Creating Critical Dates

Before conference planning begins, the conference planning committee should establish a thorough list of critical dates. This will help the committee manage progress and ensure the event is a logistical success. The list should be as comprehensive as possible. New tasks that arise during planning should be added to the grid.

Some deadlines to include in the list are:
· Site visits
· Communications with leaders
· Promotions to members
· Registration deadlines
· Speaker and session deadlines
· Hotel deadlines (food & beverage, AV, room sets, etc.)
· Exhibit floor and sponsor deadlines
· Printing deadlines
· Shipping deadlines

Most often, critical dates are compiled in an excel spreadsheet. 
Include:
· Due date 
· Actual completion date
· Status update (not started, in progress, complete)
· Task description 
· Owner of the task
· Notes field

Below is an example of a critical date grid. You can access project management templates in the Strategic and Committee Planning section of the website.

	Area of Work
	Task
	
Milestone
	Owner
	Unit
	
Hours
	Due Date
	Actual Date 
	Status

	Registration
	Launch Early Bird Registration
	X
	Amy
	Conference Planning Committee
	5
	2-Jan
	10-Jan
	Complete

	Hotel Logistics
	Submit AV Requests
	 
	Diane
	Conference Planning Committee
	5
	15-Jan
	15-Jan
	Complete

	Programming
	Send Speaker Confirmation Emails
	 
	Jim
	Conference Planning Committee
	1
	26-Jan
	 
	In Progress

	Marketing
	Send dedicated eblast promoting registration
	 
	Lily
	Marketing
	1
	15-Feb
	 
	Not Started





Tracking Progress
The committee chair should serve as the project manager and should take ownership for the tracking grid updates. They should review the critical dates on a weekly basis and the total committee should review the dates at every meeting. 

Be sure to include critical dates and parties responsible in post meeting communication, such as evaluation deadlines and committee debriefs to ensure documentation of upcoming deadlines.  Below is a starting point for major tasks to being creating your tracker. Use the items below to build a detailed plan as illustrated above.

Event Checklist Template

FROM 18 MONTHS OUT OR WHEN THE NEED FOR THE MEETING IS FIRST IDENTIFIED
· Determine the objective of the meeting and develop the program and budget
· Create a Request for Proposal and send out to hotels/conference centers you are interested in. Your proposal should include a request for current menus and pricing as well as a price list from the in-house Audio-Visual Company if there is one
· Review all proposals and book your meeting site and support services.
· Negotiate hotel/conference center contractual agreement. Have an authorized signer for the affiliate sign all agreements (generally president and treasurer)
· Sign and send contractual agreement to hotel
· Develop detailed project timeline for meeting tasks
· Open call for speakers. Specify theme, speaker benefits package, and request AV requirements.
· Prepare save the date marketing materials and send out to potential attendees. Put a save the date on your website once location and dates are confirmed with contract
· Finalize marketing plan for conference including logo development if necessary
· Update sponsor prospectus and begin to notify potential sponsors of meeting
· Establish registration pricing and decide on registration platform. Include launch date for registration and deadlines

AT LEAST 6-9 MONTHS BEFORE YOUR MEETING
· First promotional pieces sent via mail, e-mail, and on website including Registration Fees and Hotel costs
· Determine other suppliers/contractors needed, including but not limited to: temporary staffing company, florist, photographer, audio visual company (if no in-house AV available).  Finalize contractual agreements with other vendors
· Finalize all speaker agreements, reserve necessary speaker hotel rooms
· Continue sponsor outreach – track deliverables and collect necessary collateral from them.
· 		Conduct Request for Proposal for next year’s conference

AT LEAST 3-6 MONTHS BEFORE YOUR MEETING
· Select and order bags and badge holders for meeting if being custom printed
· Make travel arrangements. Send email to those VIP’s or Speakers you will be paying for travel
· Set up master account for your meeting charges with the hotel (authorize who can sign charges)
· Order VIP/Speaker gifts if any are required
· Continued outreach to sponsors with deadline to participate ahead of any print deadlines
· Select date and location for next year’s conference for announcement at this year’s conference

AT 2 MONTHS BEFORE YOUR MEETING
· Complete Program and send to print if having a hard copy. Make sure to update all information on your website regularly
· Check with your speakers regarding the progress of their presentations, audiovisual and logistical arrangements. Remind them of handout submission deadline
· Submit rooming list to hotel and confirm arrangements for amenities
· Order signs and printed materials
· Develop meeting evaluation. Sample: https://forms.gle/mKwVafgVfEVyCNVt9 

AT LEAST 6 WEEKS BEFORE YOUR MEETING
· Confirm menus, room setups and supplies in writing with your event manager. Identify any special dietary needs for the group
· Deadline for speakers to submit handouts electronically
· Email attendees the agenda, suggested dress and other instructions

AT LEAST 3 WEEKS BEFORE YOUR MEETING
· Finalize day of volunteers and confirm roles
· Confirm assistance from others as needed
· Finalize run of show for presentations – confirm transitions, speaker introductions, sponsor recognition, etc.
· Finalize “know before you go” ‘emails for attendees, sponsors, speakers, and volunteers
· Finalize post event communication to attendees, sponsors, and speakers

AT LEAST 1 WEEK BEFORE YOUR MEETING
· Print onsite materials, badges, table tents
· Establish on site registration and fundraising efforts – secure cash box and change if necessary
· Ship materials to arrive 24 hours before your arrival, and confirm arrival before leaving
· Confirm all audiovisual requirements and PowerPoint presentations
· Make arrangements for shipping materials back to your office after the meeting
· Confirm (72 hours in advance) your meal and beverage guarantees for the first day food functions
· Take a complete master set of all registrants
· Activate/Set up meeting evaluation online survey

UPON ARRIVAL AT HOTEL/CONFERENCE CENTER
· Inspect shipped materials to be sure that all of your items have arrived and are in good condition
· Proof any signage that has been ordered.
· Stuff registration bags, if applicable.
· Sort and arrange name badges, set up registration procedure
· Attend hotel pre-conference meeting to review all arrangements
· Sign banquet checks each day and keep an ongoing record of your on-site expenses
· Anticipate/Support Speaker Needs

ARRANGING REGISTRATION
· Arrange registration in a space where it can remain set up throughout the conference
· Establish where the line will form and ensure proper space for peak registration
· Identify nearest restroom
· Place directional signage 
·   Ensure the area meets the Americans with Disabilities requirements
· Ensure proper electrical and internet access for onsite registration needs
· Have staging area for additional supplies and ensure all volunteers know where it is

PREPARING PERSONNEL
· Put together registration protocols that are easy to follow. Have training with volunteers on site
· Provide staff with a list of VIPs, speakers, and media
· Designate registration supervisors
· Discuss procedure for handling complaints or problems
· Provide updated preregistration lists to each staff member
· Provide all registration personnel with a complete list of seminars and optional activities
· Check that computers and printers are functioning properly and connected to Wi-Fi if needed
· Provide cash deposit boxes and office supplies to registration personnel
· Alphabetize or code attendee packets/name badges for easy access
· Stock ample office supplies (tape, pens, note pads, badge holders, paper clips etc.)

DURING EVENT
· Notify your event manager immediately of any changes in your plans or requirements (AV, Room Set, F&B guarantees, function board changes)
· Check function space and audio-visual set-up one hour in advance
· Count/summarize money received, complete cost analysis. Mark each check with “For Deposit ONLY [Affiliate name]” and hand deliver to Treasurer.
· Set up Registration Area (see above)
· Check with all volunteers to ensure they have everything they need
· Notify attendees of how to claim CEU and access the evaluation
· Send post event email to all attendees
· Announce date and location for next year’s conference

CONCLUDING A SUCCESSFUL MEETING
· Meet with your event manager to review your Master Invoice
· Share with your event manager the names of personnel who have provided extraordinary service
· Submit bills to be paid
· Send out post event communication to sponsors and speakers
· Conduct an event debrief with all committee members and volunteers
· Submit final report to board with evaluation data and recommendations for improvements
