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	Guidelines and Suggestions for  WG Convenors



Introduction
The role as Convenor of a Working Group (WG) in CIGRE is a very important one, because the main output from CIGRE workforces are the Technical Brochures produced by the WGs.  It is also a challenging one, because it involves working at a high technical level and managing volunteer contributors, who often have many other demands on their time, and may have diverging views on the technical issues being addressed by the WG.  Technical knowledge, leadership and project management skills, ability to motivate people are useful attributes for the Convenor. As CIGRE is an international organisation, intercultural competences are also useful.
This document starts off by setting out the CIGRE guidelines, which all WG Convenors need to be aware of and follow.

The next parts are based on information received from people who are or have been Convenors of WGs, and sets out some suggestions, which new Convenors may wish to consider.  It is important to note that a Convenor typically works best when he adopts the style and process that he feels most comfortable with, and none of the suggestions should be interpreted as being compulsory instructions. 
CIGRE Guidelines

The main guidelines for CIGRE WGs can be found in the following three documents:
Rules for Working Bodies – see sections 2.2, 3 and 4.
Rules for Publications in ELECTRA  - see sections 2.1 and 2.2
Specifications for TBs - all
These documents can be found on the CIGRE website, Technical Activities, Guidelines.  They are important and should be read by all Convenors and WG Secretaries.
WG initiation and membership
As the WG Convenor is typically identified before the WG ToRs (Terms of Reference) are approved, the WG Convenor has usually contributed to the preparation of the ToRs and should be comfortable with their contents. If any point in the ToRs is unclear to the WG Convenor the latter should discuss this with the SC Chairman. ToRs stand as a “contract” between the WG Convenor and the SC Chairman who represents CIGRE.
The WG Convenor needs to be sure that he can allocate the time to undertake the task of managing the WG.  The WG Convenor’s workload is likely to be several times that of the general WG member.

A WG Convenor is entitled to turn down members of the WG (with the support of the SC Chairman). He should ensure that proposed members have the right expertise to contribute to the WG.  If the WG is short of expertise in one or more areas, the SC Chairman should be informed and may contribute to recruiting other experts. The Convenor should at all times ensure that the tasks assigned to members are performed, and that the WG is not negatively affected by any one member failing to do the work expected. 
CIGRE rules limit the number of WG members to two per country. The intent of this rule is to avoid any one country having too much influence on the WG work. Nevertheless this rule has to be applied with flexibility; a competent and motivated expert should not be turned down on the grounds that his country already counts two experts on the WG.
The Convenor must bear in mind that CIGRE aims to encourage the participation of young engineers on WGs.

Throughout the lifetime of the WG the Convenor must keep an updated list of WG members.  The updated list of WG members is to be sent to the Secretary General at the end of each year.
Expected Output of a WG
Typically, the WG need to take into account that they are required to produce the following documents:

· An Abstract of the TB (5-line résumé)
· An Executive Summary of the TB (1500 words)
· The TB

· A Tutorial presenting information in the TB

The WG Convenor also needs to be aware that the 60 day review within the SC will typically result in a number of comments being made, which have to be addressed by the WG.  Therefore, the WG will not be disbanded until the final version of the document has been sent to and approved by the CIGRE Central Office.

As the TB draft is usually made up of the contributions of several authors, it is important to review the texts in order to have a fluent text with paragraphs appropriately linked together.  A good practice is to identify native speakers of English early in the WG life and rely on them for proof-reading of the TB prior to dispatch to the Central Office.
Every TB is aimed at achieving a comprehensive overview of technologies, with the unbiased views of experts, and avoiding, as far as possible, any information of commercial character.

As regards the list of authors which appears in the brochure, it is better not to indicate names in the different draft versions.  The list of authors should be drawn up at the end. The names listed should be included based on their significant contribution to the work (either through documentation supplied, active participation at meetings, constructive comments, writing up of chapters).
The WG Convenor must prepare an annual report which is presented and discussed at the annual meeting of his Study Committee.

It is important to note that CIGRE WGs and their meetings can fulfil a much wider purpose than the formal one.  They provide a network of experts who have a unique opportunity to become acquainted and discuss technical matters outside the normal commercial environment.  Strong friendships can result, and contacts are made which can be invaluable in the future.  It should be noted that the “social contacts” side of meetings is therefore also important; social events and technical visits are an asset in this regard.
Organisation of the work

Many WG Convenors find it useful to have a WG Secretary.  The role of the Secretary can vary from one WG to the next, and should be decided by the WG Convenor.  In some WGs the Convenor and the Secretary work in close collaboration, and can both respond to questions from WG members.  In some WGs the Secretary may be responsible for Minutes of meetings, as well as the organisation of the Technical Brochures.  Other work set-ups are possible.  It is recommended that the role be broadly defined, but allowing for flexibility to adjust to changing circumstances.

The Terms of Reference (ToRs) for the WG sets out the work to be done in broad terms.  A good practice is to start of the work with a general discussion of the ToRs, partly to ensure that everyone understands the objectives and the boundaries, but also to ensure that any issues in respect of the ToRs and the scope of work can be identified at an early stage.  
It may also be useful to clearly define the target audiences for the completed TB, to ensure that the relevant needs for information are addressed.

Note that any proposed changes to the work, relative to that defined in the ToRs must be discussed with the SC Chairman.

Another good practice is to define a provisional index of the Technical Brochure before the first meeting, during which this index is discussed and further details added.  The agreed index is then used to allocate responsibilities to WG members.

The WG Convenor should make sure that he and all other WG members know the expertise and background of individual members.  WG members should be able to put forward their opinions so that they feel responsible for the work or the WG.  

An inventory of WG member expertise can be drawn up and distributed in the WG.

It is suggested that all WG members be allocated tasks within the WG such that they know how they are expected to contribute to the creation of the final TB.  These tasks may include performing studies, writing sections, reviewing sections, etc.

Sometimes some people can usefully work in small sub-groups or teams on specific tasks.  In some cases it may be useful to allocate a subset of the work to a regionally defined sub-group, to facilitate the arrangement of meetings and communication, but care should be taken to ensure that the overall view of the complete WG is reflected in the final TB.  

It may be useful with regard to intermediate deadlines for activities to be agreed with each contributor, and for these deadlines to be updated and made visible to the full group. 

As WG members are serving CIGRE on a voluntary basis, the SC Convenor does not have  a hierarchical authority on WG members. Hence, meeting deadlines is likely to be a very difficult process as WG members may have limited time  to devote to CIGRE activities, as a consequence of significant workload with their Company.
Progressing and chasing up of work is typically done using email, but phone contact may work better when some subjects call for a group discussion on a specific topic.
If the WG is fortunate to have a number of “younger” engineers as members, they may be able to drive the work forward, even if they do not have the same level of experience as some of the more senior WG members.

The final editing of the Technical Brochure is a relatively large and time consuming job.  To make the task easier and to facilitate the editing work, the WG should refer to the “Specifications” which can be found on the website and are available from the Central Office.
The final editing may most efficiently be done by a small subgroup of the WG; however, the full WG should review the TB before it is submitted to the SC Chairman and Secretary for the 60-day review within the SC.

Execution of the Work - Meetings
Experience shows that the first 12-18 months of a WG life is critical. Usually, the motivation is very high at the beginning and the WG Convenor has to take advantage of this critical period to advance the work as much as possible.

Many WG Convenors organize the first meeting of their WG in their country. This is a good way to create a good ambiance in the WG, but there is no rule regarding venue of the meeting.
During the execution of the work, the Convenor should ensure that the information flow is maintained and interest sustained. It is often very difficult to restore momentum in a WG once the information flow has been interrupted. Also, he must see to it that all WG members contribute to the general work as it would be unfair for a non-contributing member’s name to appear on the authors’ list of any TB. It is often observed that skill differ among WG members, some being better at commenting in discussions when others are better in writing. Again some work more intensively at the beginning, others towards the end of the WG’s life.
Face to face meetings are useful to make the WG members feel part of a team, to brainstorm ideas and generate enthusiasm for the topic.  However, some members may find it difficult to justify long distance travel to their Employers.  Therefore, a WG may have some corresponding members, as well as regular members.  Some regular members may also find that they are unable to travel to some of the meetings.  The following will discuss “physical meetings”, where WG member travel to a meeting point, and “virtual meetings”, where electronic communication means are used.
Physical Meetings

WGs are encouraged to have at least one physical meeting each year.

If WG members are expected to do work before the meeting, the meeting puts additional pressure on the WG to actually do the work.

The attendance at physical meetings can sometimes be maximised by holding the meeting in conjunction with another meeting, when some of the WG members may also benefit from attending the other meeting.  

SCs usually encourage WG meetings to take place in conjunction with the annual SC meeting, and the host National Committee usually provide the meeting facilities etc. for such meetings.

It may sometimes be useful for a subset of the WG to have a regional physical meeting, e.g. if a regional event would mean that a number of the WG members would in any case make the trip to the same location.
When holding physical meetings consideration could be given to holding the meeting over two or even three days, allowing more time for detailed work and review. 
It may be useful for documents to be discussed at physical meetings to be circulated prior to the meeting and early enough for everyone, including those who are unable to attend the physical meeting to review and prepare comments on the documents.

It may be useful to set up telephone conferencing or other electronic communication facilities in the room used for physical meetings, such that WG members who were not able to attend the meeting, because of travelling restrictions can join the relevant discussions during the meeting. 
It is of course recommended that Minutes of each meeting be drawn up.  

Virtual Meetings
Most communication between members outside of the physical meetings is through email.  
Consideration may be given to the use of on-line file sharing tools such as Google Docs, which enables all WG members to download and make changes to the document.  Other alternatives include the use of yahoo groups or google  groups for file sharing and general communication. 

Meetings using web based meeting tools, such as Webex or Dimdim, etc can be a useful way of getting the WG members together, without the need for people to travel. As WG members are from all parts of the world it may be difficult to find a meeting time that suits everyone. 
 WG members may have to be reminded that travelling would have taken much more of their time.  It may also be necessary to group the WG members into say two groups, such that a web based meeting can be scheduled at an acceptable time for all in the sub group.  The WG Convenor and/or secretary may find it appropriate that they attend both of these sub-group meetings, to provide co-ordination and continuity, but other members may be willing to do this.

Short telephone conference meetings, to resolve or progress a particular issue may be better and more efficient than very long meetings.
When there is a need to vote on a topic, e.g. the dates for the next meeting etc, on-line tools are readily available for this purpose.  The CIGRE Technical Committee (TC) successfully uses doodle for the TC approval and commenting on proposed Term of Reference for new WGs, and similar items.
Note:  Redesign of the CIGRE website is in progress and will include the above new functionalities. 
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