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Summary

TDWG’s membership is extremely small given its range of activities, and the number of people attending the annual conference. There is a vast catchment of ‘natural history’ organisations that could gain significant practical benefits from TDWG, but they must be attracted to membership. The Executive Committee must get its ‘house in order’ and then focus for the next few years on significantly improving membership levels. Members need to be conscious of a strong leadership team that actively structures and manages TDWG. Executive Committee members must have specific roles and be willing to contribute time to address tasks updated annually.
1. TDWG needs a strong leadership team. 
While the new constitution and processes are in place, the structure and operation of TDWG’s groups remains ad hoc. TDWG membership is extremely small in relation to its activities and the number of annual meeting registrations. The implication is that most people associated with TDWG do not consider it an organisation that is worth becoming a member of. This needs to change if the organization to be recognized as a significant group in biodiversity information standards. The perception of TDWG is the responsibility of the Executive Committee. If the Executive Committee is demonstrating leadership and effective management, the organization should flourish.
Recommendation: Potential office holders in TDWG must have gained support from their organisations to spend at least a day a month on TDWG business. Enlightened organisations should recognise the benefits of staff so employed.


Recommendation: Each position on the Executive Committee must have a well-defined set of duties and a set of tasks that are updated at the Executive Committee meeting at the annual conference. It is the responsibility of the Executive Secretary to monitor Executive Committee member’s tasks during the year. See TDWG Executive Committee Activities.doc
Recommendation: The Executive Committee must annually review TDWG Interest Groups against their charters and adapt TDWG’s group structure accordingly. The previous informality of TDWG groups remains a problem. Leadership shown by the groups will be a reflection of the leadership demonstrated by the Executive Committee.
Recommendation: Four members of the Executive should each work closely with one of the people fulfilling the four Secretariat roles (Outreach, Web Editor, Journal Editor and Conference Manager), at least until such time as the Executive is restructured and these four roles are accommodated in a more appropriate fashion.
Recommendation: When the budget can support it, a half-time Secretarial Assistant should be appointed, and located at an agency willing to provide overheads. The hosting institution should be in a cost-effective location, and where it will be possible to recruit someone with a good level of English. This position seems necessary to provide management continuity, to ensure an effective level of communication and to support the Executive Committee to lead and manage TDWG. This position should be managed by the Secretary or delegated to another member of the Executive Committee. The position must not be seen as a substitute for an active Executive Committee.
Recommendation: The Chairman should contact Executive Committee members and Conveners quarterly and publish an annual status report, priorities for the year and a vision for the organization.

Recommendation: The workload and the benefits associated with the annual conference warrant a formal Annual Conference Committee. The committee should be appointed by, and include the Secretary, a representative of the hosting institution and the Annual Conference Manager from the Secretariat.
2. Building the membership

The number of TDWG conference registrations, the 440+ registered users on the TDWG sites, the large number of ‘natural history’ organizations that are, or should be dependent on TDWG standards, all points to a large catchment of potential members. 
Recommendation: The TDWG Executive Committee’s priority for the next two years should be to significantly increase TDWG’s membership. A mix of up to 100 institutional members (at ~US$400) and up to 500 individual members (at ~US$75) are required to sustain an effective budget (see 3 below).
Recommendation: Institutional members should be targeted as a priority. TDWG has generally failed to educate organizations of the benefits of their staff working on TDWG-related activities. The Executive Committee members must have a good understanding of the answer to “What’s in it for us to become members of TDWG, or encourage our staff to be involved in TDWG work?” The answer is “plenty”: http://www.tdwg.org/membership/ and Appendix 1. More testimonials should be a priority for TDWG 2007.
Recommendation: GBIF should be encouraged to recommend that it’s 188 data providers should have a significant input to TDWG standards by becoming members. All providers are, after all, dependent on TDWG standards.

Recommendation: Work with Neil Thomson to identify a target ‘Natural History’ organizations for membership. Index Herbariorum lists 3,293 herbaria in 168 countries with 10,060 staff. Neil suggests that more than 10,000 institutions worldwide should have a practical interest in TDWG’s work. 
Recommendation: TDWG’s large ‘surface area’ of activities to its level of membership and skills requires that the Executive Committee –

· Mandate adherence to the common development architecture
· Actively review charters to ensure a focus on TDWG core business

· Close down any groups that do not adequately address their charters

· Identify key development areas and encourage redeployment to them 

Recommendation: The Secretariat Web Editor Secretariat must be engaged to ensure that the new TDWG web site serves potential as well as existing members. The site must 

· Be kept up to date to reflect evolution of TDWG activities

· Clearly describe TDWG’s role

· Make it easy to locate and use standards

· Identify active groups, describe what they are doing, and how to join them

· Maintain an effective glossary and FAQ

· Make it easy to become a member or make a donation

· Post regular news items
3. TDWG’s current budget needs to be substantially increased

Recommendation: TDWG requires a level of income that will support 
· A Secretarial Assistant for management continuity and Executive Committee support
· Travel by members on priority TDWG business
· Outreach and promotion
· The engagement of students with TDWG 

Recommendation: Membership fees and the surplus from the annual conference should be used to build up and maintain a healthy reserve. Annual costs (US$) are estimated at-

	Item
	Cost (p/a)

	Secretarial Assistant and consumables
	$25,000

	Computer hardware and software costs 
	$1,000

	Promotional material and web development 
	$1,000

	Travel and other project support 
	$5,000

	Incidental expenses 
	$1,000

	Student travel support and prize 
	$3,000

	Auditing accounts 
	$500

	Reserve top-up 
	$1,000

	Total
	$37,500


Recommendation: Conference fees must be set to ensure that all conference expenses are covered and to top up TDWG’s budget to maintain a reserve of at least US$20,000.
Recommendation: Membership and conference fees must be further differentiated-

· Student membership ~US$40

· Individual membership ~US$75

· Institutional membership (developing countries) ~US$100

· Institutional membership ~US$400

· Conference fee (members) ~25% discount (member conference fee + membership < non-member conference fee)

· Conference fee (students) ~40% discount 
Recommendation: Grant funding for TDWG should be a low priority until the ‘house is in order’, and TDWG membership levels (and skills base) are substantially increased. TDWG must not be dependent on ‘handouts’ for its effective operation.
Appendix 1
“My institution benefits from the work of TDWG at my level (bioinformatics) but how do I get my senior management excited enough to invest at the institutional level? The answer is TDWG has to also offer something that my senior management can get excited about. What excites senior management these days? Access to additional sources of money, name recognition (ability to list the name of our organization along with our logo and perhaps a signature image). 
I should clarify the phase "access to additional sources of money" with an example. For the PlantCollections project we stated we would host images of the plants in the living collections of botanic gardens and arboreta on the WWW. Pricing the hardware, software and annual maintenance fees came to $92,000. At the St. Louis meeting I was impressed with the MorphBank presentations and after the meeting followed up by email. To make a long story short, MorphBank? has agreed to host our images and we have agreed to link PlantCollections? to MorphBank? so anyone wanting additional information about the plants could obtain it. Within my institution, $92,000 (that wasn't covered by the budget) is a big deal - maybe big enough to obtain additional funds to participate in TDWG. If we came up with enough other examples of the synergies that TDWG membership provide it could be one component of an institutional marketing strategy.”

Boyce Tankersley

Chicago Botanic Garden
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