EJC

The European Juggling Convention

A Guidance Booklet

Stephanie Schneider

Hello dear future juggling convention organisers,

This little book was made to give you a guideline for the preparation and running of a convention and to provide you with information and ideas. It is not a complete formular of how to make your convention a success, but I hope all important points are included and will support you to run this event. Please realise that these guidelines are general advice and have to be accustomed to your individual situation – no two conventions will be the same.  

Enjoy reading it and good luck

Steph
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Before the Offer

THE TIME ASPECT:

It is important to start thinking about organising an ejc well in advance. Experience showed that two years actual planning and organising is essential. If you want to offer to run one, you should start two and a half years in advance. That sounds like a long time, but you will find that is it just enough.

Before you tell the whole world you are willing to do it, make yourself clear what it means to spend a high amount of your time on the event. Since you volunteer to run it and don’t get payment, consider if it goes along with your job/ studies etc. If you have any concerns, questions etc (especially about the size of the event) contact a former organiser or the eja directors to give you advice.

THE SITE:

Usually ejcs take place in august. To make a realistic offer start looking around for a possible site and find at least one alternative. 

THE TEAM:

Try to find some co-organisers. The number of persons belonging to the core team should be between 2 and 5. Some groups manage it with a larger number of people. You should never attempt to do it alone. 

The Offer

THE EJA-MEETING:

If you still feel all enthusiastic about running the biggest juggling convention in the world, go to the next ejc’s eja meeting and tell the other jugglers your intention. You should have prepared something. Maybe you already have some pictures from the site. 

THE DECISION:

Introduce you and the group, say something about your city and the location and of course when you want to do it (in two years time). Sometimes it happens that more than one group stands up and offers to volunteer. Then the jugglers have to decide where they rather want to go. If they choose the other group you can still consider running it the year after and maybe the others agree. This means for you that you have plenty of time to prepare. If the jugglers want you and your group to run it in two years time you have a lot of work to do.

If no one wants to do it the next year and you get asked if you can do it: be careful! Only consider this if you have done something like this before, you have the site for sure and know you have the support from your city. It can work in a year without all these things, but it is a lot more work and effort. So don’t let someone else talk you into it.

The Next Steps

ON SITE:

While you are still on the convention it is useful to get into contact with some people and to get some information. Of course you still have two years time and some things can be discussed later, but the more information you get now the clearer your picture gets.

Some things to do:

- Talk to this year's and last year’s organisers and ask for material and information (budgets, new ideas, contacts, funding, experience)

- Talk to the reps (get to know the people who will run the pre-reg system, get information about how pre-reg works)

- Talk to all people somehow involved in the shows (technicians, stage managers etc) and ask if they will attend and help your festival as well (they can also help you with technical requirements for the shows)

- Look at the open stages and renegades, maybe you find a nice act for your public show

- Talk to the traders and get their contact details (also let them tell you what they want and need)

- Talk to the eja directors (talk about money, loans, the eja-meeting and an advisor)

Get to know as many people as possible (they can be your volunteers or take over tasks for you)

- Take a look at the site (size, supply, access)

- Listen to people (what was good, what needs to be better, new ideas etc)

- Volunteer

BACK HOME:

Now you can go on throwing yourself into work. 

4 important steps:

- Organise the team

- Become a legal organisation

- Get the site

- Money

TEAM:

To organise your team it is essential to know which areas need to be covered. Make a brainstorming about everything you associate with the ejc. Then split the different things into groups and create tasks. After that you should define the responsibilities.

You might come up with 7 different groups, which are then split into sub-groups. Depending on the size of your team and other helpers the tasks get split up. The following example is going to be used to describe the different sections in this booklet. 


THE GROUPS (example)

1. Administration

2. Infrastructure

3. Activities

4. Catering

5. Staff/ People

6. PR

7. Money

ADMINISTRATION:

Belonging to this group is everything connected to the formal structure. Setting up an office, a filing-system, meetings etc. Don’t think that this is merely a secretary’s job. This is very important and should not be underestimated. The person with the most time during the day should be appointed to the job to take phone calls, check the post etc. Tasks can include to write meeting summaries, answer the phone, keep the files tidy. It can also be the person to keep track if the others are doing their tasks.

Other possible tasks: take care of the traders, keep in contact with eja and organise the info-point.

INFRASTRUCTURE:

Everything in this category is concerned with the actual site itself: water, electricity and sewage, the big top and other tents. This person should be of a rather technical nature (to make things easier). It is an essential part to check if supplies can be delivered. The tents have to be ordered, alongside with additional sanitary equipment. The technique for the shows needs to be ordered as well. Also the halls or gyms are part of this group. This part is important because it makes sure that the convention actually takes place. Since it is a very big part the responsibilities might be split. 

ACTIVITIES:

This group includes everything that is part of the programme of the festival: the shows, unicycling tours, games etc. Tasks include finding acts, setting the shows, organising small events throughout the festival. Also the decoration falls into this category.

CATERING:

Jugglers need food. To be able to feed them, there should be some kind of catering on site. It might be a restaurant, small stalls or one big caterer. The possibilities are wide. This is maybe one of most challenging jobs since it is impossible to find the right thing for everyone. It also includes the bar!

STAFF:

There are two big sub-groups falling into this category: volunteers and paid workers. No one usually gets paid on a convention, not even the organisers. The only people that need payment are electricians and other professionals that just do their job and are not related to the festival. Especially careful should be the hiring of security.

Volunteers are the resource used on site during the event. A system should be set up how to use them and some reward. Also there will be a distinction between occasional helpers and nearly full-time voluntary workers. 

Don’t forget to keep in mind the emergency services: firemen, police and first aid.

PR and the PUBLIC:

Everything in touch with the public and the city falls into this category. Tasks include talking to city officials, representing the organisation, talking to the press, advertising, website etc.

MONEY:

The main objective here is to set up a budget and make sure that everyone acts and spends money according to it. 

ORGANISE RESPONSIBILITIES:

The best might be to give each person one or two of these groups to take care of. For example: ADMINISTRATION, PR and MONEY, INFRASTRUCTURE and CATERING, ACTIVITIES and STAFF. This is just an example and you should split up the tasks according to ability, knowledge and will to do it. Of course this does not mean, that one person has to do all the tasks in one group all by him/ herself. Look for tasks you can delegate to other people, who do not have to be in your team, some don’t even have to be jugglers. Some possibilities are:

- PR-Manager: talks to the press, keeps the public informed, also deals with the press later during the festival

- Games: this can be organised by some group of jugglers anywhere in the world. Just make sure they are coming

- Childcare: find a child loving person or group to organise some events for children and also take care of them during the event (you just have to organise some place for them)

- Bar-manager: find a person who organises the bar staff, orders the drinks+equipment etc. (you might still be responsible for the tent)

- Decoration: know some creative students? Maybe they want their next project to be the world’s biggest juggling festival.

- T-shirts: let someone else deal with the layout, printing etc. (of course in interaction with you)

- Website: there are so many nerds in this world. Find one to design your website and maintain it. Just supply him with the necessary information

- Accountant: find someone to deal with your money (either pay him if really necessary or find a trustable person who is able to do it)

Well, the list goes on and on. No matter which job you give out of your hand, be sure that it will get done and that you don’t end up doing it one week before the event. Also make sure that you give sufficient information to these people to avoid misunderstandings. Basically every job can be given away to other volunteers, you just have to keep track of what is going on and delegate.

BECOME A LEGAL ORGANISATION:

It is important that you form a legal organisation so that you are not liable yourself in case of a loss of money for example. The ways to do this are different in every country. Some forms include: associations, limited companies, stichtings… Maybe there is already a club existing you can use or you already have such an organisation from former juggling events you organised. If not, this is the first thing to do. It is not just for your own security - it also looks better for the city or possible sponsors. If you choose a name for the organisation take it serious. Names like ‘the silly jugglers’ don’t make the best impression. Keep it easy, for example just use ejc2000 ltd. Make sure you know what the different rules and regulations for the different types are (taxation, benefits etc).

SITE:

If you haven’t already done so, now is the time to find out who owns the site you want to have and how much it would cost you. If you have more than one possible site get this information for all of them. 

There are some things to consider about choosing the perfect site. First of all: there is no such thing as the perfect site. So if something is not 100% tiptop don’t worry. 

Nevertheless there are some things the site should have:

- Access to water, electricity, sewage (enough for 2500 persons at least)

- A real building with showers, toilets etc

- Gyms or halls

- Sufficient camping area

- Access roads

Some other things that would be useful:

- Infrastructure in walking distance (supermarket etc, if you don’t want to put all this up yourself)

- If possible no people living right next to it (noise)

- Atmosphere (something special: nice park, beach, castle etc)

Keep also in mind that about 2500 people are living on site for a week. They don’t only sleep, eat and juggle, but take showers (it’s summer!!!), use the toilet, cook etc. Don’t underestimate the amount of supplies needed.

MONEY:

Money is a major concern about the whole event. You have to find enough resources to provide all the facilities for the jugglers. The biggest income is the entrance fee from the jugglers, which can be as high as 90%. Since you can never be sure how many people you attract you have to find other resources:

- Funding (apply for funds: arts funds, even sport funds, European funds, international community etc)

- Indirect funds (ask for reduced rates from the city)

- Donations 

- Sponsors (make sure we don’t end up with the coca cola convention, you should still be in charge of the event)

To find a reasonable amount of money takes time. Organisations and government bodies usually define their budgets one and a half years in advance, so you have to be quick to be considered.

To prepare this you have to write a concept. What is it you do, why, what could be the benefits either for the sponsoring organisation or for the area the event takes place (depending on where you want to apply to). Create a file with this concept, also the history about ejcs, mention the eja, and underlie the whole thing with some pictures and statistics and most important present a budget. This budget has to show your approximate income and expenses. Show how much funding you are looking for and explain different ways of supporting your event and the organisation. Some companies do not like to donate money or sponsor, but maybe they produce something useful for you and give it for free or at very low prices. Important to mention is also the fact that everything is organised on a volunteering basis. 

The budget is not only necessary for funding, but essential for you. In fact, before you start doing anything else, you should have a rough idea what things are going to cost you. Collect what price information you need and start getting estimates from different companies to compare. If you cannot yet say a figure, compare to recent conventions or use your common sense to make an estimate you can put in the budget. When you have all figures you will have a result in the end which shows you how much money you have left or if you are already in debt. Now you have to rearrange things, eventually already dropping ideas because they are too expensive. Try to get it balanced. Of course this first budget will be completely different in the end, almost all figures will have changed, some things will be more expensive, new expenses arise. By the time it will become more detailed and precise. All financial decisions should be based with consideration of the budget. It is a lot of work to keep it updated, but it is also a very useful and essential tool for you to make decisions. 

Be aware that the turnover of your convention can be as high as €300.000. 

KEEP GOING

Now you got the first steps. In the following we shall now have a more detailed look at all the different aspects to consider. And there is a lot to consider. To get all the information a bit organised we will use the groups again.

ADMINISTRATION:

Communication:

There should be several ways how the team members and other people communicate. There are meetings, emails, telephone, writing etc. one of the most efficient ones is certainly email, you can send them to as many people as you like, it is relatively cheap (broadband) and you can store the information. 

There is an existing list-server on the university of Karlsruhe first used by the Karlsruhe team, which is still available for convention organisers. You can put on this list whoever you want and whoever might be useful for your organisation (don’t put on too many) and no one else can read it or have access to it. If you send an email to this list it goes to everyone on it including yourself. This is a very good method to spread information and keep it. You can also answer directly to a subject line and have vivid discussions going on. So everybody can have a say and information is available for everyone. Also the eja can see you progress (the directors and your festival advisor are on it as well) and can offer help when appropriate or experiences made from past conventions. Still, decisions should be made in a real meeting, but this helps to shorten it, because the discussion has already happened. 

Other possibilities are for example yahoo-groups. 

Office:

It is important to have an organised office. It should be equipped with a computer, internet-access, telephone, fax, stationary, desk, shelves, files etc. you can either use a room in someone’s home or rent out something. Both options have benefits and disadvantages.

Home office: 24h access, but not by all people, everything is close, can be collected at one point, reduced privacy.

External office: everybody has access, but limited in availability, can be further away, people don’t necessarily leave all their information behind, but take work ‘home’ to have access to it all the time, you can get away from it.

Think for yourself what suits you better; also keep in mind the additional costs if you rent out some space. If the main organisers live together anyway and have a spare room the first option might make more sense. Also it will always be someone there and no one has to sit in an office just to wait for the phone to ring, but can do other things as well. Also have your meetings in mind. You should have some space for that where your office is, so that all information is available.

Later on you will have an office on site. Experience shows that it is quite useful to have one person sitting there with all possible knowledge about the convention. Build up a reception area so that not everybody is coming into the office (mainly with minor problems) and let a nice and friendly person deal with them. A waiting area is also useful. 

Meetings:

Meetings should take place at a set time once a week. Say for example Tuesday afternoon between 17.30 and 19.00. Don’t make it too long. Someone has to prepare the meeting, write the important issues to talk about and then later keep a draft and distribute it to the other team members. Don’t attempt having a serious meeting in a bar: it doesn’t work.

Who should take part: basically everyone from the core team, then invite people as appropriate. If someone took over the task of your decoration and you want to talk about that, let him or her take part. They do not necessarily have to be there if none of their tasks is an issue of the meeting. But if they want to come they can be a useful help and raise important views. But don’t let the meetings get too big, it will just become unproductive.

If possible have another hour a week just with the core team, that can be for example after the normal meeting when everyone else has gone, or before that. To have a smaller group (the core team) is necessary to be able to plan and make decisions. Other meetings should be held as appropriate. For example all external meetings with city officials or suppliers or when something urgent comes up. Since most city offices have very weird opening hours the person who has to deal with them should either have time during the day or can at least afford to get away from work for that particular time. 

Filing systems:

Nothing is worse than not being able to find necessary information or a file when needed. Especially if you have someone waiting on the telephone. It costs time and can be embarrassing (others might think you are not organised enough and don’t take you very serious). Group information as suggested already and subgroup it in the files. Create a register and an index. Keep this updated all the time. If you take something out, put it back immediately when it is not in use anymore. This all sounds pretty obvious, still it happens all the time that people forget (especially when in a hurry). To avoid it can be of great benefit. 

Traders:

I put the traders into the administration group, since it is basically a desk job. First you need to either get the traders information (best is to collect business cards on an ejc) or spread the word that the traders should send you their information. While you are doing that, look for some place for them to stay during the convention. This can either be a big tent, small stalls, a room etc. It should be lockable, eventually secured. Keep in mind that what they sell is worth a lot of money. Most traders usually don’t care in what kind of tent, room etc they are in, but they like to be as close as possible to the jugglers and also public access to the trading area is welcomed. 


There are different sized traders, some want to have a lot of space, some are happy with a couple of metres. One possibility to make it fair is to have one standard fee and every additional metre costs more. The standard fee should include (depending on what you offer) the rent of the stall or a stand with a table in a room/ tent and entrance fee for 2 people (usually traders do not come alone to run their business). The standard space should be at least about 3x3m. The more they get, the happier they are of course. Any additional metres, persons, if they want to rent tables as well, cost extra. 

Usually the standard price is between 400 and 500 €. You will not make lots of money with it, but make sure you don’t lose on it either. You can probably expect about 20-25 traders, so make sure that the space you have is big enough. Stalls for example always need some space in between and behind to enter it and get passed. Also traders like to park their cars as close as possible to their kit, so try to get permission for it if necessary and plan the space in.

Now there are two possibilities how to deal with traders. You can either do it all yourself (collect the information) or find one trader to do it for you. They know each other anyway and you get rid of some work. This contact person’s position is to spread information to both sides, also to handle complaints and the registration. The traders usually have a meeting every day and discuss things, after that one of them will approach you with their complaints. If you do it yourself, here is what you got to do:

Create a letter with all necessary information you can give them (size of the standard space, additional space/ people+costs, opening hours –create them with them together-, parking, location etc.) they have to fill it in and send/ fax it back (this is your contract). Take all their information and wait until they pay you. Also give them a date until they can register. If after this date there is still some space available you can put the price up. As soon as you have all information, make a plan on how to put them in the room/ tent, stalls. To avoid confusion on site just put their names on their space and also have a complete plan. Now you just have to make sure that there is a separate trader list on the registration desk. This is where they also get all their information.  Remember that they are also registered convention participants and thus should also get a badge and show tickets. 

The trading usually starts on the same day as the convention, so the traders will have to put their stand up a day before. This might have an effect on their accomodation (if they rent rooms) and for the set up.

Permissions:

For most things you do in public you need an official permission or licence. This can sometimes take a lot of time (usually you will find that after locating the right person, he or she will be on holiday or pregnant or alike and no one else seems to be able to do the job). It varies from country to country, but bureaucracy is unfortunately quite well spread. Always try to find out the responsible person (make sure it really is), then write to that person, explain what you want and ask how to do it. Sometimes you can get this information on the phone, include it in the letter and be more precise about what you need, for example formula xw-39s. Ask beforehand what information they need from you to just even send you the request forms and enclose it in the letter as well. 


When you finally get a form to fill in, be sure to make it right, do it with two persons, ask if unclear etc (sometimes they are confusing, unclear and don’t make any sense at all). Send it back and wait for an answer or the permission. Be prepared to phone them another 10 times to remind them to do it. Often the whole event is quite unusual and new for people and they don’t know how to deal with it, so unfortunately sometimes they just don’t do it at all. Just keep phoning, explaining and persuading, in the end you will succeed. And don’t despair-it’s nothing personal, bureaucracy just is very slow - try to live with it. 

Some permissions you might need: bar licence, special market licence for the traders, a permission to use the site, permissions to use the electricity, water and sewage supply from the city (they will probably ask you to put a counter in it to keep track on how much you use, so that they know how much you have to pay), permission for the parade and opening show, to play music, for street acts etc.

INFRASTRUCTURE:

Fencing:

It is very rare that a site has a complete security system in place. So you will probably need to hire some km of fencing to protect your valuables. It is not difficult to put them up, but it takes a lot of time. When you put it up think about where your entrances and badge controls will be. Unfortunately it is also quite easy to take them apart again and lots of people will use this fact to open the fence next to their tents to have a more convenient and private entrance. This should not happen, but it will. The only thing you can do is to send a fence patrol around twice a day to repair the damage. 

Site:

We have already shortly talked about what has to be considered; now I shall be more precise. No site is perfect. There will always have to be some compromises. Some are in the middle of nowhere and supply can be difficult, whereas others are right in the middle of the city and need special security. Most problems have a solution and an alternative, it might be more expensive and difficult, but don’t worry - it can be done.

Electricity and Water: 

The most important things are water & sewage and electricity. It is advisable to have more than one resource in case something falls out. Usually you have all this in a close by building, but this might not be enough. 
Electricity is needed mainly for the big tops. Then you also have to supply caterers, toilets/ showers (portable toilets should not be lit from inside, unless you want everyone to see you…), light for pathways, other tents (workshops, child care etc) and some of the traders. If you book a tent/ caterer/ technique/ whatever they can tell you how much supply they need, check with what you got and if not enough find some other resources (e.g. generators).

Sanitary:

Keep in mind that it is summer, it is warm, people do sportive exercises and thus sweat a lot, means most of them will take a shower at least once a day. They use the toilets; also they need water for cooking. If there are enough showers in a fixed building with enough hot water supply it might not be necessary to put up extra showers on site. Apart from when this building is very far from the campsite, you might need extra water supply for the showers. No matter how many toilets there are in a building, you always need some close to the campsite. The best would be real water toilets, which are more expensive than chemical ones, but they don’t smell and are cleaner. If it is not possible to put them up a chemical toilet will do. It is advisable to clean them at least daily to avoid complaints and keep the smell down. Another water supply should be given next to the campsite with fresh water for cooking and washing up (means you need some tabs and sinks). Sometimes the caterers need water as well, depending on what they are doing also sewage. The last major water supply will be in the bar, especially when you decided to use reusable glasses/ plastic cups that need frequent washing up.

Size:

Your site should be big enough to fit the following things: about 1500-2000 private tents (consider more) plus ways between them (fire security), several big tops (bar, shows), other tents, caterers, toilets, traders, juggling space. You might think, the bigger the site the better, but it’s not. Sometimes it can be too big and all you do for one week is to walk between campsite and everything else. Of course the size you need depends on the things you want to put up there.

It is advisable to keep the festival site separate from the campsite. This has the benefit of letting the public on site (for a cheaper price – they usually just want to have a look), but keep the camp site secure and also to easier catch people who haven’t paid (it unfortunately means more badge control). If they manage to get into one part, they will have some difficulties to use the other one. 

Tents:

Some conventions had so much space in the buildings that they didn’t put up any tents, sometimes you have to put up a lot of tents, because your gym is so small and you need to create extra space. It all depends on what you want to do. Most ejcs have big tops, because they create a very special atmosphere. If you want to book them, make sure they suit the purpose. An open stage tent is no good if it just seats 200 people and renegade might be a bit frustrating when 2000 places are empty. Also before booking a tent get different offers from different suppliers to compare, and then pick the one that suits you best. Apart from the big tops you might want to put up other tents for workshops, volunteers, something special, for people to sleep or cook in or child care. 

Think about the practicability of your site set up. It usually generates you a lot more money if you put the show tents very close to the bar. If the bar is too far away few people will leave a show to get a beer. Also think about the noise generated in the show tents and their distance to the camp site.

Gyms and Buildings:

It is useful to have at least one real building close to or on site. If the sun shines most people will juggle outside, but usually it will rain at some point and then you will be happy to have a gym, also there are some jugglers who prefer a gym to outside and will never go on grass. Real buildings also supply you with additional toilets, office space, maybe showers and electricity.

Location:

There are some other things that might want to be considered about using a site, especially when having the choice of different ones. Not only the beauty of a site can make a difference or a special attraction like a lake or a nice park, a beach or a castle, but also the area around. Are there any supermarkets in walking distance? What about other infrastructure like laundries, public telephones etc. If these things are not close by, how easy would it be to get there by public transport? This also implies the question of how people would get to the site in the first place. Not only when they are already in the town, but the way to the town. Is there a railway station or an airport? If not, how far is it away. All these things can make a difference. 

Neighbours:

You should also consider people living close to the site. If there are none you are lucky. If there are permanent residents you should inform them well in advance what is happening, maybe with a handout or even personally. Some areas have local meetings; maybe you can come to one and introduce the organisers and the festival. The more people are informed about what’s happening the less they will complain. The main complaints usually include noise and cars obstructing their entrances. Give them your contact details and patiently answer their questions. Maybe you can also create a special residents pass, so that they can have a look around (without paying for it). Usually when they see what’s going on, people are amazed and stop complaining. 

Technique:

You will need technical equipment for all of your shows and for most other activities. The public show, open stage and renegade need sound and light systems. Sometimes the tent supplier can also provide you with this, but usually it needs hiring out. If you book a theatre for the public show they might have sufficient equipment, but this needs checking. All other tents you have definitely need lighting. The bar usually has light and sound as well. In case you want bands to play you need special equipment for them if they are not bringing their own anyway. Also think about light for footpaths or an outdoor juggling space. It is useful to have some portable equipment for a small show or some workshops, which can be put wherever needed. Extra video screen and beamer are also quite useful – you never know what people might want to do, so just be prepared. 

To get a rough idea of what is required you should contact the past years stage managers. Don’t get too exited and just book everything you can get hold of, especially the renegade doesn’t need a technical overflow. An indication can be found in the appendix, but remember that it all depends on the individual set up of your convention and your special requirements.

Access and Transport:

It is important that your site has sufficient access ways. Not only thousands of jugglers have to get through your gates, but also all the tents, the technique, sanitary facilities etc. these things are usually very heavy and really big. Make sure that the vehicles bringing your equipment can take the bends and that the roads will be strong enough to carry them. If you have a lot of grass you might have to lay down a road so that you neither destroy it nor get the vehicle stuck – it’s not much fun!!! And can also be quite expensive. 

In case it will rain, and believe me it will, make sure you can cover the walking paths over grass with some wood or mats to protect it and avoid mud holes. Mud sliding can be fun though…

ACTIVITIES/ FESTIVAL SURROUNDING:

Shows:

A big part of your convention and probably the most memorable one is your shows. There is no obligation whatsoever that you have to do all different types, but there is a certain tradition. Usually there are open stages and renegade shows throughout the event. These shows do not require planning from your side in advance, just provide the equipment. The stage manager will take care of the rest. The speciality of this show is that EVERYBODY is welcome to perform. The open stage is usually a bit more planned and there is a rehearsal, the acts are generally recruited throughout the day. Renegade is not as planned and basically everybody can jump on stage whenever he or she thinks suitable or maybe not suitable. The audience will show their appreciation here or throw a crap act off stage. There are certain people about who have been stage-managing for quite some time and certainly will be happy to take over this job again. Make you that you don’t have both shows on every evening and leave renegade completely out of your programme, just mention that at some point it will happen. This keeps the excitement. 

Another quite regular show is the opening show, which traditionally takes place somewhere in the city centre after the parade. This one is usually planned beforehand and the acts could rehearse. This show is especially good to promote your event and also gives something back to the city (they will love you for it).

The show most people will remember is the public show and unfortunately this can be some people’s judgement about the convention in general. This puts a lot of pressure on the organiser of this show. Everyone tries to make it the best show ever, you will be no different. The most important thing here is to find some ‘wow’ acts. A wow in the beginning, two or three in the end and the show will be successful. Public shows are normally open to the public (that’s why the name…) and so often take place off site. This is no necessity, but can be quite nice. The problem is to find a venue big enough for all your jugglers and some members of the public. In the past it has been the case to put on two public shows (same content) to split the numbers and fit all people in. this completely depends on the venue. Make sure that you tell the jugglers what their ticket is (this can be either the badge or just a paper ticket or something completely different as well). It also generates some further income.

Some other shows you can consider: children’s show, special shows, themed shows.

The children’s show is often quite popular for non-juggling parents, because it gives them a splendid opportunity to get their kids occupied for a couple of hours. Also it might improve your chances of getting some city support, because you give them another show (they usually like that).

Special shows can be complete shows from a circus company for example. Often they give some workshops in exchange for being able to play (never forget what an honour it is to play in front of a professional audience). These shows can also be open to the public (make some more money).

Themed shows can include a show with people just from your area or one special country etc etc.

There is a basic belief that acts should not be paid, but that they also do not loose out. This means in general that paying travel costs is ok, but no payment. A lot of people believe that it is the spirit of the festival that everybody is part of it and contributes. Some people do this by volunteering to work, others will perform etc. it is giving and taking. A common procedure is to pay the travel costs of the public show acts, give them maybe accommodation when they come over just for the event and do not take part otherwise and to cater for them on the day of the public show, they also don’t pay for the convention. This scheme was introduced so that the often professional jugglers who perform in your public show are willing to come, because they do not lose money (instead of making lots of it – in august they are often very busy), but the convention does not have to pay their high fees to provide excellent acts for the convention goers. This scheme is not obligatory, but it works out quite well. Please if you think about changing it think about the impact on future convention organisers and their budgets. 

All the other acts get usually paid in some liquid backstage…if your budget allows you can also give them some nice little presents (cups, towels etc etc)

If you decide about giving food tickets to acts (or other helpers) it can save you a lot of time to sort them out well in advance    (count them up and put them in envelopes)

Parade:

To present the jugglers to the city there is usually a parade somewhere through the city centre. There are several benefits of having a parade: the city will love you for it, because you give them free entertainment, you introduce your festival to the citizens and can maybe attract them to have a look or come to your shows, the jugglers will see the city and have a fun day out and you have another thing to organise (. The route should preferably lead through the city centre and end up on a nice spot for the show. It should not be longer than 1 hour walking (about a mile or two – remember parades have a very slow speed). Also consider how the people get to the starting point or if it maybe starts on site and how they get back. Usually most people get dressed up and put fancy make-up on; music (samba groups etc) is also always welcome.

Unicycling tour:

Find an enthusiastic unicyclist and ask them to organise a nice little tour for you. Maybe they can offer two: one for the normal rider and then one for the other ones who like it a bit harder. This is not difficult to do, just needs working out a route. If you want to make it more special make some kind of game/ race/ rally out of it, but your unicycle freak will probably come up with some nice ideas.

Games:

Also a very traditional part of the convention and also something you can easily give away to be organised by someone else. Let them think about some nice funny games, some of the traditional ones, something new. Don’t worry too much about it; jugglers usually create their own fun anyway.

Childcare:

There are not a lot of children to be expected, but some parents like the idea. There are two different ways of organising this. Either you just provide some space and let the parents work out a system how they will split up the time between them or you get people in to do it for you (professionals or volunteers with child care experience). It has to be clear though that parents do this on their own risk and you are not to be hold responsible. 

Decoration:

Get yourself some arts students and ask them if they want the convention to be their next project. Let them work out a nice atmosphere. Of course it don’t necessarily have to be students, but people responsible for the decoration don’t have to be jugglers (although it would be nice). Decoration can be whatever you like, give the convention a theme or just look for some nice items to display. Places to be decorated can be: the tent area (sculptures etc), bar, show tents, signs, info-point, gyms…basically everywhere. Just get creative.

Signs are very important (not just their decoration), people have to find their way to the convention and their way around on site. Clear signs will avoid confusion. 

Info point:

The info-point is one of your most important areas on site. Here the jugglers will register, get all their information and will come to with all their problems. First of all it is necessary to put it in a convenient place, where people have easy access. This place should also be open to the public to give information to people not attending the festival. When the info-point is open it should be staffed with 1 person, preferably a local with the ability to speak several languages and 1 or more others to help out. Give them all the information you have about the festival (the best is to collect these in a book) and also information about the area around (supermarket, post office etc). Whenever you have important news to distribute to the jugglers do it via the info-point. The info-point also hosts the registration, lost and found, t-shirt and other merchandise sell, workshop plans etc. make sure that important information such as the site map is clearly displayed. Apart from some shelves and desks you will need lots of stationery (paper, pens, more paper, glue, gaffer etc). You could also keep toilet paper and cleaning utensils in here. Open it early in the morning up till about midnight, then close and if possible lock it. Otherwise have security close by. 

A very important point to keep in mind is that most of the money handling will take place at the info point. Regularly take it away and put it in a safe place, maybe in your office. 

Some ideas to make life easier for yourself and the jugglers (your customers): let people on the info-desk and other important volunteers wear a name sign which also specifies the languages they speak, maybe give them a t-shirt with “information” written on it. 

The registration should be split into pre-registered and not-registered. This has the benefit that the people already registered can just pick up their info-pack. 

Booklet:

To provide all convention goers with the most important information and to try to decrease their calling to the info-point you can produce a little booklet. Basically all information about the festival should be included here: site map, programme, information about security, fire safety etc, opening hours and everything else you consider worthwhile telling. It is also an opportunity to sell some of the pages to the traders (and so finance this booklet).

Badge:

The so-called badge is the equivalent to an entrance ticket. It is a sign of easy recognition (better than a paper ticket) as well as a souvenir. It is usually something dangling on a ribbon. Some things to consider: it should be easily recognisable, not too small or too big, attachable to the body/ clothes, waterproof? And of course unique…

Programme:

All your activities, shows, specials etc should be put together in a programme, so that people know what is on when. Try not to pack the days too full, since people are also there to juggle, but whatever you think would be a great idea to have on a festival should be part of the programme, also have a look what is happening in the city at those days to make sure for example that the parade has spectators.

CATERING:

Bar:

The bar is THE meeting point on your convention. Most people will have a look in; some even spend all their time there. Remember that a good bar can turnover lots of money. In most countries you will need a licence to run a bar, try to apply for this in good time as it can take a while to be processed. The person who will supply you with your beer, coke etc can mostly also provide you with a bar, sinks, cooling space, benches and tables etc. you can put the bar in a tent, circus tent, room in a fixed building, wherever you like, but it is advisable to put it close to the area where your shows will take place. Also keep in mind that the bar can be quite loud, especially when you have some bands on, and some people want to sleep, so don’t put it next to the camping area. It is your choice how you want to give out the drinks: bottles, plastic cups etc and how people pay for it: cash or tokens. Look what is easier and more effective for you. If you need tokens, the eja can provide you with them. Also consider your prices. If you are too expensive the jugglers will go to the next supermarket and don’t buy your beer, if you make it too cheap you might loose out on some income, just stay reasonable, most people understand that they cant have their beer for free, because you need to make some money as well.

Food:

Well, that is always a tricky subject. First of all: you cannot cater for everybody!! There will always be people moaning and complaining. You have different options how to organise food. Either you do it all yourself, which makes sure you get all the income, but on the other hand if nobody buys your food you loose out. If you get caterers in you can make a deal with them to get a percentage of their income. They tend to have quite high prices, so try to ask them to keep it low. You can have caterers who provide you with different meals throughout the day, in some sort of restaurant or small stalls with take-aways. Of course you can combine the two. Try to have vegetarian options as well (about half of the jugglers don’t eat meat) and if somehow possible even vegan food…

Other possibilities to provide food are to sell some basic things (pasta, müsli, milk, bread etc) in a small shop. If you find some volunteers to organise this for you and stay with it for the duration of the festival, this is another opportunity for you to make some money and some jugglers will appreciate it not to have to go to the supermarket all the time. It is no necessary requirement though, just an idea. I know I keep mentioning money all the time, but after all you have to pay for the bills and every opportunity to make some extra cash should be taken.

STAFF/ PEOPLE:

Organisers:

Don’t hide in the office all the time, make sure people know who you are and make yourselves recognisable (special t-shirts, badges). Let other volunteers know who you are by displaying your pictures and your responsibility at the info-point or other important stations, but also be very precise when you are off-duty (in case that might ever happen). At some point you all have to leave site and do something else, not all at once of course, but make sure you go away for a couple of hours to relax. Also make sure you get enough sleep.

Volunteers:

Volunteers are the most important assets you have during the convention. It is essential to treat them well, so that they maybe work again. Most people like to contribute to the convention with hours of badge control, setting up chairs, serving behind the bar etc etc. have a look at all the jobs that need doing during the convention. See if you either have to find some professionals to do it (cleaning toilets for example) or if volunteers can do it. Some jobs need some special skills (light and sound technique), but others can be done by almost anyone. Organise your volunteers well, you don’t want to waste them with some unnecessary job or have too many people at the same task, so that they get bored or have nothing to do. Be nice to them and also look who is doing very much, so that you can give them a nice little present as thank you.

Often organisers use the so-called special helpers. These volunteers actually work for you. They usually don’t have to pay for the convention or pay less, get a t-shirt (very important ones might even have a t-shirt with their special task written on it for recognition) etc and have a certain amount of hours to work for you. If you want to use this system find these volunteers before the convention, because they can also help you with the site-up and take down in the end. If possible provide food for them as well, because they will work very hard for you.

There is usually a volunteer’s area or tent. It might be useful to put this close to your office to prevent people who actually did not volunteer at all to use the facilities and also to be there for the working ones in case they need something. It is also nice to have one (or two) persons appointed to care for the volunteers and the organisers and supply food, drinks etc. 

Security:

A fence alone will not protect your convention from idiots who try to get in, either just to cause some trouble or to steal or whatever. Especially during the night you should have professional security taking care of your site. Do not use volunteers for this kind of work. Professionals know what to do, they have the knowledge how to deal with certain situations and usually have contact with the police as well. In security matters you really should not take any risk at all. This doesn’t mean machine guns and big dogs, but big guys who will keep you and the jugglers safe. 

First aid:

You must have first aid on site. They usually do not cost the world and should be there 24h a day. Have them located in a convenient easy to access place, so that ambulance vehicles can get there. Make sure to find out how many first aiders the law requires you to have on site for the amount of people you expect. They might expect to be catered for.

Firemen:

You don’t need to have firemen on site at all times, but make sure that they have access to all places on site if necessary and there are no obstructions. Also keep in mind that you will need fire extinguishers all over the place. Put the contact details for the fire department so that they are found in an emergency. They will also have a look at your site just after the building is finished to give approval of what they see, so make sure that your fire ways are wide enough and the exits in the right place. There might be different requirements in each country, but the width is usually between 3 and 6 metres. 

Police:

You should meet the local police officers well before the event and inform them about what will happen. They will help you with necessary requirements for example. Also it might be easier to get away with some noise when you have a good relationship with them. Make sure to get direct contact details.

-Others

PR:

Press:

It is very important to promote your event. Obviously you need to attract jugglers from all over the world to participate, but maybe you would like to attract the local public as well. This means you have to start feeding the press with information well in advance. First of all you need to find addresses for newspapers, tv and radio stations, local and regional. It is always useful to have one direct person to talk to. Create a press info and send it out. After a while you might want to phone them up and talk to them about it, see if they are interested, give them some more info and make closer contact. Keep feeding them with information, especially about good photo opportunities, interview topics and partners and stories that could be interesting for the public. The press actually quite likes these kind of events, but often they do not quite understand them, so it is important to feed them with as much background information as possible and provide a contact person for further questions. Sometimes it can be difficult to get hold of them, but keep trying and always be enthusiastic about the event. 

If you are serious about getting the press involved in order to attract more local public (to fill your public show for example), it can turn into a lot of work. So you might want to consider finding a person to take over this job for you, maybe you know a pr student who is desperately looking for a project…it would be good if this person has been to an ejc before to answer most questions. 

If the press wants to have a look at the site, try to arrange appointments, so that someone can walk around with them, also you can arrange interviews and tell them when the best photo/ film opportunities are. In a press tent you can provide them with further information and a press badge to enter site. You should also collect all articles and tv features. If you hang them up in the info-point the jugglers will love to read them. 

Logo:

it seems obvious that you need a logo, so that your event can be recognised. But this can be tricky. Everybody wants something different, so it can be difficult to make everyone happy with the design. It is important to take a design very early and then stick to it. Once you agreed on one, make sure you use it on your letter heads, website etc to make people see it. 

Poster:

If you want to further promote your event a good way to do this is to put posters all over the town. Especially announce the public show, the parade and opening show and any other events the public has access to. If you make it a real nice poster you can even sell it on the convention (also as postcards or stickers). It is also useful to provide the reps with a couple of them to post out to juggling clubs, universities etc.

Website:

The internet becomes ever more important to gather information, many jugglers use it intensly and will look for information on the web. They can even pre-register on the eja-website for the ejc. So make sure that you put as much info on the web as possible. Update it regularly with the newest information, maybe have a newsletter, a guestbook or forum. People need to know

· what the ejc is

· where it is and when

· how to get there

· the programme (shows, activities)

· what the site looks like

· prices

· contact (country-reps and organisation)

you can also include info about the town, show pictures, videos, what is special about this convention, acts, workshops planned etc. make it sound interesting, so that people cant resist to come. If you really want to put some work in it, produce some wallpapers, pictures to download.

Merchandise:

The main merchandise you will sell are going to be t-shirts. It is not compulsory to sell them, but people seem to expect them, some are really looking forward to them, because they collect convention t-shirts. If you want to sell many t-shirts make them in good quality, offer different colours, sizes and maybe styles and obviously have a nice print on it, this can be the logo or part of the poster. In the appendix you can find some indication of how many t-shirts you need by looking at past conventions statistics. 

Apart form t-shirts you can basically everything. Some ideas: postcards, stickers, cups, glasses, other clothes, videos, blankets, juggling balls with logo, baseball caps, key rings…It would be good though to focus on a few items only, because there is only so much people will buy. 

MONEY:

Budget:

It is immensly important that you keep track of your money, expenditures and income. This can best be done with a regularly updated budget. You can find some examples in the appendix. But first some points to be considered. 

Appoint one person to produce and update the budget. In the beginning think about what things you need to buy or hire and roughly how much they might cost. You can estimate this by looking at past ejcs budgets and with the use of your common sense. Then also look at your income. Put this together in a format you can understand and feel comfortable with (excel sheets are very advisable). This should all happen very early in the planning process. You are roughly going to handle about €300.000. if your budget is somewhere close to this figure you did well. In case you just spend €20.000 or more than a million you have to work on it. From this point on you have established the basics. Now you have to find out the real prices. Start getting quotes for everything you have to hire. This will help to establish the real figures. Keep in mind that the budget is going o change constantly, even after the event has finished. Once you are getting a bit clearer about your costs you can establish the ticket prices to cover these costs. 

It is important that you stay realistic with participation numbers. Even if you think that 2500 jugglers will attend your ejc do not set the budget on this number, this gives you some financial room in case things go wrong or less people turn up. If you don’t get any public funding, this can be very tight. 

Once you established most of these figures, try to stick to them and don’t overspend too much. If there should be a major unforeseen expenditure you will have to try to fit it in. 

On site: 

On site you will have to handle a lot of cash money, all people who pay on the door will pay cash (apart from if you can somehow organise credit card payment). This means first of all you have to keep it in a secure place: like a safe. It is very advisable that only a limited number of people have access to the safe. You should keep track of whatever you put in or take out to avoid confusion. 

Most of the cash will be handled in the registration/ info-point and the bar. Try to pick it up from there whenever necessary to put it in the safe. It should be two or three people only to carry around money. Maybe you want to put a picture of the in the tills, so that people who sit on the registration know who they can give the money to. Also note down every amount that gets taken out. 

Tokens:

Since a couple of years tokens have been used instead of cash to pay at the bar or in the food tents. There have been some discussions about their usefulness and you have to decide for yourself whether you want to use them or not. Here some points for consideration, decide for yourself whether they are positive or negative:

· easier to handle for bar staff (just two coins)

· bar staff has nothing to do with cash (separate selling point, less money handling)

· there might be shortages, because people buy too many at once

· people have to exchange money for tokens first

· they have to be counted all the time to keep track of takings

· if they get lost or stolen, no money is lost or stolen

· people take them home and use for the next ejc

COMMON PROBLEMS:

Dogs:

All recent ejcs had a no dog policy. This has different reasons: first of all there are so many people on site that you never know how the dog is going to react. You also have a lot of children. Unfortunately some dog keepers do not take care of their animal and leave it all day long in the heat without water or shadow. They shit all over the place (people are barefeet…). You have to make your own mind up about this topic, but most people appreciate a dog free environment. If you don’t want dogs on site you have to say that on all fliers, the website etc etc. but even then you will get a handful of people who either cant read or are too ignorant to follow your rules. You do not have to let them on site! Of course you can be nice and provide a small field for dog campers, but in the end its not your problem, because you made it quite clear that dogs are not wanted. You can also provide a list with dog hotels in the area. But be very strict once you set this rule, there have been too many incidents. 

Lost badges:

There are two cases of lost badges: genuine idiots who couldn’t take care of them and those who want to cheat their way into another (free) one. Well, it is often quite difficult to say. Whatever you do, be aware that you give away another entrance ticket with the badge. It is a very unlucky situation. Maybe you know the person and can trust him or her not to cheat on you, but most of the time you will not. So you should have a procedure in place to handle these incidents. First of all you should check whether the person is on the register and make a note of the lost badge. This might help you with your decision. Some other ways of how to deal with them are: give them a day ticket and make them come back every day to get another one or make them work for you. In the end it is not your fault that they lost their badge and you don’t want to give out free badges to liars. So, let them do some work for you (you can make sure that they do their work by only giving out day tickets). This means they do not have to pay again and you get some help. This is the nice way. You can also choose to let them pay again, because they didn’t take care of their badge. 

Badge control:

most people like to do a couple of hours of badge control, usually there are no problems. Unfortunately there will always be some people who let their friends in without a badge (even though they didn’t even pay). It is difficult to do something against it. The only thing you can do really is to make everybody aware of the fact that somebody has to pay for all this and if they want to have a cheap week full of entertainment €100 is not too much. If everybody pays there will be enough money to make the ejc a financial success and the next ejc doesn’t have to worry or put the prices up. It is giving and taking. You will still get some people who like to cheat their way in, but don’t worry, most people are honest. 

But this also means that you have to give the people doing badge control information in case something goes wrong and advise of how to deal with people without a badge. Give them a radio, lights at night, a contact person and info about the passes and which can have access to the site. There have been some problems in staffing the gates at night with volunteers, they are tired and often there are problems with locals who they should not deal with. Put real security guards on the night shifts, they are trained for most incidents (maybe you have 24h security on all gates anyway?). If new people arrive late at night make them leave their passports with the security and then come back the next day to buy their passes (in order to get their passports back). 

Another important point is the first control. Usually people are already on site before the convention officially started. Some people help, some don’t, anyway, you can expect a few hundred people on site. This means when you start with the badge control, after you opened the registration a day before the convention you might already have some people who do not intend to pay, because they are already on site. This can be prevented in the first place by having a badge control between camp and festival site and by throwing everyone off site to register when registration opens. 

Attachments:

SIGNS:

Street names between the tents

Signs to the site

Info-point

Different tents (open stage, renegade, workshop, games, volunteer…)

Gyms

Supermarket/ town

Parade

Bus start/ stop

Entrance

Beach/ castle other sightseeing

Toilets

Showers

Water

Juggling area

Food

Bar

Camping

INFO-POINT QUESTIONS

The main questions you are going to be asked if you should ever sit on the info-point are where things are, if you have seen somebody, whether they can get in for free and opening hours of various things. Even if you do not ever sit on the info-point it is valuable to consider all possible valid and stupid questions in advance and provide the people running the info-point with the necessary answers. In the following some suggestions.

1. Can I get in for free, because…

…NO!! you cannot get in for free. Even the organisers pay. So why should you get in for free when you give a workshop/ do badgecontrol/ be an act in renegade/ have no money/ come all the way from Haididaidi.

2. Where is…?

Check the info-booklet. Hang a big map in the info-point for people to have a look and also have several smaller ones fixed to the info-table to point out the different locations. Also have maps from the surroundings and the town at hand.

3. Have you seen…

…this blonde girl that should have arrived this morning with a blue tent. she has got white clubs…eh, no. let them leave a message on the meet and greet board. 

4. I am an act for the Public Show, where do I go?

The best is to have packages ready for them with all necessary information, which they can pick up at a certain point (registration, info-point).

5. When does…start?

Have all opening hours and starting times ready and put up notices for the day’s special activities like the parade, games etc.

Artists:

Make a database of all the people who get special deals for the convention. You can do this on a computer or in paper form. It is usually helpful to have both. Every person/ act gets a card. Fill in: name, name of act, contact address/phone/email, what are they doing (public show, stagemanager etc), what do they get (accomodation, payment, travel costs, food tickets), what do they need (props, technical requirements), transport details (arrival times etc). keep this in a file and divide it into groups: public show, open stage, other shows, special helpers etc. it also helps to make special info-packages for them, which they can pick up on arrival. These should include all the usual: infobooklet, badge etc, but also special info for them: meeting times, performing info, contact person, food tickets etc. 

Job descriptions:

Pr-person

people required

head of team (with overview on everything not admin)

site manager (with technical knowledge water, electricity etc)

fence checking crew

renegade stage manager

renegade sound / lights.

open stage manager

open stage sound

open stage lights. (often multiple people)

public show stage manager

public show sound

public show lights

public show runner.

bar manager (multiple post.  6 hrs maximum per person per day)

forklift truck driver

info point manager

press liasson

vip liasson (deals with mayor etc,   but also responsible for acts for

publci show, collecting from airport etc)
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Route


Programme





QUICK NOTES:


New+Old Games


Compare


Prizes





QUICK NOTES:


Parents


Responsibility


Age


Time


Activities





QUICK NOTES:


Theme


Tents


Bar


Signs


Clarity


Atmosphere





QUICK NOTES:


Hot Spot


Access


Public


Important News


Registration


Lost and Found


Money


Messageboard





QUICK NOTES:


Information


Programme


Map


Safety


Adverts





QUICK NOTES:


Entrance ticket


Unique


Recognisable


Loss?





QUICK NOTES:


Licence


Supply


Tent


Tokens


Prices (Income)


Music


Noise


Opening Hours


Furniture


Location








QUICK NOTES:


Tastes


Menue


Caterers


Food stalls


Prices


Market





QUICK NOTES:


Recognisable


Relaxation


Sleep








QUICK NOTES:


Valuable


Reward


Define Jobs


Special Helpers


Coordination


Volunteer Tent





QUICK NOTES:


Professional


Working Times


Duties








QUICK NOTES:


24h


Access


Requirements (Law)








QUICK NOTES:


Promotion


Local Public


Press Booklet


Press Tent











QUICK NOTES:


Access


Extinguishers


Fire Exits








QUICK NOTES:


Information


Relationship


Regulations








QUICK NOTES:


Recognisable


Spread it











QUICK NOTES:


Advert


Sell it











QUICK NOTES:


Pre-Registration


Information


Quick Updates








QUICK NOTES:


T-Shirts


Other things to sell











QUICK NOTES:


Keep track


Cost


Income


Compare past ejcs


Estimate


Prices


Expected Jugglers


€300.000








QUICK NOTES:


Cash handling:


- Registration


-Info-Point


-Bar


Tills


Safe








QUICK NOTES:


Bar


Less Cash


More control


Pros and cons








QUICK NOTES:


Problems


Heat


Children


Announce








QUICK NOTES:


Genuine losses


Liars


Handling


Replace


Pay again


Work for it








QUICK NOTES:


Sneaking in


Night shifts


Security


Late arrivals


The first control
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