PNR Convention Handbook

PNR
Convention

Handbook

Adopted: September 16, 2009

Page 1



PNR Convention Handbook

Table Of Contents

Disclaimer
Introduction

V.

VI.

VII.

VIII.

Convention Philosophy
Regional Policies
Determining if you should host a convention
Getting started
Preliminary Organization and data collection
Assigned Responsibilities — PNR and Host Committee
Bid Submission
Convention Planning — Detailed description
Organization
Host Committee
Officers
Host Committee Chairperson (Mandatory)
Assistant/ Co-Chairperson (Mandatory)
Paymaster/Treasurer (Mandatory)
Registrar (Mandatory)
Publicity Chairperson (Optional)
Contest Chairperson (Mandatory to support PNR Contest)
Non-Rail Chairperson (Optional)
Awards and Favors Chairperson (Optional)
Manufacturers Chairperson (optional)
Clinic Chairperson (Mandatory)
Layout Tours Chairperson (Mandatory)
Transportation Chairperson (Optional)
Displays and Modular Layout Chairperson (Optional)
Auction, Swap Meet, Country Store Chairperson (Optional)
Souvenir Chairperson (Optional)
Food and Banquet Chairperson (Optional)
Personnel Selection Criteria
Fiscal Policies and Planning
PNR Policies
Fiscal Operations
Convention Facilities
Physical Facilities
Minimum Requirements for Space and Rooms

Page 2



XI.

XII.

XIILI.

PNR Convention Handbook

Food Service
Security
Registration and Lodging
Registration records and procedures
Registration Desk
Convention Activities
Inside Programs
Clinics
Auctions
Company Store
Outside Programs
Prototype Tours
Layout Tours
Contest
Achievement Program
Convention Events “Time Table”
Souvenirs
Supplies
Publicity
Web Site
Insurance
Convention Schedule and Work Progress — Countdown

XIV. Convention Reporting

Appendix - Convention Agreement

Sample Budget

Income and Expense Statement
Sample Bid

Sample Hotel Agreement
Sample Registration Form
Sample Registration Log

Sample Clinic Schedule and Descriptions

Page 3



PNR Convention Handbook

Sample Layout Tour Schedule and Data Sheets
Sample Company Store Forms
Sample Post Convention Report

Attachments — Previous Convention Host Committee Reports (various)

Page 4



PNR Convention Handbook

Disclaimer

This Convention Handbook is the compilation of a number of years experience
and “lessons learned” the hard way. While the intent of the Handbook is to assist,
to the maximum extent possible, a committee or group entertaining the thoughts of
hosting a PNR convention or actually serving as a convention Host Committee,
there are no guarantees that following all of the guidance in the Handbook will
result in a financial success or a memorable event. The number of economic
uncertainties, natural events, and intervening activities that can occur between bid
submission and the actual convention are too numerous to account for and to
diverse to anticipate all. That said, following the guidance herein and applying a
proper dose of common sense should provide satisfactory results.

Introduction

Those of you who are reading this Handbook are probably doing it for one of the

following reasons:

1. You have already committed to hosting a convention,

2. You are thinking about hosting a convention, or

3. You are curious about what it takes to host a convention and by reading this
Handbook you will be encouraged to move back to reason 2.

You may have served on a convention committee in the past and come away
saying “never again”. Please reconsider. Many things have changed over the last
few years, most significantly the ability to use computer technology and electronic
media to simplify many of the convention planning and operation tasks. In the
past, services of sign makers and print shops played a large part of the
preparation effort and involved considerable cost. Today, a computer and printer
can do the same work, better, quicker, and at very low cost. Registration and
communications that were handled by snail mail now are completed by email and
internet distributions. To a large extent, the web site has replaced magazine and
newsletter advertising and the internet provides more current information to
potential attendees, aiding them in the decision process. The need for a large
number of volunteers to complete the initial planning is in the past and a much
smaller group, communicating quickly with each other and convention related
partners, simplifies all of the tasks. The ability to talk to a much larger group of
people, or a very select group quickly and to make decisions in hours instead of
weeks, all at no or reduced cost, has made the convention hosting process more
manageable and enjoyable.

This Convention Handbook is intended to provide the basic guidelines to help you
organize and conduct a successful convention. There is no way the Handbook can
answer all the questions a Host Committee might have. It certainly is not intended
to usurp the initiative and resourcefulness of the Host group. The Handbook
should serve as a guide to provide the basis for ideas and inspiration and,
hopefully, to keep you out of the “swamps” and “minefields”. You are encouraged
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to try new things, deviate from the old ways, and experiment. Just because
something worked well 10 years ago does not means it will achieve the same
results today or that it is the best way for your Host Committee. Planning and
execution of a convention is an opportunity to not only “think outside the box” but
to get outside your comfort zone and blaze new trails.

It is the intent of the PNR Board of Directors to help you conduct a successful
convention and, at the same time, gather information and statistics to update this
Handbook and improve opportunities for success with future host committees.
With changes in time, the needs and desires of our membership also changes. To
be successful today and in the future we must meet and satisfy the demands of
our members. Keeping this Handbook current with your Host experience will go a
long way toward meeting that goal.

The Handbook includes a number of Appendices that are provided as samples or
examples of forms, spreadsheets, and other documents that have been used and
proven effective in the past. There is no need to start from scratch each year or to
reinvent the wheel. Included in the sections of the handbook is a general planning
timeline or schedule that is intended to assist you through the planning process.
Over time, technology will make these examples as outdated as cabooses. It is
important that we embrace technological advancements and use them to facilitate
planning and to enhance the opportunity for a fiscal success. One example
immediately obvious is that, while a spread sheet will serve for financial reporting,
use of an accounting software such as “Quick Books” provides an even better
solution, if the committee has access to the software and a person adept at its
use. Don't be afraid to employ good business practices from your “day job” to
make the process easier and more reliable.

There are some basic requirements in record keeping, fiscal management, event
planning, and reporting that are mandatory. They will most certainly be obvious as
you go through this Handbook. Once again the intent is not to override the Host
Committees authority and responsibilities but to make sure that elements required
by our By-laws or Article of Incorporation are accounted for and complied with.

Along with Divisions, Model Railroad Clubs that are full “NMRA Membership” clubs
are invited to bid as a Host Committee group. It may be possible that a strong club
is better prepared to Host a convention than is the Division. Any Club that desires
to consider hosting a convention should contact both the parent Division and the
PNR CCC to explore that potential.

The PNR Convention Committee Chairperson, the PNR officers, and all PNR
committee Chairs are ready and willing to assist the Host Committee in any way
possible. Please address all questions and comments to the Convention
Committee Chairperson for action and resolution.

Page 6



PNR Convention Handbook

We all wish you the very best of luck in you effort and wish you the highest degree
of success with your convention. See you in 1
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|. Convention Philosophy

With everything that has been said up to this point, it is time to consider the
philosophy associated with a Region convention. You should be asking yourself
“What can our Host Committee do to draw attendees and make the convention
experience enjoyable and beneficial?”

First and foremost, a regional convention is for the members. We are asking them
to set aside some of their discretionary funds and time to travel to the host city and
to participate in the activities and events of the convention. Some will come for
clinics, contests, and tours directly related to the hobby and that will be their
primary interest. Those new to the hobby will come looking for answers and
guidance as they forge ahead. Some of the “old faithful” crowd attend to visit with
old friends and to catch up with each other. Whatever the reason, the convention
must meet their expectations and provide a quality experience for all.

Among the items you need to keep in mind are:

Cost! Cost !!I' Cost Him

Lodging facilities and cost

Quality and number of clinics that can be offered

Number of high-quality layouts and ease of getting to them

High quality and unique prototype activities

General attractions in the convention area that will appeal to attendees

There are traditional offerings that are done and redone each year regardless of
the host city. That does not mean that your convention must be a carbon copy of
prior years. You are encouraged to experiment and do things better. Regional
conventions are drawing more spouses and, in some cases, becoming part of a
family vacation event. Many spouses are becoming more involved in model
railroading. Spouses and families will attend clinics and visit home layouts and
prototype facilities. Your plan should encourage this increased involvement and
also consider the level of knowledge and experience of those new to direct
involvement in the hobby. At the same time, keep in mind that all of the people
may be visiting your city for the first time and may be interested in seeing what it
has to offer in the form of entertainment, sight-seeing, museums, and shopping.
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Il. REGIONAL POLICIES

This section describes policies and general guidelines for PNR conventions. The
policies and guidelines are derived largely from the PNR Bylaws and the PNR Policy
Manual. Reference should be made to the Convention Program and the policies of
Section 011 of the Policy Manual prior to making any decisions concerning convention
planning

Convention Dates

PNR will generally hold two activities each year, the official Regional
convention and annual business meeting in the summer months, not in conflict with the
NMRA National Convention, and a mid-year Board of Directors meeting (either face-to-
face or via e-mail) sometime during the months of February - March or at the discretion
of the PNR President.

a. The official annual convention and business meeting is provided for in the By-
Laws, which specify that it shall be held each year, but not at the same time or in
conflict with the NMRA National Convention. Selection of the site and date(s) is
determined by the award of the convention in response to a bid by a sponsoring
group. The months of August and early September appear to be the most opportune
time. That time period is well after the National Convention and the annual meeting
of the NMRA Board of Directors. Ample time is then available to identify, address,
and discuss significant issues at the PNR BOD meeting and at the annual
membership meeting.

b. The semi-annual Board of Directors meeting held approximately six months prior to
the annual meeting may be held as either a face-to-face or an e-mail meeting at the
discretion of the PNR President.

c. No PNR convention should be held within six weeks prior to or after the NMRA
National Convention or on dates which conflict with religious holiday.

d. Usually, PNR Conventions have full activity schedules on Thursday, Friday and
Saturday, These days may be altered by the bid. However, experience has shown
that it is good practice to start with activities such as an informal social event,
seminars, clinics, or layout tours on the evening preceding the starting day, full
schedules on the next two or three days, and "going home" activities such as layout
tours on Sunday.

e. The annual membership meeting will be scheduled and conducted on one of
the convention days as a specific convention event. The meeting will be
scheduled to allow maximum member participation. No clinics or tours will be
scheduled at the same time as the meeting. The membership meeting may not
be scheduled as part of, or immediately following, a paid meal of paid food
event.
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[ll. Determining if You Should Host a Convention

Making the determination if you can/should consider hosting a PNR convention is
relatively easy. You need ask your prospective Host group the following three
guestions.

1. Do we have the 5 to 8 people willing to serve on the Convention Host
Committee from start to finish?

2. Do we have the additional personnel necessary and willing to help during the
convention week? (The number will vary with scheduled events and personnel
availability may temper that schedule)

3. Do we have adequate facilities for the convention at a cost/price that will
support attendance? (The exact nature of facilities requirements are discussed
elsewhere in the Handbook.)

Getting Started

If the answers to those three questions are positive, you can safely move on to the
following steps.

1. Assemble an exploratory committee to complete the necessary basic research.

2. Gather the requisite information about facilities that might be appropriate for
the convention (do not limit your investigation with preconceived limitations)

3. Assemble a draft budget using the budget guideline provided in this Handbook

4. Have the exploratory committee review the facilities availability and the draft
budget and then contact the PNR Convention Committee Chair to discuss the
potential convention. Keep in mind that some of the things you will propose
might not be feasible while other things you have not considered will be
brought to light. The purpose of the discussion is to help you make sure you
are going in a reasonable direction and not walking into a minefield of your own
making.

5. Based on the outcome of discussions with PNR CCC, and perhaps previous
convention Host Committee chairs, if the proposal looks reasonable and
achievable it will be time to prepare a formal bid and to make a presentation to
the PNR BOD.

Preliminary Organization and Data Collection

The correct time to consider placing a bid for a convention is two to three years in
advance of the proposed convention date. The advance time provides the
opportunity to properly plan and organize activities. The planning and preparation
can be accomplished in less than that time but such a delay normally requires a
Host Committee with significant prior convention experience or committee
members willing to devote significant time and effort to accelerated planning.
Because of the rotation schedule established by PNR Policy a planning period of
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less than 18 month is hard to envision. Under normal circumstances, the initial
planning phase will require that core group of 5 to 8 members.

Planning a convention, while not difficult, does require devotion of time and
energy. The process is one of identifying and resolving a number of small
problems. As long as you can work problems in parallel and understand the
connection of the various elements, one to another, planning can go forward with
relative ease. Planning need not be an overwhelming task nor need it be a major
frustration. Keep your eye on the tasks, the time, and do your best to support each
other. Set and keep deadlines. Minimize frustration by maximizing progress and by
arriving at real solutions and making sound decisions. Stick to the plan and the
schedule.

The initial composition of the Host Committee will make all the difference between
success and near success and between fun and frustration. The committee
members must be willing to approach the task in a business like manner and, to
the maximum extent possible, eliminate emotions from decision making. While
there is a time and place for social interchange, committee meetings should be
well ordered, to the point, and decision/action oriented. Sub committee reports
should be provided in written format and only action items need be addressed in
Host Committee meetings. The Host committee meeting time should not be used
for discussions that should have been completed at the subcommittee level. When
a sub committee is formed, appropriate guidance for performance, committee
authority, committee tasks and schedule should be provided. Then let the
committee complete its work and report back. The Host Committee Chair must be
well organized, a sound manager of time and assets, solution oriented, and firm in
upholding decisions. If a “good cop, bad cop” arrangement is necessary to
maximize capabilities of the Chair without compromising their ability to work with
others, find a Co-Chair who can serve as the “driver” to keep things on track and
on schedule. In selecting committee members, keep in mind that being a good
modeler or a fine fellow does not necessarily translate into the leadership and
management qualities of a good Host Committee member.

You will need a certain number of volunteers to execute your convention plan.
Depending on the number and size of the activities you plan, you may need as few
as 10 and as many as 30 additional volunteers. Do not fail to recognize spouses
and family members as potential volunteers. Who better supports us in our hobby
than our families? In addition, there are many members of PNR who will be happy
to assist at the convention if you are willing to ask. When you ask for volunteers,
make sure you identify specific tasks or jobs to be filled and identify both the skills
necessary and the time involved. People do not volunteer for general assignments
over which they have no control.

Once the issue of available manpower is addressed and resolved, the second
critical issue is the survey of facilities. Previous thinking for conventions has
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centered on a large hotel complex with sufficient rooms for all attendees and
sufficient “convention” space for all convention related activities. Over time that
approach has resulted in conventions being located in large cities where such
facilities are available but at a significant increase in cost to attendees. More
recently, other alternatives to housing and “convention” facilities have been
explored and used. The options available to the Host Committee are wide ranging.

1. Itis possible to have a facility or site that will house all or most of the normal
convention activities. Community centers, small convention centers, and
other private or public facilities offer expanded choice.

2. Lodging can be at a single primary hotel that also offers space for key
activities such as registration and large group events (banquet/awards)
supplemented by other hotels in the area with lower cost.

3. lItis possible to have a primary hotel with a larger number of smaller
convention activities (clinics, registration, contests, etc) with larger activities
at a separate location and additional hotels for lower cost lodging.

4. There is any combination of the above options or any other arrangement
that supports an ordered flow of people and satisfies the requirements for
space and security.

The mix and match opportunities appear endless and are only limited by the actual
availability of facilities in your area and reasonable cost. It will be up to the Host
Committee to sort out the options and make the best choice with cost, suitability,
and availability as primary considerations. Remember that cost of registration (the
base cost to put on the convention) and room rate are major considerations for
those considering attendance.

In general, facility requirements are:

Hotel Rooms — between 50 and 75 rooms for at least two nights (depending on
location of convention and out of area attendance)

Meeting Rooms — 3 to 5 rooms each capable of seating 30 to 60 people
Banquet Room — A room capable of sit down dinner for between 125 and 175
guests.

Registration area — a space in a lobby or other prominent area for at least two
tables and materials to greet attendees and conduct registration functions
Contest Room — A room of sufficient size (about 20 x 20 minimum) with
appropriate tables to place contest models and security to safeguard the models.
Good lighting is a major consideration.

Train Show/Swap Meet (if scheduled) — A facility with sufficient floor space for
modular layouts, vendor tables, and other general activities appropriate for the
event planned.

When gathering your space and facilities bids or quotations, remember to get the

details in writing. (A list of details needed is discussed in the Convention Facilities
section of the Handbook). Take into account how attendees will move from
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location to location in the convention venue. Also consider that some members will
have special needs and make sure your venue choices will support wheel chairs,
walkers, and attendees with problems walking long distances or climbing stairs.
Consider time, distance, and parking as well as general access issues when
selecting and putting together home layout tours. The identification of general
railfan locations in the area is also important because those sites provide a low
cost alternative to prototype tours and home layout tours.

If you have the manpower issues under control and have the facilities quotes in
hand you are ready to commence development of the draft budget. A budget is a
“best guess” estimate of the revenues and cost that should be anticipated. Building
a budget is not difficult and, through the process, you will begin to identify both
revenue sources and cost drivers that require additional consideration. Major
revenues will come from registration, tours, and special events. Major costs will be
facilities, special event support, and general administrative costs. Once revenues
and costs are estimated the budget can be massaged to eliminate or reduce costs
and estimate revenues needed to offset those costs. The end result will be
working budget that defines, to a certain degree, the events and services to be
offered, and a budget which permits completion of a break even analysis that
compares registration and event cost to levels of attendance. A conservative
budget that does not exaggerate potential revenue and states costs as closely as
possible will provide the best information for follow on planning. Understanding
that the cost of services provided is the major contributor to cost of registration is a
key element in establishing the lowest reasonable cost for the convention.

Once the draft budget is completed, the manpower needs reasonably well
satisfied, and appropriate facilities located and under preliminary agreement, the
Host Committee is ready to make the Go-No Go decision. The problem is simply
to follow the money. If the convention cannot reasonably expect to run in the
black, the Host Committee should not go forward and take a “do it and they might
come” proposition. When making the determination on “go-no go” it is most
advisable to have several discussions with PNR CCC and to allow him and his
committee to review your basic planning materials before the decision is finalized.

Assuming that the information you have collected and analyzed supports a
positive net revenue event, the next step is preparation of a formal bid. The bid will
serve as your proposal to the PNR Board of Directors to assign a convention to
your group and will also serve as part of the agreement signed with PNR for the
conduct of the convention. Once again the PNR CCC is available to assist you in
preparation of the formal bid. A sample of a bid is provided as an Appendix to this
Handbook.
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IV. Assigned Responsibilities — PNR and Host Committee

Both PNR and the Host Committee have very specific responsibilities to each
other when a formal Convention Agreement is signed. Clear demarcation of those
responsibilities and authorities is critical if both parties are to perform properly and
there is to be no confusion about assigned responsibilities. Some responsibilities
are explicitly stated in the agreement and in the PNR Policy Manual and are
considered binding on both parties. Others are optional in nature but if agreed to
by either party they become binding on the party agreeing to perform. It is
essential that both parties to the Convention Agreement understand what the other
party is doing so as to prevent conflict and confusion or to jeopardize the fiscal
outcome of the event. The responsibilities of the two parties to the Convention
Agreement as follows, unless specifically provided other wise in the signed
Convention Agreement.

For Pacific Northwest Region

1. Sanction the convention of the Host Committee

2. Conduct all recognized contests

3. Provide free publicity in The Switchlist and on the Region Web Site

4. Provide an advance of working capital as provided for in the PNR Policy
Manual

5. Provide planning support by providing copies of reports of prior
conventions, and other records relating to convention activities (as
available)

6. Provide appropriate copies of NMRA insurance coverage certificates

7. Provide advice and other reasonable planning support by consultation with

PNR officers and Committee Chairs

For the Host Committee
1. Provide a proper Host Committee organization for appropriate planning and
execution of the convention.
Provide appropriate facilities for all scheduled convention activities
Provide appropriate clinics and seminars
Provide for tours of local home and/or club layouts. (Provision for
transportation for such tours is optional)
Provide prototype visits and tours, as available (optional)
Provide for railfan opportunities (optional)
Provide appropriate certificates and awards for contest winners
Provide for a formal event (banquet or other wise) for presentation of
awards and allow ample time for such ceremony and presentation, as may
be necessary
9. Schedule time and space for the PNR annual membership meeting that is
not in conflict with other convention activities
10.Provide for and man a Company Store (optional)
11.Provide suitable non-rail activities
12.Provide hospitality functions

hwn

©NOo O
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13.Establish separate financial records and accounts dedicated to convention
fiscal activity and to support required reports to the PNR BOD

14.Provided within four months of convention end date , a detailed report of the
convention in accordance with the guidelines in this Handbook

All other events and activities are optional and at the discretion of the Host
Committee.

Page 15



PNR Convention Handbook

V. Bid Submission

The submission of a formal bid serves to notify the PNR President and the PNR
Convention Committee Chair of the desires and intent of the Host Committee. The
Bid is submitted under a formal “letter of Intent” addressed to both individuals.

Following receipt of the formal bid package and resolution of any qualifying
problems or questions, you will be requested to attend a meeting of the PNR BOD
to make a formal presentation to the Board and to answer any questions that the
Board might have about the proposal. In addition, you should come to the board
meeting prepared to execute a Convention Agreement which has been prepared
in consultation with the PNR CCC and distributed to the Board in advance of the
meeting. The standard PNR Regional Convention Agreement is provided as an
appendix to this Handbook and should be used in preparation of the Convention
Agreement offered by the Host Committee.

Upon approval of the Convention Agreement and the specific request of the Host
Committee the PNR BOD will normally authorize and advance loan of up to $1000
US as seed money for the Host Committee. That advance must be repaid within
three months of end of convention.

To the extent possible, and providing that a formal meeting is held, the PNR BOD
will schedule a mid-year BOD meeting in the Host city about 18 (or 6 ) months
prior to the convention to receive an onsite convention update and to tour the
convention facilities.

A sample Bid package is included as an Appendix to this Handbook

Page 16



PNR Convention Handbook

VI. CONVENTION PLANNING — Detailed Description
ORGANIZATION

In order to manage a convention successfully, a certain degree of organization is required to
coordinate all of the convention activities. The following is a representative outline of a
convention organization structure to help in the formulation of a local convention team.
Application of the enclosed procedures is at your discretion to fit the local convention
activities. (Positions that are required to be a part of the Host Committee are so noted)

The suggested convention organization is intended to guide the sponsoring group with a pre-
defined charter of responsibility. The description of each committee is intended to define the
tasks for which it is responsible. Several of the areas would benefit from people with varying
degrees of technical knowledge, most notably the Paymaster/Treasurer, Facilities
chairperson, and Publicity chairperson. Bonding the Paymaster/Treasurer should be con-
sidered. A convention can see a considerable sum of money change hands.

Why so many committees? Committees are only names of groups or individuals tasked to
do ajob. The committee (or tasks) may be combined to suit the convention.

The Executive Officers are the Host Committee Chairperson, Assistant or Co-Chairperson,
and Paymaster/Treasurer, and they are the prime day-to-day coordinators and officials of the
convention. There are descriptions of their positions and duties.

The Convention Committee in turn combines all the sub-groups into a cohesive planning and
implementing body. Committee chairpersons report to the appropriate Executive Officer on
technical matters and to the Convention Committee for general convention business.

HOST COMMITTEE

The Host Committee shall consist of the Chairperson, Assistant or Co-Chairperson,
Paymaster/Treasurer and the chairpersons of the subcommitiees. The Host Committee is
charged with deciding, through discussion, the major policies of the convention. This shall
include the primary task of deciding and approving the financial program of the convention.

The chairman of the Host Committee will plan an agenda for each meeting and note those
items for action/resolution. The committee meeting shall be open to all members of any
committee. However, only the chairperson of each committee may vote.

The Host Committee Chairperson may appoint a Secretary to assist in handling notices of

meeting, handle correspondence, assist in preparing the agenda, and to record minutes of
the meetings.
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OFFICERS
The duties of the Chairperson, Assistant or Co-Chairperson, and Paymaster/Treasurer shall
consist of running the day-to-day affairs of the convention and acting as the prime source of

information and coordination throughout the convention. The duties and responsibilities of
these officers are as follows:

Host Committee Chairperson: (Mandatory)

1. Shall be "Chief Executive Officer" of the convention. In this capacity he/she shall be the
prime spokesperson for the convention.

2. Shall be the prime contact with the PNR in all matters pertaining to the convention.

3. Shall have overall responsibility for the negotiations with the hotel/convention center and
other key cost activities.

4. Based on the approval of the Host Committee sign all contracts and agreements that bind
the committee to any fiscal responsibility or duty to perform. If an agreement may expose the
Host Committee to any liability, the Host Committee Chairperson must be a signer of that
agreement.

5. Shall oversee and coordinate the activities of all committees.

6. May change the responsibilities of the committees, if necessary.

7. Shall appoint or remove, as necessary, committee personnel.

8. Complete or cause to be completed such responsibiliies as are assigned herein to various
committees or positions if those committees or positions are not a formal part of the Host

Committee organization.

In the absence of the Chairperson, when the convention business must be carried out, the
following guidelines are noted:

The Assistant or Co-Chairperson will take over the responsibilities of the
Chairperson.

In case of the absence of either the Paymaster/Treasurer and/or the Assis-
tant/Co-Chairperson, the Chairperson will assume those responsibiliies.

ASSISTANT/CO-CHAIRPERSON (Mandatory)

1. Shall assist the Chairperson in the above activities.

2. Shall also assist the Paymaster/Treasurer as required.
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3. Shall be responsible for maintaining and originating convention
correspondence as required (secretarial duties). He must work closely with the
Chairperson in all matters.

4. May appoint a secretary to assist in keeping necessary records.

PAYMASTER/TREASURER (Mandatory)

1. Shall, with the assistance of the chairpersons of the committees, submit a proposed
Budget/Financial Plan for the convention. This plan, when approved by the Host Committee
and the Host Committee Chairperson, will be the expenditure guide for the convention.

2. Shall be responsible for the financial and statistical affairs of the convention. In this
endeavor, he/she shall be the primary determining judge for approval of any expenditure(s)
based upon the budget and expenditure guide of the convention.

3. Shall statistically attempt to predict the registration in each category for the convention, and
base the convention budget/ financial plan upon these and other planned receipts and
disbursements.

4. Shall set up suitable accounting records for convention. The Paymaster/Treasurer shall
maintain records for all activities.

5. Shall set up a checking account for the convention with a joint signature format. This
account will be used for all deposits and disbursements. Only the Chairperson and the
Paymaster/Treasurer shall have access to the account, with both signatures needed for
disbursements.

6. Shall formulate, based upon the committee's input, the amount of funds required in
advance from the PNR. In this respect, a schedule of payments versus receipts shall be
made.

7. May elect to form a financial committee to assist him. In this respect the
Paymaster/Treasurer will act as chairman of this committee.

8. Provide for cashiers and money handling at the public events (if scheduled).

9. Bonding of the Paymaster/Treasurer is recommended, with the expense born as a
convention cost item.
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REGISTRAR (Mandatory)

The Registrar shall be the Chairperson of the Registration Committee formed to handle the
registration for the convention, both advanced mail registration and at the convention. The
activity of this committee involves direct contact with attendees and handling large sums of
money, as registration fees are the major source of convention income.

The people chosen should be carefully considered for their ability to handle money,
correspondence, and deal with people on a friendly, cooperative basis. Their activities
should be reviewed with the Paymaster/Treasurer, and include:

1. Estimating attendance for the convention and its activities so as to price out the convention
as accurately as possible.

2. Maintain registration records with suitable bookkeeping.
3. Provide a package of information for registrants, and nametags.

4.Provide a staff at the convention facility to handle registrations and answer questions. Daily
cash handling should be planned ahead with the Paymaster/Treasurer.

PUBLICITY CHAIRPERSON (Optional)

This committee shall be responsible for all publicity, and issuance of the convention
literature, regional convention articles in trade publications, convention
instructions/handouts, and publicity related publications

The committee will issue all publicity relating to the convention. This shall include placing
advertisements in trade publications, submitting articles to NMRA publications, and issuing
handouts as required. The committee will insure correctness of publication copy and set
editorial tone.

The Chairperson shall obtain dates for convention trade publication insertions and other
documentation deliveries. Upon obtaining these dates, the Chairperson shall issue a
schedule to inform all other committees of due dates for their documents. In addition, they
shall correlate those items where continuity and commonality are required.

The above shall be discussed with the Host Chairperson prior to implementation, and
express approval is required before the expenditure of funds.

The committee shall provide an "Information Booth" for dispensing needed information to
registrants and the public regarding changing programs and activities.
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CONTEST CHAIRPERSON (Mandatory for official PNR Contests))
There are two classes of contests at most PNR conventions; official PNR Contests
using NMRA/Regional judging rules, and Host Committee or "local” contests
administered by the convention committee.

Official Regional PNR Contests

1. The Contest Committee shall arrange for and set up the PNR sponsored contest for
the convention.

2. The Committee shall make all arrangements as noted:

Contest space arrangements (models and photos)

All facility arrangements (tables, easels, lighting, etc.)

Provide personnel for contest entry registration

Establish and maintain security for all contest and equipment spaces.

Provide all awards for the PNR contests

PO T®

This Committee shall report directly to the convention Chairperson on all problems relating to
the contest operation.

At convention time, this committee will be responsive to the desires of the PNR Contest
Chairperson who has the responsibility of providing judges, judging the contests, and
control of all PNR contest activities.

All technical problems in space and security (doors & locks, etc.) will be coordinated with the
convention chairperson.

Liaison will be initiated and maintained with the PNR Contest Chairperson to obtain
details on desires of the PNR for the Host convention contest arrangements.

Refer to PNR Policies Manual regarding Contest Policies

Craft contests (both rail and non-rail related) may be held in the same space area as the
regular PNR/NMRA sponsored contests.

Host Committee Contests

The Host Contest Committee may arrange for, set up and judge Host contest(s) at the
convention. If a Host contest is included, this committee shall arrange for the space for the
Host contests in coordination with other committees.

If a Host contest is included, the committee shall make all arrangements for the Host contests
at the convention, including (but not limited to) the contests listed below:

a. Switching Contest(s)
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b. Drawbar pull contests.
c. “Module” Contest

d. “Theme” diorama contest

The committee shall for each Host Committee contest:

1. Determine contest rules in writing

2. Formulate printed instructions for applicants and entry forms
3. Judge contests

4. Maintain a list of all participants

The committee shall notify the Awards and Favors Committee of their awards requirements
if special for the convention. This shall be for both paper and hardware awards.

Non-Rail Chairperson (Optional)

The Non-Rall activities are a "program within a program" and require major effort and
consideration. The Non-Rail program in PNR has been a strong one and should be well
staffed.

1. The Non-Rail Committee is to provide a program for the spouses and families and
other non-rail attendees during those portions of the convention activities that may not
be of interest to them.

2. The Non-Rail Committee having planned their activities shall inform the service
committees as to their needs. These committees shall provide the hotel space,
transportation, posters, etc., that will be needed to support the Non-Rail's activities.

3. Clinics and other activities should be planned, set up, and implemented by this
committee.

4. The Non-Rail Committee Chairperson will present a budget to the Host Committee
Chairperson and the Paymaster/Treasurer.

5. A schedule and description of activities is to be provided for inclusion in the
convention program. In addition, information about Non-Rail activities is to be given
to the publicity Chairperson.

6. Traditionally, the Non-Rail committee has provided a central meeting place for
everyone, i.e. a Hospitality Room. The Non-Rail Committee shall see that a Host is
present while this room is open.
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AWARDS AND FAVORS CHAIRPERSON (Optional)

The Award and Favors Committee shall select the special awards (both paper and
hardware) to be given for those contests sponsored by the Host Committee. This activity
shall not be in conflict with the PNR official model contests. Awards for PNR contests shall be
the responsibility of the Contest Chairperson and will be coordinated with the PNR Contest
Chair. The Host Committee is responsible for providing PNR contest awards.

1. The number and type of awards required shall be determined by the Contest
Committee and the other activity committees as applicable.

2. The committee shall also consider awards and favors for the Non-Rail activities.

3. The cost of the above items shall be budgeted and discussed with the
Paymaster/Treasurer prior to final purchase.

4. Close liaison with the Contest Chairman shall be kept to avoid possible conflicts
concerning local versus regional contests.

5. The Committee is solely authorized to solicit door prizes (except as assigned to the
Manufacturer's Committee) and to handle their distribution, and has jurisdiction over
any giveaways or other door prizes from manufacturers, etc. The Committee should
coordinate closely with the Manufacturers Committee.

6. The Committee should prepare the agenda for any awards or banquet activity
including arrangements for invocation, master of ceremonies, speaker/presentation (if
any), and door prize distribution.

MANUFACTURER'S CHAIRPERSON (Optional)

This committee shall be responsible for the liaison with hobby manufacturers and local hobby
stores for the convention. The responsibilities include the following:

1. Corresponding with the trade to invite participation in the convention

2. Setting up a trade display, if one is planned.

3. Obtaining literature and door prizes for give away at the convention from the
manufacturers.

NOTE: Host Committees may accept voluntary gifts of value; however, no forced solicitation
is to be made.

4. Hotel arrangements for the trade show, space assignments and installation problems
will be taken care of by this committee, including drayage, electrical, and mechanical
detalls, if appropriate.

5. Security for the trade show is to be coordinated with the Insurance and Security
committee.

CLINIC CHAIRPERSON (Mandatory)
The Clinic committee is responsible for selecting and setting up clinics for the attendees.

1. Clinics shall be set-up and prepared to appeal to a large portion of the convention.
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Clinics shall be scheduled to allow maximum opportunity for attendees to participate.
Repeated clinics are desirable, if at all possible.

A schedule and synopsis of each clinic shall be issued denoting times and location of
clinics.

Handouts of the technical details of each clinic shall be provided to each attendee of
the clinic.

This committee will also assist the Non-Rail activities committee in the space and
equipment set-up for their clinics.

Arrange for such visual-aids equipment as may be necessary to support scheduled
clinics. Provide personnel support to complete set-up and tear-down of equipment as
necessary and to provide appropriate technical support to clinicians for the
employment of the equipment.

Obtain the film/slides or tapes, equipment suitable for projection or viewing, and
manpower to present the entertainment. The costs involved shall be budgeted and
discussed with and approved by the Paymaster/Treasurer. Assurance shall be made
that the presentations are entertaining and not repetitive.

LAYOUT TOURS CHAIRPERSON (Mandatory)

The Layout Tour committee shall visit and select the layouts to be visited by the
convention participants.

1.

The committee shall, based upon theme, size, technique, habitability and
location, determine which layouts may be visited on a formal scheduled tour
and/or which layouts are recommended for visits for "do it yourself' or “self guided”
tours.

Liaison shall be maintained with those layouts to insure that the layout is
available as indicated by prior arrangements. A list of open layouts with a map
and directions shall be provided for insertion into the convention guidebook for
the “do-it-yourself” tours.

The layouts in each category, as applicable to a given criteria, shall be written up
as an article and suitably photographed. The articles and photographs will be
turned over to the publication committee for publicity purposes.

Communications shall be maintained with the food, publication, and
transportation committees to insure compatible actions.

During the layout review process, the committee should assess each candidate
layout to determine eligibility for a Golden Spike Award and recommend such
award when merited, as a part of the planning process.

TRANSPORTATION CHAIRPERSON (Optional)

The Transportation Committee shall supply all transportation for convention activities for
which the Host Committee sponsors group transportation.
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Among activities for which transportation may be required are fan trips, prototype
tours, layout tours (except self-guided), and Non-Rail events.

. The committee should investigate various opportunities such as local transit, rental of

vans, car-pooling, commercial bus lines, and charter services, etc.

Contracts specifying the number and type of vehicles, the amounts of deposits, and
the timing of payments should be reviewed by the Convention Chairperson with the
assistance of his legal representative before signing.

The committee should investigate requirements for insurance coverage of
participants and the cost thereof. All contact terms such as types of service to be
supplied, amount of the deposits and timing of payments should be reviewed by legal
counsel. The Paymaster/Treasurer and Host Chairperson shall approve the costs
before commitment is made.

DISPLAYS AND MODULAR LAYOUTS CHAIRPERSON (Optional)

This Committee is responsible for the arrangements for the displays and modular layouts.

1.

wn

The Committee shall provide information to the Publicity Committee soliciting displays
and modular layouts well in advance of the convention.

Letters requesting participation should be sent to known organizations.

The Committee will arrange for space and prepare a plan for its use as participation is
confirmed.

Adequate facilities such as tables shall be provided for displays and exhibits.

The Committee will coordinate needs for security and crowd control with the officers
of the convention.

The Committee should also handle arrangements for the meetings of special interest
groups such as Narrow Gauge, Traction, Tinplate, Computers, etc.

AUCTION, SWAP MEET, COUNTRY STORE CHAIRPERSON (Optional)

In recent years, the number of events at which goods are sold has proliferated. The three
types listed in the title indicate the range of possibilities. Because of the complications such
as sales tax laws, security, and the handling of cash, the Paymaster/Treasurer should control
the financial operations of this committee.

1.

2.

3.

4.

The Committee is responsible for arranging any of these activities to which the Host
Committee agrees.

The Committee is responsible for insuring that all applicable laws are complied with,
including Sales Tax Regulations.

Rules and regulations regarding sellers and buyers should be established by the
Committee for each type of sale and distributed to participants.

Auction proceeds are subject to agreement between PNR and the Host Commiittee.

SOUVENIR CHAIRPERSON (Optional)

Because substantial funds are involved in the venture, the Paymaster/Treasurer and the
Host Committee shall budget and specifically approve actions of this Committee.
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The Committee should make estimates of potential sales, revenues, and costs prior to
committing for a souvenir such as car or structure kit, and report these estimates to
the Paymaster/Treasurer and Host Committee.

The Committee is responsible for handling sales at the convention, and by mail or
other means.

The Host Committee should select a souvenir and its design from alternatives
developed by the souvenir committee. The theme of the design should be
coordinated with the Publicity Committee in regards to slogan, color, logo, etc.

FOOD/BANQUET CHAIRPERSON (Optional)

The Food Committee shall be responsible for the details food dispensing during the
convention (as scheduled). This includes the following:

1.
2.
3.

Banquet at Hotel or Convention Center
Early breakfast at Hotel for early morning events (This is not a recommended activity)
Hospitality Room

Banquet (if scheduled)

PN PE

5.

Select menu (with approval of executive officers).

Make table arrangements,

Set up table selection method for convention.

Provide a schedule to the hotel, to prevent interruptions during the Awards or Banquet
program.

Arrange for cocktail hour prior to Banguet in an appropriate location.

Tour Lunches (if required)

If needed, select site and menu for lunch on extended plant or prototype tours, or fan trips.

Costs

All the above items' cost shall be budgeted and discussed with the Paymaster/Treasurer
prior to final arrangements, and approved by the Paymaster/Treasurer and Host Committee
Chairperson.

Nearby Restaurants

The Food Committee shall locate additional places to eat in close proximity to the primary
convention activity area and identify the type of food served and the relative expense of
meals. This information is to be supplied to the Publications Committee to be distributed to
convention registrants.
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PERSONNEL SELECTION CRITERIA

This section presents guidelines on choice of individuals to complete the convention tasks. It
is up to the key people to look at the personnel available to them and to make the necessary
assignments. However, in order to get the job done correctly, sometimes it is better to turn
down the volunteer if it is felt that he or she is not up to the task and do it yourself.

The prime message from experience is to insure that an individual is on top of the task and
you will not have a major problem. Most problems with personnel are due to
communications. Insure that each person knows everything about the task and all the
problems involved before he commits himself. In this way, you are assured of an individual
applying himself to the total task for which they committed. Lacking this degree of idealized
personnel, self-starters will usually pull off the job in good order. If all fails - remember most
conventioneers are willing to help if you ask them.

The selection criteria lists the individuals required for the tasks noted. The criteria for
choosing the key people are an optimistic one realizing that no one individual can fill all the
requirements. However, it does provide insight into the type of individuals required.

Host Committee Chairperson

The Chairperson should be a dynamic person who is capable of organizing people and
activities. He/she should be knowledgeable of the region's activities and have attended some
conventions. He/she should be able to act as the spokesperson for the convention.

Assistant/Co-Chairperson

The Assistant Chairperson should be an individual who is detail oriented, time line dedicated,
and is capable of planning activities in advance. He/she should also be knowledgeable as to
details of a convention's makeup. Routinely, the Co-Chair is the individual who insists that
committees and individuals complete assigned tasks properly and on time.

Paymaster/Treasurer

The Paymaster/Treasurer must be an individual who is capable of estimating expenditures.
Accurate accounting procedures must be followed. Ability to develop a budget and manage
expenditures in relation to the budget is essential.

Other committee chairpersons

The Committee Chairpersons should be chosen for their willingness to work with little or
no supervision and their "can do" attitude. Prior convention experience would be nice so
that they know what is expected.
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Special Functions Requiring Staffing

A small dedicated group is needed the morning of opening to arrange the rooms and
activities, and directly after the convention closes, to clean up.

Reuqistration/Information Booth

A minimum of four people is needed to set up and provide a team for registration, and
manning the information booth. Volunteers can usually be drawn from convention
attendees. A minimum of six people is required during the convention.

Security

A group of individuals is required to cover all the activities at the convention site. This group
takes by far the most bodies. Each contest room or model display room used during the
convention activities must be covered for security. In addition, each contest activity must
have people to register models both in and out of the convention. Any trusted bodies may be
used. Only if necessary, should they be recruited during the convention. At some past
conventions, commercial security guards have been used.
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VII. Fiscal Policies and Planning

Historically, the single most important aspect of convention planning and
execution has to do with money. While neither the Host Committee nor PNR enter
into the Convention Agreement with anticipation of earning great wealth, neither
group is interested in suffering a financial loss. In order to avoid conflict over fiscal
misunderstanding, both PNR and the Host Committee will be bound by the
financial policies set forth in PNR By laws and the PNR Policy Manual. A summary
of those policies follows:

PNR Policies

Present PNR policy as expressed in the PNR Policy Manual is minimal. "The Host is
charged with the responsibility for the success of the convention.” There is a section dealing
with any surplus, but none for losses other than Host retention of part of the advance.

a. Convention Advance

An advance, not to exceed $1000.00 from the Convention fund may be obtained from the
Regional Treasurer. This sum is to be repaid to the Fund before a net surplus is declared. If
the convention operates at a loss, the Fund will reimburse fifty (50) percent of the loss not to
exceed $500.00 to the Host Committee. Any advance will be considered as part of this
reimbursement. The advance funding from PNR requires formal approval by PNR BOD and
will not be authorized until the formal Convention Bid is accepted by the PNR BOD

b. Surplus Funds

The Host Committee Chairman may, at his/her discretion, use a portion of these surplus
funds to provide a dinner and/or memento for the Host Division Committee and active
volunteer workers.

¢. Commemorative or Souvenir Car (Optional-Not recommended)

The feasibility of such a project, together with the funding, sales and proceeds, gain or loss,
shall be deemed the property of, and the responsibility of, the Host Committee. If the total
proceeds are to be turned into the PNR Convention Fund, the PNR, by Board of Directors'
directive, may finance the project.

d. Auction (Optional)

An auction may be held under an agreement between the PNR Convention
Committee Chairman and the Host Committee Chairperson.

The Host Committee assumes all responsibility for: required facilities, rules and regulations,
funding and accounting, forms and stationery, security, and conduct.
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The net proceeds shall be properly apportioned between the Host Group and a sum to assist
in the defrayment of the immediate convention costs. The apportionment percentages shall
be those agreed upon by the PNR Committee Chairperson and the Host Committee
Chairperson, prior to the auction.

e. Public Show (Optional)

The Host Committee shall determine the advisability of an entrance donation, which may be
solicited. Children (under ten 10) years of age may be admitted free when accompanied by
a responsible adult. Tickets, signs, security, door prizes, accounting, and the adherence to
any local laws concerning such an event, shall be the responsibility of the Host Committee.

A drawing for a door prize may be held periodically for the public. Surplus funds derived from
monetary donations shall be applied to the reduction of the immediate convention expenses.

f. Budget

There is no explicit requirement for a budget by the host committee, although one is certainly
recommended. (The probability of having a bid accepted certainly depends on a
demonstrated fiscal soundness of the venture that is available only through a proper budget.)
g. Contests

Expenses for conduct of all contests are the responsibility of the Host Committee and are to
be paid by the Host Committee. Host Commiittee is responsible for providing suitable and
appropriate awards for all formal PNR/NMRA contests.

h. Reporting

i. Progress Report.

The Host Committee Chairperson is to report at the semi-annual Board meetings the
progress that his Committee is making in organizing the convention.

il. Convention Final Report.
The Policy Manual requires the original and copies of a report when the convention
is over, and a statistical and financial accounting is provided for on a form to be
specified by the PNR Convention Committee.

i. Audit.

The PNR Convention Committee shall audit the reports of the Convention Host or sponsor

and may disallow claimed expenses. The PNR Committee, through the Treasurer, will
handle the provisions, which deal with the Advance and Surplus funds.
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Financial Operations

Fiscal planning is so elemental to the success of a convention that it must not be
taken for granted or paid lip service. There are techniques and proven processes
that can be applied which make the difference between a good product and a
constant problem. There is nothing mysterious about the process and it is not
much more difficult than balancing your personal check book. The numbers may
be larger and the “income” and “expenses” may seem odd but the process is the
same. The bottom line to success is sound conservative financial planning.

The Paymaster/Treasurer should be one of the early selection/appointments to the
Host Committee. It is advised that the treasurer be bonded to about $25,000. This
amount represents about the maximum gross revenues that the convention might
expect. It is a significant benefit to the Host Committee if the Paymaster/Treasurer
has a background and experience in basic accounting practices. An additional
benefit is a Paymaster/Treasurer who is well versed in accounting software such
as Quick Books.

The Host Committee must establish a separate, dedicated bank account for the
receipt and disbursement of all convention funds. The bank account and the books
must be maintained separate from any other function not specifically a part of the
convention. For example, if the Host Committee allows a local club or group to
piggy back a swap meet or train show on the convention, that event is not a
convention event and monies from that event may not be commingled with
convention monies. All financial transactions for the convention must go through
the separate bank account. The Paymaster /Treasurer must establish a simple but
effective cost accounting process and follow a firm policy that no cost will be
reimbursed that is not budgeted, previously approved by the committee, and
accurately described by invoice or receipt. The monies being handled by the
Paymaster/Treasurer do not belong to the Host Committee but to PNR and the
Sponsor Division.

There are three basic financial forms or documents that will be required for good
fiscal management and reporting. These are the budget, the income statement,
and an expense statement normally combined into a balance sheet. The income
and expense sheets will be used to develop the profit and loss statement. As
previously noted, it is best if these are maintained in an electronic accounting
system or spreadsheet that enables immediate summations of current financial
status, once data is entered. Once the records are prepared they are available for
immediate consultation and review to determine how the convention id faring from
a financial standpoint. These electronic accounting methodologies also greatly
simplify the preparation of fiscal report to PNR.
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Budgets

Just the mention of the word budget causes some people to panic and start to
breathe fast. No need to panic. A budget is a very simple document that records
what money you expect to take in (revenue) and what money you expect to spend
(expense). The key is that having those two sets of information you are able to
“play” with your numbers and make both columns balance. Budgeting is really a
very simple process once you have identified both the sources of revenue and the
anticipated amounts and the anticipated expenses and those costs. If, in the end,
the columns don’t balance each other out, what they describe is the anticipated
surplus (profit) or loss. A budget is a working document and as better information
is received it should be entered into the budget to verify that the initial budget
conditions remain sound or to provide the basis for necessary budget adjustments.
Budgets also play a very important role in halting “impulse” buying by the Host
Committee. Once a budget is established it should have identified every critical
expense necessary for a successful convention. Any effort to add new expense
items into the budget should be sharply contested. Only a good budget document
allows the Host committee to exercise that level of restraint on spending.

The most important application of the original draft budget is to do the “Break
even” computations that allow you to determine registration costs, tour costs, and
event costs and then set the prices for those items. The budget also alerts you to
conditions that might make an offering not reasonable when the cost, as
determined by break even, far exceeds what attendees might be expected to pay.
This very first use will convince you of the value of the budget as a exceptional
planning tool and give you're the incentive to properly maintain and apply your
budget knowledge.

A sample budget is included as an Appendix to this Handbook. If you are
interested in spreadsheet templates that can be used for budgeting and
accounting contact the PNR Treasurer and request that assistance.

Income Statement

The income statement comes alive as monies are received into the convention
account. The income sheet closely reflects the revenue side of the budget except
that it identifies actual dollar values and not estimates and may include additional
sources not listed in the budget. A sample Income Statement is included as an
Appendix to this Handbook.

Expense Statement
The expense statement starts with the first check you write from the convention

account. It includes every disbursement made by the convention committee. It
looks like the Expense side of the budget but is much more detailed and reflects
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actual disbursements rather than estimates. A sample Expense Statement is
included as an Appendix in this Handbook.

Taxes and Licenses

Every nation, State, Province, and local jurisdiction is always anxious to get their
“cut” from any fiscal transaction. An early action on the part of the Host Committee
is to determine what, if any, laws and regulations may apply to the event and to
take steps to meet those requirements. Everything from sales taxes to holding a
license necessary for the event might be applicable. A good place to check as a
start point is the local tourism bureau (because they help arrange conventions and
meetings in your area and know the rules) or with your secretary of state or similar
state/province office. In your discussion about licenses remember that the event is
a PNR event and that PNR is under the umbrella of NMRA as a national
organization in the US and Canada and that PNR is a legal non-profit
organization.
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VII. CONVENTION FACILITIES

The requirements for convention facilities can be loosely divided into three categories;
physical facilities, food service, and security.

Physical Facilities

It has been common practice to consider two types of facilities arrangements for
conventions, either a large hotel with meeting facilities to satisfy all convention needs or a
convention center type facility with detached housing. Recently, Host Committees have
explored and successfully employed a broader combination of lodging and meeting
facilities that have allowed reduced cost without reducing the overall quality of the event.

Working with the local Visitors and Convention bureau and the staff of the various facilities
that you are considering will serve you well. Remember that they are the professionals
and that they would like to earn your business. Filling rooms in a hotel on an otherwise low
use weekend will be appreciated by the hotel. When you start your search you must
document your minimum requirements with respect to number and size of rooms, tables
and chairs needed, level of service support required, security of rooms, and pre and post
convention access for set up and move out. You will also need to be sure you have a
good handle on lighting requirements, power requirements, and spaces around the rooms
for movement of people, signage positions, and restroom availability. The staff members
at the facilities you may be dealing with have gone through the drill many times before and
should be able to ask the right questions. You need to come to the discussion well
prepared to answer those questions.

A large part of the financial success of the convention can be attributed to the agreements
made between the committee and the facility, and virtually every expense that can be
incurred should be identified prior to the event. If the convention is to be in a motel type
complex, the rent charges are usually offset by booking lodging and concession services in
the target facility. A certain percentage, usually fifteen percent, is calculated on all food and
liquor service and applied against the bill. Another plan allows use of the meeting rooms in
exchange for the concession and lodging business.

Selecting a large hotel to support the convention and to gain use of the hotel meeting
rooms and ballrooms normally requires to satisfying some room occupancy figure. It also
normally entails a higher room rate than other hotels in the area. While the selection of the
hotel appears to solve a number of logistic problems it normally does so at increased
registration and lodging cost for attendees. Most repeat convention attendees have
learned the art of finding the least costly lodging and tolerating a bit of transportation
difficulty as a trade off for lower cost. Unfortunately that increases the pressure on the
Host Committee to meet minimum room occupancy requirements. Recognizing the
potential for additional cost to the hotel for meeting room use, the host Committee may
well be tempted to “fudge” registration cost. The end result may be complete loss of
potential attendees.
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The identification and arrangement to use other meeting facilities such as a community
center, small convention center, large public or private meeting complex ,or similar
expands the opportunity to present a convention at lower cost. If such a facility is available,
the next step is to arrange lodging facilities in the close proximity. The difference is that the
arrangement would be to have one or more hotels block out a number of rooms without
having to make a commitment to any given room occupancy number. The ability to block
out rooms will probably also involve a “group” or “convention” rate which will lower costs
for attendees. Somewnhere in the search for convention facilities there is a happy medium
where lower cost is properly balanced by the correct size facility with ease of access.

Convention Centers work on a slightly different basis. The Center will charge you so much
per net square foot of space usage based on the display/industry show. Some Centers will
not include non-commercial displays such as N-Trak or NMRA convention booths in the
calculation of the bill, and the fact that PNR/NMRA is a not-for-profit organization may allow a
lower bill than a commercial show, for instance.

Rental fees provide base-line services such as limited security, housekeeping, and setting up
each meeting room to specifications once each day. These services and their limits should
be spelled out in the contract. What generally is not covered in the base rental plan is
extended security, porter service, and Union tradesmen support. The list of physical
inventory and personnel are covered in a document called an Event Memo, and its usage is
extremely important to both parties.

The contract between you and the facility should, as a minimum, contain the following items:
1. Dates of the Event

2. A specific time at which the facility will be available to you for set up and a date and
time by which you must complete move out from the facility

3. The cost basis on which the bill will be calculated and the cost of those items.

4. The amount required for deposit, and when it is to be paid.

ol

. How utilities, housekeeping, and other such costs are to be born or shared.

(o2}

. Compliance with applicable fire and safety laws.

\‘

. A complete list of the services to be provided by the facility.

8. Identification of responsibility for insurance for the facility, liability, and materials
belonging to the Host Committee or visitor but located in the facility.

9. Whether the use of the facility (or that portion of it under contract) is exclusive to the
Host Committee or to be joint use. If joint use is required, a detailed description of that use
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must be specified. The limits of exclusion between the co-renters will be guaranteed by the
renter.

10. The security to be provided by the facility and the details of access control to the space being
occupied by the Host Committee.

11. Anything else deemed important to the host group.
Both parties will sign the contract, and the person responsible for closing the deal should

sign it AS AN AGENT OF THE HOST GROUP OF THE NMRA and PNR to prevent
personal commitment of financial responsibility.

Minimum requirements for Space and/or Room Facilities

PNR has established minimum space and or room requirements to meet PNR needs for a
convention. The following is a summary of those requirements. The Host Committee must
review the Policy Manual and confer with the PNR Convention Committee Chair to verify
the current requirements.

Board of Directors meetings (Day prior to convention start}- meeting space for not fewer
than 30 people to include tables, chairs, and access to electrical power. The space must be
private to permit the conduct of Board Business.

Annual Members Business Meeting — space adequate for not less than 75 percent
of attending members. Seating is theatre style with table and chairs at the head of
the room suitable for 10 persons. Local PA system is required and Podium may be
requested.

PNR Contests - Not less than 400 square feet with 12 tables suitable for
supporting contest models (if the Host Committee includes a “local” contest
additional space to house entries for that contest must be provided. Contest
Room shall permit single entry point for access control and have lighting
appropriate for contest judging. Host committee will arrange to have display
frames for Photo contest entries on site and erected.

Operational Facilities - The Host Committee should provide facilities adequate to
accommodate the activities, which the Host Committee has planned.

PNR Recruiting — a space approximately 10 feet by 10 feet will be provided, at no
cost to PNR, for the operation of the PNR Membership activities booth at any train
show, swap meet, or other public event scheduled in connection with the
convention. Two six foot tables and three chairs will also be provided. Access to
power is required. The location should be such that it will be in the common flow
path of event attendees.
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Food Service

Providing meals for convention attendees through either extra fare events or as a benefit
of volunteering for a specific task is a labor intensive, time consuming effort with low return
on investment. A couple of long standing traditions need to be debunked and reality
checks offered.

1. The convention is not responsible to provide lunches for contest judges or any other
volunteer personnel. It is up to the Host Committee to adopt a schedule that will allow
volunteers to have time for meals or make arrangements for them to order food to be
consumed at their work location.

2. There is no requirement for a sit-down meal banquet to be a part of the convention
events. There is a need for an awards event that includes an opportunity to recognize the
members of the Host Committee, presentation from the next years Host Committee, and
presentation of Region Recognition awards and Contest awards.

There are a variety of ways to accomplish that objective from a simple “cocktail-party with
light snacks” to a full blown sit down banquet. Of note, attendance at an expensive fixed
menu banquet has been declining over the years because of the cost. Paying $50 a plate
(or more) for rubber chicken does not go over well with many of our members who are
saving money for the train show or the swap meet. The general approach to a more
casual event has been the norm over the past several years. Depending on your facilities,
your budget, the capabilities of your Host Committee, and the local flavor, you may
consider the full range of offerings that might include a sit down fixed menu choice dinner,
restaurant order as you wish dinner, informal BBQ, picnic or buffet, or some other variation
that you can come up with. Model railroaders have learned to adapt and enjoy new
adventures. A word to the wise - model railroaders love to tell “when | was...” stories and
graze through “eat all you want” buffet lines. It seems that open buffets often experience
food availability problems as the early “grazers” tend to over compensate for perceived
food deprivation earlier in the convention period. If you elect to use a buffet, it is wise to
have servers dish up the main course portion of the offering. You also need to have a
way to collect “meal” tickets to limit the number of return visits through the line.

If you schedule a tour event away from the convention over a meal period you may
provide a box lunch as part of the tour and cost, offer a box lunch at cost, schedule a
reasonable meal stop as part of the tour, or let the attendees take care of their own needs.
For any of the options in which you will provide food you need to make sure that you have
a reasonable offering with some variety and that you make sure that participants have a
way to let you know about special dietary needs. If you are going to have a “meal stop”
make sure that you arrive on time (as scheduled), promptly seat your group, and let them
know when you are leaving. Make sure that you have arranged with the restaurant to
have sufficient staff in place to meet your time schedule. It is also important that the staff
be prepared to accept payment from a large number of customers quickly. Standing in line
to pay food bills is a great way to ruin an otherwise great tour.
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If you are “contracting” for food service, make sure that your contract includes at least the
following elements (as appropriate to the service being contracted): Get the agreement in
writing.

1. Exactly what food items will be served and how many meals are being ordered
2. The cost per meal

3. How many extra (not spoken for) meals are required and will be provided

4. Deadline date and time for providing the “head count” for meals

5. Time the service will begin, order of service and approximate time for each course (if
appropriate)

6. How many bars will be opened, times of operation, and cost of drinks being offered.

If a banquet or other sit down event is planned, it is normal practice to have a “social”
period prior to the event.. During the social event and the following dinner period it is
normal practice to have a “pay” bar, offering refreshments. You will need to arrange with
the facility or catering service to provide for and operate the bars. You will need to decide
how many bars and when to open and close. This item must be paid for by those using
the service. You should not specify or guarantee a certain number of drinks for the
service.

Security

Part of your agreement/contract with any facility should be the responsibility for general
and specific security, responsibility for any coordination with local law enforcement, and
control of access to certain convention contracted spaces. It is normal for any facility to
maintain general security and to control access to the overall facility. It is normal for
organizations conducting activities inside a facility to provide their own internal security.
The Host Committee should arrange for access control to rooms and areas that contain
convention material or other valuable items during the convention period. The Host
Committee is responsible to provide proper security for the contest room(s) and, if
provided, for materials in a materials clinic storage room. If a Train Show, swap meet or
other public event is scheduled, the sponsoring activity (Host Committee or other) is
responsible for providing security. Because it is an event open to the public it is
appropriate to employ a bonded private security service or off duty police offices to act as
the formal part of the security force. Any security force manned by volunteers must have
sufficient training to act properly and not place NMRA, PNR, or the Host Commiittee in
jeopardy because of inappropriate or illegal acts. The facility management is a good
resource for setting up proper security.
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IX. REGISTRATION and LODGING

In the not to distance past, the Host Committee would handle both convention registration
and reservations for lodging. The additional work and complications experienced by Host
Committees trying to resolve housing issues and the advent of exceptionally easy on-line
or direct reservation services has enabled the Host Committee to get out of the lodging
business. The responsibility of the Host Committee now is to identify lodging opportunities
that support the convention, try to arrange for group or discount rates along with “room
blocks” and, if a Convention hotel” is arranged with a set occupancy goal, to make that
known to attendees and try to meet the requirement as soon as possible. To that end, the
Host Committee will have to provide some active monitoring to make sure that the
occupancy numbers are being met and that the “convention hotel” is not continuing to fill
rooms beyond that requirement to the detriment of attendees or agreements with other
hotels.

With the responsibility for lodging properly returned to the attendee, the Host Committee
need deal only with the issue of convention registration and the handling of advance
reservations for “extra fare’ items. The advance registration effort can normally be handled
by one or two people and it should be closely controlled by the Registrar to preclude error.

Key to effective registration is establishing direct communication with any early registrant.
The Registrar must respond by written communication to any registration submittal to
confirm receipt of the submission, the exact registration executed and registration
number(s) assigned, the extra fare items reserved for the registrant, and the status of
billing for the registration. This can go out in the form of a standard letter that is developed
from registration records. The purpose of the letter is to establish a history of registration
for the attendee and to allow for early recognition and correction of any errors.

The registration form should be limited to one page and make provision for all information
that the attendee needs to tell you on that one page. A second page may be used for
handling “extra fare” items or other convention offerings. Additional pages detailing the
entire offering of the convention may be provided but it is best to limit the total number of
pages to be returned to the Registrar to two per attendee. A sample of a Registration
Form is attached as an Appendix to the Handbook.

The registration process also provides the best opportunity to record the email address for
any potential or actual attendee. Once you have that email address you will be able to
keep the registrant fully informed of convention planning progress and help them plan their
personal schedule.

The Hoist Committee needs to decide early if credit cards will be permissible for
registration and other convention fees. It is almost a given in today’s commercial market
that a credit or debit card will be offered as the primary means of payment. The Host
Committee should look for a low cost method to allow use of credit cards.
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Registration Records and Procedures

The actual registration process can be simple and virtually error free. The availability of
accounting software or simple spreadsheets facilitates the process if they are available to
the Registrar and someone on his staff is adept at their use. By entering the registrant’s
information, as appropriate, to the standard record format, the registrar is able to track the
number of attendees, extra fare reservations, fees paid and bills outstanding. The records
also permit tracking any special convention items placed on order to support the logistics
of getting the correct number of items on site at the right time. Each time a new entry is
made the records update and a proper running tally is maintained. The information
needed by the Host Committee is readily available. In addition, the electronic record
allows selective sorting for unique data and preparation of badges and labels associated
with the registration process. On completion of the convention, the registration files are
easy to compile into the convention report and easy to transfer to the next or future
convention groups for their use. A sample of a simple spreadsheet registration file is
attached as an Appendix to this Handbook.

The process for recording registrations should be standardized and simple. Because the
registration effort includes a financial transaction, the Registrar and the
Paymaster/Treasurer must establish and agree on standard procedures for handling
funds.

1. Read the registration form submission to ensure that all required information is included
and that payment offered is proper for the registration action requested. If there is an error,
contact the registrant and get it resolved or a solution agreed to before entering the data
into the electronic files.

2. Enter the registration data into the files and complete a read back check to verify a
correct entry. Assign the registrant a unique registration number that will appear on all
flies associated with this registrant. Ensure the funds total is correct and balances for the
registration entry.

3. Verify the spreadsheet total for all registrants remains correct after the new entry is
made and the files updated. Resolve any inconsistencies or errors.

4. Print out the standard Registration receipt letter and either email or snail mail it to the
registrant (perhaps both)

5. File the hard copy registration forms for the registrant in the registration file notebook
maintained by the Registrar. This book will be a primary reference to resolve any
guestions that may arise when the attendee arrives at the convention registration desk to
sign in.

Registration Desk
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The very first impression that an attendees will have of your convention will occur at either
the hotel registration desk or the convention registration desk. Be prepared to make that
impression as positive as possible and avoid the potential inverse halo effect of a lost and
wandering attendee.

At each hotel desk where you have attendees staying, leave either a flyer or a personal
note that provides information about how to get to convention registration (location and
driving/walking instructions), the hours that registration will be open, how to contact a Host
Committee official, how to contact the Clinic Chair, when the contest room will be open for
entries, and a brief overview of the events of the first evening (Wednesday) with
necessary instructions and the early schedule for the first convention day. While this might
appear redundant to the registration packet (and it is) it will go a long way toward
answering the immediate questions that an attendee has and really assist those who
arrive in the late afternoon or evening before the convention.

Two formal convention registration desks are appropriate. One desk should be for early
registration without problems and the other for “walk-ins” and early registrations with
problems. The key to the operation is advance preparation and readiness.

For each early registrant there should be an envelope containing all materials they will
need for the convention. That will include badge, badge holder, extra fare tickets,
convention schedule, map of the convention area, and a complete copy of the registration
file (duplicate of the report sent on initial registration) to verify the registration materials.
These envelopes need to be organized alphabetically and boxed so that desk workers
can access them quickly. If there is a primary/spouse registration they should be stapled
together so either registrant can pickup both packages. If the convention has a goody bag,
they should be stored separately and given to the attendee at registration from a separate
pile. Trying to combine registration information with goody bags is not a good idea.

The Early registrant desk should have all of the materials and files necessary to quickly
complete the check-in process. The desk needs a copy (or two) of the registration
file/spreadsheet to check off registrants as they are serviced and to identify those who
have problems immediately. They also need all of the early registration packages that do
not have any additional actions required or problems. When an individual approaches the
desk, step one is to locate them on the list, verify that there are not problems.
Registration personnel then pick the proper envelope from the boxes, pull a goody bag
from storage, and pass the entire package to the registrant. Check the registrant off on
the list and wish him or her a enjoyable convention. Direct them to the area/table set aside
so they can check their materials and report back to you if there is a problem. The early
registrant desk will normally direct an early registrant with a problem to the second desk
for resolution of the matter. DO NOT ALLOW THE EARLY REGISTRATION DESK TO
PROCESS WALK INS OR PROBLEM REGISTRATIONS.

The "walk —in” and “problem registration” desk will handle all individuals who are not

problem free early registrants. This is a good location for the Registrar or a primary
assistant who is familiar with problems associated with early registrations. This desk will
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also be handling funds and making entries into the registration file so personnel trained in
those skills will be required at the desk. Early registrants with problems are normally easy
to solve because they involve unpaid balances, conflicting reservations, or cancellations of
tours or events. For cancellations, the easiest response is for a precut check for the cost of
the event given directly to the registrant. For other issues the resolution will be arrived at
through discussion and actions. The end result is that the registrant should leave the desk
only when they are properly registered with all bills paid and all conventions materials
delivered.

“Walk-in” registrations will be handled as new registrations. The registration form is to be
completed indicating the appropriate registration class and payment is made. A separate
table and seating area to allow them to complete the registration paperwork is
recommended. Once completed, the registrant presents the package and payment to the
desk personnel. The data is entered into the electronic file and verified. The appropriate
badge(s) are printed, appropriate extra fare tickets issued, a common registration
package(s) and goody bag presented, and the registration function is completed with a
“Thank you have a great convention”. Personnel working this desk need great people
skills and need to be prepared to cope with the full range of registration options and
membership questions.

The Registrar needs to prepare a set of standard instruction for “How to” for each desk
and then train the people working at the desks in the completion of their duties. It is
important that desk personnel stick to the standard process and not try to operate outside
their assigned responsibilities. Keep the process moving and get attendees through the
process as rapidly as possible. A long delay or apparent bumbling at the registration desk
is not the first impression you want to leave.
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X. Convention Activities

There is a tendency to fill the time available at a convention so full of activities that
attendees suffer initial schedule overload shock and then suffer the trauma of not being
able to attend all the activities offered. To avoid system shock, the Host Committee has to
pick and choose to present a full and enjoyable schedule of activities while preserving the
sanity of the attendee. The hard part is separating the most desired activities so that they
are not scheduled on top of each other. Even with repeat scheduling of some activities,
conflict cannot be avoided but it can be minimized.

Inside Programs
Clinics

The most common element of the Inside Program activities are the formal clinics and
seminars. Clinics are, generally, a lecture based activity with slides, video, handouts, and
perhaps demonstrations of techniques that serve to impart knowledge or some type of
“hands-on” activity that results in some kind of product and which serves to develop skills.
Both types of clinics are widely attended and there is no real way to predict attendance
unless the clinic is a repeat performance with demonstrated high demand.

Lecture based clinics are normally conducted in rooms set up in theatre mode with a table
and audio visual equipment for the presenter at the front. A local PA system is normally
provided and the room will hold between 30 and 60 depending on overall convention
registration.

The “hands on” or “make and take” clinic requires a room set up with tables and chair to
allow up to 4 people working at a table at a time (may be more limited depending on the
clinic). Floor protection under tables may be required. The room is normally set up for
about 24 Participants. The room also has a table or two for the presenter and Audio Visual
equipment and a local PA system maybe required. These clinics are normally longer in
duration and take more time to set up and tear down. Some “make and take clinics” are
offered as extra fare activities.

It is common practice to run two clinic tracks in parallel. Clinics are normally 45 to 50
minutes long to allow time between clinics to reset for the next clinic and for people to
relocate. A sample of a clinic schedule is attached as an Appendix to this Handbook

Auctions

Many Host Committees have included a silent auction and/or a live auction in the
convention activities. Both types of auction are labor intensive and do not provide high
return to the Host Committee. Like train shows, however, auctions do bring a certain
sector of the membership to a convention. In a short 3 day convention, it is hard to find the
time and assets necessary to support a major auction effort, especially a live auction.
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A silent auction will require a secure room with a significant number of tables for auction
items. The auction will require a team of individuals on duty to log in and number items,
place them on auction tables, monitor auction room activity, and finally, to sort through the
items, identify those which sold, collect payment, and then return unsold items and
disburse payment for sold items to the owners. For this process the Host Committee
normally charges a 10 percent fee to the buyer based on the sale price of the item and
collected at time of payoff and pickup. Because of the labor intensity of an auction and the
time it diverts attention from other convention activities, a Host committee may decide to
allow some other local NMRA group to handle the auction and pocket the returns. In that
case, the Host Committee should charge a flat fee for space used and any other facilities
charges that are appropriate and let the sponsor work the auction.

A live auction places the same burden on the host committee as a silent auction except
that it is normally much more labor intensive effort for a shorter period of time. Once again,
the host committee has the option of farming out an Auction to another sponsoring group.
The Host Committee has to provide the space for the auction and any facilities services
(for a fee) and must schedule and appropriate time in the convention schedule for the
auction.

Company Store

Some conventions have included a “Company Store” at which participants can offer items
for sale at a fixed price to others at the convention. Similar to a silent auction the effort is
labor intensive for small return. Items are logged in, price tagged, placed for sale,
monitored and cashiered out on sale. Unlike the auction, company store sale is
continuous and must be staffed with cashier capable people and the ability to take cash as
well as credit cards and checks. On close of the store, the Host Committee has to settle
with the seller, and log out all unsold items. How to collect sales tax and how to document
things sold and not sold will be problems to be resolved by the Host Committee.

Outside Programs

Prototype Tours

The ability to visit and observe the operation of an industry or railroad facility, unique to the
host city, is a major draw for convention attendees. Whenever possible one or two really
good prototype tours should be arranged and included in the convention program.

Because of increased security considerations, tours may be more difficult to arrange. You
will not know unless you try. Modelers will flock to train related facility tours. They will also
strongly support tours of model manufacturers and primary rail related industry. Very
unigue industrial activities (aircraft plant, strip mining, steel mill, ship construction, etc) will
also draw a crowd. Along those lines, rail fan visits to unigue rail locations are also big
favorites, even more so if they are highly active and offer the opportunity for good
photography.
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Tours of this type require considerable advance planning and more detailed discussion
with the host facility. Industrial tours may be limited to smaller numbers, require certain
safety considerations, not be available to some because of age or physical limitations, or
be limited to persons who can prove national citizenship. Even with those restrictions,
some tours may well be worth the effort. Because most industrial facilities are not
prepared for a large number of visitor vehicles, either bus transportation or car pooling
may be required. And finally, keep in mind that, no matter how great you may the think a
tour is, your attendees did not come to the convention to ride a bus all day. These tours
come with a bit of risk that you can mitigate by close coordination but can never
completely eliminate.

If you are going to schedule a prototype tour there are certain things that need to be
agreed to by both parties in advance. Because the tour may be a deciding factor in
attendance for some members, you need to do everything possible to make sure that it
actually comes off. Getting a clear commitment from the tour facility and a written
agreement on what is offered and what the requirements are for participants will go a long
way toward preventing confusion and cancellation. Things that you need to know are:

Who is the point of contact that will be available for the planning process and at
time of tour and does the contact person have the authority to make decisions necessary
to make the tour happen. Make sure that you have verified multiple means of contacting
your point of contact especially on the day of the tour.

Exactly what | the tour will include

The number of individuals allowed to participate

Any age and/or physical limitations are for participants

Personal safety equipment that will be required for participants and who is
responsible to provide that equipment

Identity of any access limitations

Manner in which participants will be transported to and from the tour location
Is there any cost associated with the tour?

Will there be any souvenirs or similar items for sale at the tour site?

Is photography allowed on the tour?

How long will the tour take and what is the distance people will walk or how many
stairs will they climb?
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If at all possible, get the details of the tour in writing. A possible way is to send a
“confirming” letter to the company or tour host that details all of the elements of the tour.
Make the letter as complete as possible so that there is no real potential for
misunderstanding. This type of letter provides an opportunity for the company to respond
and correct any errors or change the parameters of the visit.

Layout Tours

The ability to show off a home layout and/or to visit a layout are high points of most
conventions. Modelers always appreciate the opportunity to see the work of others and
discover how someone else solved the problem that has been bothering them for years.
Picking layouts for tour is a lengthy and problematic process. The selection needs to
consider quality of the offering, actual access to the layout, distances between layouts and
the convention site, and the mix of scales. One good way to assess quality is to determine
if a layout is worthy of recognition for a Golden Spike as a pre qualifier. Another is to
determine if the layout has a feature that is so unique as to warrant the attention of most
modelers. Also to be considered is the issue of layout size and complexity. In the end the
decision has to be the very best work available, in reasonable proximity to the convention
site, and with a reasonable selection of scales.

The standard process for finalizing a schedule of layout tours is about as follows:

1. Solicit members or owners who are willing to sponsor a home or club visit. Build the list.
Separate NMRA members for those who are not.

2. Make an on site assessment of each candidate layout and complete a standardized
assessment questionnaire. Make an initial determination of appropriateness for tour
inclusion. Also document any actions that the owner would have to take to support a tour.
Take pictures of the layout and the facility for later use. Identify if the Layout owner has
earned a Golden Spike award or if the layout should be nominated for that award. (if so,
complete the nomination form and submit it , as appropriate)

3. Ask the owner to prepare a d short written description of the layout including emphasis
on any special features. Include an honest assessment of completeness of trackage,
scenery, and overall operability.

4. Prepare a map and driving instructions to the layout location. Provide information on
where to park, contact phone numbers, and where to go to enter the layout. Map quest
can provide great assistance in map preparation. Also record the exact address for use by
visitors with in-vehicle GPS capability.

5. The committee assembles all of the layout information and then decides which ones
are appropriate and if a “tour” can be organized. If a tour can be organized the questions
of transportation, time, and cost need to be determined. If layouts are worthy but a formal
tour is not possible the next step is to set up for “self-drive” tours which will require
additional map details and driving instructions, coordination with owners for specific days
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and times, and preparation of a “self-drive” package. Since many people now have in-car
navigation systems there is a need for correct address information and correct phone
numbers in the package..

6. Some type of common sign should be prepared and made available for each owner
supporting visits to place in their yard and perhaps at critical turns on the route.

7. If alayout is determined to qualify for a Golden Spike, make sure that the certificate is
issued and displayed during the tour. If the owner has earned any Achievement Program
certificates, encourage the owner to display those certificates also.

Contests

Each convention will include a formal PNR contest under the rules established by NMRA
and PNR. The PNR Contest Committee Chair will be responsible for all contest rules and
procedures. The host committee will be responsible for coordination with the PNR Contest
chair and to provide the facilities necessary for the contest and personnel required to
complete contest administrative functions and contest room security. The PNR Contest
Chair will appoint judges for the contest and will provide all necessary forms and judging
instructions. Refer to PNR Policy Manual, Policy 07, concerning the specifics of PNR
Contests.

The Host Committee has the discretion to conduct additional contest activities such as
popular vote contest, module contest, drawbar pull, timesaver switching, and “theme”
diorama contests. If the Host Committee conducts such contest they shall be responsible
to prepare and publish contest rules for those contests offered, establish judging criteria,
assign judges, and complete all administrative functions associated with those contests.
The Host Committee contest items may be collocated with PNR contest items in the
contest room but will be properly identified as Peoples choice entries or as otherwise
applicable. Models entered in the PNR contest may also be simultaneously entered into
Host Committee contest consideration.

Achievement Program

The convention may provide an opportunity for members to have their models, modules,
or home layouts judged for AP merit Awards or AP certificates. AP judging will be
available but will be separate and distinct from contest model judging. Models submitted
for AP judging may also be entered in the PNR or Host Committee contests (or both) for
judging under the criteria for those contests. Model submitted for AP judging may be
located in the contest room but must be identified as requiring AP judging. Records for AP
judging and contest judging will be maintained separate and shall not be used for any
purpose other than as originally identified.
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The PNR Achievement Program Chairperson will supply the forms and judging guidelines
necessary to complete AP Judging. Any NMRA member qualified to serve as an AP
Judge under NMRA Achievement Program guidelines may serve as a judge for the AP
judging. In addition to AP judging of models in the contest room, AP judging of items may
be arranged and scheduled in individual homes or at club locations.

Convention Events “Timetable”

As hard as it may be to believe, the “Timetable” or events program for a regional
convention is not a treasured keepsake for most modelers. Instead it is a practical tool that
allows them to properly make their way through a convention, gaining maximum possible
experience from the event. The document should contain the essential information for the
attendee to determine the convention activities and events available, to properly schedule
his or her time during the convention, to identify the location of rooms and other key sites
within the convention location, and to understand the times of key events or activities. The
document should also provide the information necessary to contact Host Committee
members and to otherwise get assistance with a convention or visit related problem. A lot
of the material contained in most Timetables is redundant to instructions posted in contest
room or otherwise contained in the registration package. Providing a good “information
desk” will go a long way toward reducing the size and the cost of producing the timetable.
If the Host Committee can provide a “back pocket” size document that has clinic
schedules and other key event information, that document will normally be more than
adequate. Identification of self-drive layouts would be helpful but maps and driving
direction could be located at the “Information” desk.

Souvenirs

Patches, pins, convention cars, hats, shirts, coffee mugs and a host of other items have
been offered at conventions in the past. Because every one of these items has some
minimum buy quantity, it has been a common practice to include some of the items in the
registration package (and the cost of registration) to meet the minimum buy numbers.
Unfortunately model railroaders are not normal “tourists” and few feel any real need to
take trinkets home. They would rather spend their money on real train stuff. If they can get
something for free count it gone. If they have to spend their money on your trinket, count
on that trinket remaining in your inventory.

Experience indicates that about the only item with a continuing positive revenue track
record is shirts. Even shirts, however, have to offer something unique. If you decide to try
the shirt sales, use preorder with registration asking for size information and use that as
your basic order. Then you can afford to buy a few extra to sell. Make sure that any extras
include some 2xl and 3xl — model railroaders are a growing breed. Keep in mind that if you
order your shirts from a local dealer you may be able to reorder in lesser numbers
including single shirts because you covered the set up charges in your initial order.

Page 48



PNR Convention Handbook

Another thing to consider is to get shirts with pockets — model railroaders, although vain,
still like to see and need a place to hide their glasses.

Supplies

Throughout the preparation period for the convention you will continue to identify things
that you will need to make it a success. Things that immediately come to mind are name
tags, badge holders, lanyards, envelopes, etc. Before you buy anything look for donations.
Contact the local Convention and Tourism bureau and the local Chamber of Commerce to
seek sources of items. See if local businesses, especially any you plan to tour or
otherwise patronize, will donate items to the cause. The visitors Bureau is the best source
for flyers, advertisement, and coupon books for local attractions, restaurants, and other
items of interest. They may also have or have access to discount tickets to local area
attractions and points of interest. Being able to offer discount prices to water parks,
amusement centers, or stores at the area mall will help attract people to your convention.

Don't forget your membership in your quest for supplies. The companies that they work for
(or own) may be a ready source for some of the things you need. Or they may have
accounts with services you need and be willing to use their access to get you a reduced
price. Finally, you are a valid not for profit with tax free charitable donations. Use that
status to solicit donations and other support. The more items that you can get donated or
at reduced cost, the easier it will be to make the break even point for the convention.
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XI. Publicity

There are two important parts to publicity for the convention. First is getting the
word out about the event itself to the membership and selling them on what it has
to offer. Second is getting the word out to the general public about your train show,
swap meet, or other public event, if you have one scheduled. In order of priority
and importance, dealing properly with the membership must come first. After all
this is an NMRA, PNR convention for the members. The train show or public event
has the potential to be the biggest money maker so getting information out to the
public early and effectively is important. The train Show or public event is also the
most demanding, long term planning and labor intensive event. Unfortunately
there is no way to predict or assure that proper planning and great publicity will
result in a good turnout and a positive financial outcome.

The first step in getting information to the membership is at the convention
immediately preceding you convention. You will have access to people who have
a demonstrated proclivity to attend conventions; the best possible target group.
Normally you will be allowed 10 to 15 minutes at the Banquet/award event to
showcase your convention. Come prepared and make the sell. The presentation
you make should also serve as the basis for a web site presentation and an
exportable presentation that can be used in other divisions to sell the event. Make
it good. The more of your program and schedule that you have locked in the better
you will be able to convince people to consider coming to your event.

With the now common accessibility to the membership through the internet,
including a web site and email, a more direct and continuous publicity and
marketing effort is possible. The opportunity to place a “pop up” or advertisement
on every Divisions web site with a link to your web site provides exceptional
exposure. The opportunity to advertise in every PNR Switchlist and Division
Newsletter (most of which are distributed electronically) with links or information to
reach your web site makes individual response or visits to the site more probable.
The ability to search convention schedule information and preview tours increases
the probability that a member will signup for the convention and the tour. The use
of electronic media has combined basic publicity with hard core marketing on a
real time basis and should be exploited by the Host Committee. Make sure you
understand the deadlines for each Region and Division publication and make sure
that you have an article and/or advertisement in every edition. If you have a lack of
understanding on how to maximize the advantage of the internet, go recruit a
member’s grandchild to be your publicity assistant.

Your Division Superintendent should have the most complete list of email
addresses, snail mail addresses, and phone numbers for the members in your
home division. Use it. Talk to your local people to sell them on attending,
volunteering, and being active recruiters for the convention. If you are holding a
Train Show or public event, the members planning that event can be a positive
force in driving attendance up. Use them.
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The success of a local Train Show, swap meet or other public event is entirely
dependent on your ability to let the public know about the event and to make the
offer something they don’t want to miss. Thus, the publicity effort is the proper
combination of the story and getting that story out to people. The use of the
internet and web site, while effective, requires that potential visitors know enough
to visit the web site in the first place. The web site has to have a very good
presentation of the “story” and all information necessary for the potential visitor to
make the “let’'s go” decision. First of all get the story right. Then you need to get
people to the web site or to the event by some other means of telling the when
and where part of the Publicity and marketing. Local outlets including hobby
stores, craft stores, library, community bulletin Boards, scout troops, Boys and
Girls clubs, YMCAs, local news papers, and local cable TV providers are all
examples of primary outlets for your event. The need for good “take away”
material to remind the potential visitor is critical. A single XEROX sheet with
simple basic information may appear inexpensive but it does little to stand out
among all the other activities that are competing for the visitor’'s attention and time.
A slightly more expensive tri-fold with pictures and color makes a better first
impression, leaves the appearance of a more professional event, and has a better
chance of getting the visitor to the event. The publicity and marketing budget must
be reasonable but not restricted to the point that it does not allow reasonable
return of investment.

One additional function that may be placed under the responsibility tent of the
publicity committee is the preparation of the signs needed for the convention (and
the public event). In this day and age of computer graphics and color printing, the
need for expensive work by a professional sign shop may be reduced significantly.
More signs are better than fewer and the ability to turn out signs on the spot is
very handy. Make sure that you have a computer and printer with the appropriate
software for signs on-site at the convention (and/or public event). Make sure that
each committee prepares a list of known sign requirements and provides a sample
of the desired sign wording so that the correct signs can be produces.

In summary, the entire purpose of publicity and marketing is to cause people to
want to attend your event and then to make it easy for them to make the “Let’'s go”
decision. The devil is in the details so make sure you have a strong and complete
story to tell and that you get it in front of the people you need to reach.

Web Site

There is no need to belabor the issue of web sites other than to positively state
that a convention web site is essential to success, that the web site should be as
professional as possible, that the web site tell the most complete story possible
about your event, and that the site be linked to by as many other sites as possible.
In this day and age, most of our members are computer literate, are most likely to
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turn to the internet to research things like your event, and tend to make decisions
based on what they find at sites.

Regardless of which site is used (PNR, Division, or Convention) you must make
sure that you have an easy to use and complete presentation. Make it so easy for
the visitor to use the site and to complete registration that it would be difficult for
them to decide not to register. Have “pages” for the following, as a minimum:

1. Your convention story with words, pictures and possible U-Tube links

2. Registration information and on-line registration

3. Hotel information on the “convention Hotel” and all other hotel choices. Provide
direct links to those hotel sites and include as complete a pricing profile as
possible. Also include distances between outlying hotels and the event
locations and means of transportation between locations.

4. Clinic schedule, clinic briefs, and clinician short bios. Keep this updated as
attendees tend to make tour and points of interest decisions around the clinic
schedule.

5. Home layout tours including tour schedule, layout descriptions with pictures
and short owner bios. Make sure you include any access restrictions.

6. Prototype tours including tour schedule, facility descriptions (what you will see)
with pictures and short company profile. A link to the facility/company web site
is great but don't let that link sell more than what is being offered in the visit.
Make sure you include any access restrictions or other special considerations
including photography restrictions.

7. Model Contest regulations, categories and instructions. Linking to the NMRA

site is advisable but some local coverage will go a long way toward

encouraging participation. For “local” contests, it is important to provide full
information.
Membership meeting agenda (as soon as available)

Local area attractions along with links to allow visitors to make “tourist”

selections. Provide links to transportation information to facilitate getting

around town. Provide a synopsis of what weather to expect in the area during
the visit and provide a link to get more current forecasts and the date of the
event draws closer.

10.Train Show, swap meet, or other public event information (as appropriate).

11.Direct contact information to allow potential visitors to ask questions about the
event. This could also include a way for people to answer the question “Is there
anything that we should let you know about that is not on the web site?”

©

Every contact made through the web site or through direct email requires a prompt
and appropriate response. If you ignore a message or delay your response
unnecessarily, you will indicate a lack of concern and probably lose a visitor. If the
response does not answer the question or help the individual reach a positive
decision, it is not the correct response. This is the electronic information age. The
committee may not live in front of a computer but rest assured a large percentage
of your potential visitors are out there receiving and responding to emails on their
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I-Phones and Blackberry’s. For them instant messaging is a way of life. Fail to
recognize your customer’s wants and needs at your own peril. One additional
piece of advice is that every communication, electronic or hard copy, needs to be
positively linked to a real person as the sender. Titles do not mak