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Videoconference 

Site Facilitator's Guide 
By Joanne Heisler, Extension and Agricultural Information 

Experience and evaluations show that on-site 
facilitation of videoconferences or videoteleconfer
ences is critical to their success. (See the glossary at 
the end of this guide for definitions.) 

More preparation is needed, because in addition 
to meeting the usual needs of any program, the facili
tator must become familiar with videoconferencing 
equipment and with the exact timing of video, while 
meeting the needs of an audience that often is not 
SL\[e what to expect. When done well, the technology 
becomes transparent, allowing conference partici
pants to interact with national experts. 

One person should be clearly responsible for site 
coordination. In addition, you may need some or all 
of the following: event host, content experts, techni
cians and help with catering, marketing and registra
tion. One person may fill multiple roles depending on 
the complexity of the conference. 

Preconference activities 
•Select a room. Determine the size and location 

of the room in terms of the audience size. However, if 
a satellite dish is wired into a room, that may be the 
determining factor. Reserve the room as soon as a 
decision to receive a videoconference is made. 

•Equipment requirements. Besides the satellite 
dish, you need either television monitors or a video 
projector and screen, plus adequate cables to connect 
the equipment. When permission has been purchased 
or granted to record the program, you also will need 
a video recorder. A telephone must be available, 
preferably in the back of the room, for the phone-in 
question-and-answer segments. For some confer
ences, a Fax machine or E-mail access is desirable. 

If the room and audience are large, extra amplifi
cation may be needed. Do not use a built-in public 
address system. All sound should come from the 
front of the room, where the monitors are located. 

To determine the size and the number of moni

tors you need, figure that each I-inch diagonal serves 
one person. A 25-inch screen serves 25 people. 

Place monitors high so they are above the heads 
of the audience. When using multiple monitors, it is 
important to adjust the color so all pictures look alike. 
When a large screen and video projector are used, the 
room will need to be darkened, but not totally dark or 
people cannot take notes. The National Universi ty 
Teleconference Network (NUTN) suggests a maxi
mum depth of five or six rows for a monitor. 

To determine the size of the large screen, divide 
the distance to the last row of seats by eight. For 
example, the last row of seats is 64 feet from the 
screen. By dividing 64 feet by eight, you will need an 
8-foot screen. No one should be seated closer than 12 
feet from an 8-foot screen. Again, place the screen 
high so everyone can see. 

Simplified diagram of uplink satellite-downlink with telephone 
interaction. 

Because equipment is so important to a videocon
ference, make certain someone is in charge of it. You 
need someone who knows how to handle it and will 
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Use one 25-inch monitor for every 25 vIewers. 

Two 25-inch monitors serve up to 50 viewers. Four monitors, 
with two at the sides and towards the back serves 100 partici
pants. The National University Teleconference Network (NUTN) 
suggests a maximum depth of five or six rows per monitor. 
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check it out before the conference. You may have to 
sweep snow off the dish in a snow storm! 

• Local wraparound. A wraparound is a local seg
ment that complements the video segments of the 
program you receive. Wraparounds generally are 
seen as essential for a videoconference to really reach 
its audience. Many experienced teleconference pro
ducers consider it the most important single element. 

Depending on the time, length and organization 
of the satellite portions of the program, wraparounds 
may take place before, during or after the broadcast. 
Videoconferences often originate in other time zones, 
so the local timing is not always ideal. 

Have the audience arrive at least 15 minutes 
before the broadcast begins. The host welcomes the 
audience and gives them an idea of what is going to 
happen. This is the time to tell them what they can 
expect from the broadcast, including a rundown of 
the national presenters and the conference agenda. It 
is also the time to hand out materials, explain the 
phone and Fax question-and-answer segments, give 
information about breaks and refreshments and intro
duce any local sponsors and presenters. 

One popular wraparound is to invite a small 
panel of local experts to react to the broadcast and 
respond to local questions. The length of the local 
program depends on the length and structure of the 
broadcast. Some videoconferences are designed as 
workshops with additional local activities. These seg
ments need careful on-site management. 

• Budget. Expenses may include fees to the con
ference originator, downlink dish rental, equipment 
rental (monitors, recorders, etc.), marketing and pub
licity expenses, duplication of conference materials, 
room rental, refreshments, conference supplies (name 
tags, folders, signs and office supplies), local speaker 
expense and staffing. 

For income, consider looking for co-sponsors. 
Depending on the topic of the conference, local cham
bers of commerce, banks, hospitals, co-ops and malls 
are possibilities. They may provide money, services, 
local experts, brochures, mailing lists, credibility, 
advertising and a variety of other kinds of assistance. 
Be creative. Call them early and keep them informed 
every step of the way. 

Arrive at a fee. After you have estimated expens
es and subtracted available underwriting, divide the 
balance by the number of people attending. 

• Promotion. All of the usual marketing tools can 
be used for videoconferences, including direct mail 
(letters, brochures, flyers and newsletters), posters, 
signs and the media (press releases, radio spots, tele
vision spots, talk shows and newspaper columns). Be 
careful not to overemphasize the videoconference 
aspect of the program. Focus on the topic as a work
shop or seminar with a satellite-delivered component. 

Brochures are the most popular single marketing 
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tool. Brochures can be designed with a tear-off pre
registration form to help estimate the attendance. 
Handout materials and refreshments can be gauged 
accurately from this number. 

• Program materials. The program originator 
may send handouts or an original to be duplicated. 
Co-sponsors may supply extra materials or the local 
wraparound may generate some handouts. 

Have an agenda and a program evaluation for 
each conference participant. These may come from 
the originator or be generated locally. Some evalua
tions are designed to cover content, others to cover 
satisfaction with the delivery mode. Some to do both. 

• Refreshments. Light refreshments are always 
appreciated. Depending on the time of day and the 
conference length, something more substantial may 
be required. Finger foods are best. If lunch is needed, 
box lunches can be offered or ask participants to 
bring a brown-bag lunch with beverages provided. 

The day of the conference 
• Room set-up. Classroom-style seating is pre

ferred for most videoconferences. This allows for 
reading handouts and taking notes. For videoconfer
ences with a workshop component, workshop-style 
seating (around three sides of tables) will encourage 
interaction within the room. Always be sure each seat 
has a clear view of a monitor or screen. 

~, 

Set up and check the equipment well in advance 
of the start of the broadcast. Always be prepared with 
"Plan B." Without the satellite reception, there is no 
program. The person responsible for the technical set
up needs to be there throughout the entire program, 
from test pattern to the end of the transmission. 

• Registration. Be certain to have enough people 
to handle registration activities. Everyone needs to be 
seated in time for the local welcome and be ready for 
the start of the broadcast. Satellite conferences are 
timed to the second! 

Registration staff will need to greet participants, 
handle registration income and name tags and dis
tribute handout materials. 

• Question-and-answer segments. Interaction is a 
vital part of every videoconference. Hand out index 
cards with the program materials so participants can 
record their questions. When it is announced that the 
phone lines are open, ask people to hold up their 
cards. One person can collect the cards, place the call 
and ask the questions or Fax them. 

Instead of using cards, people can hold up their 
hands and accompany the facilitator to the phone. 
The facilitator places the call. But the questioner asks 
the question. 

With either method, the caller should give the 
name of the calling site and the questioner's name. 
Keep all questions brief and pertinent. Make callers 
aware that they will hear an echo of their own voice. 

Consider a video projector and large screen for a large audi
ence. To calculate the screen size needed for an audience, use 
1 inch per person. For example, a standard 8·100t screen (96 
inches) would serve 96 viewers. 

The distance from them to the satellite and back caus
es a quarter-second delay. The program sound may 
need to be turned down to avoid feedback. 

• Local wrap-up. Either the local moderator or 
another person familiar with the topic being dis
cussed can be the on-site host. 

At the end of the program, thank the local presen
ters and participants and ask them to fill out and turn 
in the evaluations. 

After the conference 
• Return all equipment. 
-Tabulate evaluations. Prepare a roster and pro

vide copies to appropriate colleagues, sponsors, 
administrators and presenters. 

• Send thank-you letters. Formally thank spon
sors and presenters. 

- Pay all expenses. 
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Glossary of terms 

Ad hoc teleconference: Refers to a teleconference 
that uses facilities that are temporarily linked togeth
er for a specific meeting or event. Implies a one-time 
or occasional use of teleconferencing as opposed to a 
permanent system or regular usage. 

Antenna: A metallic structure used to transmit or 
receive electromagnetic signals or waves. In telecon
ferencing terms, the primary component of an earth 
station used to transmit or receive video signals. 

Audioconference: Two-way electronic voice com
munication between two or more groups or three or 
more individuals who are in separate locations. 

CCTV: Closed Circuit Television'. 

Codec: A coder/decoder that is used to convert 
analog signals, such as video or voice into digital 
form for transmission over a digital medium and 
upon reception, reconverts the signals to the original 
analog form. May also perform other signal proces
sion functions, such as compression. 

Cl!l.mmunications satellite: A satellite in earth 
orbit that receives signals from an earth station and 
retransmits them. Signals may include video, audio 
or data. 

Dish: Slang for a parabolic antenna that is the pri
mary element of a satelIite earth station. 

Downlink: A satellite receiving station. Also 
referred to as a TVRO (television receive only). 

Earth station or earth terminal: The equipment 
and electronic devices needed to send a signal to or 
receive a signal from a satellite. 

Encryption: The process of electronically altering 
or scrambling a signal. Usually, encryption is used as 
a security method for sa tellite transmissions. It 
requires an encoder at the origination site and 
decoders at each reception site. 

Facilitator: The individual responsible for the 
local component at a teleconference site, Mayor may 
not be an expert in the subject matter. 

Fax (Facsimile): A device that electronically 
transmits and reproduces pages and documents via a 
telecommunications channet usually a telephone line. 

Footprint: Area of the earth covered by a satellite 
transmission beam. 

ITFS: Instructional Television Fixed Service, 

Local loop: Also referred to as the Last Mile. The 
local loop gets the signal from the receive site to the 
viewing room. Microwave, fiber optics, cable and 
sometimes broadcast are used to distribute the signal. 

Modulator: A device that converts the video sig
nal and audio signal onto a viewable TV channel. 

Monitor: Generally a television set used specifi
cally for the display of video information from a 
source other than a broadcast television system. Can 
be used to display graphics, single frame, compressed 
or full motion video. 

Origination site: Generally describes the location 
from which full motion video is transmitted and pos
sibly uplinked in ad hoc videoconferences. Other sites 
participating are referred to as receive sites. 

Satellite: Commonly used for communication 
satellites in geostationary orbit, so they stay over the 
same spot on the earth's equator. 

Teleconferencing: A generic term for interactive 
group communications through an electronic medi
um. This includes group communication via audio, 
audiographics, video and computer systems. 

Telecourse: Course taught using telecommunica
tions over distance, using electronic communications. 

Transponder: That portion of a communications 
satellite that acts as a receiver, amplifier and retrans
mitter for all signals communicated up to and down 
from the satellite. There are multiple transponders on 
each satellite. 

Uplink: An earth station that transmits a signal to 
a communications satellite. 

Videoconferencing: Teleconferencing using 
telecommunications channels for interactive video 
and audio or one-way video and two-way audio. 

Wraparound: Local informational or educational 
activities before, during or after a videoconference. 
They help focus the teleconference content toward 
outcomes and ideas that can directly assist the viewer. 
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Site coordinator's planning checklist 

Three months before 

o Make decision to receive videoconference. 

o Choose local site coordinator. 

o Notify originator of intention to receive 
conference. 

o Select and reserve site for conference. 

o Reserve all equipment. 

o Contact possible co-sponsors. 

o Determine registration fees. 

o Prepare budget. 

Two months before 

o Select and confirm local host and moderator. 

" 0 Contact local presenters. 

o Establish registration procedures. 

o Design brochure. 

o Develop or select mailing lists. 

o Select and contact conference staff.
 

a Mail brochures.
 

One month before 

o Write releases for the media. 

o Order refreshments. 

Two weeks before 

o Review and reconfirm site, equipment and 
personnel. 

o Duplicate handout materials. 

o Check that local presenters have all the 
information needed. 

o Secure conference supplies. 

o Check all equipment. 

Day of videoconference 

o Set up room, equipment, refreshments and 
registration. 

o Hand out materials. 

o Welcome guests. 

o Receive satellite program. 

o Conduct local wraparound. 

o Collect evaluations. 

After videoconference 

o Return equipment. 

o Tabulate and distribute evaluations. 

a Write thank you notes. 

Copy this checklist 
for each conference 
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