Ad Hoc Committee on GODORT Virtual Meetings
Final Report to GODORT Steering and General Membership: 
ALA Midwinter Meeting 2016

Charge:

MEMBERSHIP: The committee will be composed of 6 members. Each Task Force shall designate 1 person to represent their members, three additional members will be appointed by the Chair. These members will be chosen for their experience with organizing virtual meetings and expertise in the technologies that might be used.
DURATION: The committee will dissolve at the close of ALA Midwinter 2016 unless extended by the GODORT Steering Committee.
MEETINGS: All meetings of this committee--in person or virtual--shall be held under ALA Open Meeting Rules.
PURPOSE: The committee is charged to:
1. Survey GODORT membership on usefulness and challenges in holding virtual meetings 
2. Benchmark the use of virtual meetings by other ALA organizations
3. Consult with Committee Chairs and Task Force Coordinators on opportunities and challenges with conducting virtual meetings in their committee or task force.
4. Examine challenges that exist in ensuring that the maximum number of GODORT members can participate, and recommend the platform(s) and training that would be necessary.
5. Recommend which officers, committees, and task forces must, by virtue of their work and or interactions with other ALA units, be present for face-to-face meetings at both Annual and Midwinter.
6. Determine budgetary impacts of moving to virtual meetings (e.g. additional technology costs at conferences to stream steering or general membership meetings)
OUTCOMES: The Committee shall present a preliminary report to GODORT Steering and the General Membership meeting at ALA Annual 2015 and a final report with recommendations for implementation at Midwinter 2016.

Roster: 

Shari Laster, convener
Lynda Kellam
Tom Adamich
Lori Driver (FDTF)
Brett Cloyd (IDTF)
Karen Cook (SLDTF)

Accomplishments:

In the Annual 2015 interim report, the committee identified ALA’s existing policy guidance, described and analyzed a GODORT membership survey, and identified a preliminary list of functions that are thought to be necessary or useful in conducting virtual meetings. The interim report also identified next steps for the Committee and clarified the scope of the final report.

1. Communicate directly with GODORT committee and task force chairs in order to identify current virtual meeting practices and member expectations;
2. Further evaluate the needs of virtual participants and audiences in order to identify criteria for the nature of work that can be conducted in a virtual environment;
3. Based on the GODORT budget and vendor price quotes, propose a potential list of platform options for meeting convenors; and
4. Develop a proposed initial approach for GODORT to take with respect to virtual meetings, and suggest future directions.

[bookmark: _GoBack]Following Annual, the Committee conducted two open virtual meetings, one in August and one in November, to complete these steps. 

GODORT leadership survey

The first two steps were accomplished by creating and distributing a survey of current and recent GODORT committee chairs and task force coordinators. They were asked to respond for each committee or task force separately. In brief, the questions pertained to:

· Types of virtual meetings: whether they are held in addition to face-to-face meetings, or whether they are held in lieu of face-to-face meetings.
· Technologies: what platforms are used, and what functionality is needed for virtual meetings.
· Reasons for holding virtual meetings: what work has been accomplished, whether the meetings were successful.
· Advice on next steps: how GODORT should support its virtual meetings

Out of fourteen responses, half indicated holding at least one virtual meeting for an organization within GODORT between July 2014 and September 2015, including three groups that substituted a virtual meeting for a face-to-face Midwinter meeting. Although the systems in use vary, respondents tended to agree that traditional phone and microphone (VOIP) support are crucial for virtual meetings. Document sharing and text chat capabilities were also frequently mentioned as important features. 

The reasons for holding virtual meetings varied. In some cases, groups chose not to meet face-to-face at Midwinter, and used a virtual meeting as an alternative. For meetings held at other times of the year, groups used the time to prepare for the face-to-face meeting, take up business from Steering, make decisions and assign work, follow up on momentum from a conference, generate regular communication or brainstorming, meet with representatives from other organizations, and facilitate participation by those who do not have funding to attend conferences. 

In general, respondents who have held virtual meetings were very positive about the experience, particularly the opportunities for participation and increased accountability. Both tasks with specific endpoints, such as planning or writing, and time-sensitive discussions are well-suited to the virtual environment, and doing this work virtually frees up time for face-to-face meetings to focus on programming. Many respondents noted the value in continuing to meet and make connections at conferences, and commented that technical difficulties preclude the accomplishment of some virtual work.

For more details on the responses, see Appendix A.

Overview of available platforms

A variety of tools exist to facilitate virtual meetings, and different users may be comfortable with different platforms. While GODORT members should feel encouraged to host meetings on any platform they might use for other purposes, there is agreement that having a specific platform available for GODORT meetings would provide a level playing ground for all committees and task forces. While ALA provides access to its subscription of Adobe Connect, at this time using the subscription requires the presence of an ALA staff member, making scheduling meetings cumbersome and often impossible. 

Members of the Committee tested several free and nominal-fee solutions and concluded that they would be inadequate to the needs of the community. While a subscription will result in an ongoing expense for GODORT, it is hoped that increasing opportunities for virtual participation will improve both the membership experience and the effectiveness of the organization in meeting its mission. A more effective organization becomes more attractive to potential members, including those who are new to the profession, or new to government documents. 

After comparing a number of fee-based platforms, the Committee agreed that pursuing a license for Adobe Connect would be an obvious route for GODORT to explore. Despite the slightly higher cost, this platform has the flexibility to host the variety of events and meetings reflected in the surveys. Additionally, many GODORT members are already familiar with this platform.

More details on additional platforms are available in Appendix B.

Proposed initial approach to virtual meetings

Based on its work, the Committee proposes that the Steering Committee take specific steps to support and encourage successful virtual meetings for GODORT activities.

1. Appoint a temporary liaison from Steering to the Bylaws and Organization Committee in order to collaboratively develop a PPM chapter that lays out requirements for virtual meetings. These expectations may include: types and purposes of virtual meetings; a clear process for adhering to ALA’s Open Meeting Policy; specifications for quorums and voting in the virtual environment; and roles and responsibilities within GODORT that support virtual meetings. The PPM chapter will remain the responsibility of Steering to review and update.
2. Pursue negotiations for a one-year subscription to Adobe Connect that will allow any member of Steering to initiate and host a virtual meeting. Depending on usage and participation, this subscription could be an ongoing expense for GODORT. Steering should also arrange for an initial orientation session for its members to understand the functionality and options available in the platform.
3. Create or assign a continuing or indefinite appointment within Steering for a virtual meetings coordinator. Whether the responsibility is assigned to an existing role (such as the Webmaster or the Immediate Past Chair) or a new role, identifying a specific person who can assist Steering members in using virtual meetings technologies, create and maintain a list of existing best practices resources, and educate new users in using the platform to which GODORT provides access, will smooth the transition to a more virtual participation environment.
4. Clearly communicate to all appointees for all GODORT committees and roles that virtual participation is a requirement for committee participation. All GODORT members who accept an appointment, whether virtual or traditional, are expected to monitor and respond to email messages, make an effort to attend virtual meetings scheduled between conferences, and participate in committee activities throughout the year. 
5. Strongly encourage ALA to improve conference infrastructure by providing free, fast, and reliable internet access at all meeting venues. 

Conclusion

This Committee focused on synchronous virtual meetings held between conferences, and synchronous virtual meetings held in lieu of face-to-face meetings. The technological requirements for virtual participation in face-to-face meetings are more complex and are fundamentally reliant on available access to an internet connection. 

While wireless carriers are expanding options for high-speed internet access, they are still contingent upon a subscription and access to a signal. For reliability and predictability, a hard-wired connection is still to be preferred, with a high-speed wifi connection as a second option. A poor-quality webcast will interfere with the ability of a meeting to be simultaneously participatory and productive. 

As technology develops and as ALA’s meeting environments change, GODORT can explore new options in the future.

Additionally, this Committee makes no recommendation as to groups or individuals that should be present at face-to-face meetings. In the context of a changing organization, it is difficult to predict how participation opportunities will shift. In general, face-to-face meetings provide a valuable opportunity for education, discussion, networking, and collaboration with other ALA organizations. Virtual meetings provide focused opportunities for organizations to complete routine business, work on ongoing projects, and discuss issues of immediate concern. 

The 2015-2016 year is already seeing an increased level of virtual participation and activity, thanks in large part to the work of the current GODORT Chair, Stephen Woods, and the organization is learning as it goes along. The Committee applauds this work and looks forward to GODORT’s continued growth in this area. 



Report submitted by Shari Laster




Appendix A: Survey Details
GODORT Virtual Meeting Practices Survey

Summary information
· 14 responses
· 7 responses that group met virtually
· 7 did not hold any virtual meetings
· 3 groups met virtually instead of holding a Midwinter meeting
·  Number of virtual meetings ranged from 1-5 per group
· 7 responses identified traditional phone support as important.

Respondents have used a variety of tools for virtual meetings including: Adobe Connect, Blackboard Collaborate, Blue Jeans, Cisco WebEx, Google Hangouts, ReadyTalk, and no-frills free conference call services. One respondent gave a more detailed response of what is important for virtual meeting system: “VOIP (voice over IP -- talk with microphones), text chat, document sharing, virtual whiteboard, desktop sharing, recording capability, polling”

Why have virtual meetings?
·  Don’t need to meet at Midwinter (closed group)
· No need to meet at either conference
· In-person meetings are important to finalize work and collaborate with other ALA units, so virtual meetings help preparation for that work.
· Take up business directed by Steering Committee
· Follow up on momentum from ALA Annual
· Helps generate more regular communication throughout year, plus help interested people participate (who might not have funding)

What works?
· Decision-making
· Assigning work to members
·  “Pretty much all of it”
· Brainstorming, developing mission statement for group
· Awards used it for reviewing applicants and selecting award winners
·  Good for conference planning, outreach and governance updates
· Meet with representatives from other organizations

Are virtual meetings successful?
· Most respondents were very positive about having successful virtual meetings.
· More people can participate (funding issues)
· Some people are more willing to talk and participate in the virtual setting
· More accountability when groups touch base more frequently

What can be accomplished with virtual meetings?
· Specific tasks with endpoints
· Presentations
· Reaching consensus
· Bring groups up to speed (especially after in-person meetings at conference)
· Most of what can be accomplished in person
· Business meeting content; make conference more about education, programming and information sharing
· Writing documents collaboratively

General feelings on virtual meetings
· Meeting at least once a year in person is important
· They can be used to replace Midwinter
· While in-person meetings are preferred, virtual meetings are OK
· Technology can be awkward (need support)
· Depends on group buy-in
· Can be hard to organize (settling on a meeting time) and may not be as effective
· “Absolutely essential” – not possible to participate otherwise
· Depends on purpose, who’s running meeting, need forethought
· Need to consider expectations
· “Love them when they’re great, hate them when they’re terrible”

GODORT’s role in facilitating virtual meetings
· Provide training on a shared webinar system
· Train leaders and or centralize meeting set up
· Reluctant for this model for large meetings
· Support for running an open virtual meeting
· Identify a default platform, understand that many institutions do not have subscriptions
· Training for running effective meetings
· Investigate ALA support





Appendix B: Available platforms

This information was compiled in December 2015, and to the extent possible, reflects information available on vendor websites.
	Platform
	Price
	Capacity
	VOIP
	Telephone
	Chat
	Doc sharing
	Webcam
	Whiteboard
	Recording
	Streaming
	Registration

	Adobe Connect
	$104/month
	1,000
	x
	x
	x
	x
	
	x
	x
	x
	x (webinars only)

	Blackboard Collaborate
	call for quote
	
	x
	
	x
	
	x
	x
	x
	
	

	Cisco WebEx
	$49/month
	25
	x
	x
	x
	x
	x
	x
	x
	x
	x

	Citrix GoToMeeting
	$39/month
	25
	x
	x
	x
	x
	x
	x
	x
	x
	x

	Blue Jeans
	call for quote
	100
	x
	x
	x
	x
	x
	x
	x
	x
	x

	Zoom
	$20
	unlimited*
	x
	x
	x
	x
	x
	x
	x
	x
	x

	ReadyTalk
	$24
	unlimited*
	x
	x
	x
	x
	x
	x
	x
	x
	x

	Skype for Business
	$5/month/user
	
	x
	x
	x
	x
	x
	x
	x
	x
	

	Google Hangouts
	$49
	100
	x
	x
	x
	x
	
	
	x
	
	x

	traditional/no-frills teleconferencing
	
	
	
	x
	
	
	
	
	
	
	

	Glance
	$499/year
	
	x
	
	
	x
	x
	
	
	
	

	VIA3 Professional Edition
	$30/month
	1,000
	x
	
	x
	x
	x
	x
	x
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