Running an Open Event – the detail
(Using the Autumn League/ Lambay Races as example)

1. Getting Started:
Prepare the following 15 files in folder/ dividers or on a spreadsheet: 
(1) Committee; (2) Meetings; (3) Budget; (4) Sponsorship; (5) Publicity; (6) Entries/Entry Form; (7) Notice of Race; (8) Sailing Instructions/Race Office; (9) Course Cards; (10) On the Water; (11) Onshore; (12) Catering/Entertainment; (13) Prizes/Final Results; (14) Signing Off; (15) Index/Contents
These headings will form an agenda for your meetings. Now work your way through them all!
The Sailing Committee will have documents and a CHECK LIST to assist with the running of the event and these should be sought as soon as possible.
2. 

Race Committee:


You will be the Chairman and you will need: 
1. Principal Race Officer, an Inshore Race Officer and possibly a third when a third course is prescribed (the PRO often picks his own IRO).
2. A Rescue Co-ordinator (can be the PRO).
3. A Committee Member

4. A Protest Chairman (again often suggested by the PRO, somebody he can work with!).

5. A Protest Convenor (often suggested by the Protest Chairman).

6. An Official Measurer (try Garrett Connolly, Paddy Boyd or David Howard).
The Official Measurer is not required to attend any meetings neither is it mandatory for him to be in attendance on the ‘race day’ – he should be available if called upon. The Protest Committee Chairman and Protest Convenor do not need to attend your committee meetings. You should establish a contact on the Sailing Committee to assist with regard to advice and to give event updates to that committee.
You will need to appoint one of your committee members as ‘Rescue Co-ordinator’ and ensure they have a copy of the ‘Emergency Action Plan’. (Available from the Sailing Secretary)

3. 
Race Committee Meetings:
You can never start too soon! Start in February for the Lambay Races and June for the
 Autumn League to get ahead of the game! Have meetings at (approx.) three week intervals initially.
A meeting room should be booked with the General Manager. Committee members should be advised in good time. Set out tables and chairs the way you want them, returning them to the normal setting at the end of the meeting.

The ‘Contents’ page referred to in section 1 is the basis of your agenda for each meeting; pick the items you intend going through and write out your agenda. Have an agenda for each committee member.
Try to keep the meeting to a maximum of one hour. Ensure clear allocation of responsibilities.  (Make sure each member takes notes and is aware what they need to complete for the next meeting).

It is important to check with your Race Officers how many RIBs/crews they will need and ensure they are booked IN GOOD TIME.

The notes you take at this meeting form the basis for your next meeting.
Don’t try to include every item at each meeting - prioritise, keep to the relevant points.
 At the end of each meeting agree a convenient date and time for the next meeting.
4. 

Budget:
Prepare a detailed budget for discussion at your first committee meeting,
The General Manager will provide you with a template from previous years.

You will need to revise the budget as you go along in the light of sponsorship monies, entries and costs.

5. 

Sponsorship:
The going rate for the Autumn League is €10,000 and for the Lambay Races €3,000 for a company or €1,500 for a retailer.

Speak to HYC’s Sponsorship Chairman in advance of your first meeting to see if he/ she might have a company lined up. If they have, skip straight to 5.1……… 
The sooner one starts looking for sponsorship the better as companies put their marketing
budgets to bed November/December of the previous year. Ascertain whose responsibility it is to canvass sponsorship and let them at it!  
(Sponsor “target names” will come up from talking to fellow Sailing Committee members -  from thinking who might best suit the type of event you are running or from similar companies that have backed us in the past e.g. car manufacturers, banks/financial institutions, breweries etc. 

Think about high net-worth individuals you might know in the Club or approach whoever sponsored us last year and offer them the ‘first refusal’ this year!

Draw up a list, identify the person you need to speak to, make the call and go and see them! There is a ‘PowerPoint’ presentation for the Autumn League 2006 which could be adjusted for most presentations if required). 
Once you have reached agreement with the sponsor then you need to sit down with them and go through the following points:

5.1 Logo: What logo do they want us to use? (Entry Form, Notice of Race, Sailing 
Instructions,
publicity shots, crystal prizes, jackets etc.). 

Their logo will need to be sent to the printers, to the General Manager for the crystal prizes supplier, the webmaster (for the website) and Graham Smith (for public relations). The webmaster will advise on the type of file/format required.
5.2 Bunting/Signage: What will they be doing? e.g. flags on poles, flag on the mainmast at 
HYC, sign over the Marina Office, signs on gates, see-through logos on the balcony windshield, results board flyers, marina bridge signs.

Do they have a signage company to erect bunting? That company should liaise with the General Manager regarding when they may erect and take down flags and signs.

5.3 Product Displays: Do they want to display product during the event? (On the hard, in the Race Office and on the upstairs landing.) Advise the Marina Manager where appropriate.
Do they have product backdrops we can use in the Race Office and during prize-giving?
5.4 Competition: Do they want to do a product linked competition via our website and by leaflet?
5.5 TV Presentation: Do they want to run a power point presentation on the TV screen in the lounge on race days?
5.6 Sponsor’s Pack: Will they be putting together a sponsor’s pack? If so discuss delivery,
 storage and distribution.

5.7 Company Background Information: You will need the sponsor to supply you with blurb that you can adapt for the website, press releases and Tidal Chat.

5.8 Bunting Afloat: Sponsor flags will be required for the two Committee Boats.

Does the sponsor want competing boats to display sponsor flags or decals?

Does the sponsor want to ‘sleeve’ a couple of race marks?

5.9 Sponsor’s Boat: Is a boat required for the final day, plus food and drink and perhaps a photographer?

5.10 Liaison: Make sure you have all the sponsor’s contact details and give him the General Manager’s and Graham Smith’s details.
5.11 Prize-giving: Will the sponsor be attending the overall prize-giving and making a speech? 

Will they need the Centenary Room for their own entertainment purposes?

5.12 Sponsorship Invoices: “Please let me know what best suits you as regards timing of payment, whether you require an invoice and if so what should be stated on the invoice”. Don’t be afraid to ask for the money! Sponsorship cheques are to be made out to ‘HYC Events Ltd’ and passed to the General Manager for lodgement.
Sponsorship needs to be in place before the Notice of Race is posted to include logos on the documents (two months before the event).

AGREE INDIVIDUAL TIMESCALES FOR ALL THE ABOVE

Write and confirm everything with the sponsor and copy the General Manager and the Sailing Committee Chairman.

Appoint someone to stay in close contact with the sponsor all the way through!
6. 

Publicity:

6.1 Publicity Flyer: This is the publicity shot that goes up on the Club notice boards and is also sent out to other clubs in order to advertise the event.

The body copy of the flyer remains pretty similar from year to year but the photo changes. Agree on a suitable photo (could be taken from the webpage – The webmaster can send you the full file). Before going ahead contact the owner of the boat and get permission to use the photo.


Then adjust the wording on last year’s flyer and go and brief Stephanie or Patrick at J J Lalor Printers. You should ensure that they have the sponsor’s logo and that The webmaster has emailed them a copy of the photo you have chosen. Order fifty copies of the publicity flyer.


6.2 Distribution of Flyer: Once the flyer has been printed then the General Manager puts it up on the notice-boards in the clubhouse and the Marina Office. He also distributes copies to the relevant east coast yacht clubs.


6.3 Menu Insert: Talk to Dave in the dining room and then put a flyer in the front of the menu folders – you will have to move the menus back so that the first page seen when the menu is opened is the publicity flyer.


6.4 Web Site: Get Graham Smith to write a note for the web site using the company info sent
by the sponsor.


6.5 Tidal Chat: Get Graham to do the same for Tidal Chat.


6.6 Press Releases: Get Graham to do press releases for Afloat, Irish Independent, Irish Times and the ISA website.


6.7 Graham Smith: Set up a meeting with Graham so that he fully understands your requirements. Make sure you clear what he writes about the sponsor company with your contact.


6.8 Event Reports: Get Graham to do weekly event reports, an overall summary and a final ‘thank you’ to all concerned.

AGREE TIMESCALES FOR ALL THE ABOVE

7. 

Entry Form:
· Get last year’s Entry Form, do changes (dates, tides, logos etc), then run off enough copies 
of the revised form which can be used for discussion and agreement at your first committee meeting.

· Watch out for: Sponsor’s logo at the top of the form

· Agree with General Manager the entry fee per class

· Set “last date for entry” with the General Manager 
· Check the format of your form with the webmaster for ‘online entry’ as early as possible.
· Once your committee has agreed the final copy then pass this to the General Manager and he will produce a final proof for you. Once you have agreed this proof the he should print off copies of the Entry Form. 
· The General Manager should email a copy to the webmaster for setting up on the HYC website. Remember to allow (maximum) two weeks for this to be done.
· Agree a date with the General Manager for the release of the Entry Form (approximately 2 months before the first race of the event) – both on the website and for collection from the Club. The Entry Form will be attached to the Notice of Race and frontispiece when the NoR is printed.

· It is advisable to put up a separate note on the website drawing attention to any Team Event (the webmaster will do this for you).



Note that all race entries are processed by the General Manager.

8. 

Notice of Race:
Use the previous year’s Notice of Race is as a template and make relevant changes. 
Once your committee has agreed the final copy then let the Protest Committee Chairman have a look at it in case he wants to suggest any changes.
Pass the final copy (excluding the full colour frontispiece) to the General Manager for printing and for passing to the webmaster so that it can go up on the website on the agreed release date. Your ‘Rescue Co-ordinator’ should also send a copy to the Coast Guard for their information.
JJ Lalors will print the frontispiece for you (the company logo and photo of race winning boat having already been passed to them) and will deliver to the Club. Get 300 copies of the frontispiece printed for Lambay/ Autumn League and xxxx for the Frostbites.
The General Manager will then assemble the NoR to include the Entry Form and Team Entry Form and will distribute them up outside the General Office door and in the Marina Office.

At this stage those that entered on line or provided email addresses on manual entries the previous year are emailed by the General Manager and informed that on line entry is now available or hard copies of the NoR etc. are available for download from the Club’s website.

In the case of Open Keelboat events, canvass Class Captains to drum up interest in the event e.g. Etchells, 31.7s, Sigma 33s, White Sail Cruisers (Dun Laoghaire and Skerries), E-Boats and 1720s. Ideally, this should be done early in the year before Classes have finalised their calendars.
Remember to check that everything that goes up on the website is the same as the printed version! (Entry Forms, NoR, SI)
9(a)
Sailing Instructions:

Follow the same procedure as with the NoR. The General Manager will again print the body
copy and will assemble the completed SI the week before the event. You will have had about 300 frontispieces printed for Lambay Races/ Autumn League, xxxx for the Frostbites and ensure JJ Lalors have the heading ‘Sailing Instructions’ in a different background colour to the heading ‘Notice of Race’ on the NoR – for ease of recognition!

The General Manager posts Sailing Instructions to each non-HYC entrant where he receives the entry by the Wednesday prior to the closing date (NB the post goes at 1725). They should also be posted on the website – remembering to give the webmaster plenty of notice.

All other competitors should collect their Sailing Instructions from the Race Office.
9(b)
Race Office:

The Race Office opening hours are stipulated in the NoR and you will need to organise the manning of the office during these hours.

A notice showing the Race Office opening hours should be posted on the main HYC notice board in the back lobby and a copy placed on the Race Office window on the week prior to the event. The webmaster will also post the times on the website for you.


You will need the following for the Race Office:

· Green baize table-cloth 

· Table and chairs
· Get product backdrops from sponsor and erect them in full view
· Waste paper basket
· ‘Labelled’ protest box
· ‘Race Office’ sign on the window with details of opening hours
· A copy of the Racing Rules of Sailing

· Plenty copies of Sailing Instructions

· Copies of Course Cards

· Copies of Notice of Race/ Entry Forms (for late entries)

· Envelopes for late entries/ payments
· Weather forecast handouts on race days (available from the Marina Office) 
· Lists of individual class entries (get from Gaye/Results Office or website)

· ‘Team Event Entry Forms’ (remind people of this category when they collect the SIs!)
· An overall list of entries: get from the General Manager and use it to tick off boats when you hand out the SIs, otherwise you will quickly run out of SIs and especially Course Cards! (The larger boats may have many of their crewmembers looking to get copies) 
· Ask the General Manager to organise the cleaning of the Race Office each morning.

· If you intend competing yourself you will need a “stand-in” to cover (up to about 30 minutes before the 1st warning signal).
· A laptop that can wirelessly link to the web will prove useful for checking entries/ event spreadsheet/ checklist etc
The Protest Convenor will help man the Race Office after racing as he is responsible for organising protest hearings. An experienced convenor will have a ‘Protest File’ which would contain the following:
· Copy of the NoR

· Copy of the SIs

· Protest Forms 

· Form for recording details of protests lodged

· ‘Request for Review of a Boat’s Score’ forms

· Sheet showing the time of finish in the different Fleets – to be posted on the Official Notice Board
· ‘Protest Hearing Schedule’ forms

· Some envelopes (for passing protest details to the Protest Chairman)

10.    Course Cards:
The golden rule with course cards is that if course changes are required, you start work on them as soon as possible!
Course Cards can be incorporated in the Sailing Instructions where they are only being used once (Lambay Races), otherwise they should be sealed/ laminated.
Once changes have been made the Race Officers need to check them thoroughly. Once the Race Officers are satisfied and other relevant details on the cards have been amended then the cards should be sent to JJ Lalors for printing and delivery to the Club. 

Single-use/ non laminated cards can be printed at HYC and where courses are separated for different fleets it is a good idea to ‘colour-code’ the different courses. (ie Inshore in Red and Offshore in Blue for Lambay courses).  Remember to ask for the previous year’s event debrief notes (if there are any) so that recommended changes can be spotted and discussed/ altered by your committee and Race Officers.
11. 
On the Water checklist for meetings:
Activities “on the water” will be looked after by the Race Officers but it is wise to keep a check list which you can run through at your committee meetings.


Items on this list would include:

· Have the Committee Boats and drivers been booked?
· Have they got all the necessary equipment? 

· Have we got enough helpers for the Committee Boats?
· Is the Rescue Co-ordinator in place
· Have we got a back up boat/ ‘mother-ship’ in case of breakdown/ accident?

· Have we organised enough RIBs, drivers and crew?
· Organise photographer and RIB for sailing/ prize-giving photos. (John Deane)

· Have arrangements been made with the Marine Manager to check all the race marks in case any have drifted before the event commences or if there has been bad weather during the week preceding?
· Have we enough Starters’ Hut helpers?
· Have we organised the transfer of the finish details from the Committee Boats to the Results Office?

· Have we organised a ‘Sponsor’s Boat’ if required? Plus food and drink?

· Ask the Race Officers for their mobile phone numbers so you can contact them (privately) at sea if necessary.

12. 
On Shore Checklist for meetings:
 This list is just to keep you on track and should be reviewed at your Committee meetings.

The list should encompass the following:

· Do the budget and keep updated.

· Get sponsor and keep in touch with them.

· Organise RIBs and crew.
· Establish a point of contact in the Marina Office with regard to an emergency.
· Ask Gaye Bothwell to do results and discuss operation and timings.

· Organise photographer and RIB for sailing/ prize-giving photos. (John Deane)

· Book Protest Rooms (with General Manager & ensure cleanliness)
· Write all Race Office forms.

· Get Protest Box.

· Organise catering.

· Organise security (for final night only, liaise with General Manager).

· Book bands/entertainment (liaise with Entertainment Committee)
· Organise small marquee (weather protection for bands/ outside catering – the Club has one).

· Establish sponsor’s requirements.

· Organise tables and chairs for hard (in potential sunshine).

· Organise results service.
· Confirm with the Handicapping Committee that they have handicaps for White Sail Cruisers

· Get prizes and trophies (liaise with General Manager).

· Organise jackets and embroidery.

· Organise prize-giving.

· Provision and manage the Race Office.

13. 
Catering/Entertainment:


13.1 Catering

Sit down with the caterers and talk through your requirements regarding the provision of breakfasts, burgers, salads, rolls etc. Establish whether you want breakfast to be provided every morning (remember the start on the final day is later and there may not be a demand for breakfast). Ask the caterer’s permission to put flyers in the menus. Ask the General Manager to organise chairs, tables and cleaning.

Food (rolls) and refreshments for the Committee Boats will be ordered locally (bars and minerals are ordered from the Club bar through the General Manager) and will be looked after by the Race Officers. Check with the Race Officers how this is to be paid and by whom.


13.2 Entertainment



Entertainment in the main is provided by solo performers or three/four piece bands.

Decide on what days you want music, what you have allowed in your budget and what bands you can afford: usually in the Autumn League the four piece band plays on the first and last days. Let the caterers know of your plans where the entertainment might intrude on the restaurant. (Anybody booking tables should be advised of the function/ entertainment)   Ask the General Manager to apply for Bar Extension where necessary.


Ask the Entertainments Committee or Gerry O’Neill to help you find bands etc.
If you intend providing family entertainment (clowns, puppet show, face-painters) then you will need to produce flyers advertising the fact. You would also be well advised to provide female chaperones to look after the children.
Remember there is a PA system that can ‘pipe’ music inside and out.


Liaise with the General Manager to pay any bands/ entertainers on the day.
14. 
Prizes/ Results:


14.1 Prizes
Ask Gaye Bothwell to do results and discuss operation and timings.

Based on the number of entries per class (as per the NoR) the General Manager will order the crystal prizes and will arrange the recall and engraving of the previous year’s winners on the trophies. 


Check if the Race Officers would prefer a crystal presentation or a gift voucher.

If jackets are being presented for daily prizes and to Race Officer’s teams, get a catalogue from the supplier, choose some designs, get a sample of those designs and then talk to your committee regarding a final choice of jacket. You should also talk to the supplier if you wish to change the style of embroidery/design to be used on the jackets.

You will need to order a range of sizes from the supplier (small, medium, large and extra large) and the supplier will advise you on the mix.
Additionally the Race Officers will need to advise you of the size requirements of their teams. (Ask the supplier for a loan of samples of each size which the Race Officers can then use to get the correct sizes).


Order jackets weekly so that you don’t end up with too many of the one size left over. The 


jackets for the race officials should be ordered as early as possible as they like to wear them 

during the event.


14.2 Final Prize-Giving

Establish at an early stage who is going to represent the sponsor at the final (overall) prize-giving and what  part they want to play in the prize-giving and, indeed, if they will be attending for dinner on that evening.

Overall prizes and trophies can be laid out on the tables just inside the dining room and are masked from the lounge by leaving the partitions pulled across: this allows you to do the individual race day presentations (for the previous two weeks) at an earlier time than the ‘overall’ prize-giving. Sponsor’s backdrops should be in place for any prize-giving.
Gaye/the computer results team will produce sheets showing the results of each class and should sit alongside the prize-giving with their notes. Taking these sheets and using the Notice of Race as a guide to trophy names, highlight the winner’s names for each class and write in the name of the trophy won. Also highlight the names of the second to fourth prize winners paying particular attention to the number of entries per class (the General Manager will have ordered based on this) and the rules of the One Design classes regarding a boat winning both scratch and handicap prizes.
It is not always necessary to wait for the conclusion of lengthy protest meetings before the presentation of prizes – provisional results can be given to keep the evening moving. Ensure that an announcement is made to herald the approximate time of the prizegiving. 
Make sure you use the forenames as well as surnames of all prize winners – allow time to gather this information.
The format of the prize giving should be as follows: 
(1) Introductory remarks by yourself. 
(2) Introduce the HYC Commodore who says a few words. 
(3) The Commodore hands back to you and you introduce the sponsor. 
(4) You thank the sponsor. 
(5) Presentations to the Race Officers. 

(6) Commence the prize-giving starting with Class 0. Any overall trophy is held until last.
Prizes should be handed out by the Sponsor/ Commodore (or the most senior Flag Officer available). You will also need help in passing prizes to the Commodore and in ticking off recipient’s names. Gaye usually ticks a list as well as it is important that any uncollected prizes are identified so that they can be given to the recipients at a later date. Photographs of the winners should be taken by John Deane. 
(7) On completion of the prize-giving thank everybody for their attention and close.



The final results together with photographs of winners should be put up on the HYC website 

and ask Graham Smith to do an overall summary to round it off.


14.3 Daily Prizegiving:

Individual race winners will be presented with their jackets on the Sunday following e.g. the winners of the first Sunday’s races will receive their prizes on the second Sunday. Races 5 and 6 are presented on the final Saturday.

Gaye Bothwell should supply the results sheet for each class and again you should highlight winners’ names and note the rules for One Design classes.

You should position yourself just outside the dining room partition for the prize-giving and ask a Flag Officer to present the race jackets as you read out the names. The General Manager can tick off the recipients’ names.
Where jackets have not been collected phone the individuals (details from their entry forms) and tell them you will leave jackets in the Race Office for collection the following Sunday. Then label the jackets with the winners’ names, put them in a box and leave in the Race Office.

15. 
Signing Off:
You will need to write and thank all those who helped you in the running of the event. This list will include the Race Officers and their teams, the sponsor, all your Committee members, the results team, the Handicapping Committee, the Protest Chairman and his team, the Official Measurer, Graham Smith, John Deane for his photography, The General Manager and his team, and all others who helped you with the event
You should ensure that Graham Smith has done an overall event summary and final thank you for the HYC website.
Submit a list of helpers to the General Manager for the ‘wash up dinner.’ 
Do a final review of the budget and ensure all details are included.
Finally, have a debrief meeting and submit observations to the Sailing (and any other relevant) Committee.
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