
BY-LAWS AND GUIDELINES FOR ASIA PACIFIC ORCHID CONFERENCE
1. BY-LAWS

APOCs shall be held at three year intervals. APOCs shall take place in years such that there will not be a clash with the staging of World Orchid Conferences, European Orchid Conferences, or ASEAN Orchid Congresses. The host organization for each APOC is designated the APOC Organizing Committee (APOCOC).

Meetings of the APOC Trust will be scheduled to correspond with main international orchid conferences. Each APOC Trust has the right to nominate members to the next APOC Trust.

The APOC Trust stands ready to provide assistance and advice on all aspects of a Conference. This has proved a valuable resource for local Conference organizers in the past, especially in the more technical aspects of the Conference - for example the lecture program and the judging schedule. The APOC Trust is also well placed to help with the job of publicizing the Conference among the relevant international public.

    The APOC General Meeting will be held during major international orchid shows and conferences. Members of APOC General Meeting include APOC Trustees and representatives of each country. Each country could send up to three delegates to attend the General Meeting.
2. REQUIREMENTS FOR POTENTIAL HOSTS
Prospective hosts are required to make a formal presentation to the committee and to provide detailed information about all aspects of the Conference. In particular the organization and backing behind the application; financial arrangements; conference, hotel and exhibition facilities; and customs, CITES and plant health arrangements. Applicants are also likely to be questioned about travel facilities, social or cultural events, local tours etc. While the heart of the Conference is the lecture program and the show, it is also a major international event, around which many people build holidays.

While the support of Tourist Boards, Conference Centers, other organizations and agencies are to be welcomed and will in many cases be invaluable, the APOCMC expects invitations to hold the Conference to come from orchid interests in the country concerned.

They will always require solid evidence that an invitation has the enthusiastic and effective backing of orchid organizations, scientific, amateur and commercial.

Organizations considering issuing an application to hold the Conference should contact the chairman of APOCMC as early as possible and consult him about their plans.

Although it is not mandatory, it is advisable for prospective applicants to invite the chairman of the APOCMC, perhaps with another Committee member, to visit the proposed location for consultation and to review facilities. This visit should take place 6-9 months before the meeting of the APOCMC which is to receive the application.

Successful applicants are required to keep in regular touch with the chairman of APOCMC and must submit written reports at least annually (as requested by him) on the progress of the Conference planning.

The reports should show, in increasing detail as time advances, what is planned and what has been achieved in every aspect of the Conference - financial and administrative arrangements, the Conference program, the show, social events and tours and CITES and customs arrangements.

Confirmation of the venue will only be finally given at the Conference immediately preceding the proposed Conference. Confirmation will reflect the quality of the reports submitted in the intervening period

The prospective host will be required to make a further formal presentation to the APOCMC at this Conference. They are strongly advised to invite the chairman of the APOCMC, possibly with another member, to visit them again in the six-month period beforehand.

Financial responsibility for the Conference rests with the local hosts. Conference organizers are also required to provide, in their financial planning, for a capitation fee of US$10, based on full-time registrant numbers, to be paid directly to the APOC Fund. The Conference organizer must pay a minimum sum of US$5,000.00 if the number of registrants is less than five hundred.
3. GUIDELINES FOR HOSTS

FORMATS FOR ORGANISING THE CONFERENCE AND THE SHOW 

Content of the Conference

The Conference has three main parts: the Conference itself (centrally a programme of lectures), the show and the social programme. 

This framework is a constant feature of all Conferences, whether local variations may occur. It lasts approximately a week, but organisers will need to allow for time before and after for the setting up and taking down of the show. 

A typical schedule in outline is as follows.

SUNDAY/MONDAY   Registrants arrive

MONDAY
        Completion of setting up

TUESDAY
        Judges’ Breakfast, followed by  

                    Judging 

                    Open Reception in evening

WEDNESDAY       Lecture Programme, 0900-1700


        Main Social Event in Evening

THURSDAY
        Lecture Programme, 0900-1700  

              Closing Ceremony,   1630-1715 

              Closing Banquet

FRIDAY
        Registrants depart                       

                    Post -Conference tours begin
The Lecture Programme

The Conference proper  - the Lecture Programme - typically runs for 2 days. Details have varied, but typically there are simultaneous series of lectures: one scientific, one slanted towards the orchid hobbyist and one covering the large number of specialist interest and groups which are a feature of the orchid world internationally.

It is important to keep a balance between these parts of the programme.

For the hobbyist section it is wise to think in terms of a room seating 200-300, for the others 100-150.  Speakers should be chosen because they are good speakers and because they have something valuable or important to contribute, not because  (for example) they volunteer to speak or because they have spoken in previous Conferences. 

The highest standards are required and, at the same time, a good international range of speakers. 

Wide consultation internationally is recommended well in advance before any invitations to speak are issued. This is one area in which the APOCMC’s advice will in many cases be invaluable, and organisers are recommended to ask for it.

So far as content is concerned, the aim in the scientific series should, above all, be to bring forward people who are doing new work.

This does not mean that there is no room for other speakers who may give lectures more of a reviewing nature: a balance is desirable, especially in order to attract the interest of registrants who are not themselves scientists. The aim in the hobbyist series should be to cover as wide a range of the main hobbyist interest as possible. 

 Although excessive narrowness in the content of both series is to be avoided, it is natural that the balance in the programme should reflect the special orchid interests of the host country or region. Indeed that is expected by international registrants and will be welcomed by them.

It has been traditional for the language of the Conference to be English and for all lectures to be given in that language, but there is nothing cast-iron about that. 

It is quite possible that in some countries lectures should be given in other languages, but then simultaneous translation at least into English should be provided. The same of course applies to the general proceedings of the Conference. Although English is by a long way the language best understood by participants in APOC, it is the policy of the APOCMC that this should not prevent the Conference from taking place in suitable locations where English is not widely spoken.

A successful recent innovation has been the poster-session, and space should be provided for that. Not
everyone can be invited to speak in the lecture programme itself, but there are always a number of scientists and others who have something interesting to say and who welcome this opportunity to say it. 

The APOCMC meets during each APOC for which space in the time-table must be found. A room is needed with seating for (say) 20, preferably with a round-table set-up. The meeting typically needs a three-hour slot. After election of the new committee, another three-hour slot would be required for the new APOCMC to meet.

The Show

The show should be a large one and needs to be carefully designed. Because of expense, customs and phytosanitary restrictions and other factors overseas exhibits will commonly be limited in number and in size. That depends of course a great deal on the regional location, but in most cases a majority of the show may be expected to come from the host country.

It is essential that the organisers make clear and reliable arrangements with their Customs, plant health and CITES authorities to facilitate both the bringing in of plants for exhibition and/or sale and their subsequent export (or re-export) by both exhibitors and other registrants. Such arrangements should be both made and publicised a long time - say a year - in advance. Organisers must realise that exhibitors from abroad will not commit themselves to bringing in plants until they know that the proper and reliable arrangements have been made. This is not something which can be left to the last minute.

Practice on charging has varied a good deal. One way was not to charge for space in the show, while a charge was made for space in the sales area, with exhibitors being given free or discounted sales space in proportion to the size of their exhibit in the show. 

The sales area is an important part of the show - of great interest to registrants and visitors. While plants predominate in the sales area, other more or less orchid-related lines of merchandise - sundries, pictures, ceramics, books, textiles etc - can be included. Indeed Conference organisers have a wide discretion in what they admit to the sales area. Particularly because it is undesirable for security reasons for registrants or members of the public to take bought plants into the show, it is good to have a “creche” room handy to the show, where things which people have bought can be left for temporary safe-keeping.

The show should be designed to appeal not only to the registrants, but also to the general public of the host location. The opening of the show to the public - for a fee - is in most cases an important element in the overall Conference budget.

The show has often had to be staged in a separate facility from the lecture programme - sometimes at a considerable distance - but it is obviously best if the show and the lectures can be put on, if not under one roof, then al least as close as possible. This must depend on local circumstances. If the main hotel can be close to the show and to the lectures as well, that is better still. But if the hotel accommodation can only be close to one or the other, then it is more important to have it close to the lectures than to the show. Often there has been a “Conference Hotel” which has provided a location for the programme of lectures and other meetings. 

There is an important competitive element to the show, and the business of judging at the show is traditionally one of the main features of the Conference as a whole.

 Details again vary, but both Medal and Ribbon judging of individual plants is done, and there is judging of whole exhibits

The organisation of judging is a major task for the organisers. It is also a sensitive one. One problem is that, although large numbers of overseas registrants expect to be involved in the judging, not all those who apply to do so have the right qualifications and experience. It is the responsibility of the organisers to decide who should be accepted, but they need to take account of the fact that different countries use different systems for qualifying judges.

In addition, judges from different countries will be used to differing judging systems, and the system of judging used at APOC has to reflect that. While the design of the schedule and the rules for judging are a matter for the organisers, experience has shown that it does not work well if a host country seeks simply to impose its own system of judging on an international body of judges who are used to different systems.

 APOC judging is a case on its own, and there is now quite a lot of experience about how it is best done. This is one particular area where advice and, if necessary, assistance is available from the APOCMC.

The Social Programme

The social programme is important. For many registrants this is the occasion for a look forward to holiday, and they bring their wives/husbands with them. It is very much an occasion for meeting up with old friends - an international get-together, with orchids as the focus and the excuse. 

There is an established pattern of events during the week of the Conference, and there is also scope for associated tourism before and after the Conference. 

It is usual to have three main social events for Registrants during the week of the Conference - an Opening Reception (in the show) on the evening of the day on which judging takes place, a Closing Banquet and (on one of the intervening nights) a “local” - ie Japanese, Australian etc. night.

 The first of these should be free of charge and has often been hosted (for example) by the local public authorities of the host city. It is good to have other kinds of social event arranged on the other nights as well. But these need not be on the same scale.

Time should be set aside at a “function” for the presentation of awards.

Many registrants - and even more of their accompanying wives or husbands - will in fact not want to spend all their time at the Show or at lectures. It is important that arrangements for the Conference should provide varied and interesting opportunities for doing other things during the week. In some cases all that the organiser need to do is provide information about local attractions or events which are available anyway in the locality. 

But they should also arrange a programme of tours - whole-day, half-day - tailored specifically to the probable interests of people attending this particular Conference. 

These may or may not be orchid-centred. Obviously such things as nursery visits might feature, but visits to such local attractions as historical sites or landscape features of general tourist interest are well in order. The important thing is that these should be “Conference tours” shared by and confined to those attending the Conference.

It is usual for the organisers to offer Registrants some pre-conference and/or post-conference tours - with the latter being the more important. There have been both two-day and two-weeks tours in the past, and it is very

much a matter for local judgement what is appropriate. There need not be too many tours offered: many

individuals and groups attending the Conference will in practice make their tourist arrangements in the country in other ways and through other tour operators of their own choosing.

It is customary to provide facilities and a space in the programme for the hosts of the following Conference to entertain interested registrants and to promote their event. It is, of course, up to the following hosts to arrange this, but the co-operation of the current hosts will be welcomed.

Welcome and Assistance to Registrants

For many registrants attending the Conference will be something of an adventure. For many it will be their first visit to the host country. Much of the success and subsequent reputation of the Conference depends on how welcome they are made to feel and on how easy and stress-free they find the arrangements during their stay in the country. This should be a prime concern of the organisers. A few tips to follow.

It is appreciated if a Welcome Desk can be provided and manned at the local airport at appropriate arrival times. Registration should be smoothly administrated and easy. An Assistance/Enquiry Desk should be provided in an accessible place throughout the Conference, manned at all reasonable hours. If the lectures and the show are in separate locations, it is helpful to have such an information point in each. 

There should be somewhere where registrants can go for help with information about tours and other extra-Conference activities, in particular. 

Registrants will expect to be provided at registration with some kind of a case or bag, containing all necessary (and some additional) documentation. Since this will be taken home by most registrants as a souvenir of the Conference, it should be appropriately designed. Other suitable souvenirs will be welcome. 

Depending on the physical lay-out of the whole Conference, some sitting-out space private to registrants should if possible be provided at either the site of the lecture-programme or at the show or at both. It will be appreciated if simple refreshments (eg coffee, biscuits) are available there, even if a charge is made. It is very desirable that restaurants, facilities, preferably at various grades, be accessible from these locations Transport arrangements for registrants are of the greatest importance and have sometimes been the cause of dissatisfaction and controversy. 

If the show and the lecture-programme are held in separate locations, regular and convenient transportation between them should be provided. Whether private Conference transportation from main hotels to Conference sites is provided will depend on what other arrangements are readily available locally but, particularly if there is any reason for registrants to fear for their personal security (perhaps in a country where the language is unfamiliar), such private transportation should be provided

The same considerations make the provision of transportation to and from the main social events (which may well be held at night) a necessity in most cases.

Whether and on what basis any charge is made for such Conference transportation is a matter for the organisers and will no doubt be decided within the general budget framework. It is customary for the cost of transportation connected with main social events to be covered by the fee levied for such events.

 Whether any charge is made for other Conference transportation is less important to registrants than that it should be available where it is believed to be needed and that the transportation arrangements themselves should be both well publicised in advance and easy and convenient to use.

Hotels
A good range of choice of hotels and other accommodation should be offered. Many of the people attending an APOC are either personally well-off or have financial backing from a business or from an institution.  

Many are not so well placed - from certain countries in particular and among the younger ones. For them the all-in cost of attending the Conference will be a matter of great difficulty, quite possibly involving considerable personal sacrifice.

 It is the policy of the Trust to encourage genuinely world-wide participation in the Conference as far as possible and to avoid it being seen as a “rich man’s event”. 

The accommodation offered to prospective registrants should therefore include five-star hotels but should also offer such low-cost accommodation as lodging houses and student halls of residence (where suitable ones are locally available) and a range of options in between.

Proceedings of the Conference

A volume of Proceedings should be published as soon as possible after the Conference. It has become customary for this to be a substantial and high quality publication, well illustrated, and covering the full content of the lecture-programme, together with a record of other Conference proceedings, the show and the social events. 

A separate charge, based on publication costs, is made, and registrants are usually offered a reduced charge if they subscribe for it before the end of the Conference. 

This is something which needs to be given good publicity at the Conference, but experience shows that it is possible to finance the Proceedings on this basis, since there is considerable demand , even at a price, for a well-produced Conference souvenir of this kind.

Finance

The financial responsibility for the Conference rests entirely with the host organisers. It is impossible to give general advice about how this responsibility is to be handled. Local circumstances, the pattern of local costs and local resources vary too widely. 

It can be run on strictly commercial lines, underwritten by a single large business enterprise, borne by the many local orchid societies, or relied on the support of the local public authorities. There is no one pattern.

But there must be a budget, and there must be - somewhere - an organising committee which is responsible for it. It is that committee which takes the responsibility for making the bid to host the Conference in the first place. 

The structure and the composition of that committee will, in addition to orchid interests, no doubt reflect the sources of the necessary financial backing. That same committee is, of course, responsible to the Trust for the international success of the Conference.

Some general guidelines, based on past experience, can be given about what the main items of expenditure and income might be and about how the Conference budget might be constructed.
Registrants to the Conference are expected to pay their own way. They themselves expect to do so. Looked at from their point of view, there are three main cost heads: transportation to and from the Conference (airfares mainly), accommodation during the Conference and Conference expenses. 

Many people coming from overseas will no doubt make a holiday out of it, but that is strictly their affair. But it is the overall cost which matters to them. 

It is not the responsibility of the Conference organisers to bear the cost either of transportation or of accommodation. They may be able to help with this - by negotiating favourable rates with airlines or hotels. That would be very welcome to prospective registrants

Conference expenses are another matter. There is a well-established pattern which divides these into two. There are central Conference expenses, which are effectively independent of registrant choice - administrative costs, hire of facilities, publicity, printing etc - and there are expenses in connection with the more peripheral activities and events (eg social events, tours) which from the registrant’s point of view are optional extras. 

It has generally been the practice to cost these optional items separately and to set additional charges for them, so that each event is (more or less) self financing. But here again local circumstances differ. There is no reason in principal why such events should not be priced in a way which will make a contribution to the overall Conference budget.
On the revenue side there is, first, a Conference registration fee. It is usual to set this fee at a basic rate for early registrants and then to increase it by pre-announced steps as the date of the conference approaches. The registrant’s fee allows entry at all times to lectures and to the show; it provides a full set of Conference documentation; it enables suitably qualified registrants to take part in the judging; it entitles registrants to attend the opening Reception and to buy tickets to attend other social events (eg the closing banquet) and to take part in tours. 

(The registration fee has also to provide for the capitation fee for the benefit of the APOC Fund which was mentioned earlier).

It is recommended that invited speakers should be offered free registration.

A reduced registration fee for wives or husbands of registrants is a good idea.

It is good to accept “day registration”. This has been successful in enabling people (especially local people) who may not be able to attend the whole Conference to join in it for one or more days. As long as such registration is carefully priced, it has proved a useful innovation.

Registration fees alone will obviously not cover all the central conference and show costs. Other sources of income include fees paid at the door by members of the public who visit the show, rental charges in the sales area, commercial sponsorship, donations and public subsidies. Exactly which mixture of these is right is a matter of judgement for the organisers in the light of local conditions.

Organisation

It is impossible to give specific advice about how best to structure the organisation of the Conference, either in its preparatory stages or at the time when it takes place. Local circumstances differ. Experience shows that it is by no means unusual for the organisation to change quite considerably over the few years which elapse between the initial decision to submit an application and the actual day of the Conference’s opening. In particular, individuals may move in or out of the organisation during that time.

 But the nature of the Conference is sufficiently well-established for certain key tasks to be readily identifiable, and the sooner that the right people can be found to fill those key places in the organisation, with a long term commitment, the better. One of the first tasks of any organising committee should be to identify those key posts, define their functions and allocate clear responsibilities to those chosen to fill them.

It is in fact quite a long haul to bring an APOC to a successful conclusion. Experience shows that the sustained commitment of what will probably be quite a small number of individuals, with appropriate interests and contracts, is the one most central requirement. Success cannot be achieved bureaucratically, by organisations alone.

Planning and Publicising the Conference

Organisers should not start the publicity for their Conference until the Conference immediately preceding, but they should plan a major drive then, as there they have a captive audience of the people who are (internationally) most likely to want to attend. They should have a well-manned and well-staged publicity booth, at which information can be given, and it is conventional to arrange some sort of evening or early-evening hospitality event as well.

To get to that point a great deal of work will already have had to be done, and it is not something which can be all done at the last minute. Experience shows that, once the bid has been successful and the Conference awarded to a venue, it will take a sustained effort by the organising committee and its members to be ready for their publicity debut at the following Conference. (This is normally three years on, but it will be only two-and-a-half when a northern hemisphere Conference follows one in the southern hemisphere).

 Experience also shows that, while by that stage all the central decisions will have to be taken and all the central arrangements put in place, many other matters remain still to be decided. Much information can only be given in outline; and at that stage that is all that is required. 

 The general attractions of the host city and country as places to visit can be emphasised, as in practice that is the key point in selling the Conference internationally. 

Posters should have been prepared, and a “first circular” should be available either there on the spot or for mailing later to interested people. 

The opportunity should be taken to recruit a mailing list of such people.

The final Conference brochure should be available for world-wide distribution about two years (and not less than 18 months) before the date of the Conference. That has to contain all the information in detail which a prospective registrant or exhibitor will want to know about every aspect of the Conference, including accommodation, the full social programme, tours, all prices and much else besides.

Organisers are recommended to consult the brochures from previous Conferences.  It should contain the registration form and full payment instructions.

The publication of this brochure and the decisions which have to go into its preparation mark an important stage in the work of the organising committee. From this time onwards the plans for the Conference are set, and the work of the period up to the Conference itself will be the work of completing the implementation of what the brochure promises.

Once the brochure is available, the work of publicising the Conference should move into higher gear. Individual mailings should be made to people on the mailing list. Journals should be approached with offers of articles and advertisements. Orchid organisations around the world should be asked to help. Publicity booths should be staged at important orchid events internationally, manned where possible, by people from the host country. 

This is something which APOCMC is well placed and willing to help with.
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