required (with guidelines in writing) especially as student translators are often young. (See also 10.2.)





Stating in your Progress Reports and on your website the sorts of problems you are likely to encounter demonstrates to potential visitors that you have thought about likely problems and that there are ways to solve them.  A convention that gives such advice is more attractive to foreign fans than those that do not.





Many such problems can be anticipated years in advance and so this is one of the things that can be sorted out early on right from the bidding stage. (Again see also 3.1, 3.2, and 3.5.)





Overcoming these problems can give the Eurocon some extra costs so you may want to charge overseas fans a little extra to register to attend. (Note well 8.8.i and 8.8.ii.)





8.5) Ensure that the same help in overcoming problems is given to foreign fans as your guests.


There is nothing worse than if there is a problem that affects foreign visitors and the Guest of Honour get special treatment to sort the problem out leaving the average visiting fans to sort the mess out for themselves.  Not only does this generate ill feeling towards the committee (and is bad manners), it can actually disturb the Guest of Honour who can feel uncomfortable with such preferential treatment.  Problems with visa documentation, accommodation, and local travel are the usual areas of difficulty.   Sometimes officials, unaware of the convention's status, will try to get bribes.  If 'bribes' (financial inducements) are normal then state this and the amount needed in Progress Reports.  Often only a little help is required.  Locals know the position.  Foreign visitors do not (and may not even speak the language (see 1.3)).  Be mindful of this.  Better still try to anticipate problems before they arrive.





This actually is not something that you put on your website or in your Progress Reports but this point has been submitted a couple of times to this guide's compiler.  Unfortunately this seemed the best place to fit the point within this guide.





8.6) Ensure that there is added-value for foreign fans going to your convention.


This was largely covered in 3.4 (see also 5.2.).  However this does not just apply to the bid but also having won the bid in selling your event to SF communities in other European countries.





8.7) Ensure that your convention is easy to get to (and leave from).


This is a little different to helping foreign fans get to and from your convention previously mentioned.  If your convention hotel is next to an airport then there is no problem.  However such venues are expensive and have limited tourist opportunities.  There therefore may well be some internal travel required within the Eurocon country if not the region of the city.  Your convention must be seen to be easy to get to (irrespective of what help you may actually give).  If it is not then the convention really does need to be seen to make it easy by assisting with transport or assisting with foreign fans obtaining transport.  Quite simply if a fan is deciding between two foreign conventions -- your event and another -- the fan is more likely to go to the one which seems less difficult to attend (both regarding travel and the other arrangements). (See also 8.4.iv.b.)





For some more fans such difficulties are not a problem especially if they have been to the country before and/or speak the local language.  Some fans are also be more adventurous than other fans.  Some, only a few, are very adventurous: for example, two fans hitchhiked their way to the 1990 Worldcon in the Hague (Netherlands) from East Asia!  However most fans are less adventurous.





8.8) Be very aware that most fans are not rich (even if they come from wealthy countries). 


i)	One comment often made is that there seems to be a perception, particularly by a number of Eastern European convention organisers, that all western fans are rich!  This may or may not be true by some Eastern European standards, but remember back in their own country many western fans have only average wealth.  Furthermore they have just spent a lot of money travelling just to get to your country before they spend more money in your country.





ii)	Having said this, many (but not all) western fans do not mind paying a little more for registration compared to locals if it gets them clearly stated benefits (such as translation, assistance in travel locally and to and from the airport).  It is important that this added value is stated with the registration details as some past conventions have been criticised for charging western fans 2 or 3 times that charged local fans.  For example the 1994 Eurocon (Timisoara, Romanian) was unfairly so criticised in a number of western fanzines for its high charges for foreign fans.  Unfortunately the Timisoara Eurocon did not explain in their Progress Reports that this extra cost went to cover translators, travel to and from the airport, and some mid-day meals.  Consequently many western fans stayed away (though those that went had a great time).  Again the message is simple: clearly explain what and why you are doing things! +++ Also note that some western fans may speak the local language and be very familiar with the country.  They may not want to pay extra (and some may not be able to afford it).  Such fans should be allowed to pay the same reduced rate as the locals and so not be entitled to the benefits the higher payers receive.  The colour of the badge is one way organisers can quickly identify who is paying what and what extras they are or are not entitled.





Getting the most for the most people for your Eurocon


9.1) Ensure that you clearly explain who foreign guests and foreign fan programme participants are to your own nation's fans


For example, if you plan to have a fan panel with fans from countries other than your own then it greatly helps attract people to that programme item if everyone knows who these people are.  Help by having a short (just three or four lines) descriptions of who guests and fans are in the programme booklet.  Then add an extra line saying that they will be on such-and-such a programme item on such-and-such a day.





Obviously Guests of Honour need more than three or four lines.  Guests of Honour need typically two pages: one page a description of who they are and another page of bibliography of their works.  Special (or Fan) Guests also need more than three or four lines but not nearly as much as two pages.  Half page or less should be enough to explain their expertise and also their SF connections.





9.2) Ensure that you clearly explain who your own nation's programme participants are to foreign fans


The same thing goes as in 9.1 to explain who these foreigners are to your own nation's fans.





9.3) Do not have programme items about your own nations SF and fandom for your own nation's fans


Your own nation's fans already know about your own nation's fandom!  Besides you can always do this at other conventions that are not Eurocons. Your country only gets Eurocons about once a decade.





9.4) Do not have programme items by locals for locals


Same reason as 9.3.  You can do this at your many local events. Do not think local, think European.





9.5)  Do not have programme items by foreigners for foreigners.


Same reason as 9.2 and 9.3. Think European, and your country is European too.





9.6) Do have programme items about foreign fandom and SF for local fans 


Similar reasons as 9.2, 9.3 and 9.4..  (See also 2.1)





9.7) Do have programme items about local fandom and SF for foreign fans


This is the both the opposite of 9.3.  Programme items about local SF and fandom for foreign fans needs to be an introduction to local fandom and SF as well as covering issues of the day. (See also 2.2 and 10.3.)








Ensuring that the Eurocon is a happy time for all


10.1)  Ensure that everyone is informed of everything early and clearly.


If you have not realised this by now, this is a recurring theme of advice and guidance as to how to run a good and successful Eurocon.





10.2)  Ensure that there is good communication between local and foreign fans.


If you have not realised this by now, this is also a recurring theme of advice and guidance as to how to run a good and successful Eurocon.





Not all local fans will want to communicate or meet foreign fans.  However a good many will.  Some may even be prepared to pay extra when registering and might enjoy taking part in some of the tourist activities you may plan.  These local fans may be prepared to pay a little extra if it gets them included in foreign fan activities both during, before and after the convention.  Remember if you do decide to charge a special rate for attending local fans to participate in foreign fan activities then you will need to specify what this extra cost will give them.





Here is a tip.  If you do charge foreign fans more (so as to pay for help with airport or station transport and translation) and perhaps also local fans who wish to spend more time with foreign fans, then one idea is to have their convention badges a different colour (perhaps on yellow rather than white card).  This means that if you have a party or special function for visiting foreigners that those local fans who pay extra can also go and be easily recognised as one of the locals who has paid extra for this benefit as opposed to locals who have not.  (Similarly translators will need access to these functions and so may benefit from also having this different coloured badge. (See also 3.4.))  BUT also remember that there are some very rich eastern Europeans and some very poor western fans, so you really do have to be thoughtful about how you organise things.  (Also remember that foreign attendees already have to pay more travel to get to your convention than locals attending your event.  Most foreign attendees will not be on business expenses (in fact probably none will)!








10.3)  Remember foreign fans do not know the basic things that local fans know and so need extra help


See 1.3 and 8.4.





10.4)  Please do things that are customary for your local conventions but explain them to foreigners.


See also 2.2 and 9.7.





10.5)  Remember that foreign fans are visiting your country as well as your convention


Your Eurocon is very much an ambassadorial event.





10.6)  Always have the right equipment for programme items


This should be obvious but you would be surprised that a few (not many) Eurocons have either forgotten this or this has not been properly checked.  Whoever is running your convention's equipment and technical support should physically see the actual equipment to be used a few weeks in advance of the event!  So should the chairman (as he/she will have to sort out any mess)!  (This point has not only been made a number of times by those providing initial comments for these guidelines but also one of those checking the draft who suggests that this be sorted out 'months' (not weeks) in advance!)





Eurocon business 


11.1) When nominating awards ensure you nominate for something at least of national standard or, preferably, that has had an impact on the SF community of more than one Eurocon nation. These are, after all, Eurocon awards


Again this should be obvious but all too often those engaged in local SF activities are given awards yet others -- perhaps are not so well recognised locally but who have done more at the European level -- have been ignored. 





11.2)  When voting for ESFS officers vote for those who you think will actually further Eurocon goals and actually do something and not someone just because they are a 'nice' person.


If ESFS is to evolve it needs officers who are going to do things in between Eurocons and who will attend Eurocons.  Those, however nice and well known, who do nothing between Eurocons or who even fail to attend Eurocons during their term of office, will not benefit European SF.





Miscellaneous


12.1) Registration rates for foreign fans


This came up in 8.8.ii but as this point has been suggested more than once for inclusion in this guide, and as it has been the subject of fierce debate in the past, it is perhaps worth exploring this in a little more detail.  The problem has been because some Eastern European Eurocons have charged a different rate for home fans and those from other countries.  Some Western European fans have complained bitterly at being charged more especially when they already have the burden of higher travel costs.  There is good cause for such complaint if western fans only get the same benefits of registration as their counterparts from Eastern Europe.  However if visiting fans get extra benefit (such as local guides, translators, help getting to and from airports/stations, or special social events to meet authors and leading fans from the hosting nation) then paying a little extra is not a problem.  The thing committees need to do is to keep the difference in registration as small as possible and to clearly signal what extra benefit any extra charge (or difference in registration rate) covers.  Also remember that some western fans are not wealthy and some may speak your language and know your country.  You need to think very carefully about all these factors so as not to cause difficulty or offence.





12.2) Badge size and content


Easily readable badges are necessary.  This is not a problem specific to Eurocons and so by rights should not be in this guide.  However comment on this point has been made a few times and so it is included.  The main cause for complaint is that badges should have the name of the badge wearer in large enough size to be clearly, and easily, read from a distance of one metre.  People want to know to whom they are talking.  There is one aspect of this that is arguably Eurocon-related and less applicable to a nation's own convention.  This is that professionals and fans within a nation often know who each other are.  This is less true of international conventions such as Eurocons where often people meet for the first time!  Indeed sometimes people may know each other either electronically or by e-mail but have never before met face-to-face.  So lettering on badges needs to be is large enough. However the title of the wearer's country can be in small type.  (Comment was also received as to conventions held in the far east of Europe where nations use the Cyrillic alphabet.  The majority of Europe does not use this alphabet and the suggestion has been made that such countries should have badges large enough to have names sufficiently large to be readable from a metre away on both types of lettering.  However the compiler of these comments and those checking the early draft of this guide recognise that this is a debatable topic.  As such it is suggested that the committees of those Eurocons so affected give the matter some thought and for them to come up with their own best solution.)





12.3)  Worldcons


There have been a few European Worldcons that have also been Eurocons and it is likely that this will happen again.  It has to be said that comment received for this guide is divided into two camps.  There are those who say that a combined Eurocon-Worldcon will always see the Eurocon swamped by the Worldcon.  Then there is the other view that this need not be the case and that a Eurocon can give a Worldcon an unique feel and indeed make it very distinct from North American Worldcons.  If a Worldcon seeks also to be a Eurocon then arguably it should at least adequately cater for Eurocon needs.  To this end here are a few points that are at least worth considering:-


i)	As much as possible the Eurocon dimension to the joint convention should get equal billing to the Worldcon aspects.  This includes things like the Eurocon Awards (which at one Eurocon-Worldcon was not part of the main Awards Ceremony and nor was it even press released until some days after the end of the event!).


ii)	There should be a European programme stream that: to show cases SF from different European countries to non-Europeans; looks at the strengths and weaknesses of European SF compared with the rest of the World; to bring European professionals and fans together. The convention's (European) Guest of Honours also need to participate in this stream (and, of course, also be at the Eurocon Award ceremony).  If the Guests of Honour do not they might forget (as has happened) that they are also at a Eurocon.


iii)	European night time parties might be near each other.  Furthermore the same one good venue should be reserved for a different European party each night with the nations likely to hold the best parties running these, one for each of the five nights of a Eurocon.  This large room might also have a static Eurocon display that lasts the entire five nights of the convention and which features photos and items from past Eurocons as well as promotion for forthcoming Eurocons and bids.


iv)	There should be a dedicated person on the Worldcon committee with sole responsibility for liaison between the Worldcon and ESFS.  This person must not be sidetracked with other duties.  This individual needs to be able to liaise with:-


a) those running the programme, 


b) the Worldcon's press officer (who needs to develop contacts with European press agencies) 


c) and to ensure that the Worldcon committee's Awards (or Extravaganza) committee members provide Eurocon Awards and the presentation ceremony.


d) the committee member who arranges facilities for the evening parties.


e) the Progress Report editor as the progress reports should ideally have:-


an article explaining Eurocons, ESFS and the Eurocon Award


a free half page advert for that year's Eurocon (in Progress Report 1) (Eurocons are not as wealthy as Worldcons.)


news of the European dimensions being planned (all progress reports)


a free half page advert for next year's Eurocon (in Progress Report 4)


f) the Programme Book editor as the programme book should have at least the following:-


a list of past Eurocons (just as there is a list of past Worldcons)


the ESFS constitution (just as there is the Worldcon constitution)


an explanation of the Eurocon Awards (just as there are the Hugo Award rules)


a list of past Eurocon Award winners (just as there a list of past Hugo Award winners)


an article about the history of Eurocons


an article reviewing Eurocons since the last European venued Worldcon


a free advert for the following year's Eurocon (bearing in mind that Eurocons usually do not have the resources of Worldcon bidders)


v)	That in addition to the usual Worldcon 'Foreign Legion' that deals with membership matters, that there is a second European Foreign Legion with a representative who will liaise with fans and authors in their country regarding organising programme items and European hosted parties.  (This is quite a different job to sorting out membership problems and general promotion of the Worldcon in other European countries.)


vi) That at least two of the Worldcon Guest of Honours and in addition at least one fan guest be from Europe.  Ideally of the at least two European Guest of Honours at least one should come from Western Europe and at least one from Eastern Europe.





Final points


13.1)  Adhere to this code like glue for success.


Go through each of the above points with each committee member at each committee meeting to see that all areas of responsibility adhere to this code.


13.2)  Ignore this code and you will fail.


13.3)  Accept the consequences of, and be responsible for, your actions.


13.4)  Do not attempt to run a Eurocon if you think you are unable to follow this guidance.


13.5)  Remember you are running a 'European' 'Science Fiction' Convention.


�
Appendix


Time-line checklist.


Before Eurocon


3.5 Years 	Decide to run a Eurocon and identify potential venues within a specific venue city


Prepare promotional materials for a pre-bid marker (including a website).  This should include the benefits of the venue city and the type of Eurocon to be held including programme themes.


3.0 Years	Present pre-bid marker at that year's ESFS business meeting


2.5 Years	Prepare promotional materials for the Eurocon bid, and


		Prepare basic materials in event of winning the bid


2.0 Years	Present the bid at that year's ESFS meeting


		In the event of winning distribute basic promotional material at Eurocon


	From Eurocon electronically distribute a press release to SF magazines, websites and local media to your venue city, and update website with pre-prepared pages


	Approach potential guests of honour and get confirmation in writing (or by personal e-mail)


	Begin the on-going process of developing the Convention website.


22 months	Announce Guests of Honours and begin preparing Progress Report 1 (both PDF and print)


		Progress Report 1 to contain:-


details of Guest of Honours


outline of any convention theme and programme streams


call for programme participants


details of venue city (including maps and items of tourist interest)


details of likely costs of venue city hotels


details of how to and costs getting to and from Eurocon from nearest international airport and railway station


details of registration costs (any early registration discounts?) and how to register (including agents in other countries with whom registrations can be made)


PDF to go on website.


Print a supply of copies of a basic leaflet to go to Eurocon agents in other countries for them to distribute to their national convention and SF societies





20 months	Actively solicit major programme participants.  Contemplate who might be Special and Fan Guests.  Decide (if not already done) on an actual venue and venue accommodation.


18 months	Negotiate contracts with hotels and actual final venue.  Identify likely places for socialising during the day and also evening.


16 months	Begin preparing Progress Report 2 which should include:-


Announce Special (or Fan) Guests


Announce final venue


Announce hotels, hotel details and hotel Prices


Map of hotels in relation to convention venue


Announce any programme news


Announce preliminary tourist activities before and/or after Eurocon


Notify any changes to registration rates (perhaps less of an early registration discount?) and give a cut-off date for postal and electronic registrations plus state registration rate on the door (including a day rate?)


13 months	Print Progress Report 2


12 months	Distribute Print Progress Reports at that year's Eurocon, post copies to advance registrants (after Eurocon in case you can give some to advance registrants at that convention), and post PDF on internet.


Consider preparing a short (2 minute?) YouTube promotional advert and try to get SF news sites to link to it?


10 months	Begin to finalise the programme 


	Get articles and other materials ready for the programme book including appropriate length biographies or descriptors of Guests of Honour, Special (Fan) Guests and Programme Participants.


Make arrangements for the Eurocon award trophy


		Make preliminary arrangements for translators


8 months	Propose the finalise the programme and confirm matters with individual programme participants confirming programme item description, and programme item technical requirements.  Ensure ESFS officers are happy. (At this point you might want to check that advice in this guide has been considered?)


6 months	Finalise the programme.  Confirm details of nearby restaurants and whether they are open at weekends. Give details to TV and radio programme producers who are likely to cover the event in depth on the day.


4 months	Assemble final version of the Programme book


		Get final version of the Programme book and Programme timetable sheets translated


		Check that all audiovisual and other equipment physically exists in this reality


		Contact foreign registrants by e-mail to ascertain how they will arrive


2 months	Finalise who are to be translators and guides and provisionally allocate these to foreign Guests, foreign programme participants and foreign groups


1 month 	Print programme books (different language editions) and programme timetable sheets.


		Check with press and media in venue city. Put final arrival / departure travel details on website.


2 weeks		Prepare convention badges and assemble members' packs.  Announce that registration only available on the door (at a higher price) and no longer electronically or by post.


1 week 		Box members' packs and other materials for transportation to venue


		Press release local TV radio and newspapers.


		Notify who is meeting whom at airports and stations


		Notify foreign fans who are to be met of arrival arrangements


		Give instruction / guide sheets to translators


2 days 		Send out final pre-convention press release to local press


		Transport convention materials to convention


		Meet first foreign arrivals and team them up with translators / guides


1 day		Set up convention


		Hold press engagements with appropriate media and Guests


		Ensure early visiting foreigners happy with arrangements


0 day	Hold convention.  Ensure Eurocon winners press released to local and specialist SF press across Europe.


Day after	Pack up convention materials


	Ensure foreign visitors get back to, or find it easy getting back to, stations and airports 


	Relax with any foreign visitors staying on (and give assistance to Guests of Honour with 'thank-you' tourism as appropriate)


2nd day after	Ensure most of the remaining foreign visitors get back to, or find it easy getting back to, stations and airports, especially Guests of Honour.  Check e-mail for follow-up press questions/quotes Send 'thank you' messages to those who have helped your convention and the guests


2 months after	Meet up with rest of committee to celebrate and review press and fanzine coverage. Agree that you will (or will not) run another Eurocon in four years time!  


If by chance your convention has made a small financial profit then why not produce a fanzine reviewing the convention illustrated with pictures from it.  Send this to guests and programme participants as well as make available to all who helped you run the convention as a 'thank you'.  (The 1999 Eurocon, Dortmund, did this particularly well with a 194 page edition of the semi-prozine Andromeda, but something smaller would still be very fine).  Extra copies (depending on the print run you can afford) can go to other fans who attended your Eurocon. (So you may want to spend what limited money you have on producing more copies of a smaller publication than fewer copies of a larger publication.) Finally if you can afford a really big print run then keep 100 copies and store in a box for several years until your nation next decides to bid for a Eurocon and then use these to promote this next bid.





This guide was compiled with the assistance of the Science Fact & Science Fiction Concatenation http://www.concatenation.org.  Huge appreciation goes to all who submitted comments.  Thanks also goes to one of the ESFS officers not to mention an author with a slow time machine for additional comments.


