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Most of the issues raised here have been covered in more detail in other TDWG Infrastructure Project documents. The focus on identifying a plan for TDWG’s ongoing support has however brought key problems and associated recommendations into stark focus. I apologise for the blunt presentation. I strongly believe however, that unless most of the recommendations are addressed in a timely manner, adequate ongoing support for TDWG will not be forthcoming.

This document at least in part, addresses Milestone #34.

Summary

A review of ‘TDWG Current Practices’, the TDWG Survey and subsequent interviews of a range of members and non-members clearly suggests that TDWG has major problems to overcome before being able to ensure adequate ongoing funding. 
The key criticism of TDWG is the lack of management of TDWG subgroups. The result has been wasteful overlaps between subgroups (generating confusion to potential clients), standards that can be difficult to locate, may be inconsistent and in many cases, poorly documented. The most common response by potential members and heads of agencies of potential institutional members is the desire to assist in the development and use of international standards for sharing biodiversity data. They are however frustrated by the (overall) unprofessional nature of the organisation and the resulting lack of consistency and quality of the resulting standards. In many cases, institutions have a ‘watching brief’ on TDWG and limit the involvement of their staff with TDWG. This situation has resulted in a loss of support for TDWG from client institutions.
TDWG’s structure and management require radical changes. When such change has been accomplished, an effective base for outreach will exist.

Factors Limiting Support for TDWG
1. The TDWG constitution is dated, resulting in glacial decision making through a dependence on the annual meetings. 
2. Ineffective management of TDWG. The establishment and evaluation of TDWG subgroups has been ad hoc. This has resulted in some subgroups with imprecise and overlapping mandates. Little or no feedback to members on decisions. Slow response to members.
3. No clear leadership to members from the TDWG Executive. No clear vision of where the Chairman and Executive want to see TDWG in the future. 
4. Poor internal communication. Current subgroups operate in a diverse development environment hosted in the main by external agencies where TDWG has little control. Members operating between subgroups have to adapt to different regimes.
5. Poor external communication. TDWG’s website doesn’t provide a rationale for institutional involvement. 

6. The name Taxonomic Database Working Group does not communicate the significance of the groups work to hundreds of institutions and thousands of individuals. “Taxonomy” is too restrictive and academic while “Database” was too ‘techie’ for institutional directors (and generally managers of TDWG members) for ‘TDWG’ to be taken as seriously as it should.
7. Documentation of TDWG standards is difficult to find, in diverse forms, difficult to understand.
8. The diverse standards that TDWG has developed, and is developing do not have a common development model. Clients find it difficult to understand the context of TDWG standards, and when they do, they realise that the contexts are rarely based on a common model.
9. There are inadequate links to other standards agencies that have clear links to TDWG activities. Links to related standards agencies (reality check – collaboration – larger scale subgroup issues).
Recommendations to the Executive Committee
1. While Vision Statements may be considered passé, in TDWG’s case a Vision Statement from the Executive would help to identify and promote where TDWG wanted to be, and what the organisation should be called. TDWG is in a pivotal position to facilitate the sharing of biological information internationally. 
2. Engender member support for the new TDWG constitution and associated Processes.

3. Develop a new subgroup structure for TDWG based on reviews of preliminary charters.

4. Ensure member support for a common standards development architecture/model developed by the Technical Architecture/Advisory Group (TAG). Support the TAG and seek their advice on cross-cutting subgroup and standards development issues.

5. Annually review charters and status of TDWG standards and be prepared to disband groups that are not fulfilling their charter.

6. Announce Executive meetings to members with an agenda, and an opportunity for input. Report all decisions in a timely manner to members.
7. Ensure that the TDWG Online Environment remains effective for members for development and promotional activities. Ensure that all groups use this environment.

8. Detail specific responsibilities for all Executive Committee members and ensure that those responsibilities are known and enacted.

9. Establish more formal links with OGC, OMG and W3C. Minimally, a TDWG member should be formally designated with as liaison.
10. TDWG should not be dependent on grants for ongoing financial support. 

11. Link membership to calendar year starting in 2007. Establish an online registration and payment for membership and link registration to TDWG Online Environment privileges. 

12. Once the new foundations TDWG have been established, work with the TDWG Infrastructure Team on recruitment of Institutional members. Assist with the development and distribution of a brochure to support outreach to targeted institutions and their staff.
13. Increase Institutional membership to five time’s individual membership.  

14. Normal ongoing (per annum) costs should be covered from registration fees of the annual meeting. Infrastructure, in additional to the costs of the annual meeting, should consist of computer hardware and software costs (US$1000), maintaining a reserve of ~US$2000, a student prize of at least US$500, promotional material (US$500), and ideally, ~ US$ 1000 toward the Chairman’s travel that promotes TDWG. 
15. Establish a more formal arrangement with GBIF to provide Infrastructure support for hosting TDWG computer systems. 
16. Use membership fees to initiate a part-time secretariat position in a cost-effective location. This location could be in a country with lower labour costs than Europe or the USA, or at a location where an institution provides the infrastructure/overheads, or both. Even with a 20% f/t position, much of the secretarial work necessary to provide continuity and coordination (under the Chairman) could be addressed. This role could be broadened as institutional membership builds.
17. Help develop a policy that encourages university-based members to consider student projects that assist in the development of TDWG standards. The incentives are there: International collaboration on international standards; working with internationally recognised scientists; leading edge Internet technologies; the importance of biological information to biodiversity conservation, sustainability and climate change. 

18. Establish a prize to be presented at the annual meeting for the best student project. 
TDWG infrastructure (including meeting) costs will be discussed with the TDWG Executive Secretary and Treasurer at TDWG 2006. These discussions will form the basis of specific budget recommendations for TDWG for 2007-8.
Lee Belbin 
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