	INTERNAL RUN-OF-SHOW
BUCA vs. Bluebonnets  ·  April 23, 2026  ·  GWEN ONLY — COMMAND DOC



	⚠  This is your day-of command document. Print it. Have it on you at all times. Everything else is secondary.




PRE-EVENT CHECKLIST — APRIL 22 NIGHT
1. Event bag packed: name badges, sign-in sheets, printed ROS (x3), speaker name cards, notebooks, pens, feedback forms
1. Thomas briefed — 30 min check-in call done
1. Statler room confirmed with Dee — setup, F&B, A/V
1. All 9 speakers confirmed attending — zero question marks
1. Happy hour sponsor confirmed (Dante or Jarred — clarify who)
1. Registration link live and tested
1. Final headcount sent to Dee for F&B guarantee


MORNING SEQUENCE — APRIL 23
	TIME
	ACTION
	STATUS

	7:30 AM
	Arrive at Statler. Walk the room. Check signage, table setup, materials placement.
	[ ]

	7:45 AM
	Check in with Dee — confirm F&B timing and A/V setup.
	[ ]

	8:00 AM
	A/V walkthrough with venue tech. Test all presenter connections.
	[ ]

	8:30 AM
	Place name badges, notebooks, pens, and feedback forms at each seat.
	[ ]

	9:00 AM
	F&B confirmed and in position.
	[ ]

	9:15 AM
	Speaker check-in opens. Greet each speaker. Confirm they have what they need.
	[ ]

	9:30 AM
	All speakers present. Thomas accounted for.
	[ ]

	9:45 AM
	Sound check with all mics. Confirm AV is loaded.
	[ ]

	9:55 AM
	Take position at registration table.
	[ ]

	10:00 AM
	Doors open. Welcome attendees. Direct to sign-in.
	[ ]

	10:10 AM
	Signal Thomas — 2 minutes to open.
	[ ]




TIME SIGNALS FOR SPEAKERS
Use these signals consistently so speakers know without disruption:

	SIGNAL
	MEANING

	5 fingers held up
	5 minutes remaining

	2 fingers
	2 minutes remaining

	1 finger + eye contact
	Wrap now — 30 seconds

	Throat cut gesture
	Stop — over time, hand to Thomas




EMERGENCY PROTOCOLS
1. Speaker no-show: notify Thomas immediately. Have a 15-min filler ready (extended Q&A or open discussion prompt).
1. A/V failure: Dee Skinner 469-776-3722. Speakers present verbally while tech is resolved.
1. Room runs hot (over capacity): alert Dee. Do not turn people away without checking with Thomas.
1. Thomas runs long: step to the front of the room, hold up 2 fingers. He knows the signal.
1. Attendee complaint or issue: handle quietly off to the side. Never in front of the room.


KEY CONTACTS
	Thomas Wagner
	512-409-0352

	Dee Skinner (Statler)
	469-776-3722

	AV Contact
	[CONFIRM WITH DEE]

	Catering Contact
	[CONFIRM WITH DEE]



