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Preface

The IEA Triennial Congress has been held 20 times since 1961. Each time, a different IEA Federated Society is selected to host the Congress, and each Host Society starts the organisational process anew. This is a huge and complex endeavour, as the Congress typically attracts 1,000-2,000 delegates from all over the world. The purpose of this document is to help IEA Executive Committees and Host Societies manage the many aspects of conducting a Congress, including submitting a bid, preparing for and organizing the Congress, executing the Congress successfully, and creating the final report.
 
The IEA Executive Committee envisions that the Congress will be a true collaboration between IEA and the Host Society. This means that roles, tasks, and responsibilities must be clearly defined and allocated, so that the Host Society can work smoothly with four different Executive Committees whose terms span different phases of Congress organisation. We must draw from professional guidance on project management to specify, basically, ‘who does what,’ ‘how it should be done,’ and ‘when it should be done.’ The Congress Model provides this information.

Elina Parviainen, Chair of the Development and Promotions Standing Committee, and Yushi Fujita, IEA Past President and Awards Chair, have spent many long hours creating this document, and its value as a resource for the execution of IEA Congresses is very clear. However, as we have seen in 2020, the traditional notion of the scientific conference can become outdated very quickly. Changes in the world now require adjustments in our concepts of scientific meetings, and technological advances now enable new formats for disseminating scientific information. Because of this, the Congress Model is a living document, and the intent is that it will be reviewed and revised by future Executive Committees and Host Societies as needed to address advances and changes in the world.

Kathleen L. Mosier, Ph.D.
20th President, International Ergonomics Association
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ii

Objectives

Purpose
The IEA Triennial Congress Model (CM) is a managerial tool that has been designed to improve the administrative and technical quality of the IEA Triennial Congress. The CM helps the IEA Executive Committee (EC) to provide full support to the Host Society (HS) and the Organizing Committee of the Congress (OC) based on the EC’s knowledge, experience, and vision. The CM helps the Host Society and Organizing Committee to plan, organize, and execute the Congress in line with established requirements, guidelines, and visions shared by the EC. The CM accomplishes this based on a process management approach.
Scope
The CM is designed to assist the application, planning, organisation, and execution of the Congress, which satisfies the rules specified by IEA By-laws and the Operating Procedure - IEA Triennial Congress (OP 08). Many of the requirements specified by these rules are not specific to a Congress’s mode of operation; i.e., in-person, virtual, and hybrid. However, some of the requirements/guidelines are obviously not applicable to a virtual/hybrid Congress.
Users of this document
The main users of this document are:
1. Member societies interested in hosting a congress.
2. The representatives of HS and OC.
3. The EC member who holds a dedicated position for assisting HS and OC to plan, organize, and execute the Congress, and who reports on progress to the IEA Council.

Officers and other members of the EC are advised to familiarize themselves with this document. It should be made available to all members of IEA Federated and Affiliated Societies as well as to the IEA Networks.


[bookmark: _Toc163936184][bookmark: _Toc164285704][bookmark: _Toc164521068][bookmark: _Toc164521195][bookmark: _Toc164521842]Introduction

For people engaged in Human Factors and Ergonomics (HF/E), the IEA Triennial Congress is important for many reasons. The Congress 
· gives people an opportunity to publicly present achievements that they have made in the past three years and to learn/exchange up-to-date and cutting-edge HF/E knowledge,
· affords students and early-career professionals an opportunity to interact with world-class researchers and practitioners,
· promotes good HF/E research and practice on a global scale, and
· provides communication possibilities between IEA societies and their members. 
These are only a few of the benefits of the IEA Triennial Congress. The Congress is considered successful when it has realized some or all of these values, however, the IEA does expect to make some financial gain. This is necessary for assisting in covering its running costs. 

The CM provides protocols that are designed to help HS and EC to communicate closely, so that they can develop a project plan collaboratively. CM is based on a process management approach called the Project Management Process (PMP).  The IEA recognizes that hosting the Congress is not without risk. Uncontrollable occurrences and events can result in financial loss, liability issues, disappointed participants, or require last minute major adaptations. These all have potential negative effects on the success and reputation of the Congress and even the discipline. As we have seen with the challenge of the COVID-19 pandemic, external events can have profound implications for the conduct of the Congress. The use of the PMP assists the management of the congress to reduce these risks and host a safe/healthy, more economically sound, and academically efficient congress.

Chapter 2 describes the timelines of IEA Congress planning. It emphasizes that a Congress is a complex, eight-year project that involves four ECs. Each EC oversees the progress of four Congresses in its term.

Chapter 3 discusses important considerations that need to be shared by all stakeholders (i.e., Federated Societies, the Host Society, the Organizing Committee of the Congress, and the EC). 

Chapter 4 details the Project Management Process (PMP), which covers the entire project from the submission of a proposal through organisation, execution, and formal completion of the project.



[bookmark: _Toc163936185][bookmark: _Toc164285705][bookmark: _Toc164521069][bookmark: _Toc164521196][bookmark: _Toc164521843]Overall Project Process

The Congress is a large and complex project. An HS is selected by the Council six years before a Congress is expected to take place. However, a call for submissions is announced by the EC approximately 12 months before the HS selection and Federated Societies interested in hosting a Congress should start to prepare their proposal well in advance of the deadline for submissions. The project formally ends at the first Council meeting after the conclusion of the Congress. At that meeting, a summary report (i.e., the Triennial Congress Report) is submitted and presented. The project therefore extends over around eight years and involves four EC teams. Figure 1 shows the general process of the Congress. 

The process is marked by several milestones specified in the OP-Triennial Congress. A detailed timeline view of the milestones is presented in Appendix C. The whole project can be divided into four distinct managerial phases; (1) applying for the Congress, (2) organizing the Congress, (3) executing the Congress, and (4) ending the project. 

[image: テキスト, 地図 が含まれている画像

自動的に生成された説明]
[bookmark: _Toc163980995][bookmark: _Toc164284450]Figure 1: Overall Project Process of the IEA Triennial Congress

As shown in Figure 1 and Table 1, each EC deals with four Congresses during its term. For instance, at the start of the 20th EC team the Triennial Congress Report of IEA2018 was submitted to the Council. That EC team was then involved in the organisation of IEA2021 and IEA2024, the execution of IEA2021, and the selection of the Host Society for IEA2027.

[bookmark: _Toc163935815][bookmark: _Toc164284473]Table 1: An EC is Involved in the Management of Four Congresses
	EC Term
	Actions
	IEA2015
	IEA2018
	IEA2021
	IEA2024
	IEA2027
	IEA2030

	The 19th EC
(2015 – 2018)
	Select the Host Society
	
	
	
	X
	
	

	
	Organize the Congress
	
	X
	X
	
	
	

	
	Execute the Congress
	
	X
	
	
	
	

	
	Submit the end report
	X
	
	
	
	
	

	The 20th EC
(2018 – 2021)
	Select the Host Society
	
	
	
	
	X
	

	
	Organize the Congress
	
	
	X
	X
	
	

	
	Execute the Congress
	
	
	X
	
	
	

	
	Submit the end report
	
	X
	
	
	
	

	The 21st EC
(2021 – 2024)
Next President
	Select the Host Society
	
	
	
	
	
	X

	
	Organize the Congress
	
	
	
	X
	X
	

	
	Execute the Congress
	
	
	
	X
	
	

	
	Submit the end report
	
	
	X
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[bookmark: _Toc163936186][bookmark: _Toc164285706][bookmark: _Toc164521070][bookmark: _Toc164521197][bookmark: _Toc164521844]Important Considerations

Regardless of how the Congress is planned, close cooperation between HS/OC and EC is important for making it successful. The CM is designed to promote good communication and to ensure that various managerial considerations for project management and content management are implemented systematically. The most important considerations are discussed in this chapter. They are incorporated into the design and structure of the PMP in Chapter 4 and into the design of documents and communication tools used by HS and EC, which are included in the Appendixes. 

This chapter is divided into considerations that need to be taken in the project management and in the content of the Congress. It is expected that the first considerations fall under the responsibility of the OC Chair and the EC, whereas the content considerations will be the responsibility of the chair of the scientific committee, who will most likely be a senior member of the OC.

3.1 [bookmark: _Toc163936187][bookmark: _Toc164285707][bookmark: _Toc164521071][bookmark: _Toc164521198][bookmark: _Toc164521845]Considerations for Project Management
1.1.1 [bookmark: _Toc163936188][bookmark: _Toc164285708][bookmark: _Toc164521072][bookmark: _Toc164521199][bookmark: _Toc164521846]Consistent Communication 

	The EC must take measures to maintain consistent and seamless cooperation between HS/OC and EC.



Every three years, new IEA officers are elected, and a new EC is formed. An EC is involved in four Congress projects during its term. Each Federated Society has its own practice for electing new officers. It is essential that when new officers are elected, both the IEA and the HS provide consistent and seamless management of the Congresses, especially in terms of communications between HS/OC and EC. An EC must engage with the HSs for four different Congresses as described in Chapter 2.

From three years before a Congress the chair of the OC is appointed as a (ex-officio) member of EC. Usually, the other EC members meet with the OC chair twice a year at EC meetings during this time. At these meetings progress is reported, and important issues discussed. Regular communication on a more frequent basis is expected with the IEA officers for agreement exchange and with the chair of the Science, Technology and Practice Standing Committee who communicates directly with OC to help develop technical sessions organized by IEA Technical Committees.

The EC must support the HSs by providing consistent and seamless communication. It should be noted that the Chair of OC is a representative of HS. There must be an appointed counterpart in EC, who is assigned to manage all four Congresses that the EC oversees during its term. This person is appointed by the IEA President (generally the Chair of the Development and Promotion Standing Committee).

3.1.2 [bookmark: _Toc163936189][bookmark: _Toc164285709][bookmark: _Toc164521073][bookmark: _Toc164521200][bookmark: _Toc164521847]Sharing common aims

	Planning and conducting an IEA Congress is a team effort requiring that the HS/OC and EC share the goals and values of the Congress.



Conducting an IEA Congress is a team effort with great potential benefits to the HS, to IEA, and to the field of HF/E. Included in these benefits are financial returns to the HS and IEA; an opportunity to advance the state of knowledge in HF/E globally; greater visibility for the HS, IEA, and the field; and the many rewards of working together as a team to accomplish the successful execution of the Congress. Thus, the HS and IEA both have a substantial stake in the success of the Congress. It is essential that all members of the Congress team (HS, OC, EC) understand that this is a joint effort, and communication and collaboration at all stages of planning and execution are highly valued.
Other goals, such as the support of LMI country participants, keynote themes and invited guests should be discussed and agreed before the formal agreement is signed by both HS and IEA, at least two years before the Congress takes place.
The HS conducts the logistics of venue selection, registration, event planning, and all other aspects of the meeting, often in collaboration with a professional conference organizer, and in consultation with and under the guidance of the EC. 
IEA and its Technical Committees assist to provide the technical content of the meeting, and the EC provides oversight, encouragement, experience guidance, and international support. 
As stated in the OP – Triennial Congress, IEA does not assume any financial risk associated with the Congress; this is entirely borne by the HS, which also stands to benefit financially when the Congress is financially successful. IEA may provide a loan of seed funds to the HS/OC to cover initial costs before any income is generated. This must be returned to the IEA after the Congress.
The HS pays a capitation fee (see IEA OP Triennial Congress) to IEA for each registrant at the meeting. This fee helps to ensure the continued financial stability of IEA and allows stabilization of dues paid by Federated Societies. 
IEA and the HS divide any surplus equally, and the HS can specify the use to which IEA’s share of the surplus is to be put through creation of a designated fund. 


3.1.3 [bookmark: _Toc163936190][bookmark: _Toc164285710][bookmark: _Toc164521074][bookmark: _Toc164521201][bookmark: _Toc164521848]Being innovative while observing rules

	Being innovative while observing rules and learning from practices and prior experience is the best way forward.



The IEA OP - Triennial Congress and this Conference Model reflect established policies, practices, and procedures. Adherence to the OP and CM is the basis for a successful Congress; however, adhering rigidly to previous practices is not always workable or practical in context. Innovation and creativity in planning are desirable, especially when not in conflict with rules. If there is any question about the relevancy of the rules to a particular situation, the HS and OC should consult with the EC before proceeding, especially if there is a perceived conflict with the OP.

3.1.4 [bookmark: _Toc163936191][bookmark: _Toc164285711][bookmark: _Toc164521075][bookmark: _Toc164521202][bookmark: _Toc164521849]Preparing for the unexpected

	The HS/OC and EC must work together to identify and mitigate potential disruptions.



Planning a Congress is not without risks. Each Congress has specific risk factors, which depend on how the Congress is planned and implemented. However, there are some general categories of risk factors that have been specifically related to event organisation) and these should be considered during the planning process. During the planning process, the HS/OC and EC must work together to identify foreseeable disruptions and discuss how they can be minimised and their potential consequences mitigated.

Consider for example:
Uncontrollable events: What uncontrollable factors could force the cancellation, postponement, or change the mode of operation (i.e., physical, virtual, hybrid)? Specific risk factors include, but are not limited to:
· Natural factors (e.g., climatic factors, earthquakes, etc) and resultant events (e.g., shutdown of transportation)
· Political instability or changes (e.g., decline of safety/security)
· Pandemic and resultant events.
Regulatory changes: What are the state, federal, or industry regulations and how could they impact the event and event cancellation? Specific risk factors include, but are not limited to:
· Availability of venue
· Availability of public utilities (electricity, water, internet)
· Impact of public holidays.
Contractual issues: What are the contract clauses (i.e., terms and conditions) with vendors such as venue, conference organizers, AV/production company, technology providers, and others? Specific risk factors include, but are not limited to:
· Insufficiently protected contracts with external organisations (e.g., conference organizing companies)
· Insufficient considerations for safety of participants (e.g., architectural deficits, security)
· Improper work conditions for staff members
· Dysfunctional leadership and team relations.
Branding & Public Image issues: How will hosting, cancelling, or any other action impact the organisation’s brand and public image? Specific risk factors include, but are not limited to:
· Poor technical program
· Low-quality side programs (e.g., technical visits)
· Insufficient administrative support to participants
Safety/Security: Is there sufficient consideration for safety/security? Specific risk factors include, but are not limited to:
· Insufficient safeguards for participants (e.g., architectural deficits, security)
· Unsafe working conditions for staff members.
Others: Specific risk factors include, but not limited to:
· Need to change the mode of operation (i.e., physical, virtual, hybrid) .

3.1.5 [bookmark: _Toc163936192][bookmark: _Toc164285712][bookmark: _Toc164521076][bookmark: _Toc164521203][bookmark: _Toc164521850]Managing financial risks

	Regularly check if any changes occur while organizing the Congress and consider their potential effects on the expected financial outcome (profit) of the Congress.



Financial management is always based on the (agreed-upon) targets in the project plan, and on the cost of activities, and the income generated from them.  All agreements with external suppliers (activities and their outputs and costs) should be included in the Congress budget. PMP gives an overall view of the core tasks and their outputs to be planned and managed for a successful Congress. By using PMP, the HS/OC, in cooperation with the EC, can check if any changes take place or new risks arise while organizing the Congress and estimate their potential effects on the expected financial outcome (profit) of the Congress. 
PMP explains the critical points to be observed, especially from the quality and financial points of view. 

Contracting with one or more external suppliers is an important part of the organisation of a Congress, and the contractors’ performance needs to be monitored carefully by HS/OC to avoid a situation in which targets are not met and agreed-upon costs are exceeded. Therefore, it is essential that OC take financial management seriously to avoid losses resulting from unexpected and/or unrecognized situations. This means that HS/OC must be familiar with the terms and conditions of contracts with suppliers.
To mitigate risk successfully, all actions and agreements must be planned and negotiated carefully, and the risks analysed. Consider especially how the organisation’s expenses, revenue, and return on investment (ROI) may be impacted? Specific risk factors include, but are not limited to:
· Economic factors (e.g., devaluation of currency, inflation, loss of sponsors).
· Overestimation of registrations.
· Failure to obtain sponsorships and/or subsidies.
· Excessively high or low registration fees.
· Excessive discount or exemption of registration fees and/or inappropriate refund policies.
· Unexpectedly large and/or unforeseen expenses.
· Insufficient reserves for contingencies
· Inadequate financial risk management. Examples: expected payments not made, human accounting errors and/or intentional fraud, insufficient financial control and oversight. 

Another important aspect of financial management is taxation. Depending on the tax regulations of the country in which the Congress is held, it is important to ascertain the maximum amount of profit the Congress can realize before taxes apply. If the surplus exceeds this limit, taxation must be carefully considered and explicitly included in the budget and the calculation of profit.

3.1.6 [bookmark: _Toc163936193][bookmark: _Toc164285713][bookmark: _Toc164521077][bookmark: _Toc164521204][bookmark: _Toc164521851]Defining responsibilities according to capabilities

	Good project management involves assigning responsibilities to people and organisations with the appropriate skills and knowledge.



The core responsibilities and capabilities for organizing a Congress are: 
· Managing and organizing the Congress (by HS/OC) 
· Project management skills and competence
· Financial and risk management knowledge and skills
· Scientific management skills, including knowledge of and experience in organizing large scientific conferences. 
The PMP specifies activities to be cooperatively conducted by HS/OC and EC during the organisation of the Congress. The PMP specifies skills and competences that are needed for successfully executing the tasks highlighted in Congress preparation; however, it is important that HS/OS ensures that the right people are assigned to the right tasks. If the HS/OC lacks resources for certain competencies, external experts and suppliers should be used. The PMP gives some ideas and highlights some risks to be avoided.

For allocating authorities and responsibilities the HS/OC typically uses external specialists and suppliers (e.g., a local conference bureau, conference organizer). Many aspects of the Congress will need to be arranged in cooperation with such external specialists. To accomplish this, HS/OC will need to possess good negotiation skills and competence to evaluate the capability of external suppliers. It is important that risks and potential losses are defined clearly in agreements. . If desired the EC can support HS/OC in evaluating external suppliers’ capabilities, by finding competent and experienced people to assist.

3.1.7 [bookmark: _Toc163936194][bookmark: _Toc164285714][bookmark: _Toc164521078][bookmark: _Toc164521205][bookmark: _Toc164521852]Prohibiting monetary benefits for individuals

	Individuals belonging to HS/OC and EC who are involved in the organisation and management of the Congress are not allowed to receive monetary benefits, nor are they permitted to conduct any commercial activities in connection with the Congress.



Individuals who belong to HS/OC and EC and who are involved in the organisation and management of the Congress are not allowed to receive remuneration or salary except for reimbursement of actual, reasonable expenses incurred in performing duties and activities related to the organisation and/or management of the Congress. They are also not allowed to conduct commercial activities by utilizing IEA and/or the Congress. These conditions also apply to persons from external organisations (e.g., contracted conference-organizing company, other supplier specialists), unless otherwise specified by contracts approved by EC. The IEA Vice President/Treasurer has the responsibility to approve the reimbursement of all expense claims. 

3.2 [bookmark: _Toc163936195][bookmark: _Toc164285715][bookmark: _Toc164521079][bookmark: _Toc164521206][bookmark: _Toc164521853]Considerations for Content Management
3.2.1 [bookmark: _Toc163936196][bookmark: _Toc164285716][bookmark: _Toc164521080][bookmark: _Toc164521207][bookmark: _Toc164521854]Make the Congress Competitive

	The Congress must offer an attractive, high-quality technical program that represents the most important established and emerging domains of HF/E.



It has been more than 60 years since IEA was founded in 1959. Today there are many conferences on HF/E and topics related to HF/E, some of which are larger than the IEA Triennial Congress. It is therefore worthwhile asking regularly if the Congress is remaining competitive and covers the broad scope of HF/E. It may be too ambitious a view that the Congress can represent every aspect of HF/E, but the Congress must offer an attractive and high-quality technical program that both represents the established and emerging domains of HF/E and demonstrates the integrating character of HF/E. This is essential to the success of the Congress. On the other hand, the cost of the congress should be designed to be competitive with similar events.

3.2.2 [bookmark: _Toc163936197][bookmark: _Toc164285717][bookmark: _Toc164521081][bookmark: _Toc164521208][bookmark: _Toc164521855]The Congress Theme

	The Congress theme should be developed in close collaboration between HS/OC and EC and realized to feature attractive, up-to-date, high-quality technical presentations and discussions. 



Specifying an attractive Congress theme is important. It mustn’t be a mere catch phrase, but one that captures people’s minds. It must represent up-to-date interests of HF/E researchers and practitioners. The Congress theme must be realized by featuring relevant, high-quality technical presentations and discussions that connect to the Congress theme. To accomplish this, collaboration between HS/OC and EC is essential from the very beginning of project planning. The timing of choosing the Congress theme needs to be carefully determined, because technologies can evolve quickly, societal conditions can change rapidly, and people’s interests can change easily. On the other hand, it takes time to prepare high-quality keynote speakers, technical presentations and discussions that align with the Congress theme.

3.2.3 [bookmark: _Toc163936198][bookmark: _Toc164285718][bookmark: _Toc164521082][bookmark: _Toc164521209][bookmark: _Toc164521856]Achieving success for all participants

	Finding a balanced approach to the needs and expectations of all stakeholders is the key to a successful Congress. 



There are many ways for the Congress to be perceived as successful. HS/OC and EC should discuss and define together what constitutes a successful Congress during the initial planning process. This recommendation is incorporated in the design of PMP. This is not a simple and straightforward process. Some of the aims can be pursued independently; but some of them are mutually dependent. The participants’ expectations may or may not match what HS/OC and EC want to pursue. A lot of tradeoffs are involved. The key to a successful Congress is for HS/OC and EC to find a balanced approach. Some questions to consider:
· Do the values that HS/OC and EC assume for the Congress match people’s interests?
· Do the technical sessions represent the Congress theme well?
· Are the keynote addresses, featured technical sessions, and workshops informative and inspiring for audiences in that they capture the cutting edge of HF/E and consider the future of HF/E?
· Are the technical sessions stimulating for participants?
· Is the quality of technical presentations high?
· Can many students and young researchers participate in the Congress?
· Will HS and IEA receive reasonable financial benefits?
· Do a wide variety of stakeholders participate, including those from non-HF/E communities?

3.2.4 [bookmark: _Toc163936199][bookmark: _Toc164285719][bookmark: _Toc164521083][bookmark: _Toc164521210][bookmark: _Toc164521857]Providing a Platform for High-Quality HF/E Discussion

	In addition to providing a platform for technical presentations, the Congress should provide a platform for discussing high-quality HF/E approaches that are essential for the future of HF/E worldwide.



The Congress provides an opportunity to reflect on the achievements of the previous three years. IEA Technical Committees will organize technical sessions to show up-to-date HF/E research and practices in their domains, but in addition to fulfilling this traditional role, the Congress provides opportunities to discuss the future directions of HF/E. It is obvious that the HF/E community needs to understand the field’s potential new contributions to technological advancements (e.g., artificial intelligence and other information communication technologies) and rapidly changing societal conditions (e.g., changing work styles and value systems of society and individuals). Therefore, the Congress should be a platform not only for presenting proposed technical presentations but also for discussing high-quality HF/E approaches that are essential for the future of HF/E. HF/E is essential for making emerging/disruptive technologies better accepted by society. During the six years of preparation for the Congress, EC should work proactively with HS/OC to organize featured technical sessions that promote high-quality HF/E in emerging areas of research and practice.

3.2.5 [bookmark: _Toc163936200][bookmark: _Toc164285720][bookmark: _Toc164521084][bookmark: _Toc164521211][bookmark: _Toc164521858]Attractiveness to Internal and External Stakeholders

	To promote the value of HF/E widely, the Congress should be attractive to non-HF/E communities, i.e. external stakeholders.



The contribution of HF/E to system design (the supply of HF/E) depends on the demand for HF/E by parties responsible for it. Demand for HF/E expertise therefore depends on the perceived value of HF/E by the stakeholders who are directly or indirectly involved in system design. HF/E specialists must show that their contribution can provide value to these stakeholders, and thereby become a respected and demanded partner in the design process.

Stakeholders include: 
· Professionals, engineers, and psychologists who contribute to the design of systems based on their specific professional backgrounds.
· “System influencers” (i.e., media, governments, standardization organisations, regulators, citizens) who have a general interest in the design of work systems and product/service systems.
· Professionals from the technical and social sciences.
· System decision makers (e.g., managers and other decision makers).
· National and international governments and industry bodies.
· The general public (e.g., the media). 
· Primary and secondary schools, institutes for professional education, and universities (e.g., departments of engineering, design, business) as well as educational programs outside of school systems.

We must remember that HF/E has three key characteristics: it has a systems approach, is design driven, and contributes to the optimization of system performance and human well-being. HF/E already has a strong value proposition (mainly well-being) and some interactivity with the stakeholder group of “system actors” (e.g., employees and product/service users). However, the value proposition (mainly performance) of HF/E and relationships with stakeholder groups of “system experts” (e.g., experts from technical and social sciences involved in system design), and “system decision makers” (e.g., managers and other decision makers involved in system design, purchase, implementation, and use), who have a strong power to influence system design, need to be established in order to educate these stakeholders in HF/E and its value for their activities. The IEA strategy requires cooperation within the HF/E community, which consists of the IEA, local (national and regional) HF/E societies, and HF/E specialists, but also with HF/E stakeholders, who are the customers who can enable the integration of HF/E into practice. The IEA Congress offers a unique opportunity to reach out to these stakeholders at a national and level. The content should be attractive to them, and they should be encouraged to participate.



[bookmark: _Toc163936201][bookmark: _Toc164285721][bookmark: _Toc164521085][bookmark: _Toc164521212][bookmark: _Toc164521859]The Project Management Process (PMP)

For the purposes of the project management, the whole project can be divided into four Phases as shown in Figure 2. The IEA strongly recommends the use of this project management system to describe the processes to ensure that the project coordination and collaboration function well.
[image: スクリーンショットの画面
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· Phase 1 – Apply for the Congress: from the commencement of preparation for running an IEA Triennial Congress to the selection of a Host Society
· Phase 2 – Organize the Congress: from the choice of Host Society to immediately before the Congress
· Phase 3 – Execute the Congress: the execution of the Congress
· Phase 4 – End the Project: from the conclusion of the Congress to the end of the project 

[bookmark: _Toc164284451]Figure 2: The PMP Divides the Whole Project into Four Phases

For each Phase, two sets of processes are specified, which run in parallel: one for HS/OC and another for EC. Figure 3 shows the standard model. The upper flow represents a PMP for EC, the lower flow a PMP for HS/OC.  Each PMP begins from a certain start state and concludes at a certain end state. Blue boxes in the upper flow represent action steps for EC, whereas yellow boxes represent action steps for HS/OC. Each box represents an action step and specifies an action or actions to be done in the step. Boxes are tied by solid arrows to constitute a process for the Phase.

The PMP for EC and the PMP for HS/OC are tied by dotted arrows. They represent unidirectional information flow or bidirectional communication flow. The information flow usually indicates that a document or documents are provided to a PMP, or from one PMP to the other PMP. The document(s) are shown explicitly by a green box. A communication flow is inevitably bidirectional; therefore, it is represented by a bidirectional dotted arrow. The contents of green boxes include a variety of documents such as orientation materials, checklists, and templates for supplementing the information in the PMP description. They are found in appendixes that appear at the end of this document. 

Requirements specified by the IEA By-laws and OP-Triennial Congress are integrated into documents or communication tools that are exchanged between HS/OC and EC.  Appendix A includes the requirements in the form of a checklist. The considerations discussed in Chapter 3 are reflected in the documents and communication tools.
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[bookmark: _Toc164284452]Figure 3: A Standard Format of PMP.
For each action step, the actions to be implemented, the necessary input information to conduct the actions, and the output to be created by the actions are specified in an Input -Action-Output (IAO) table. An example is shown in Table 2, where in the top line of the IAO table the Action Title is shown. This is color-coded; blue for EC and yellow for HS/OC. The output of each step is input for the next step.

[bookmark: _Toc164284474]Table 2: Standard Format of Input-Action-Output (IAO) Table
	Title of Previous Action >>
	Action Title
	>> Title of Next Action

	Responsible Person: 

	Inputs
	Activity
	Output

	Due: due date
	
	Due: due date

	From: Where do the inputs come from?
	
	To: Where do the outputs go?

	Inputs
	
Actions to be done

	Outputs



The following coding is suggested:
PMP Phase Number + Action Number (EC or HS combined with a number) + Name of Action

For instance, “Phase 1 EC1 Call for Proposal” means that this action step is conducted in Phase 1 by EC and the title of this action is “Call for Proposal.” Due dates are determined mostly based on the milestones specified in the OP-Triennial Congress. Appendix C provides a timeline view of these milestones. 

1.2 [bookmark: _Toc163936202][bookmark: _Toc164285722][bookmark: _Toc164521086][bookmark: _Toc164521213][bookmark: _Toc164521860]Phase 1: Applying for the Congress
The first phase of the PMP is to select a HS. The process is rather straightforward and is mostly specified by the IEA By-laws and OP-Triennial Congress. However, it is important for HS and EC to share a basic understanding about the Congress. The PMP for Phase 1 starts from the “Start the Project” state. Prior to this state, interested Federated Societies might have begun preparing to run a Congress, but EC usually does not know when Federated Societies begin such preparations. Therefore, Phase 1 HS0 is not explicitly included in the PMP, however the EC should be ready to receive inquiries from Federated Societies at any time. The first notice of intention may come as a request for the orientation package. For EC, Phase 1 ends when an HS is selected by the Council.
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[bookmark: _Toc164284453]Figure 4: PMP for Phase 1

4.4.1 [bookmark: _Toc163936203][bookmark: _Toc164285723][bookmark: _Toc164521087][bookmark: _Toc164521214][bookmark: _Toc164521861]Call for proposals

This section specifies the guidelines for Federated Societies to submit proposals (bids) to run a Congress. The process is based on the OP -Triennial Congress. It is assumed that interested Federated Societies will begin preparations, by discussing the feasibility, advantages, and possible requirements, before EC makes a call for proposals. The EC is ready to respond to questions and supply information.

Phase 1 EC1: On behalf of the Council, EC prepares the Call for Proposals. The output of this action step is an update of the Proposal Package and the publishing of the Call for Proposals. A draft of the Call for Proposals can be found in Appendix A. This should be sent to all Federated Societies and advertised over the IEA social media sites and the IEA website approximately 6 months before the Council meeting in conjunction with an IEA Triennial Congress (i.e., six years before the Congress will take place).

The Proposal Package contains:
· Instructions for Drafting a Proposal (see draft in Appendix A)
· Proposal Form for IEA Triennial Congress (available on IEA website)
· The IEA By-laws (available on IEA website)
· The OP-Triennial Congress (available on IEA website)
· The Proposal Assessment Checklist (Appendix A) 
· Templates for an MOU between the successful HS and the IEA -one for seed money agreement and one general organisation agreement (Appendix B), and
· Required project planning documents including Major Milestones (Appendix C). 

The IAO for Phase 1 EC1 is shown in Table 3. EC is responsible for keeping the package up to date. 

[bookmark: _Toc164284475]Table 3: IAO Phase 1 EC1 Call for Proposal
	Start the Project >>
	Phase 1 EC1 Call for Proposal
	>> Phase 1 EC2

	Responsible Person: VPSG or an appointed EC person

	Inputs
	Activity
	Output

	Due: 6m before the call for proposals
	
	Due: 6m before the voting

	From: IEA Digital Archives
	
	To: Phase 1 HS1

	· The IEA By-laws
· OP-Triennial Congress
· Major Milestones (Appendix C)
· Previous Call for Proposal Packages (EC archives)
· Previous MOUs (EC archives)
· Proposal Assessment Checklist (Appendix A)

	1. Ensure up-to-date versions of input documents are in the IEA digital archives.
2. Prepare the Call for Proposal Package
3. Announce a call for proposals to the Federated Societies at the Council meeting one year before proposals are due.
4. Repeat the call for proposals to Council members and via the IEA Website, NewsBriefs, etc. not less than 6m before the next Council meeting (next Congress)
	· Update the Proposal Package:
· Announcement of call for proposal



4.4.2 [bookmark: _Toc163936204][bookmark: _Toc164285724][bookmark: _Toc164521088][bookmark: _Toc164521215][bookmark: _Toc164521862]Preparation of the proposal

Upon receiving the Call for Proposals, interested Federated Societies begin to draft a proposal. The IAO for Phase 1 HS0 is shown in Table 4. The Proposal Package can be obtained from the IEA administrator or Vice President/Secretary General. It is also available in the members’ area of the IEA website. 
The Proposal Package contains:
· Operating Procedure -IEA Triennial Congress 
· Proposal Form for IEA Triennial Congress with instructions for preparing the draft proposal and submitting it
· Proposal Assessment Checklist (Appendix A)
· Standard Agreements (Appendix B).
· Guidance for Organising the Congress (Appendix C)
· Major Milestones (Appendix C)

The Checklist can help interested Federated Societies to establish that their preliminary concept would meet the rules. The Major Milestones, Standard Agreements and Guidance documents may assist in making decisions about the resources that will be required.

[bookmark: _Toc164284476]Table 4 IAO Phase 1 HS 0 Prepare to apply for a Congress
	Start the Project >>
	Phase 1 HS0 Prepare to apply for a Congress
	>> Phase 1 HS1

	Responsible Person: HS

	Inputs
	Activity
	Output

	Due: Before Call for Proposals 
	
	Due: 

	From: EC on request
	
	To: Phase 1 EC

	· Proposal Package
(1) Proposal Form for IEA Triennial Congress 
(2) The IEA by-laws
(3) OP-IEA Triennial Congress
(4) Proposal Assessment Checklist (Appendix A)
(5) Standard Agreements (Appendix B)
(6) Guidance for oranising an IEA Triennial Congress (Appendix c)
(7) Major Milestones (Appendix C).
	· Conduct feasibility assessment internally.

	· Decision to proceed



Interested Federated Societies prepare a draft proposal to be submitted to EC. The IAO Phase 1 HS1 is shown in Table 5.

[bookmark: _Toc164284477]Table 5: IAO Phase 1 HS1 Prepare Proposal
	Phase 1 HS0 >>
	Phase 1 HS1 Prepare Proposal
	>> Phase 1 HS2

	Responsible Person: Federated Society

	Inputs
	Activity
	Output

	Due: 
	
	Due: XXX before the voting

	From: EC on request
	
	To: Phase 1 HS1

	· Call for Proposal Package 
(1) Instruction for Drafting Proposal
(2) Form for Proposal 
(3) The IEA by-laws
(4) OP-Triennial Congress
(5) Checklist (Appendix A)
(6) Templates for MOU (Appendix B)
(7) Major Milestones (Appendix C)
	· Prepare a proposal.
	· Draft proposal using the Form for Proposal 



4.4.3 [bookmark: _Toc163936205][bookmark: _Toc164285725][bookmark: _Toc164521089][bookmark: _Toc164521216][bookmark: _Toc164521863]Submitting the Proposal

This section specifies guidelines for Federated Societies to submit a draft proposal to EC.
After checking eligibility and other conditions in the IEA By-Laws and OP-IEA Triennial Congress, interested Federated Societies submit a draft proposal to EC. The IAO for Phase 1 HS2 is shown in Table 6.

[bookmark: _Toc164284478]Table 6: IAO Phase 1 HS2 Submit Draft Proposal
	Phase 1 HS1 >>
	Phase 1 HS2 Submit Draft Proposal
	>> Phase 1 HS3

	Responsible Person: Federated Society

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: Phase 1 HS1
	
	To: Phase 1 EC2

	· Draft proposal
	· Check eligibility and other conditions (the By-laws, and OP).
· Complete the proposal using Form for Proposal 
· Submit the draft proposal to EC.
	· Draft proposal submitted



4.4.4 [bookmark: _Toc163936206][bookmark: _Toc164285726][bookmark: _Toc164521090][bookmark: _Toc164521217][bookmark: _Toc164521864]Preliminary Evaluation of Proposals
Upon receiving draft proposals, the IEA President appoints an evaluation committee. The purpose of the evaluation is (1) to ensure that items specified by the Checklist are covered, and (2) visions for content management are mentioned clearly. The content of the proposal is not assessed at this point. EC summarizes review results and prepares for communication with HS in the next action step. The IAO for Phase 1 EC2 is shown in Table 7.

[bookmark: _Toc164284479]Table 7: IAO Phase 1 EC2 Receive Draft Proposal
	Phase 1 EC1 >>
	Phase 1 EC2 Receive Draft Proposal
	>> Phase 1 EC3

	Responsible Person: VPSG or an appointed EC person

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: HS2
	
	To: Phase 1 EC3

	· Draft Proposals
	1. Form an Evaluation Committee
	· Evaluation Committee



This section specifies guidelines for EC to evaluate draft proposals and communicate with HS. The important goal of this process is for EC and the candidate HS to communicate closely so that they share a common understanding about aspects of the Congress proposal that pertain to the discussions in Chapter 3 regarding content management.

EC asks the Evaluation Committee to review draft proposals submitted by candidate HSs. The committee reviews eligibility and conformance to rules; however, technical content is not assessed by the Evaluation Committee at this point. EC receives the evaluation results and provides to each candidate HS a summary of the revaluation results relevant to their proposal. EC and each candidate HS communicate to understand if it is necessary to revise the proposal. The purpose of this communication is to ensure the form is filled out correctly. Unclear statements may need to be clarified. Proposers revise and resubmit the proposals if necessary. The IAOs for Phase 1 EC3 and Phase 1 HS3 are shown in Table 8 and Table 9, respectively. 


[bookmark: _Toc164284480]Table 8: IAO Phase 1 EC3 Evaluate Draft Proposal (EC)
	Phase 1 EC2 >>
	Phase 1 EC3 – Evaluate Draft Proposal (EC)
	>> Phase 1 EC4

	Responsible Person: VPSG

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: 
	
	To: Phase 1 HS3

	· Review results by Evaluation Committee
	1. Receive evaluation results from Evaluation Committee
2. Send the review result to each candidate HS.
3. Communicate with candidates to clarify any uncertainty and/or insufficient contents.
4. Request that candidates revise the proposals if necessary.
	· Requests for revision upon agreement of candidate HS



Through communications with EC, each candidate HS decides whether they wish to revise the draft proposal and proceed.

[bookmark: _Toc164284481]Table 9: IAO Phase 1 HS3 Evaluate Draft Proposal (HS/OC)
	Phase 1 HS2 >>
	Phase 1 HS3 Evaluate Draft Proposal
	>> Phase 1 HS4

	Responsible Person: Candidate HS

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: Phase 1 EC3
	
	To: Phase 1 EC3

	· Review result

	1. Communicate with EC to clarify any questions about the proposal.
	· Decision to revise the proposal (internal to candidate HS) 




HS revises the proposal and submits it to EC. This step is necessary only when the proposal needs to be revised based on communications made in Phase 1 EC3/HS3. The IAO for Phase 1 HS4 is shown in Table 10.

[bookmark: _Toc164284482]Table 10: IAO Phase 1 HS4 Submit Final Proposal
	Phase 1 HS3 >>
	Phase 1 HS4 Submit Final Proposal
	>> Phase 1 HS5

	Responsible Person: Candidate HS

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: Phase 1 H3
	
	To: Phase 1 EC4

	· Decision to revise the proposal

	1. Revise the proposal.
2. Submit the final proposal to EC.
	· The formal proposal



4.4.5 [bookmark: _Toc163936207][bookmark: _Toc164285727][bookmark: _Toc164521091][bookmark: _Toc164521218][bookmark: _Toc164521865]Preparation for Voting
This section specifies guidelines for selecting an HS that will organize the Congress two (2) EC terms (about 6 years) into the future.

At least 6 weeks before the Council meeting, EC sends all checked and complete proposals to Council members and asks them to evaluate the proposals in preparation for selecting an HS at the Council meeting. The IAO for Phase 1 EC4 is shown in Table 11. 

[bookmark: _Toc164284483]Table 11: IAO Phase 1 HS4 Ask Council to Select HS
	Phase 1 EC3 >>
	Phase 1 EC4 – Ask Council to Select HS
	>> Phase 1 EC5

	Responsible Person: VPSG

	Inputs
	Activity
	Output

	Due: 
	
	Due: 6 weeks before the Council meeting

	From: Phase 1 HS4
	
	To: 

	· Formal proposals from all candidates

	1. Compile the complete set of proposals.
	· Request for evaluation
· Proposals attached to the agenda for the Council meeting



4.4.6 [bookmark: _Toc163936208][bookmark: _Toc164285728][bookmark: _Toc164521092][bookmark: _Toc164521219][bookmark: _Toc164521866]Council selection of the Host Society
This section specifies guidelines for conducting a vote at the Council meeting to select HS.
EC organizes the voting for selecting HS at the Council meeting, first by arranging presentations by all candidate HSs and then by managing the voting procedure. A simple majority is required for selection. The IAO for Phase 1 EC5 is shown in Table 12. 

[bookmark: _Toc164284484]Table 12: IAO Phase 1 EC5 Organize Vote for Selection
	Phase 1 EC4 >>
	Phase 1 EC5 Organize Vote for Selection
	>> Host Society selected

	Responsible Person: VPSG

	Inputs
	Activity
	Output

	Due: 
	
	Due: At the end of Council meeting about 6 years before the Congress

	From: Phase 1 EC4, Phase 1 HS5
	
	To: Host Society Selected

	· Proposals
· Presentation materials of candidate HS
	1. Arrange presentation by candidate HSs at the Council meeting.
2. Conduct voting.
	· Selected HS



Representatives of candidate HSs are requested to present their proposals to the Council. Usually, AV presentation is given by each candidate HS. The duration of each presentation will be specified by EC before the Council meeting. The IAO for Phase 1 HS5 is shown in Table 13.


[bookmark: _Toc164284485]Table 13: IAO Phase 1 HS5 Present Proposal to Council
	Phase 1 HS4 >>
	Phase 1 HS5 Present Proposal to Council
	>> Start Organizing Congress (if selected as HS)

	Responsible Person: Candidate HS

	Inputs
	Activity
	Output

	Due: 
	
	Due: At the end of Council meeting about 6 years before the Congress

	From: Phase 1 HS4
	
	To: Start organizing Congress

	· The formal proposal

	1. Present the proposal at the Council meeting.
	· The voting result



4.2 [bookmark: _Toc163936209][bookmark: _Toc164285729][bookmark: _Toc164521093][bookmark: _Toc164521220][bookmark: _Toc164521867]Phase 2: Organizing the Congress
The second phase of PMP is to prepare the project plan and start to implement it. The planning and implementation of the project plan will advance in parallel until all preparations end and the Congress is ready to start. The plan may have to be reconsidered and implemented iteratively, depending on results of original ideas. The iteration must continue until a realistically acceptable result is obtained. The PMP for Phase 2 can include many iterative processes. To manage the PMP involving such processes, it is important for HS/OC and EC to maintain close communication. Figure 5 shows the PMP for Phase 2.
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[bookmark: _Toc164284454]Figure 5: PMP for Phase 2

4.2.1 [bookmark: _Toc163936210][bookmark: _Toc164285730][bookmark: _Toc164521094][bookmark: _Toc164521221][bookmark: _Toc164521868]Forming a Coordination Committee
A new EC is formed by newly elected officers at the same Council meeting at which the HS is selected. To establish close cooperation between HS/OC and the new EC, the President of IEA shall nominate a representative of EC as soon as possible after he/she is elected at the Council meeting to be responsible for overseeing the communication with the HS and their Organizing Committee once it is formed. Traditionally this is the role of the Chair of Development and Promotion Committee. 

· The newly elected officers and HS should meet and agree to form a steering committee during the Council meeting or during the Congress that follows the Council meeting. The Steering Committee will be responsible for coordinating interactions between HS/OC and EC.
· The representative of HS at this time is generally the HS president or someone who is appointed by the president of the HS. He/she should advise who is proposed as the chair of OC. If possible, this person should remain in the role until the completion of the Congress (at least six years).  Note, the IEA By-laws specifies that the chair of OC is to be appointed as a member of the EC (ex officio) following the Congress before the one that will be hosted by the HS. 
· The representatives of both parties should discuss and decide when and how the Steering Committee will begin to operate. 
· The steering committee must become operational no later than three years before the Congress; however, it is highly recommended that they start to communicate regularly soon after the Council meeting at which the HS is selected – about six years before their Congress.
· It is assumed that the size and members of Steering Committee will change flexibly.

4.2.2 [bookmark: _Toc163936211][bookmark: _Toc164285731][bookmark: _Toc164521095][bookmark: _Toc164521222][bookmark: _Toc164521869]Initiate the Project
The President of IEA shall contact the HS as soon as he/she is elected, and HS is selected. They should agree to form a steering committee as mentioned above. This will be about six years before the Congress of interest is held. Once the HS has formed an OC a preliminary project plan should be specified by HS/OC and shared with EC. HS/OC will need to initiate actual organizing activities no later than three years before their Congress starts. This section specifies guidelines for initiating the project. 

Phase 2 starts with EC contacting HS, as above. The purpose of this first contact between HS and the incoming EC is to ensure close and continuous cooperation between HS/OC and EC in planning and organizing the Congress. The Steering Committee, represented by responsible persons from EC and HS/OC, should meet regularly, at a frequency mutually agreed upon. The CM is used as a communication guide/tool. The IAO for Phase 2 EC1 is shown in Table 14.


[bookmark: _Toc164284486]Table 14: IAO Phase 2 EC1 Contact HS
	Ready to organize the Congress 
(Phase 1) >>
	Phase 2 EC1 Building up Contact
	>> Phase 2 EC2 

	Responsible Person: IEA President or HS liaison

	Inputs
	Activity
	Output

	Due: As soon as the new term starts. The actual timing should be agreed upon by EC and HS/OC.
	
	Due: As soon as new term starts

	From: The IEA Archive
	
	To: The President of HS or the HS liaison

	· CM
	· Contact HS
· Share CM with HS.
· Meet with HS regularly to discuss CM and how to collaborate with each other.
· Begin to operate the Steering Committee.
	· CM
· Mutual understanding of conducting next actions

	Note 1: HS and EC discuss and determine how to communicate with each other through the Steering Committee.
Note 2: It may take some time to form EC completely. The President of IEA or an appointed EC member should contact HS as soon as a new term has started.



HS receives CM and utilizes it to develop the plan for organizing of the Congress. There are nearly six years until the Congress will be held, but the connection between HS and EC should be initiated right after HS is selected. HS shall appoint a person to represent HS/OC on the Steering Committee before HS starts the organising activities in Phase 2 HS2.

In Step HS1, HS details the OC, and prepares a grand project plan which should include:
· Appointment of the Chair of OC
· Appointment of a representative to the Steering Committee (someone other than the Chair of OC may represent HS/OC).
· A project organisation chart, which is more detailed than the one in the proposal.
· A project plan, which is more detailed than the one in the proposal.
· A timeline, which is more detailed than the one in the proposal (e.g., Gantt chart).
· A budget, which is more detailed than the one shown in the proposal.
· A rough risk-management plan, which is more detailed than the one in the proposal.
· Reservation agreements for the Congress venue and, if necessary, the accommodation.
· Other possible documents concerning the organisation of activities and agreements in HS/OC to date (e.g., conference management software system).
· A proposed schedule for the Steering Committee, in particular clarifying when HS/OC will be ready to initiate actual activities.

There are between three and six years to the Congress of interest. A venue and possibly the accommodation may need to be secured five to six years in advance. The organisation of the congress content will take two to three years. This means that the OC may not be fully formed and/or changes may occur in the composition of OC members due to possible changes within the HS board during the preparation period. 

It is the responsibility of the President of HS and the Chair of OC to inform EC (IEA President) when they are ready to start a kick-off meeting with EC for discussing organizing activities in detail (cf. next action step: Phase 2 HS2). However, if seed money is required, an agreement must be in place before any money changes hands, otherwise the general agreement must be signed by both EC and HS/OC three years before the congress is due to take place. The IAO for Phase 2 HS1 is shown in Table 15.

[bookmark: _Toc164284487]Table 15: IAO Phase 2 HS1 Specify Grand Plan
	Begin to organize the Congress >>
	Phase 2 HS1 Specify Grand Plan
	>> Phase 2 HS2 

	Responsible Person: COC

	Inputs
	Activity
	Output

	Due: Contact by EC
	
	Due 1: As specified by a mutually agreed-upon schedule.
Due 2: As specified by when HS/OC is ready to start organizing activities

	From: IEA President or HS liaison
	
	To: IEA President or EC liaison

	· The initial contact of EC and HS/OC
· CM

	· Inform EC of the initiation of project organizing activities.
· Appoint a chair of OC.
· Appoint a person representing HS/OC to the Steering Committee. The chair of OC may be appointed as a representative.
· Specify a grand project plan which includes an updated budget, schedule of milestones (e.g. Gantt chart), and a rough risk-management plan
	· Preliminary grand project plan (cf. due 1)
· Notification of the project initiation (cf. due 1)



4.2.3 [bookmark: _Toc163936212][bookmark: _Toc164285732][bookmark: _Toc164521096][bookmark: _Toc164521223][bookmark: _Toc164521870]Prepare for a Kick-off Meeting
Once HS/OC begins actual organizing activities in detail, which must happen approximately three years before the Congress, a kick-off meeting between the EC and OC is organized. As preparation for the kick-off meeting, the grand project plan that was developed in action step HS1 should be updated now in greater detail. This also needs to be done no later than three years before the Congress. 

It must be understood that the EC that made the first contact with the HS/OC will not be the EC involved in the actual organizing activities, so arranging this meeting should be one of the first tasks of an incoming EC. It is the role of the outgoing EC to inform the incoming EC members about this. Ideally the kick-off meeting will be arranged during the first year after the new EC is formed, either in person (at or near the venue?) or online.

This section describes the preparation for the kick-off meeting which has the purpose of getting all EC and OC members informed of the plans. At the kick-off meeting the plans and activities that are needed for organizing the Congress are presented and discussed in detail. 

As soon as the date for the kick-off meeting between HS/OC and EC is agreed upon (cf. Phase 2 EC2), HS and OC should meet to discuss the detailed plan for organizing the Congress. This conversation sets in motion the most important role in PMP, which is for OC to create the (1) HS/OC organisation chart, (2) project plan with milestones, (3) budget, and (4) risk-management plan, all of which are to be sent to and reviewed by EC. These four documents will serve as tools for successfully managing and monitoring the agreed-upon and planned activities of OC. These documents will also help OC and EC to communicate with each other.

Some essential documents (e.g., preliminary grand plan) developed earlier (about six years before the Congress) should be updated before the kick-off meeting. Subsequent subsections (i.e., 4.2.3 – 4.2.6) describe typical tasks to be checked, agreed upon, and planned/executed for reaching the IEA specific deadlines (Major Milestones, cf. Appendix C). These tasks, roles, and timelines are described by OC in the project plan, schedule, budget, and risk-management plan. Appendix C explains them. The IAO for Phase 2 HS2 is shown in Table 17.

[bookmark: _Toc164284488]Table 16: IAO Phase 2 HS2 Prepare for Kick-off (HS/OC)
	Phase 2 HS1 >>
	Phase 2 HS2 Prepare for Kickoff (HS/OC)
	>> Phase 2 HS3

	Responsible Person: COC

	Inputs
	Activity
	Output

	Due: Specified based on the understanding of HS/OC and EC
	
	Due: 

	From: EC
	
	To: EC

	· Guideline for kickoff meeting
· Agenda for kickoff meeting
	· Update the detailed project plan, activities schedule, budget, and risk- management plan.
· Continue to communicate with EC until the kickoff meeting is held.
	· Draft detailed project plan
· Draft schedule of activities
· Draft budget
· Draft risk-management plan



When contacted by HS/OC, EC provides the agenda for the kick-off meeting, and the CM. Prior to that EC ensures that the CM documents are up-to-date and drafts the agenda for the kick-off meeting. The IAO for Phase 2 EC2 is shown in Table 17.


[bookmark: _Toc164284489]Table 17: IAO Phase 2 EC2 Prepare for Kickoff (EC)
	Phase 2 EC1 >>
	Phase 2 EC2 Prepare for Kickoff (EC)
	>> Phase 2 EC3

	Responsible Person: Appointed member of EC

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: The IEA Archive
	
	To: Phase 2 HS1

	· Contact from HS
· Guideline for Kick-off Meeting
· CM

	· Review the guideline for the kick-off meeting
· Draft the agenda for the kick-off meeting.
· Send the guideline and agenda to HS/OC
· Continue to communicate with HS/OC until the kick-off meeting is held
	· Guideline for Kick-off Meeting
· CM
· Agenda for kick-off meeting




4.2.4 [bookmark: _Toc163936213][bookmark: _Toc164285733][bookmark: _Toc164521097][bookmark: _Toc164521224][bookmark: _Toc164521871]Hold the Kick-off Meeting
This section provides guidelines for how to discuss the detailed documents developed by HS/OC.

Target of the kick-off meeting is for HC/OC and EC to establish the following together:
· To share a vision of the project objectives and targets
· To agree about the way of working
· To introduce participants to each other (HS/OC and EC) and to develop team spirit.
· To understand roles and responsibilities of project participants
· To agree on project management practices
· Planning
· Progress monitoring (activities, schedule, deadlines, finances)
· Reporting
· Meetings/reviews
· Documentation
· Quality assurance
· Communication
· To crosscheck the core documents for managing the organizing of the IEA Congress.

The kickoff meeting is executed according to an agenda agreed upon by HS/OC and EC. In this action step (i.e., EC3/HS3), EC and HS/OC representatives review the OC detailed project plan, schedule of milestones, budget, and risk-management plan. EC gives feedback and discusses the content of the documents and, if needed, asks HS/OC to make revisions and send the documents for a second review by EC. 

In this kick-off meeting, HS/OC and EC also agree on dates and participants for follow-up meetings for reviewing the revised plans, steering of HS/OC activities (HS4/EC4) and monitoring of the progress of the Congress organisation (HS5/EC5). This is important for ensuring that HS/OC will have help and support from EC when needed in organizing the Congress. Once both EC and HS/OC have agreed on the plans, the MOU (Appendix B) for organizing the congress must be prepared and signed.
The IAO for Phase 2 EC3 and HS3 is shown in Table 18.

[bookmark: _Toc164284490]Table 18: IAO Phase 2 EC3/HS3 Discuss Detailed Plan and Steering (EC) and (HS/OC)
	Phase 2 EC2 >>
	Phase 2 EC3 Discuss Detailed Plan (EC)
	>> Phase 2 EC4

	Phase 2 HS2 >>
	Phase 2 HS3 Discuss Detailed Plan (HS/OC)
	>> Phase 2 HS4

	Responsible Person: 

	Inputs
	Activity
	Output

	Due:  
	
	Due: 

	From: 
	
	To: 

	· Detailed project documents
· Agenda
	· HS/OC and EC discuss the detailed project plan and develop common understanding on details.
· Discuss how to steer.
	· Common understanding on details and steering
· Feedback from EC to HS about possible revisions to the plans
· Signing of general agreement (Appendix B)



4.2.5 [bookmark: _Toc163936214][bookmark: _Toc164285734][bookmark: _Toc164521098][bookmark: _Toc164521225][bookmark: _Toc164521872]Agree on adaptations to plans
This section is only necessary if there are major internal and/or eternal changes which require substantial changes in the agreed plan. Note that updates may need to be done at any time during the organisation process.

HS/OC updates the detailed project plan. The IAO for Phase 2 HS4 is shown in Table 19.

[bookmark: _Toc164284491]Table 19: IAO Phase 2 HS4 Update Detailed Plan (HS/OC)
	Phase 2 HS3 >>
	Phase 2 HS4 Update Detailed Plan (HS/OC)
	>> Phase 2 HS5

	Responsible Person: 

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: EC
	
	To: 

	· Meeting memos from HS3/EC3 including monitoring and communication plan
· Prepare feedback from OC to EC regarding possible additional needs or necessary changes


	· Update the detailed project plan
· Plan and agree on solutions and further monitoring
	· Updated detailed project plan
· Ongoing monitoring



EC helps HS/OC in updating the detailed project plan. The IAO for Phase 2 EC4 is shown in Table 20.


[bookmark: _Toc164284492]Table 20: IAO Phase 2 EC4 Continue to Help HS/OC (EC)
	Phase 2 EC3 >>
	Phase 2 EC4 Continue to Help HS/OC
	>> Phase 2 EC5

	Responsible Person: 

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: HS OC
	
	To: 

	· Supplemented detail plans from HS OC
· Proposal for steering needs and monitoring


	· Agree on the plans and proposals
· Continue to support HS/OC in updating the detailed project plan
	· Updated plans for organizing the Congress
· Agreed-upon plan and templates to be used for steering, monitoring, and communication during the organizing process



4.2.6 [bookmark: _Toc163936215][bookmark: _Toc164285735][bookmark: _Toc164521099][bookmark: _Toc164521226][bookmark: _Toc164521873]Monitor implementation of project plans
This section is about monitoring/communication of HS/OC activities in organising the Congress. Methods to be used in HS OC for reporting the progress of the organizing activities for EC were agreed on in HS3/EC3. Communication and monitoring are a continuous and phase-by-phase process according to the plan agreed to by HS/OC and EC. At a minimum the chair of the OC, or representative, reports at every EC meeting (twice per year) to the whole EC. Additional meetings of the Steering Committee take place and the significant results are reported to the EC and OC.

In accordance with the project schedule, HS/OC implements the project plan. The IAO for Phase 2 HS5 is shown in Table 21.

[bookmark: _Toc164284493]Table 21: IAO Phase 2 HS5 Implement Project Plans (HS/OC)
	Phase 2 HS4 >>
	Phase 2 HS5 Implement Project Plan
	>> Phase 2 HS6

	Responsible Person: 

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: 
	
	To: 

	· Detailed project plan
· Communication and monitoring plan
	· Start organising the Congress
· Regular meetings of steering committee
	· Outputs of the plans in relation to set deadlines in the project schedule.
· Reporting to EC according to agreed-upon communication plan



EC monitors the progress of project implementation and helps HS/OC when needed. The IAO for Phase 2 EC5 is shown in Table 22.


[bookmark: _Toc164284494]Table 22: IAO Phase 2 EC5 Implement Project Plans (HS/OC)
	Phase 2 EC4 >>
	Phase 2 EC5 Monitor Implementation
	>> Phase 2 EC6

	Responsible Person: 

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: 
	
	To: 

	·    Detailed project plans
· Communication and monitoring plan
	· Communicate closely with HS/OC to monitor the implementation
· Help HS/OC whenever needed
	· Support and help HS/OC according to needs and status of organising activities
· Comment and communicate based on HS/OC reports to EC



4.2.7 [bookmark: _Toc163936216][bookmark: _Toc164285736][bookmark: _Toc164521100][bookmark: _Toc164521227][bookmark: _Toc164521874]Confirm that preparations are completed
This section provides information for HS/OC and EC to confirm that all the preparations are completed and in place before the Congress begins. A checklist for final arrangements is in the Appendices. The IAO for Phase 2 EC5/HS5 is shown in Table 23.

[bookmark: _Toc164284495]Table 23: IAO Phase 2 EC6/HS6 Confirm Preparation (EC) and (HS/OC)
	Phase 2 EC5 >>
	Phase 2 EC6 Confirm Preparation (EC)
	>> Ready to Execute Congress

	Phase 2 HS5 >>
	Phase 2 EC6 Confirm Preparation (HS/OC)
	>> Ready to Execute Congress

	Responsible Person: 

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: EC
	
	To: 

	· Checklist of final arrangements 

	· One to two months before the Congress begins HS/OC and EC confirm that all the preparations are completed or will be completed before the Congress begins.
	· Completed activities of the project plans and updated checklist



4.3 [bookmark: _Toc163936217][bookmark: _Toc164285737][bookmark: _Toc164521101][bookmark: _Toc164521228][bookmark: _Toc164521875]Phase 3: Holding the Congress
Phase 3 describes the execution of the Congress which is a result of the preparations and activities made in Phase 2. Figure 6 represents an overview of Phase 3, which consists of only one pair of action steps.

This section provides guidelines for how HS/OC and EC collaborate to execute the Congress. The Congress is executed based on the project plan and output of the checklist for final arrangements. Major problems during the organisation and execution of Congress can be avoided when all actions are well planned and managed, but something unexpected can occur at any time during Congress. HS/OC and EC must be prepared for unanticipated situations. They are requested to record any unexpected situations and implemented countermeasures as assistance for future Congress organisers. Recording these items is important especially from the viewpoint of continuous development of the PMP. The IAO for Phase 3 HS1/EC1 is shown in Table 24.

[image: スポーツゲーム が含まれている画像

自動的に生成された説明]
[bookmark: _Toc164284455]Figure 6: PMP for Phase 3

[bookmark: _Toc164284496]Table 24: IAO Phase 3 HS1/EC1 Execute Congress (HS) and (EC)
	Ready to Execute Congress >>
	Phase 3 EC1 – Execute Congress (EC)
	>> End Congress

	Begin Executing Congress >>
	Phase 3 HS1 Execute Congress (HS)
	>> End Congress

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: Ready to execute the Congress (Phase 2)
	
	To: EC

	· Project Plan
· Agreements with suppliers
· Checklist for confirming the preparations 
	· HS/OC executes the Congress
· HS/OC and EC collaboratively deal with contingencies. 
· HS/OC and EC record contingencies and implemented countermeasures
	· Records of contingencies and countermeasures with remarks of HS/OC and EC.



4.4 [bookmark: _Toc163936218][bookmark: _Toc164285738][bookmark: _Toc164521102][bookmark: _Toc164521229][bookmark: _Toc164521876]Phase 4: Ending the Congress
The last phase of PMP is to end the project formally. The project is formally closed by reporting to the Council within one year of the Congress. There are two major activities in this ending process. One is a series of steps to generate a Triennial Congress Report and submit it to the Council (through EC). The other is a process for (1) returning the seed money to EC, (2) paying the capitation fee, and (3) donating half of the profit to IEA. PMP for Phase 4 is shown in Figure 7.

[image: スポーツゲーム が含まれている画像

自動的に生成された説明]
[bookmark: _Toc164284456]Figure 7: PMP for Phase 4

4.4.1 [bookmark: _Toc163936219][bookmark: _Toc164285739][bookmark: _Toc164521103][bookmark: _Toc164521230][bookmark: _Toc164521877]Preparing the Triennial Congress Report
The Triennial Congress Report is a formal record that will be stored in the IEA Digital Archives. The format and organisation of the report is standardized. EC provides to HS the instruction package for drafting the Triennial Congress Report. The instruction and templates are shown in Appendix D. Upon receiving the instructions, HS/OC drafts the report and submits it to EC. The IAO for Phase 4 HS1 is shown in Table 25.

[bookmark: _Toc164284497]Table 25: IAO Phase 4 HS1 Submit Draft Congress Report
	End Congress (Phase 3) >>
	Phase 4 HS1 Submit Draft Congress Report to EC
	>> Phase 4 HS2

	Responsible Person: OC/HS

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: End Congress (Phase 2)
	
	To: Phase 4 EC1

	· Instruction Package for Drafting Triennial Congress Report (template)
	· Draft and submit the Triennial Congress Report to EC

	· Draft Triennial Congress Report



Upon receiving the draft report, EC ensures that all necessary items have been reported clearly, and sends back comments to HS/OC. The IAO for Phase 4 EC1 is specified in Table 26.


[bookmark: _Toc164284498]Table 26: IAO Phase 4 EC1 Receive Draft Congress Report
	Start Ending the Project >>
	Phase 4 EC1 Receive Draft Congress Report
	>> Phase 4 EC2

	Responsible Person: VPSG

	Inputs
	Activity
	Output

	Due: within 4 months after Congress
	
	Due: 

	From: Phase 4 HS1
	
	To: Phase 4 HS3

	· Draft Triennial Congress Report

	· Ensure that all necessary items are reported clearly
· Send back comments to OC/HS
	· Results of review



4.4.2 [bookmark: _Toc163936220][bookmark: _Toc164285740][bookmark: _Toc164521104][bookmark: _Toc164521231][bookmark: _Toc164521878]Complete Financial Settlement
In parallel with drafting the Triennial Congress Report, HS/OC calculates the capitation fee, and settles the surplus. The procedures for calculation are specified in the OP-IEA Triennial Congress. HS/OC returns the seed money, pays the capitation fee, and donates 50% of the surplus to IEA. HS specifies the type of fund to which the remitted surplus is to be allocated. The bank account information of IEA can be obtained from the IEA Vice President and Treasurer. The IAO for Phase 4 HS2 and Phase 4 EC2 are shown in Tables 27 and 28, respectively.

[bookmark: _Toc164284499]Table 27: IAO-Phase 4 HS2 Return Seed Money to IEA and Remit to IEA the Capitation Fee and 50% of Surplus
	Phase 4 HS1 >>
	Phase 4 HS2 Return  Seed Money to IEA and Remit to IEA the Capitation Fee and 50% of Surplus
	>> Phase 4 HS3

	Responsible Person: COC

	Inputs
	Activity
	Output

	Due: 
	
	· Due: 90 days after Congress (seed money)
· Due: 4 months after Congress (capitation fee and 50% of surplus) 

	From: Phase 1 Proposal Package
	
	To: Phase 4 EC2

	· Calculation methods of capitation fee and donation to IEA

	· Calculate the capitation fee
· Calculate the surplus
· Communicate with EC to ensure that the calculation is acceptable 
· Conduct negotiation if necessary
· Return the seed money
· Pay the capitation fee to EC.
· Donate 50% of the surplus to EC with a request for specific fund type
	· The seed money
· The capitation fee
· 50% of the surplus




[bookmark: _Toc164284500]Table 28: IAO-Phase 4 EC2 Receive the Seed Money and Remittances
	Phase 4 EC1 >>
	Phase 4 EC2 Receive the Seed Money and Payments 
	>> Phase 4 EC3

	Responsible Person: VPTreas

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: EC, HS2
	
	To: 

	· Clarification and negotiation

	· Communicate with HS to confirm the calculation of the capitation fee and the surplus
· Conduct negotiation if necessary.
· Receive the seed money
· Receive capitation fee
· Receive the 50% of surplus and treat it as a fund specified by HS
	



4.4.3 [bookmark: _Toc163936221][bookmark: _Toc164285741][bookmark: _Toc164521105][bookmark: _Toc164521232][bookmark: _Toc164521879]Finalize the Triennial Congress Report
HS/OC revises the Triennial Congress Report as necessary to reflect HS comments and formally resubmits the report to EC. The IAO for Phase 4 HS3 is shown in Table 29. 

[bookmark: _Toc164284501]Table 29: IAO-Phase 4 HS3 Finalize the Report
	Phase 4 HS2 >>
	Phase 4 HS3 Finalize the Report
	>> Phase 4 HS4

	Responsible Person: OC and President of HS

	Inputs
	Activity
	Output

	Due: 
	
	Due: 4m after Congress

	From: 
	
	To: 

	· Comments from EC
	· Revise the Triennial Congress Report if necessary
	· The final Congress Report



After confirming the contents of updated Triennial Congress Report, EC includes the report in the agenda for the following IEA Council meeting. The IAO for Phase 4 EC3 is shown in Table 30.

[bookmark: _Toc164284502]Table 30: IAO-Phase 4 EC3 Receive the Final Report
	Phase 4 EC2 >>
	Phase 4 EC3 Receive the Final Report
	>> Phase 4 EC4

	Responsible Person: VPSG

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: Phase 4 HS3
	
	To: Phase 4 EC4

	· The final Triennial Congress Report
	· Confirm the contents
· Include the Congress Report in the agenda for the following Council meeting
	· The Council meeting agenda
· The formal Triennial Congress Report





4.4.4 [bookmark: _Toc163936222][bookmark: _Toc164285742][bookmark: _Toc164521106][bookmark: _Toc164521233][bookmark: _Toc164521880]Report to the Council
EC submits and explains the Triennial Congress Report at the Council meeting following the Congress. The IAO for Phase 4 EC4 is specified in Table 31.

[bookmark: _Toc164284503]Table 31: IAO-Phase 4 EC4 Submit the Report to Council
	Phase 4 EC3 >>
	Phase 4 EC4 Submit the Report to Council
	>> Phase 4 EC5

	Responsible Person: VPSG and President of IEA

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: 
	
	To: 

	· Formal Triennial Congress Report

	· Submit and report the Triennial Congress Report at the next Council meeting
	



At the Council meeting, a representative of HS presents the Triennial Congress Report to the Council. The IAO for Phase 4 EC4 is shown in Table 32.

[bookmark: _Toc164284504]Table 32: IAO-Phase 4 HS4 Present the Report to Council
	Phase 4 HS2 >>
	Phase 4 HS4 Present the Report to Council
	>> Project Completed

	Responsible Person: OC and President of HS

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: 
	
	To: The Council

	· Final Triennial Congress Report
	· Present the Congress summary to the Council.
	



4.4.5 [bookmark: _Toc163936223][bookmark: _Toc164285743][bookmark: _Toc164521107][bookmark: _Toc164521234][bookmark: _Toc164521881]Complete the Project

EC confirms that the Triennial Congress Report is approved by the Council. The IAO for Phase 4 EC5 is shown in Table 33.

[bookmark: _Toc164284505]Table 33: IAO-Phase 4 EC5 Confirm Approval of Report
	Phase 4 EC4 >>
	Phase 4 EC5 Confirm Approval of Report
	>> Project Completed

	Responsible Person: VPSG and President of IEA

	Inputs
	Activity
	Output

	Due: 
	
	Due: 

	From: 
	
	To: 

	
	· Confirm that the Triennial Congress Report is accepted by the Council
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[bookmark: _Toc164521108][bookmark: _Toc164521235][bookmark: _Toc164521882]Reference documents

IEA By-laws
The latest version of the IEA By-laws is available in the members’ area of the IEA website. The document can also be obtained from the IEA Administrator or the Vice President/Secretary General.


OP-IEA Triennial Congress 
The latest version of the Operating Procedure – IEA Triennial Congress is available in the members’ area of the IEA website. The document can also be obtained from the IEA Administrator or the Vice President/Secretary General.

[bookmark: _Toc163936228][bookmark: _Toc163981230]Proposal Form for Triennial Congress
This form is to be kept consistent with OP-IEA Triennial Congress. 
A copy can be obtained from the IEA Administrator or the Vice President/Secretary General. It is also available in the members area of the IEA website.
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[bookmark: _Toc163936224][bookmark: _Toc163981226][bookmark: _Toc164272469][bookmark: _Toc164285744][bookmark: _Toc164521013][bookmark: _Toc164521237][bookmark: _Toc164521884]
A. 	Call for Proposals Package
[bookmark: _Toc163936225][bookmark: _Toc163981227][bookmark: _Toc164521014][bookmark: _Toc164521238][bookmark: _Toc164521885]A.1 	Call for Proposal (Template)

	
The Council of the International Ergonomics Association (IEA) invites IEA member societies to submit proposals to organize the IEA [XXth] Triennial Congress, to be held in [year]. The Congress welcomes a thousand delegates or more for five days of scientific and interactive meetings. A large percentage of the delegates will participate actively by presenting papers and organizing sessions.

The basis for organizing the Congress is described in the IEA Operational Procedures – IEA Triennial Congress (attached). 

Proposals must be submitted before [date], on the Proposal Form for IEA Triennial Congress (year) (available from the Vice President/Secretary General) and sent digitally to both the IEA President and the Vice President /Secretary General.

The IEA Council will select the Host Society at its meeting on [date] in [city, country]. All proposals submitted on time in the correct form will be submitted for the decision.

The President ensures that proposals are presented to the Council together with an evaluation of the proposals. The evaluation is meant to help Council members in the decision-making process. The evaluation document will indicate to what extent each proposal meets the criteria required by the Operating Procedure but will not recommend any proposal in favor of others. To prepare such a document, the President will form a small task force of members from Federated Societies who meet the following criteria:
· Independent from any of the proposing Federated Societies
· Relevant experience in organizing international conferences.
· Relevant experience within the IEA, e.g. in Council or the Executive Committee.

Attachments:
· OP-Triennial Congress [approved date]




[bookmark: _Toc163936226][bookmark: _Toc163981228][bookmark: _Toc164521015][bookmark: _Toc164521239][bookmark: _Toc164521886]A.2	Instructions for Preparing a Draft Proposal to the IEA

	
Instruction for Submitting a Draft Proposal to Host the IEA Triennial Congress
Thank you for your interest in hosting the IEA Triennial Congress, the primary conference activity of IEA. This document briefly explains how to develop a draft proposal and submit it to the IEA Executive Committee (EC). Together with this document, you will find in this package (1) Form for Proposal, (2) the IEA By-laws, (3) the Operating Procedure (OP)-IEA Triennial Congress, (4) Checklist, and (5) Major Milestones. The form will be used for specifying the proposal. 
EC will check the draft proposal and provide comments and suggestions to the proposers as appropriate. Proposers will then be requested to submit the final proposal to EC. 
Procedures:
1. Read the IEA By-laws and OP-Triennial Congress carefully to understand requirements that the Host Society (HS) will be requested to satisfy. The Checklist gives an overview of all of the requirements. It can also help you to check your proposal before you submit it to EC.
2. Complete the Form for Proposal. See notes shown below for detailed instructions.
3. Check the draft proposal to ensure that all items are answered appropriately.
4. Send the draft proposal to the following:
· Vice President & Secretary General: VPSG@iea.cc
Send copies to:
· President: President@iea.cc
· Secretariat Administrator: Office@iea.cc

About the Form for Proposal:
The contents of the form are mostly based on OP-IEA Triennial Congress. They can be answered in a straightforward manner. There are several items that are relevant to content management. 
Item 8: Proposed Congress Theme and Technical Program
(1) Congress Theme: The Congress theme should not be a mere catch phrase. It should be realized by means of technical programs. How would you like to realize the Congress Theme?
(2) Other featured scientific/technical highlights: Other than the Congress theme, what do you foresee being the highlights of the Congress?
(3) How to ensure the promotion of high-quality HF/E: How will the proposed Congress promote HF/E research and practices that focus on the three characteristics of HF/E as defined in the IEA strategy paper[footnoteRef:2] of 2012? They are the design-driven approaches, the stakeholder involvement, and the systems approach.  [2:  - Dul, H. and others, 2012. “A Strategy for Human Factors/Ergonomics: Developing the Discipline and Profession,” Ergonomics, 55(4)77-95. ISSN 0014-0139 print/ISSN 1366-5847, Taylor & Francis, http://dx.doi.org/10.1080/00140139.2012.661087.] 

(4) Collaboration with non-HF/E community: How will the proposed Congress strengthen the relationship with non-HF/E communities (e.g., occupational health, industrial engineering, information and communication technologies)? How will the proposed Congress try to establish closer relationships with disruptive technologies?
Item 9: Involvement of stakeholders
(1) Collaborating societies: Host Society is encouraged to collaborate with societies both inside and outside the IEA family, and both HF/E-oriented societies and non HF/E-oriented societies.
(2) External stakeholders: Host Society is encouraged to involve external stakeholders such as governmental officers, entrepreneur/company management, union leaders, management of universities and Institutes, sponsors)






[bookmark: _Toc163936227][bookmark: _Toc163981229][bookmark: _Toc164521016][bookmark: _Toc164521240][bookmark: _Toc164521887]A.3	How to submit the Proposal to host the IEA Congress

	· Complete the attached proposal Form to describe the details of your bid to host the IEA Congress. Please complete the form to the best of your knowledge at the time of the proposal. If the proposal is accepted, the information will need to be completed before it becomes part of the final agreement between the host society and the IEA. 
· Use the checklist to ensure that the proposal satisfies the requirements (i.e., checkpoints).
· Also check the IEA By-laws and OP-Triennial Congress.
· Attach the following documents to the form:
· Preliminary timeline.
· Brief presentation of the location and venue (optional).
· Letters of support (optional)
· Send the form and attachments electronically to the following by Month Day, Year.
· The Vice President and Secretary General of the IEA - vpsg@iea.cc. 
· A copy to the President of the IEA - president@iea.cc.
· A copy to the IEA Secretariat Administrator - secretariat@iea.cc. 





[bookmark: _Toc163936229][bookmark: _Toc163981231][bookmark: _Toc164272470][bookmark: _Toc164285745][bookmark: _Toc164521017][bookmark: _Toc164521241][bookmark: _Toc164521888]A.4 	Proposal Assessment Checklist	Comment by Lynn Strother: I propose reorganizing this list so that the most important and general items come first and like items are grouped into sections	Comment by Maggie Graf: Completely agree. Also it needs a column for check marks if adequate. Some items are not appropriate until very shortly before the congress or during it. These should be separated from the items to be checked during the proposal evaluation	Comment by 祐志 藤田: Thank you for your effort. The items are listed in the order that appears in the OP. 

This checklist will be used in the review of proposals that have been submitted to the IEA. It is based on OP-IEA Triennial Congress.

	No.
	Checkpoint

	1
	The candidate Host Society is organisationally sound and credible [Section 2.4 of OP-Triennial Congress].	Comment by Maggie Graf: The Section numbers refer to an older version of the OP. They all need to be checked and corrected. 	Comment by 祐志 藤田: Thank you for your effort.

	2
	The candidate Host Society is experienced in financial risk management [Section 2.4 of OP-Triennial Congress].

	3
	The candidate Host Society has experience in conducting an international conference of similar size [Section 2.4 of OP-Triennial Congress].

	4
	The geographical location of the Congress reflects the strength of HF/E [Section 2.4 of OP-Triennial Congress].

	5
	The proposed location of the Congress is not in the same region where immediate past Congress was held.

	6
	The candidate Host Society is able to cope with the increasing size of the Congress [Section 2.4 of OP-Triennial Congress].

	7
	Attendees at the Congress are not discriminated against in terms of nationality, race, political beliefs, religion, gender, and/or age [Section 2.4 of OP-Triennial Congress].

	8
	The selection of a Host Society is based on strategic, scientific, and political advantages to IEA.

	9
	Considerations are given to proposals that include funds for delegates and participants from industrially developing countries and students [Section 2.4 of OP-Triennial Congress].

	10
	There are various sources of revenue in addition to registration fees (e.g., exhibits, sponsorships) [Section 2.4 of OP-Triennial Congress].

	11
	The proposal is made and submitted by the governing body of an IEA Federated Society – [Section 2.5 of OP-Triennial Congress].

	12
	The proposal is written in English using a specified template provided by the Vice President and Secretary General [Section 2.5 of OP-Triennial Congress}.

	13
	The title of the proposed Congress is specified as “The Xth IEA Congress of International Ergonomics Association” [ Section 2.5 of OP-Triennial Congress.

	14
	The proposal satisfies the IEA policies and detailed organisational and technical criteria attached to this checklist  [Section 2.5 of OP-Triennial Congress].

	15
	The proposed Congress is global in its scope – [Section 2.5 of OP-Triennial Congress].

	16
	Plenary speakers are invited from a variety of national and continental backgrounds [Section 2.5 of OP-Triennial Congress].

	17
	The duration of the Congress is five days or longer [Section 2.5 of OP-Triennial Congress.]

	18
	The total expected/planned audience is shown in the proposal– [Section 2.5 of OP-Triennial Congress}.

	19
	The proposal explicitly indicates that the financial arrangements attached to this checklist will be satisfied [Section 2.5 of OP-Triennial Congress].

	20
	The proposal explicitly mentions (1) the organizer, (2) the type of conference (i.e., IEA Triennial Congress), (3) financial sponsors, (4) plans to solicit papers, (5) plans to select papers, (6) publication, (7) session facilities, (8) accommodations/housing, (9) exhibit facilities, and (10) other necessary information [Section 2.5 of OP-Triennial Congress.

	21
	The Congress should be held at or close to a major center noted for its academic and/or professional affiliations as well as social/historic attractions [ Section 2.5 of OP-Triennial Congress].

	22
	The location should be easily accessible by air or land transportation from distant points [ Section 2.5 of OP-Triennial Congress.

	23
	The Congress is to be held in the third quarter of the year [Section 2.5 of OP-Triennial Congress].

	24
	The dates of the proposed Congress do not conflict with other related conferences, academic terms, major holidays, etc. [Section 2.5 of OP-Triennial Congress].

	25
	The dates of the proposed Congress are approved by IEA EC [Section 2.5 of OP-Triennial Congress].

	26
	The Congress center is in one building [Section 2.5.1 of OP-Triennial Congress].

	27
	The Congress center is equipped with (1) administrative/logistic facilities, (2) a major hall/auditorium for plenary sessions, (3) conference rooms, (4) committee rooms, (5) places for casual, informal discussions with beverages during breaks [Section 2.5.1 of OP-Triennial Congress].

	28
	The Congress center is an accessible facility for those with disabilities [ Section 2.5.1 of OP-Triennial Congress].

	29
	Up-to-date audio-visual equipment is available for presentations [Section 2.5.1 of OP-Triennial Congress].

	30
	Microphones are available for discussions [Section 2.5.1 of OP-Triennial Congress].

	31
	Internet access is available free of cost [ Section 2.5.1 of OP-Triennial Congress].

	32
	The design and placement of signs meet ergonomics standards [ Section 2.5.1 of OP-Triennial Congress].

	33
	Multilingual assistance is available at onsite registration and the information desk [ Section 2.5.1 of OP-Triennial Congress].

	34
	Accommodations are at or close to the Congress center [Section 2.5.1 of OP-Triennial Congress].

	35
	The quality of accommodations is high in terms of that normally found in the area [Section 2.5.1 of OP-Triennial Congress].

	36
	There are different levels of accommodations (e.g., multiple room types, multiple-occupancy) that meet different budgets [Section 2.5.1 of OP-Triennial Congress].

	37
	Free and frequent transportation is available between accommodations and the Congress during the day [Section 2.5.1 of OP-Triennial Congress].

	38
	Transportation can be provided by the Congress organizer for all Congress events [Section 2.5.1 of OP-Triennial Congress].

	39
	Information on transportation between station/airport and the Congress center is available for Congress participants in advance [Section 2.5.1 of OP-Triennial Congress].

	40
	An information center is available at airports and stations [Section 2.5.1 of OP-Triennial Congress].

	41
	Full details of the Congress location are provided at key transport sites and local information agencies – [Section 2.6.1 of OP-Triennial Congress].

	42
	Efforts should be made to communicate with delegates in their own language (e.g., through enlistment of multilingual volunteers) and to provide interpretation services at onsite registration and the information desk. Facilities for simultaneous translation of plenary sessions and the IEA General Assembly into at least English and the language(s) of the country where the meeting is held are encouraged. Translation must be available in the same Congress room as the original presentation [Section 2.5.1 of OP-Triennial Congress].

	43
	IEA takes a capitation fee and prorated fee per part-time registrant. The fee is decided every three years to adjust the amounts to account for inflation, but the fee that applies is the one in place at the moment of endorsement of the Host Society. As of 2030, the fee is US$33 [Section 2.2 of OP-Triennial Congress] 

	44
	The number of registrants to be used for assessing the capitation fee is the sum of the number of delegates on each day divided by the number of days of the Congress [Section 2.2 of OP-Triennial Congress].

	45
	A minimum of 50% of the surplus is donated to the IEA for the purpose of establishing a fund in the name of the Host Society.
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 This sample assumes that Host Society contracts with a Conference Management Company.

	
AGREEMENT

ON SEED MONEY FOR THE XXth TRIENNIAL CONGRESS 
OF THE INTERNATIONAL ERGONOMICS ASSOCIATION

BETWEEN

THE INTERNATIONAL ERGONOMICS ASSOCIATION (hereafter called “IEA”)

Represented by:  Name, Title
		President
International Ergonomics Association 
	c/o Ashley Nils
Rue de Genève 96, 
		1226 Thônex
		Geneva, Switzerland	

AND

THE NAME OF HOST SOCIETY (hereafter called “Acronym of Host Society”)
and the IEAXXXX ORGANIZING COMMITTEE  (hereafter called the “IEAXXX Organizing Committee”)

Represented by:  Name, Title, President
		Name of Host Society
		Address
	and
		Name, Title,
		Chair of the IEAXXX Organizing Committee
		Address

1. Introduction
Host Society recognizes that they require seed money from IEA for the preparation for The XXth Triennial Congress of the International Ergonomics Association (hereinafter called “IEAXXXX”) that will be held from Dates, in Place, Country. This agreement (hereinafter called “This Agreement”) is between IEA and Host Society, and specifies conditions that apply to the handling of the seed money.

Host Society delegates to the IEAXXXX Organizing Committee represented by its Chair, Name the management of the organisation of all Congress activities of IEAXXXX. The IEAXXXX Organizing Committee and Host Society have engaged Name and Address of Conference Management Company to manage the organisation, operation, administrative management, and logistics of the IEAXXXX based on the budget defined. IEA acknowledges the assignment of these tasks to Name of Management Company; however, this Agreement is between IEA and Host Society. Host Society and the IEAXXXX Organizing Committee take primary responsibility for this Agreement and any other agreements concerning IEAXXXX.

2. Purpose and Scope

This Agreement makes it possible for IEA to provide Host Society via the Organizing Committee of IEAXXXX with seed money to use in preparing for IEAXXXX. 

3. Conditions

(1) The Chair of the IEAXXXX Organizing Committee submits to the President of IEA a letter requesting payment of seed money. The letter of request must be signed by the President of Host Society and the Chair of the IEAXXXX Organizing Committee. The formal letter of request states the following:
(1-1) The President of Host Society delegates to the Chair of IEAXXXX Organizing Committee the management of the entire organisation of Congress activities of IEAXXXX and undersigns each contract necessary to be stipulated with IEA for the organisation of IEAXXXX. This agreement is to be registered by a Country Name public notary office.
(1-2) The Chair of IEAXXXX Organizing Committee has been authorized to chair the IEAXXXX Organizing Committee with document signed by the Host Society president
(1-3) Name of Conference Management Company has signed an agreement with Host Society, represented by Name, in which Host Society relies on Name of Organizing Company to organize and manage IEAXXXX operationally and administratively according to the budget.
(1-4) IEAXXXX Organizing Committee will manage the coordination of scientific activities of IEAXXXX and will be responsible for maintaining contact with the IEA Technical Committees and identifying and seeking sponsorships to IEAXXXX .
(1-5) Name of Conference Management Company will provide logistical and organisational support in these activities.
(1-6) Host Society will be responsible for the correct use of the allocated budget, and for the management of the event, after which it will provide the financial accounting to IEA.
(1-7) It is IEA’s intention that the IEAXXXX Organizing Committee is to receive seed money in accordance with the relevant IEA Operating Procedures, i.e., “OP-IEA Triennial Congress” approved on Last Revision Date.
(1-8) Host Society will provide, via the IEAXXXX Organizing Committee, a written request for the seed money and details of the expected usage of the seed money.
(1-9) Host Society, via the IEAXXXX Organizing Committee, is responsible for returning the seed money to IEA following IEAXXXX at the latest within XXX months of the Congress.
(1-10) A preliminary budget of IEAXXXX will supplement the letter of request.
(1-11) Host Society will provide to IEA bank account information of the IEAXXXX Organizing Committee for the purpose of arranging a wire transfer of funds. 

(2) Upon receipt of the letter of request from Host Society via the IEAXXXX Organizing Committee, the IEA Executive Committee will evaluate the request. If the request is judged to be reasonable and to conform to “OP-IEA Triennial Congress,” IEA will agree to provide the IEAXXXX Organizing Committee with seed money in the amount of US$ Amount, distributed in X installments. The disbursement schedule will be negotiated among the parties; the first payment of US$ Amount will be transferred upon receipt of the signed agreement. IEA does not transfer seed money to any third party contracted by the Host Society or by the IEAXXXX Organizing Committee.

(3) According to the agreement between IEA and the IEAXXXX Organizing Committee, the IEAXXXX Organizing Committee will return the seed money to IEA within 90 days of the end of the Congress. The ultimate responsibility for the return of the seed money rests with the Host Society and the IEAXXXX Organizing Committee.

(4) Termination

This Agreement is terminated when the seed money is returned to IEA and IEA receives the seed money.

Date ___________________
	
__________________________________
Name, Title
President
International Ergonomics Association

Date _____________________

__________________________________
Name, Title
President
Name of Host Society

	





Date _________________

___________________________________
Name, Title
Chair
IEAXXXX Organizing Committee
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AGREEMENT

FOR THE XXst TRIENNIAL CONGRESS OF THE INTERNATIONAL ERGONOMICS ASSOCIATION

BETWEEN

THE INTERNATIONAL ERGONOMICS ASSOCIATION
Represented by:  Name, Title
		President
International Ergonomics Association
		(hereinafter called “IEA”) 
		Rue de Genève 96, c/o Ashlyn Nils
		1226 Thônex
		Geneva, Switzerland	

AND

THE NAME OF HOST SOCIETY
		 (hereafter called “Acronym of Host Society”)
and the IEAXXXX ORGANIZING COMMITTEE
		 (hereafter called the “IEAXXX Organizing Committee”)
Represented by:  	Name, Title, President
		Name of Host Society
		Address  
	and
		Name, Title,
		Chair of the IEAXXX Organizing Committee
		Address

WHEREAS HOST SOCIETY is host of the XXst Triennial Congress of the IEA – IEAXXXX

It is agreed between the parties as follows:

1. Objectives and Responsibility for the Congress
(1-1) The XXst Triennial Congress of IEA is (hereinafter called “IEAXXXX”) is hosted by HOST SOCIETY and organized by IEAXXXX Organizing Committee.
(1-2) IEA will give the organizers of IEAXXXX all reasonable support. Support includes financial assistance at a level to be determined by the IEA Executive Committee.
(1-3) In addition, one or more representatives can be appointed by the Council at its annual meeting to actively participate in the organisation of the IEAXXXX. Expenses of Council-appointed representatives on the organizing committee will be the responsibility of IEA.
(1-4) The officers of IEA and the representative(s) of the Council will hold periodic consultations with the organizers and provide advice on finances, physical requirements, organisation, themes, topics, scientific speakers, and other necessary matters.
(1-5) Due consideration should be given to the IEA Operating Procedures (Operating Procedures OP-IEA Triennial Congress: Approved on Last Revision Date), especially to article 2.5.1 (“Congress Organisation”).  

2. Procedures
2.1 General
(2.1-1) One copy of the Congress proceedings must be provided in electronic format for the IEA archives and for delivery to industrially developing countries after the Congress.
2.2 Financials
(2.2-1) IEA supervises the organisation of the Congress, but cannot be held responsible for any financial losses.
(2.2-2) No monetary remuneration or salary is to be afforded any individual involved in the organisation and management of the Congress except for reimbursement of actual expenses incurred in performing the duties and activities of organizing and/or managing the Congress. This requirement does not apply to compensation for the services of a professional meeting organizer if one is utilized.
(2.2-3) Expenses of the Council-appointed representatives on the organizing committee will be the responsibility of IEA.
(2.2-4) The IEAXXXX Organizing Committee will remit a capitation fee to IEA. The fee is calculated based on the following formula: The capitation fee = [The sum of the number of full paying registrants on each day] / [The number of days of the Congress 4] X [US$XX.XX]. 
(2.2-5) In the case of financial loss, the IEA Executive Committee may waive the applicable capitation fees.
(2.2-6) The IEAXXXX Organizing Committee donates a minimum of 50% of the surplus to IEA for the purpose of establishing an IEA fund in the name of the Host Society, where the surplus is defined as the money remaining after capitation fees and all other approved deductions. The terms and conditions of the fund shall be proposed by the Host Society and approved by the IEA Executive Committee.
(2.2-7) IEA requires that comprehensive financial reports be completed and filed with the IEA Vice President/Treasurer within four months after the Congress or within a time frame agreed upon by the Treasurer and Host Society. Any financial return to IEA shall be provided with these reports.

3. Promotion
IEA will help promote the Congress through the following means:
(3-1) IEA will provide the IEA logo for use in promotional material
(3-2) Scientific support from the IEA Technical Committees to organize sessions and promote subject areas
(3-3) Listing the Congress on the IEA website and providing a link
(3-4) Advertising the Congress in IEA communications
(3-5) Requesting that IEA Federated and Affiliated Societies, Sustaining Members, and endorsed journals   advertise the Congress through the following means:
· Listing of the Congress in the calendar section of their publications, including a description or call for participation in their newsletter; and
· Distributing promotional material, such as call for papers and announcements to its members or at their annual conference.

1 Attendance
(4-1) No restrictions may be placed on the attendance of delegates, members, participants, or visitors to the IEA Triennial Congress by reason of national or racial origin, political or religious beliefs, gender, or age.
(4-2) Efforts should be made to help fund delegates and participants from industrially developing countries as well as students .

2 Congress Organisation
(5-1) Due consideration should be made to the requirements specified in Article 2.5.1 (Congress Organisation) of the IEA Operating Procedures (Operating Procedures OP-IEA Triennial Congress: Approved on XXXX
3 Technical Program
(6-1) The technical program should be developed in close cooperation with the Science, Technology, and Practice Committee and its various Technical Committees. The Host Society must ensure that during the period of the Congress, provision is made for a combination of superior-quality technical sessions, both plenary and special sessions, and social events. 
(6-2) Speakers at plenary sessions will be selected with the advice of the IEA EC, will be of an international standing or of other high reputation, and in total will represent the international scope of human factors/ergonomics and emerging interests.
(6-3) Themes and topics must be developed in consultation with the Technical Committees and have the approval of the IEA Executive Committee and the Science, Technology, and Practice Chair.
(6-4) To allow for exchanging ideas and views, space for informal discussion should be available. In addition, sufficient time should be allowed in the program for the exchange of ideas and views. 
(6-5) Advice should be sought from the Science, Technology, and Practice Chair regarding the status of poster presentations, paper length for publication in proceedings, acceptance of papers, inviting speakers, selection of papers and themes, policy related to registration of presenters for the purposes of inclusion in proceedings, etc.
(6-6) In addition to advice from the Science, Technology, and Practice Chair, two persons nominated by the Executive Committee may serve as members of a Scientific Advisory Committee, which shall be formed by the organizers of an IEA Triennial Congress, and which shall meet at least twice to ensure and follow-up with the planning and the technical program.
(6-7) A forum/session (IEA Triennial Forum) is held at the Congress in which the outgoing President delivers an address on the state of IEA.
(6-8) At least one hour to one and a half hours during the IEAXXXX should be scheduled for the IEA General Assembly, chaired by the President of IEA. No other activities are to be scheduled during this time block. 
(6-9) On the final day of the IEAXXXX, a "Futures Panel" should be scheduled for one and a half hours. This panel discussion is organized by the Future of HF/E Task Force or the Development and Promotions Committee, and addresses topics, trends, and forecasts concerning the future of human factors and ergonomics. 


4 Provisions for Presenters and Exhibitors
(7-1) Presenters should be provided a standard set of guidelines (authors’ instructions) for preparation of the audiovisual support of their presentations. A facility for on-site checking of audiovisual presentations would be desirable. Instructions on the use of audiovisual equipment should be provided onsite to all presenters and session chairpersons to ensure the proper use of the equipment. Audiovisual technicians should be readily available, ideally in each room, to operate audiovisual equipment and to assist with the presentations.
(7-2) Exhibits may be arranged by the organizers, providing they are not subsidized by registration income.
(7-3) Publications related to the exhibits must include a disclaimer stating that IEA does not necessarily endorse the products or services being exhibited. Notwithstanding the disclaimer, the organizers must endeavor to ensure that the products and services being exhibited are of high quality and appropriate to the audience.

5 Provisions Regarding the IEA
(8-1) The IEAXXXX Organizing Committee shall make arrangements to provide to IEA the following facilities and services, insofar as possible, at no cost to IEA.
(8-2) A meeting room should be provided for a period of two days for the Council meeting prior to IEAXXXX, the exact dates to be set by the IEA Executive Committee. This meeting room must accommodate seventy (70) or more persons. Seating will preferably be around round tables of 6-10 persons per table. Other configurations that allow note taking, interaction, and required meeting equipment may be acceptable and should be discussed with the IEA Executive Committee. Some additional seating should be available for invited observers. Refreshments are to be provided during morning and afternoon breaks. Access to a photocopier for preparation of last-minute documents is desirable. Internet access and power strips for laptops are required for the Council members in this room for the duration of the meeting.
(8-3) Additional meeting space may be required for meetings of the Executive Committee and other IEA committees and subcommittees during the IEA Triennial Congress period. Requirements for these should be ascertained by the organizers through contact with the IEA Executive Committee a year prior to the Congress.
(8-4) The IEA President should be given space in the printed program as well as be invited to give a fifteen- to twenty-minute address at the opening ceremony to welcome delegates.
(8-5) The registration fee should, if possible, be waived for all IEA Officers and Standing Committee Chairs. If possible, a reduced registration fee should be available for the Council members. Defraying some of the travel expenses of these individuals paying their own way to attend the IEA Triennial Congress should be considered.
(8-6) The Officers, Standing Committee Chairs, and Council members should be invited to chair technical sessions at IEAXXXX.
(8-7) A table should be provided in the main exhibit hall or near the registration area exclusively for displaying IEA brochures and other materials. A table should also be provided for promotion of the next IEA Triennial Congress to the delegates.

Date ___________________
	

__________________________________
Name, Title
President
International Ergonomics Association


Date _____________________


__________________________________
Name, Title
President
Name of Host Society

	







Date _________________


___________________________________
Name, Title
Chair
IEAXXXX Organizing Committee







Note: The publication of the proceedings of the Congress will be handled by Springer. This perhaps should be added once they have been contacted.
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This section is an overview of the requirements for project planning and management with examples.

Creation of the project plan is led by the chair of OC in collaboration with OC members, who share the tasks and help in finalizing the project plan.
A detailed project plan is not required until three years before Congress, but it is recommended that the preliminary project plan be created right after HS is selected and agreements signed with EC. This helps HS/OC to start the detail-level fine-tuning of the plan, budget, schedule, and risk management plan three years before the Congress, as required by the OP-IEA Triennial Congress. 
The project targets must be agreed with the EC at the commencement of the Congress organisation and should be clearly listed in the MOU between HS/OC and IEA.
The remainder of this Appendix gives recommendations and examples of what needs to be in the project planning documents.

[bookmark: _Toc164521893]C.1	Example of the general content of a project plan

1. Introduction
2. Project definition and project targets
3. Project group organisation (Section 4.2)
a. Organizing committee
b. Subproject teams
c. External suppliers (subcontractors)
d. Coordination group (for collaboration with IEA)
4. Project schedule and milestones such as a Gantt Chart (Section 4.3)
a. Project phases and milestones
b. Detailed schedule and tasks
c. Need for training (optional)
d. Quality-control plan
5. Project budget (Section 4.4)
6. Risk-management plan (Section 4.5)
7. Project monitoring, control, and reporting (Section 4.6)
a. Meetings
b. Progress monitoring and reporting
c. Reviews
8. Documentation and recording platform.
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The OC Chart shows the roles of the Organizing Committee members. Tasks of the members are defined in the project plan. Below the role of OC chair are project managers and some of the core tasks to be shared among the members of OC. The responsibility for managing the organisation of the IEA Triennial Congress lies with the HS, with support from IEA. This means that the OC Chart should show the names of people who take care of the negotiations, agreements, and communication between external suppliers and OC.
Below are some general guidelines to be used in the role of OC chair and as a member of OC.

Project Manager (Organizing Committee Chair)
The project manager is a member of the HS and is a person who has experience, skill, and competence in managing projects, especially organizing large scientific congresses. The project manager creates the project plan and budget in cooperation with the designated members of the OC. The role and tasks of a project manager are:
· To take responsibility on decision making in the project
· To coach and guide the work of the project team (OC)  
· Some of the project manager’s typical tasks are:
· Conducting resource planning
· Resource requesting and team gathering
· Preparing the project plan preparation with the team
· Conducting the project kick-off with the team
· Approving small-scale changes  
· Managing the project team  
· Monitoring project progress  
· Reporting on project progress  
· Ensuring information sharing inside the team.

Roles and responsibilities of project team members in OC
All project team members have the following roles and responsibilities: 
· Detailed planning of own tasks in project
· Implementing own tasks in project
· Creating documents and reports of own tasks for project
· Communicating deviations from project plan with project manager
· Being responsible for own tasks in project.

Tasks of the team members in OC can be assigned in a way that HS and Organising Committee Chair find best. The number of OC members and their activities are up to HS. A particularly important role is the Scientific Committee Chair who must coordinate with the Science, Technology and Practice Chair of the IEA to organize the technical content and with the EC to choose appropriate keynote speakers, in accordance with the Congress theme and the wishes of the EC. Another role could be financial manager who might also be responsible for monitoring risks. It is important to note that in cases where external specialists and suppliers are used, HS and OC are ultimately responsible for the overall management of the Congress. Accordingly, HS/OC must maintain awareness of the conduct and actions of external specialists and suppliers. It is also useful to have someone responsible for publicity and someone for outreach to exhibitors.
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Major Milestones

EC = Executive Committee, HS = Host Society, OC = Organizing Committee, w = week, m = month, y = year, d = day
	Time
	Phase I
>> Select HS
	Phase 2
>> End Prep. Cong.
	Phase 3
>> Execute Cong.
	Phase 4
>> End Project

	(arbitrary) about 7y before the election at a Council Meeting
	HS
	Begin preparation
	
	
	
	
	
	

	7y before Congress
	EC
	Call for proposal for hosting a Congress
	
	
	
	
	
	

	
	HS
	Submit a proposal to President and Vice President/Secretary General
	
	
	
	
	
	

	
	EC
	Request that Council   select HS
	
	
	
	
	
	

	6y before Congress
	EC
HS
	Candidate HS presents proposal, Council selects HS
	
	
	
	
	
	

	6y before
Congress
	
	
	OC or
HS
	Announce at the Congress 
	
	
	
	

	about 
(6y-24m) before Congress
	
	
	OC or
HS
	Book venue and reserve accommodation
	
	
	
	

	about 5y before Congress at a Council Meeting
	
	
	OC or
HS
	Report  progress
	
	
	
	

	about 4y before Congress
at a Council Meeting
	
	
	OC or
HS
	Report  progress
	
	
	
	

	3y before Congress
	
	
	OC or
HS
	Prepare detailed budget
	
	
	
	

	about 3y before Congress at a Council Meeting
	
	
	OC[footnoteRef:3] [3:  The Organizing Committee (OC) is assumed to be formed 3y before Congress at latest. It may be formed earlier. ] 

	Report progress
	
	
	
	

	about 3y before
Congress
	
	s
	OC
	Announce at the Congress 
	
	
	
	

	about 3y before Congress
	
	
	OC
	Begin sending relevant publications
	
	 
	
	 

	about 2y before Congress at
Council Meeting
	
	
	OC
	Report the progress
	
	
	
	

	18m before Congress
	
	
	OC
	Preliminary call for papers
	
	
	
	

	15m before Congress
	
	
	OC
	Begin distributing brochures, etc.
	
	
	
	

	15m before Congress
	
	
	OC
	2nd call for papers
	
	
	
	

	12m before Congress
	
	
	OC
	Abstract deadline
	
	
	
	

	about 1y before Congress at a Council Meeting
	
	
	OC
	Report at Council meeting
	
	
	
	

	10m before Congress
	
	
	OC
	Distribute authors instructions
	
	
	
	

	8m before Congress
	
	
	OC
	Open registration
	
	
	
	

	8m before Congress
	
	
	OC
	Distribute provisional program
	
	
	
	

	7m before Congress
	
	
	OC
	Paper deadline
	
	
	
	

	3m before Congress
	
	
	OC
	Early registration deadline
	
	
	
	

	2d before Congress at a Council Meeting
	
	
	OC
	Report progress
	
	
	
	

	Congress
begins
	
	
	
	
	OC
	Begin Congress
	
	

	1w after Congress begins
	
	
	
	
	OC
	Finish Congress
	
	

	90d after Congress
	
	
	
	
	
	
	OC and
HS 
	Return seed money to EC

	4m after Congress
	
	
	
	
	
	
	OC and
HS
	Pay capitation fee to EC

	4m after Congress
	
	
	
	
	
	
	OC and
HS
	Pay 50% of the surplus to EC

	4m after Congress
	
	
	
	
	
	
	OC and
HS
	Submit Triennial Congress Report to EC

	about 1y after Congress at a Council Meeting
	
	
	
	
	
	
	OC
	Report at a Council Meeting
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The IEA OP - IEA Triennial Conference includes a list of tasks and outputs. Timelines for the deadlines of the specific tasks are listed above , however there are several activities that are not described in the timeline of this list. Specifically, these are tasks and activities that are needed for reaching the set Major Milestones.

Tasks that HS should do right after it is selected (six years before Congress):

· Reservation of the venue
Booking of the IEA Triennial Congress venue and possibly reserving blocks of rooms at several alternate hotels (offering high, medium, and low rates) as soon as possible after approval of the Congress by the Council. As described in OP-IEA Triennial Congress, it is important to reserve hotel accommodations that are near the venue and convenient to transportation from the airport and train station. It is very important to assess the contractual impact of cancellations and other changes on room reservations and other agreed-upon expenses (e.g., food and beverage), as these can result in substantial financial loss. Final deadlines for cancellations need to be agreed upon and noted in the schedule and Gantt Chart.

· Reserving transfers 
Transportation between the hotels and venue needs to be arranged, including special transport for people with disabilities when needed. This planning needs to begin six years before the Congress. 

Other tasks to be done by HS/OC in the planning phase :
· Possibly making a contract with a congress organisation company (Suggestion: Ask for copies of ones from previous congresses so that you can compare) 
· In the two years before the year of the congress the HS/OC reports annually at the IEA Council meeting regarding progress in organising the Congress and twice yearly in the EC meetings.   
· Prepare detailed project plan, budget, schedule (Gantt chart) and risk-management plan 3 years before the Congress. 
· Develop logo for the Congress using IEA corporate image guidelines.
· Develop announcements for relevant publications and send regularly, starting 3 years prior to the Congress.
· Create a website for the Congress (at least 2 years before the Congress)
· Together with the Science, Technology and Practice Committee of IEA designate the scientific committee and reviewers of abstracts and create the provisional program for distribution. 
· Purchase software for handling the review of abstracts before first announcement and call for papers. This needs to be done in 18 months prior to the IEA Triennial Congress. NOTE! IEA will provide manuscript management software through Springer.
· Issue second call for papers 15 months before the Congress.
· Abstract deadline is 12 months before the Congress and the feedback on these submissions (whether approved or not) is 7 months before the Congress, ideally before the end of the year preceding the Congress.
· Develop brochures and/or posters to be distributed to societies, organisations, and at conferences, 15 months prior to the IEA Triennial Congress.
· Develop authors’ instructions and distribute them 10 months prior to the Congress.
· Purchase registration software in time to open registration 8 months before the Congress. Include early-bird and student registration rates. Early registration discounts should end 3 months before Congress.
· Other tasks that need to be planned, organised, and scheduled are:
· Arrangements for tracks, sessions, workshops (AV equipment, refreshments etc.) 
Training sessions for people who will help with guiding participants and helping them when needed e.g. in using audio-visual equipment, directing them to rooms, etc.
· Sponsors and facilities for exhibitors 
· Arrangements for meals, coffee and refreshment breaks, welcome reception, and Conference dinner 
· Arrangements for any performances, tours, special events, etc.  

[bookmark: _Toc163936239][bookmark: _Toc163981241]Schedule of Activities (Gantt Chart)

When the project plan is created, a schedule for each task/action needs to be prepared. This helps in the management of the entire organizing project of the IEA Congress. It is also an important tool for communication and monitoring tasks and their inter-relationships. The most common tool for doing this is a Gantt chart, but other forms of presenting this information could be agreed. The basic requirements for the Gantt chart are:
· Each task in the project plan and the responsible person for the task. 
· Start dates and deadlines for each task output are marked by referring to the IEA specified deadlines. This should include important subtasks that are required for reaching the IEA specific tasks. An advantage of this method is that the required sequence of tasks becomes obvious, and it is easier to see the consequences on deadlines if sub-tasks are not completed on time.
· Start and deadlines of external suppliers’ tasks and deadlines for cancellations.

The format of Gantt chart is easily obtainable (e.g. template in Excel). Any simple format may be used but ensure that the above listed items are integrated.
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The detailed budget needs to be created three years prior to the IEA Triennial Congress. To be able to do this a detailed project plan is needed so that the budget reflects tasks and their targets in the project plan, financial targets, and scientific/technical quality. Any standard format of expected income and expenses may be used. 
The capitation fee (see below) and a donation that is 50% of surplus (see below) must be included as accounting items on the loss side.
Seed money (see below) should not be allocated to the Profit and Loss statement (see below).

Seed Money
If HS does not have enough money to initiate the project, it is possible to apply for seed money from IEA EC. This money must be noted in the budget and must be paid back after the Congress (OP-IEA Triennial Congress). This will require a specific agreement between the IEA and the HS/OC (i.e., MoU). See Appendix B.1 for a standard format of this agreement. 
Note, the seed money is an interest-free income, therefore it should be shown in the budget both as an income and as an expense.      

Capitation Fee
The Congress is financially important for IEA because the capitation fee from the Triennial Congresses is an important source of revenue for funding its activities. Therefore, the OP-IEA Triennial Congress stipulates a capitation fee (a specific dollar amount per registrant at the Congress) that is required to be remitted to IEA shortly after the Congress ends. This must be included in the budget as an expense.

Surplus
50% of any financial surplus, once all costs have been covered, shall be donated by the HS as a designated fund for IEA. (OP -IEA Triennial Congress).

Others
Other elements that should be considered when developing a budget include:
· Complimentary or reduced rate congress participation (i.e., reduced registration fee for participants from LMI countries and students) 
· Exhibitions
· Exemption of registration fee for the members of Executive Committee and possibly others
· Expenses of external invited keynote speakers
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A risk management plan shall be developed. The risk-management plan specifies a risk management process which includes risk identification, risk evaluation, risk alleviation, and risk monitoring.
There are many tools that can be used for risk management.
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1. Risk identification:
· Identify potential problems and risks that are likely to occur 
· Define other serious potential disruptions

Risks that are commonly evaluated in project management are:
(1) Personnel:
· Lack of expertise of people tasked with providing essential outcomes.
· Resources not available as planned.
(2) Communication and cooperation:
· Breaks in information flow
· Lack of shared view of objectives
(3) Cost overruns:
· Plan, schedule, and budget do not go hand in hand
(4) Time delay:
· Delays in HS/OC activities
· Delays in external suppliers’/specialists’ activities
2. Risk evaluation
· Quantify the likelihood of each risk and assign a priority to risk items  
· Determine the potential causes of the failure  
· Assess the severity of the failure and occurrence of the cause     
3. Risk elimination
Address risks in order from highest to lowest levels of risk. At minimum, answers the following questions:
· What actions must be taken to prevent the risk?
· What actions must be taken to minimize the effects of the risk?
· What actions must be taken to prepare for the occurrence of the risk?
· How can the risk be controlled?
· Because of the risk, should there be changes in the project plan? 
4. Risk monitoring
The completed risk-management must be continuously monitored to assess
· Changes in risks?
· Risks that have been realized or eliminated

The figures below show examples of risk management process and table.

[image: ]
Risk Management Process
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Agreements between HS/OC and suppliers and partners 

Some of the most critical and important activities in organizing the IEA Congress are negotiating and overseeing agreements with external suppliers and specialists. Such agreements must describe the parameters clearly. For example: 
· What is ordered by HS?
· What is the expected output? 
· What are the special requirements of HS?
· What are the contractual terms and conditions? 
· What activities are the supplier required to perform and what is the deadline for the outputs? 
· What are the possible risks and how are they to be managed? 
· How are possible financial losses shared between HS and the supplier?

When a congress organisation firm is retained, they are often responsible for selecting and negotiating with external suppliers (e.g. AV companies, registration staff, transportation providers, etc). However, they should provide information about these to the HS, and it must be clear in the contract with the HS how risks are managed (cancellation provisions, force majeure, etc.).

Note:  It is important is that the supplier/partner is familiarized with the OP – IEA Triennial Congress regarding requirements concerning the area the supplier represents in organizing the Congress. 

When making agreements with subcontractors, HS/OC should ensure that the following items are clarified:
· Standard contracts are used.
· Requested work is clearly specified.
· Work milestones and payment schedule are defined and agreed to.
· Subcontractor’s responsible persons and contact persons are named and agreed to.
· Regular progress reviews with subcontractor are scheduled.
· Subcontractors’ capabilities are checked.
· Financial situation
· Needed resources
· Skills and competences 
· A process for acceptance of the steps is agreed to
· Communication process is agreed to
· Reporting practice
· Documentation practice
· Use of communication tools
· Information flow with the supplier`s organisation
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A plan for project monitoring, control and reporting shall be developed. 
(An example is under development)
A checklist for final arrangements is also under development.

Documentation and recording platform

For managing the organisation of the Congress, a place for project documents needs to be created with access for all members of HS/OC team.
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	(1) The Host Society is required to submit a Triennial Congress Report. 
(2) Prior to the submission of the final report, a draft Triennial Report should be sent to the IEA President for review and comment. The due date should be agreed during the planning of the Congress.
(3) The final report must be submitted to EC within four months after end of the Congress, or as otherwise agreed. It is expected that the EC presents the report at the following Council meeting.
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The Triennial Congress Report must include the items specified below. HS can decide the format of the report. The use of PowerPoint and photographs is acceptable.

	General
· Registration figures – total and breakdowns (e.g., those from member societies, students, countries) including fees paid in each category.
· Members of Organizing Committee and Scientific Committee.
· Sponsors.
· Exhibitors and advertisers.
Financial
· Detailed Profit & Loss statement, including the payment to IEA (seed money as appropriate, capitation fee and surplus) and Balance Sheet
Technical
· Scientific contributions – total oral presentations and posters, with breakdowns by Technical Committee, total submitted abstracts, total published papers.
· Congress papers to be published in IEA-endorsed journals
· TC contributions – paper review
· Overview of technical programs including plenary sessions
· Special sessions
Other
· Events – sponsored booth
· Entertainment and social events
· Technical tours
· The use of virtual platform (if applicable)
· The use of social network services
· Lessons learned and recommendation for the future Triennial Congress
· Other 
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