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Introduction to Escaped Aussies

What are the Core Values of An Escaped Aussies Boat?

Core values of the Escaped Aussies Boat, in order:
1. Fun

2. Learning

3. Winning

4. Give Back

These values will affect everything that is done in setting up for a regatta, a race day, and racing on the day.

In recent years, Escaped Aussies have generated donations for charity by selling branded hats and clothing both online and at regattas.  Therefore, throughout this manual there are also comments and checklists that relate to preparing for the charity related activities.

Why a Manual?

Well, the short answer would be anal-retentive management types over organizing something.  But in reality, pulling together a fun and well organized regatta in a foreign country where sailors haven’t raced before is a lot of work and takes a lot of organizing.  Particularly if you want to: 

1. Race well, 

2. Have fun,

3. Make a big impact.

Layout of this Manual

The first half of this manual focuses on organization a regatta and going sailing.  It covers the preparation for the regatta, organization while at the regatta, setting up the boat, racing and debriefs.  The second half of the manual covers general sailing concepts – roles on the boat, tactics, etc.

Each section has general notes that have been developed over the years.  There are also Checklists because there are way too many things to try and remember and this way there is a better chance that nothing gets forgotten.

Some sections have a section on Data Collection.  These are forms designed to be used on the water to collect information about the conditions and boat performance.  Some include particular checklist items (such as acknowledging the start boat ).  The forms have been compiled to show the sort of information often required and will be adapted for individual styles. Most often, a lot of this information gathered will be on the piece of paper you have handy (e.g. the back of the sailing instructions), but it is best to start with some structure

Any suggestions for improvements or ideas are welcome at regattainfo@escapedaussies.com.
Setting up for a Regatta

Organization Structure on an Escaped Aussies Boat


Owing to the high concentration of business professionals (sorry physicians) on Escaped Aussies regattas there is an organization structure for each regatta that overlays the traditional sailing roles such as Helmsman, Tactician, etc.  The roles include:

· CEO – usually the skipper, but not necessarily.  This person has the overall responsibility to recruiting good crew to the regatta, signing off on boat charter, and assuring the sailing portion of the regatta goes well.etc.
· COO – Assures the day-to-day operations of the boat are taking place.  Manages the VPs but in addition to the sailing focus, assures that the fun and charity portions of a regatta are organized.  The COO assures that the VPs of Provisioning, Merchandise, Music, and Fun are all making the regatta the best it can be.  Pertaining to racing, he assures that boat set-up, navigation prep, and general boat readiness are taking place.
· CFO – Prepares a budget prior to the race, collects “kitty money”, collects and audits receipts, and sends out final billing.  The CFO usually is responsible for the hotel accommodations, but the task can be taken on by other executives. 
· CMO – Coordinates all the fun prep and the Escaped Aussies marketing presence.  He assures that the Escaped Aussies Brand is maximized and built on.– CDs, t-shirts, organizes any charity activity, etc.
· Various Vice Presidents – these are made up to maximize humor and get as much of the crew contributing as possible.  Likely roles include:

VP of Provisioning

A critical role on the boat – accountable for assuring that stomachs are managed throughout the regatta.   Never forget the little things like water, the story from King’s Cup Regatta is a classic.  Provisioning should always be conscious that fun is the priority on an Escaped Aussies regatta – which means good food and drink.  This must be balanced with an eye to keeping weight down on the boat. 
VP of Merchandise

A good and consistent look is essential at a regatta.  Only at Sailing Regattas are groups of grown men encouraged to all wear the same outfits when they go out, so you might as well enjoy it.  It harkens back to the days when armies at battle wore uniforms and were proud to bear their colors.  Of course this clothing should be functional too.  A “kit” usually contains the following items:
· A wicking type of racing shirt can be long or short sleeve. A long sleeve and collar is preferable for SPF.

· T-Shirt that proudly displays the “battles” the team has engaged

· Shore Shirt – A “camp” type shirt to be worn at the evening events to garner conversation. The Playboy shirt is always a great conversation starter!

· Warmer weather gear if appropriate – this is sometimes a rugby style shirt or light jacket.

· EA or SailStrong Hats

· Escaped Aussie team tattoos (temporary!) are also great fun and conversation starters

· Escaped Aussie Business Cards are great to hand out – current version (2004-2006) have Escaped Aussies on one side and SailStrong on the other.
VP of Music

It remains amazing how much a good set of CDs (and ipod lists) can make a regatta and bring back the memories when the regatta is over.  While Bakes is prohibited from ever holding this position again it’s an important and fun job.  This VP should try and remember to:

· Make the music consistent with the national music

· Don’t be obvious with music choice (i.e. Jimmy Buffet for Caribbean regattas – not good)

· Make awesome labels for the CD

· Get them to people with ipods early!
VP of Fun

The VP of Fun manages, well, fun.  He answers questions like:

· Where are the parties?

· Where should crew members show-up?

· What tickets are needed?

· What are good activities for the lay-day?

· What is the right local beer to buy in bulk?  (not for Bushman to answer)  

VP of Charitable Giving

This VP assures that money is raised before the regatta from the crew, a proper local (or not) charity is selected and their representatives contacted.  He has a basic idea of “how” the money will be presented and how much will be raised (and “how”) from other regatta sponsors and boats.  He ensures that any other obligations are covered off, such as making sure receipts are available if required for big donations.  Basically, a lot of this role needs to be done long before the regatta so that it is not too much work during the regatta.

Regatta Planning

Usually regattas are planned out at least nine months in advance; the minimum time need to plan a regatta is six months. 

After the Regatta is announced:

· A team member takes the lead on determining the boat options

· A team member takes the lead on find housing options
Six Months Out:

· Team call

· Determine positions of the executive team (usually based on who has taken the lead in launching the regatta.

· CFO - Secure boat with a verbal conformation 

· CFO - Secure housing with a verbal conformation

· Hotel does not need to sleep the whole team. Some can sleep on the boat, but it should be noted that each member needs his own sleeping spot.

· Do not put six guys in one hotel room with two double beds – this is a recipe for disaster

· We would also not recommend the whole crew sleeping on the boat. It has been done and depending on the regatta, might be a necessary. The best is to have a “base camp.”

· CFO - Determine the cost of the regatta

· Past experiences tells us that a regatta runs between $1,500 to $2,400 per person; excluding airfare. Average about $1,700.

· Boats can run from $6,000 to $12,000 for a week all depending on the type of boat to the location of the regatta. (A 38 foot boat for the Key West regatta, cannot be touched for less than $15,000)

· Hotel cost is really determined by the location of the regatta

· Kitty – $300 to $400 per person is about the right amount of money that is need to out fit the crew for a weeklong regatta. This includes all food and drinks. 

· Team – Pony up CFO $150 of the cost of a regatta to secure a place on the boat. As a way to be fair to all, a good practice is to count team members in when funds are received. 

· CMO – Create E-mail list of team members

· Team – Secure airline fights (if using frequent flyer miles, reserve ASAP) Share details with other team members

· Set up a website to exchange ideas on the regatta 

Five Months Out

· Team – Pony up enough to put a deposit on the boat and housing. Usually 50% is needed for the boat and 25% for housing

· CFO - Secure boat with a deposit

· CFO - Secure housing with a deposit

· Skipper - Determines crew positions, base on the crew that has signed up.

· Team - Find any information on the boat that you will be racing on, Example: J-world has great sailing tips on their boats.

· CMO - If the team is planning a charity event now is the time to start the planning and looking at charity options

Four Months Out

· CMO – Determine the Charity

· CMO – Appoint  the VP of Provisioning, VP of Merchandise and VP of Charity 

· VP of Merchandise – Design team logo, pick shore , racing and t-shirt. Also, pick hat if new hats are going to be used. 

Two Months Out:

· Team – Pony up the rest of the funds need to cover the boat, housing cost and merchandise 

· CFO – Pay balance on housing and boat

· VP of Merchandise  - Order gear (hat, racing shirts, shore shirts, t-shirts)

· Team call

· VP of Charity – Confirm details of charity with the Commodore to maximize exposure

· CMO – Work with the VP of Music to determine music selection

· VP of Communication – Determine communication methods for the regatta and for the location – Mobile phones (that work in country and who is brining), Walk-Talkies (how many who brining) batteries, etc. 

One Month Out:

· Team call to determine any last minute planning.

· CFO – Send out contact sheet (see appendix) 
Items to Bring For Regatta Success

Once the location has been selected and the call has gone out the COO and CMO need to make sure that the following key items need to be brought to each regatta:

· Each crew member should bring at least one or more bottles of their favorite liquor. A good suggest is to pick up the bottles at the duty free shop on the way to the regatta. 

· Music – with the advent of digital music players, it is great to have a wide selection of music and to have the “Tour” CD on a digital music player(s). A set of speakers is key to make sure that you can play the music of course way to loud; to bother other guess of the hotel is key. Also, need to bring the “Tour CD on the boat, since most boats have a CD player.

· Light weight spinnaker sheets (most boats never have a set on board and can be a huge tactical advantage)

· Duck Tape (speaks for itself). An activity can’t be considered a sport if it doesn’t involve duck tape
· Tools – A set of wrenches, screw drivers, etc to remove bimini tops (do not drop them in the water like St. Martin), to remove a few non-racing essentials, or to make minor repairs to the boat

· Sunscreen (it seems like a simple add, but it can be amazing how many people forget sunscreen)

· Wet weather gear for regattas that can be cold.

· Towels – Light way pack towels are great to take along – there are never enough towels around

· Cameras – It is great to take pictures of the regatta on and off the water 

· Sailing gear – The basics are gloves and shoes – (every trip someone forgets these items.

Most of the provisioning work before the regatta is about making sure the infrastructure items are taken along – radios, sail repair kits, toolkits, etc.  Most of the provisioning work starts once you actually get on the ground.

Racing

The essential pieces of information for a regatta are the:

1. Notice of Race
2. Entry Form
3. Sailing Instructions.  
They are universally available for regattas from the organizing website.

The Notice of Race (NoR) provides information about the overall regatta, how it is setup.  It defines the regulations that the racing will be run under; eligibility, divisions, rating systems and safety categories; entry details; schedule of races and scoring systems. 

The Sailing Instructions (SI) contain specific information about the races.  This includes any amendments to the standard racing regulations, signals, class flags, how protests will be conducted, etc. Normally, a race disqualification can be dropped, but the SI might change this. The instructions also define if a crew list and contact information is required.
Between these NoR and SI , it is possible to develop an overall strategy for the regatta and understand the type of preparation that might be required.  A regatta run over seven days consisting of nine races is going to require a bit of conditioning (especially as most of us are used to only one or two races at a time on a Saturday)

The racing handbook normally has the course layouts and other details about the racing.  They are normally only available at the event, but sometimes it is possible to get a copy from a previous year.  The course layouts are very useful in determining what tide and current information you need to try and source.
Regatta Preparation Training Routine
Proper physical and mental (and liver) preparedness is essential for a successful regatta.  The Escaped Aussies present the following program only as a rough training program.  Individual results may vary.  Please consult your physician before attending any EA function.

8 weeks out.  30 minutes exercise 3 times a week, focusing on cardio.

Maintain a light load of carbohydrates to increase your VO max capacity.  At least one strength session each week

6 weeks out.  30 minutes cardio sessions 4 times a week.  Build protein reserves through either meat and egg content or protein supplement (like WeightGain 4000).  Ensure proper hydration, at least two litres of water every training day

4 weeks out. Maintain the cardio sessions. Extend them into the evening.

Finish session with at least two litres of water and a nip of scotch. Start tapering weight sessions.  Replace one of the weight sessions with relaxation time - at least one night off a week, and enjoy the occasional beer.

3 week out.  Drop all the weight sessions.  Adjust the diet to include burgers and pizza. Build up brownie points at home.

2 weeks out. Tell the other half you are still training and run to the pub.

Get in at least four drinks sessions a week.

1 week out.  Forget the training, choose your duty free booze, get some rest.  You are going to need it

Checklists

Checklist 1: Regatta Organization
FINANCIAL (CFO)

· Send out budget

· Complete cash calls

· Book boat, confirm safety category (if required)

· Book hotel – no we don’t stay on the boat

TRANSPORT & ACCOMMODATION (CFO + COO)

· Confirm contact numbers, flight details

· Send out accommodation details

· Send out spreadsheet with everyone’s transportation information and as many cell phone numbers as possible

LOGISTICS (Provisioning)

· Bring walkie-talkies and batteries – these come in very handy when preparing the boat and finding people

· Work out where provisioning will be done

· Issue duty free instructions
WARDROBE (Marketing)

· Racing Shirts, shore shirts

· Caps

Checklist 2: Charity

· Ensure everyone understands the background to the charity

· Get sufficient stock of items to sell
Checklist 3: Individual Crew Members

Full EA crew kit with EA Logos  including:  

· Racing shirts and shore shirt
· Jacket

· Hat

· Tatoos

· Business Cards

Other sailing gear to include: (see www.escapedaussies.com for recommendations)

· Wet weather jacket

· Bib overalls

· Sailing shoes – don’t be concerned on over spending here, deck shoes and Harken racing shoes are great, but old non-scuffing tennis shoes are good to

Checklist 4: Racing Preparation – Before Arriving At The Regatta 

Registration forms completed
Date

Recipient


Boat rating provided
Date

Recipient


Crew list lodged (if required)
Date

Recipient


GPS with local setup
(
Checklist 5: Strategy Preparation – Before The Regatta

Tide tables
(
Current details
(
Charts
(
Daily forecast source
(
Long range forecast
(
Local Knowledge


Other Notes:



Additional Roles and Training Definition

Using the Spreadsheet below can help a new crew define their “additional” jobs on the boat and focus the training they do before a regatta.

	EA
	EA Org Role
	Primary (Upwind) Racing Role
	Primary Downwide Role
	Apprentice Role
	Duties Include
	Pre-Regatta Sailing Duties
	Rail Duties(Upwind & Down)
	Training You Might Do
	Training You MUST Do

	Alan
	CFO
	Bow
	Secondary Kite
	 
	 
	 
	Wind shift on course / better air
	 
	J120 Manual

	Scott
	VP Provsn
	Mast
	Sheet Grind
	Head Sail Trim
	 
	 
	Competition
	Pocket Sailing Guide (bb)
	J120 Manual

	Bush
	VP Fun
	Head Sail Trim
	Head Sail Trim 
	Main & Kite
	Navigator
	Charts / Tides / Weather
	Monitor VMG
	NorthU Tactics Book/North U trim book 
	J120 Manual

	Bakes
	VP Provsn
	Head Sail Grind
	Main Trim
	Tactician
	Downwind Main
	 
	Competition
	J120 manual
	J120 Manual

	Bob Bush
	VP Safety
	Head Sail Grind
	Puffs & Waves
	Head Sail Trim
	Safety EA Manual 
	 
	Call Puffs & Waves (Up & Downwind)
	 
	J120 Manual

	Marcus
	VP Charity
	Pit
	Pit Wind Shifts / Air
	Kite Trim
	 
	Weather
	 
	NorthU Trim Book and DVD
	J120 Manual

	Brett
	COO
	Main Sail 
	Primary Kite
	Helm
	Crew Boss
	 
	 
	NorthU Trim Book and Tactics 
	J120 Manual

	Robert
	VP Music
	Tactician
	 
	 
	 
	1) Fleet info (this year / last) & handcp 2) Target speeds 3) Sail inventory and wind rating 4) Racing Prep EA Manual pg 14-16
	Call Puffs & Waves (Up & Downwind)
	NorthU Tactics Class (well done)
	J120 Manual

	Daz
	CEO - Acting
	Helm
	 
	 
	 
	 
	 
	Something, anything…
	J120 Manual


Arriving at the Regatta

General Notes

Everyone will be turning up at the regatta at different times on different flights, and possibly from different time zones.  The first day can be hectic as hotels are located and room details confirmed, specific on-the-ground logistics become apparent and the boat is located.  It is essential at this point to have a single person who knows everything about the accommodation and details and is the first point of contact.  Everyone should have the contact details for all others in case there are communication problems.

Once all team members are located in the hotel, apartment, house or whatever, get together as soon as possible and organize when to have a look around and get out for the first sail.  VP of provisioning should be scouting for supplies – particularly water, beer and sandwiches.

Confirming the timetable of activities is high on the list for the COO. There is nothing worse than missing out on a free BBQ or drinks because someone didn’t read the brochure right. Confirm the time of the skippers briefing.

Checklist 6: Provisioning at the Regatta
For the boat
· Lunch (normally prepared sandwiches)

· Water (at least 1L per person per day)

· Sunscreen

· Snacks

· Beer (one each for after the race)

· Ice

On land

· Breakfast

· Dinner arrangements

Racing preparation

Once on the ground in the location the focus is on confirming the information that you have collected prior to the regatta and filling in the gaps.  Once this has been done, the overall strategy can be revisited to check if it needs updating or changing.

One of the hardest bits of information to find is detail on winds and current (and sometimes even tide times are difficult to find).  At one regatta, we used to get the local paper each day because it was the only source of a weather forecast outside the clubhouse.  It is always useful to have a chat to the locals.  If you are coming from along way away (as we tend to do) they are normally happy to give at least some guidance to the conditions.  If nothing else, find out which is the gun boat so you know which one to follow.

Make sure you visit the race office / clubhouse before the skippers briefing in case there are any surprises (e.g. information not received by the club, problems with the boat rating or division, etc.).  At the skippers briefing, or straight after, try and meet the head of the protest committee and say hello in the hope that you will never meet them again.

The registration desk before the skippers briefing is normally the first chance you get to get a copy of the racing handbook.  Some regattas put it online, but many don’t.  This will cover a range of useful topics such as:

· Courses – what are the courses, how will they be identified (e.g. number and direction), 

· Starting sequence – are there sounds and flags, what is the timing of the signals, etc. If running two races in a day, when will the second on start

· Special flags – are there going to be any special flags in use e.g. I or Z (look them up if you’re unsure of the implications)

· Radio channel for any recalls or changes

· Divisions – how many, what is the start order

· Recall procedures - pay particular interest to the recall procedure when it affects a division prior to your own – does everyone get shifted out, or does the restart move to the back of the queue?

· Shortening - often hotly contested during a race if not studied beforehand is the process for shortening races, both a the start and during the race.  How does the course change if shortened at the start? Can they shorten at any mark? How will they indicate this?

· Competitor details – who are the nearest rivals on handicap, how many boats will be on the start line

· Points system – any drops, what is the extra benefit of coming first

· Rules – any special rules not mentioned in the Sailing Instructions?

· Awards – are there prizes for each race, or just the overall regatta

Armed with the details of winds, currents, tides, forecasts and courses the strategy can be formulated or confirmed (depending on the level of preparation).  Tactics are about how you respond to the conditions as presented on the course, strategy is about where you want to be on the course.  For example, the strategy might be to stay close to the shore for particular race, it might be to get to the end of an island before crossing the channel.  It is always best to develop a strategy in the calm environment on land to guide the overall decision making when out on the boat. The conditions have to change significantly (not just have one boat break away) for you to alter the strategy.

Checklist 7: Racing Preparation – At The Regatta

Skippers briefing:
Time:

Location:


Make sure you visit the race office / clubhouse before the skippers briefing in case there are any surprises (e.g. information not received by the club, problems with the boat rating or division, etc.)

Registration forms confirmed
(
Boat rating and safety category confirmed
(
Division confirmed and correct division pennant
(
Radio channel confirmed
(
Full boat entry list and handicaps
(
Crew list confirmed (if required)
(
Course numbers and layouts confirmed
(
Start sequence and recall process confirmed
(
Waypoints defined
(
Recalls:
Signal:

Radio Channel:



Procedure:


Other Notes:



Preparing the Boat

Notes

If you intend to walk on to the boat and do no preparation, don’t expect to have any chance of winning.

Also, make sure you have reasonable expectations.  If you turn up and meet the following criteria…

· Never sailed in the area before

· Have a crappy old boat with crappy old sails

· Have a boat with a ridiculously high rating

· Have a boat full of people with little experience who have never sailed together before

…don’t expect to win.  And if you do win, expect that a lot of locals and regulars are going to be really pissed off.  So set the expectations and enjoy the event.

The skipper should provide a briefing on how the regatta will be sailed. It is important that everyone is introduced, along with his or her level of sailing experience. This is not for showing off, but for understanding what you can expect from everyone.  Make sure that the type of sailing is also covered.  Someone who has spent their life sailing dinghies or catamarans could be completely out of their depth with the loads and winch usage on a forty footer.

Boat Racing Checklists

Checklist 8: Crew Setup

Skipper’s briefing before boarding the boat

· Confirm roles

· Introduce level of experience of each person

· Agree how the boat will be managed

· Agree how the regatta will be raced

Checklist 9: Safety Details

Safety (skipper)

· Location of safety devices

· Man overboard basics and drill

· Race instruction safety requirements (for the category)

· Medical kit filled and location known

· Fuel level

· Radio operation and any checks required

· Engine operation (power, glow pug, start, stop, neutral)

Checklist 10: Boat Setup

Boat Preparation (COO)

Minimum

· Fore deck examination – know what goes where

· Sharp points / catches

· Bosuns chair – on board, understand how to rig

· Navigation lights and all running lights checked for operation 

· Cool CD’s on board

· Pump bilges – assure pumps work

· Check engine coolant and oil levels

· Head clean and working 

· Valves turned to the correct positions

· Assure sails are packed properly 

· Run of headsail and genoa sheets

· Run of spinnaker sheets and braces

· Halyard colors and locations

· Pole setup and operation

· Operation of running backstays

· Location of any light air sheets

· Folding the prop

Give yourself a racing chance

· Cover pins/split rings taped

· All winches checked

· Check all fittings – tight and lubed

· Hull, keel, and rudder scrubbed and smooth (or not)

· Remove unnecessary weight off boat – inc drain water

· Luggage stored off the boat or properly on the boat

· Barbeque off

· Bimini top removed

· Hoist all sails and check

If you have time

· Up the mast to check and lube sheeves, halyards 

· Assure exits are not twisted

· Lubricate everything (including CBA)

· All lines checked for wear and tear and put into proper location

· Lifeline tension checked

· Check for loose cleats

Understanding the Boat

Notes

Once the boat is prepared and you know what is where on the boat, you still need to get out and understand the boat and crew – how fast it goes, how long maneuvers take, etc.  This has to be done on the water on a practice day.  

You can’t escape the fact that when a new crew comes together on a new boat, the longer you can spend on the water the better things will be.

Three main areas should be addressed:

1. Sail handling

2. Boat handling

3. Crew Communication

Sail Handling

Understand how to get the sails up, down, changed and how to trim them

· Understand hoists – which halyards, what the calls are

· Drops – what happens to the headsail when the spinnaker is up, who is grabbing which line when the spinnaker comes down.  Which hole in the boat is the spinnaker coming into

· Gybes – who does what, and what are the calls

· Changes – what is the order of activities for doing a headsail change, how to go about a headsail or spinnaker peel.

· Trim – how quickly can things be adjusted, what is the impact of backstay, runners or any fine tunes

The Test Sail Program Of Activities checklist below provides a program of activities to develop all the sail handling techniques

Boat Handling

In order to understand how the crew and boat responds and how quickly maneuvers can be executed, some time should be spent practicing and collecting information.  Information such as speed lost in a tack, time to hoist a kite, time to setup and gybe are invaluable when making tactical decisions on the course.  For example, if the wind is at the top end of the spinnaker’s range and the downwind leg will only take ten minutes, is it worth hoisting a kite if practice has shown it takes three minutes to hoist (and cleanup) and four minutes to drop the kite.

When practicing boat handling, discuss and practice the planned start procedures (Reach out & back, half speed, triangle, etc.) It is also useful to discuss any start contingency plan.

The Data Collection forms provided below provide a guide for collecting the information to understand the boat handling characteristics.

Crew Communication

Communication, particularly with a new or inexperienced crew is vital – for performance and, more importantly, safety. 

If you run out of practice time, get the communication sorted first – it will help you get out of trouble when it finds you.

There are three areas of communication that normally need to be sorted:

Terminology – get the names agreed:

· brace or guy

· kicker or downhaul

· uphaul or topper

Calls – getting the calls established:

· Tacking –  is there a sequence of ‘standby’, ‘setup’, ‘tack’, 

· Gybing – does the helmsman call the trip on the spinnaker

· Ducking – who will call it, what are the calls for hold, duck and back on

· Accelerating or decelerating the boat 

Communicating along the boat – reduce the amount of repetitive calls:

· how will messages get from end to end?  Is it a crew boss job to make sure everyone is informed, or is it up to everyone to make sure calls are passed along?

· what are the signals from the bow – should they point to the other boat or call the helmsman up or down, what are the hand signals to show distance to the line, how do they indicate if the boat was over the line

· wind and waves – who will call the wind and waves, how will it be relayed

Checklists

Checklist 11: Preparation – Boat Setup

Navigator

Instruments checked
(
Boat speed targets defined
(
Charts on board
(
Waypoints defined
(
Division flag and regatta pennant or sign in place
(
COO

Radio operation understood (by at least 2)
(
Radio on the right channel
(
Safety equipment and medical kit located
(
Engine operation understood (if the engine is working!)
(
Anchor location and deployment
(
Pitman

Topping lift and pole positions marked for the gybe
(
Car positions marked for headsails
(
Mainsheet

Mainsail battens checked
(
Foredeck

What sails are in which bags
(
Checklist 12: Test Sail Program Of Activities

Underway

· Hoist main

· Cunningham and outhaul arrangement

· Reefing arrangement (location of lines and reefing process – don’t forget the vang)

Headsail hoist

· Choice of halyards

· Operation of the feeder

· Genoa track options

· Calls for up, down and stop

Basic Tacking

· Get the calls sorted – e.g. standby, setup, tack

· Movement of people

· Skirting

· Movement of winch handles

· ‘Going through the gears’ after a tack

Tacking data collection and setup

· Tack angles, speed and time (at least 5)

· Mark car positions

· Target speeds

Poling out the headsail

· Roles and process

· Mark the settings

· Gybing the pole

Spinnaker hoist

· Confirm roles, including headsail drop

· Agree calls and process (e.g. pre-brace)

· Choice of halyards and launch point

· Tidy up

Gybing

· Confirm roles

· Agree calls and process

· Agree how main will be handled

· Collect data on time and angles

Dropping

· Confirm roles, agree calls and process (e.g. run the brace)

· Check interaction of headsail and spinnaker halyards

· Work out who will trim the headsail

· Collect data on time

Headsail change

· Deliver and setup of new sail on foredeck

· Headless or peel

· Removal of sail and packing

· Change under spinnaker

Start practice

· Timing

· Preferred method

· Accelerating and decelerating the boat

· Contingency strategy

Communication

· Communicating with the bow – distance to line and other boats

· Relaying messages along the boat

· Calling wind and waves

Other

· Mark rounding

· Gybe sets

· Pole-less drops

· Roll tacks

· Reefing (this assumes only short races – if there are long races, reefing should be one of the first skills practiced)

After the test program, critique the performance.  Talk about what went well, what needs improving and what needs lubricating.

Data Collection

Data Form 1: Preparation – Boat Setup

Wind ranges for all sails

	Sail
	Range
	Notes
	Halyard position
	Car position

	
	
	
	
	


Data Form 2: Preparation – Sailing data Collection

Wind Variations on the Course
	Time
	Wind Speed
	Angle 
	Boat Speed
	Notes

	
	
	
	
	


Collect readings every few minutes during practice to identify the period of oscillations

Tacking
	Wind Speed
	Boat Speed
	Start
	
	Finish

	
	
	Angle 
	Speed
	Min Speed
	Finish Angle
	Tack Time

	
	
	
	
	
	
	


Learn how long it takes to tack the boat, what angles it tacks through for a given wind condition, and how long it takes to get back up to speed.

Gybing:

	Wind Speed
	Boat Speed
	Angle
	Timing

	
	
	Start
	Finish
	Trip Called
	Made
	Finish

	
	
	
	
	
	
	


Spinnaker Drop:

	Headsail Size
	Timing

	
	Headsail Up
	Halyard start
	Made
	Start Drop
	Clear Deck

	
	
	
	
	
	


Going Racing

Race Day Setup

Notes

This discussion assumes the previous work has been done.  If there has been no time for preparation, then makes sure you go through the previous checklists to make sure sufficient information has been collected, and the most important aspects are covered (such as developing communication).

On land

On the race day morning, provisioning and last minutes changes to sailing details are the most important items.

Provisioning is a key element that if left unguarded can lead to ugly scenes later in the day.  Water, water, water… If not planned ahead, provisioning can take an unusual amount of time.

Go to the club and check for any last minute changes to the sailing instructions.  If it is late in the series, make sure you have all the details about your nearest rival.

On the water

Depending on the level of crew preparedness, experience and intoxication, it is worthwhile to get out and get in the groove.  Particularly on the first day everyone wants to get out early and have a good look around and settle the nerves.  This is essential if you are new to the area, don’t know the course or the engine doesn’t work.

Once the course is known, conduct a quick crew briefing to explain the course, the direction around marks.  This could include a discussion about which side of the boat the spinnaker will be hoisted and dropped. It is also useful to describe anything that is uncertain – for example, one leg might be very shy so the decision on the spinnaker hoist will be left very late. The foredeck crew can then arrange sails below in the order they are to be used and confirm the furler is working well.  Include in the discussion a reminder about the preferred starting strategy and any contingency plan.

Check out the later chapters for sections on racing tactics, including starting preparation.

Checklists
Checklist 13: Race Day - On Land

VP Provisioning

· Drinking water

· Beer

· Nutritious food (fruit /bars)

· Sun cream

· Ice

Navigator

· Weather and tide update

· Changes to sailing instructions

· GPS batteries OK – locality loaded

Checklist 14: Race day – Boat Setup

COO

· Fuel level – sufficient but minimal

· Run fridge

· Bags and provisions stowed properly

· Race committee radio check

· Charter boat base radio check

· Remove any extra weight from the ends of the boat. This means clearing shelves and taking off things that are not necessary or required by class rules. Have everyone carefully consider the amount of gear they're bringing on board.
Foredeck

· Rig the boat as a team, which ideally means everyone shows up on time, and keep your eyes open for rigging mistakes, such as misled spinnaker and jib sheets. The bow team should practice setting the pole a few times to get warmed up.
· Self furler works

· Spinnaker gear clear to run

· Load the sails on the bunks so they're not trampled (but when racing, have them placed over the keel, stacked in the order in which they will be likely used, based on the wind forecast).
Checklist 15: Pre-race crew drills

At least 1.5 hours before the start if there hasn’t been a practice day

· Tacking /Gybing

· Poling out headsail

· Mark rounding

· Bear away set

· Leeward kite drop

· Reefing

· Gybe set

· Windward kite drop

· Headsail change

Checklist 16: Crew Briefing (Tactician)

Once the course is known (sometimes this can be with only 10 minutes to go)

· Course

· Weather and tides

· Sail selection

· Tactical or course uncertainties

· Closest competitor

Checklist 17: Start Line Prep  (Navigator)

(20-30 Mins before start) 

· Run the line – determine bearing.  (add 90 degrees for next step)

· Go head to wind; get the boat stopped in clear air. Write down the heading. Compare to last step, determine favored end

· GPS waypoints on start

· Transit on the line (from the bowman)

· Pace to the line 

· Course wind shifts
· Go to the start line and check in with the race committee. Check the course and any displayed flags 
· Start line practice runs and timings

· If other fleets are starting before you, watch their starts. If boats that are starting look to be bow down on starboard tack, the pin end is favored. If they are bow up, or bow even, then the committee boat is favored, or the line is square. Observe their laylines to the start, and look for the barging layline and the safe layline.

· Watch the fleet carefully. Where are they setting up? Go for a low-density area start with clear air and a big gap to leeward.
“The Victory Hour”

The Escaped Aussies are fanatical about preparation due to our roots (Yendy’s in Sydney Harbor), our mistakes, and our personalities.  So we borrow another set of Best Practices for the day of racing and employ the concept of the “Victory Hour”.  Always, always, always get to the starting area 1 hour before the race starts and employ the following (some of this repeats from above, but so what?):
1. Get to the race area before everyone else—this is a victory in itself! Make it a point to have at least one hour of prep time before the gun, and use every minute of it.

2. If it's a long sail or motor out to the race area, use this time to talk about the day, integrate new crew members, and review the sailing instructions and agree on them as a team. 

3. Sail upwind on starboard tack and dial in with speed and the compass as soon as you reach the starting area.

4. If possible, take an opportunity to tune with another early arrival. Split tacks with them for 3 to 5 minutes and see which side is favored when you converge. If they're faster, determine why. Is it their setup? This is also a great time to start the communication flow from the rail; what's your speed and height relative to the other boats? Start talking about the breeze, particularly calling the lulls as well as the puffs.

5. Check the genoa halyard tension. Is the draft in the right place? Note the main halyard setting and backstay tension. If it's puffy, pull on the the backstay for maximum power and critique your mainsail leech tension. Is the top batten telltale flying 60 percent and stalling 40 percent of the time?

6. Focus on straight-line speed and consistent minimum heel angle, check out the current, and monitor the compass headings, regularly writing them down.

7. Check the rig tension and headstay settings by sending someone up to look at the headstay sag and sideways sag of the mast. If the rig is too loose, the main will flog and the forestay will sag excessively to leeward, causing the mainsail to backwind. You will also notice the leeward shrouds dangling more than they should. If the rig is too tight, the boat will feel dead; the main and genoa will look very flat and the headstay will look too rigid, even with no backstay applied. The leeward shrouds will look tight as well. If this is the case, ease the rig and set the boat up for power in the lulls, not depowered for the puffs. 

8. Practice tacking, focusing on being smooth by easing the boat into the tack and dropping the genoa inside the lifelines. You can never get too good at this. If the boat is struggling out of the tack, keep the sails powered. Ease the sheets a few inches to open the leech of the sails, which will help build speed. The lighter and choppier the conditions, the more important this becomes.

9. Sail to the other side of the course and check the current. Watch the compass for shifts and wind trends, and write down the numbers in a place visible to the tactician. Look at the geography and determine whether and how it's influencing the wind.

10. Round a windward mark (real or imaginary) and practice a spinnaker set. Make sure no one moves to the cabin top early, and that the weight is distributed low and to the sides to dampen rolling and pitching. The bow person and tactician are looking back for wind, the spinnaker trimmer is talking about pressure on the sheet, and the communication is getting warmed up!

11. Critique the vang tension—is the top batten parallel to the boom? Adjust it and be conscious of it for the first downwind leg.

12. Determine the optimum pole height. Or, if using an asymmetric sail, how does the tack height look? Keep the center seam vertical and the sail breaking in the middle of the luff, and then mark the topping lift or tack line when you find generally good settings.

13. Practice jibing. The goal here is minimum helm, if it's light air. Move the crew weight to windward to help roll the boat. Gybe the mainsail and spin pole simultaneously so they're both flying. Make sure to keep the spinnaker perpendicular to the wind, rotating the spinnaker on the gybe. Keep the bow of the boat under the center seam of the spinnaker if it is windy. If it's light, it's critical for the trimmer to talk about pressure on the spinnaker sheet all the time, particularly while coming out of a gybe, so the team can get to the correct angle as soon as possible. Practice as many gybes as you possibly can—it will get everyone in sync.

14. Practice a takedown and leeward rounding and critique it. Did we go wide enough to come out tight to the mark, close hauled, and with speed? The genoa trimmer must trim the headsail perfectly to every point of sail for maximum speed, and the skipper can do a "check luff" by pinching 5 degrees to get the inside telltale to dance on the genoa to make sure he's right on the wind.

Data Collection

Data Form 3: Course and Start Information
Race Information:

Start time:


Class flag:


Previous division:


Flag:



Starting sequence flags:


Check in Required:
(
Wind Forecast:
Speed:
 
Direction:

Tide times:



Weather Notes:



Course Preparation:

Wind Observed:
Speed:
 
Angle:



Notes on variations:



Wind strength and angle variations, local effects, notes on any current observations

Crew briefed about the course and strategy
(
Start Information:

Course Number:

Angle:



Shortened
(
Start boat acknowledged
(
Start Transit:
Boat
(
Pin
(
Transit Time:



Compass Course of Start Line:
Port Tack:


Starboard Tack:



Start Line Adjustment:
Port + 90:


Starboard – 90:




Wind Strength:


Wind Angle:




If Start Line Adjustment is greater than the Wind Angle then Port End Favored 

Data Form 4: Upwind Data Collection

Angle the boat tacks through (for this breeze)



Fill out the boat heading on the following wind chart as per the example.  It will indicate if the wind is oscillating over time and which tack is favored. The centre of the table should be the upwind course.

	
	
	
	Starboard
	Course
	Port

	
	
	
	
	Tack Angle
	
	
	
	
	Tack Angle
	

	Time
	Wind Speed
	Boat Speed
	Single Tack
	
	
	Long Tack
	
	
	Long Tack
	
	
	Single Tack

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	


Data Form 5: Downwind Data Collection

Directions



Wind:

Wind + 180



 
Course:

Course + 180


Gybe angles


Light
Downwind - 40


Downwind + 40




Moderate


Heavy
Downwind - 10


Downwind + 10



Downwind Data:
	
	
	
	Port
	Centre
	Starboard

	
	
	
	
	Gybe Angle
	
	
	
	
	Gybe Angle
	

	Time
	Wind Speed
	Boat Speed
	Single gybe (based on course angle)
	
	
	Long gybe
	
	
	Long gybe
	
	
	Single gybe

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	


Racing

Have somewhere to record mark rounding and finish times of boats ahead and behind you. Keep any eye on the performance relative to what has been recorded previously.
Debrief

Notes

After each race take the time to debrief the racing.  What went well, what didn’t, things to improve for the next race, etc. Identify any repairs or improvements required.
Checklist 18: Racing Debrief

· Clean boat
Crew

· What did we do right /wrong
Skipper

· Sail repairs needed
Bowman

· Make list of repairs
Bowman

Heading Home from the Regatta

If it is in an exotic location (which it normally is) try to not head home the very next day.  Sometimes commitments get in the way, but it always useful to check out the local scene (if there is one) and detox for a day or two.

Other Useful Bits
Toolkit

· Sail repair kit

· Pliers, screw drivers or Leatherman tool

· Light air sheets

· Electrical tape

· Shackle key

Medical Kit

Most sailing associations have a contents list for medical kits required for different categories of racing.  These often range from simple band-aids and sunscreen for day sailing, to pethadine and triangular bandages for blue water racing.

Things we have learnt by experience

· Not all airlines use e-tickets – don’t forget the coupons

· Forgetting to bring enough water for a race brings down the wrath of the crew on the person repsonsbile

· ‘Street meat’ is not a good meal at 3am, regardless of how hungry you feel

Contact List:

The following is a sample of the contact and travel details to be recorded for all of the crew.

[image: image2.wmf]Name:

Arrival Day:

Website:

Practice Day:

Location/Address:

Regatta Start:

Phone Number:

Regatta End:

Contact:

Leave Day:

Name

Name 

Phone Number

SSN

Mobile Phone

Shirt Size

Date

Airline

Flight 

Number

City

Date

Airline

Flight number

Team Member 1

Jane Smith

1- 999-999-9999

xxx-xx-xxx

1- 999-999-9999

XXL 

12/31/2006

American

1111

Salt Lake City

12/31/2006

American

1111

Team Member 2

Jane Smith

1- 999-999-9999

xxx-xx-xxx

1- 999-999-9999

XXL 

12/31/2006

American

1111

Salt Lake City

12/31/2006

American

1111

Team Member 3

Jane Smith

1- 999-999-9999

xxx-xx-xxx

1- 999-999-9999

XXL 

12/31/2006

American

1111

Salt Lake City

12/31/2006

American

1111

Team Member 4

Jane Smith

1- 999-999-9999

xxx-xx-xxx

1- 999-999-9999

XXL 

12/31/2006

American

1111

Salt Lake City

12/31/2006

American

1111

Team Member 5

Jane Smith

1- 999-999-9999

xxx-xx-xxx

1- 999-999-9999

XXL 

12/31/2006

American

1111

Salt Lake City

12/31/2006

American

1111

Team Member 6

Jane Smith

1- 999-999-9999

xxx-xx-xxx

1- 999-999-9999

XXL 

12/31/2006

American

1111

Salt Lake City

12/31/2006

American

1111

Team Member 7

Jane Smith

1- 999-999-9999

xxx-xx-xxx

1- 999-999-9999

XXL 

12/31/2006

American

1111

Salt Lake City

12/31/2006

American

1111

Team Member 8

Jane Smith

1- 999-999-9999

xxx-xx-xxx

1- 999-999-9999

XXL 

12/31/2006

American

1111

Salt Lake City

12/31/2006

American

1111

Team Member 9

Jane Smith

1- 999-999-9999

xxx-xx-xxx

1- 999-999-9999

XXL 

12/31/2006

American

1111

Salt Lake City

12/31/2006

American

1111

Team Member 10

Jane Smith

1- 999-999-9999

xxx-xx-xxx

1- 999-999-9999

XXL 

12/31/2006

American

1111

Salt Lake City

12/31/2006

American

1111

Departure Information







Emergency Contact

Personal Information

Arrival Information

Regatta Information

Team Information

Charter Company Information



 



 





Housing Information



 



 

Regatta Information

 

 

 


Racing Roles

Escaped Aussies Recommended Crewing Positions and Roles 

(with help from YatchRacing.com)
There are eight critical positions on a racing Yacht: 

1. Helmsman / Skipper 
2. Tactician
3. Navigator
4. Main trimmer
5. Genoa (Port and Starboard) Trimmer 
6. Pitman
7. Mastman
8. Bowman 
On boats over 34 feet a Mastman is added for dip pole gybing, and boats over 35 feet long usually have a grinder. On fractional rigged yachts a runner specialist is added to get the speed up after the tacks. We will discuss most maneuvers with 6 to 8 crewmembers in mind. In sailing there are a lot of terms that describe the same thing. The upwind headsail may be called the Genoa, Genny, Jib, L1, M1, H1, 2, 3, 4, Blade, 150, 130, etc. If you hear any of these terms they refer to the Headsail of choice. A spinnaker can be called a chute, a 3/4 or 1/2 oz. depending on the weight of the material, or even the big pretty colorful sail. On large asymmetricals they are commonly called Frankenchutes due to the many repairs required after dropping one overboard. A line or rope can be called many things depending on their usage. Lines to pull sails up are called Halyards, and lines to pull booms or poles up are called topping lifts or uphauls. Lines to pull sails in are almost always called sheets. Any line to pull the luff of a sail down tight should now be called a cunningham because downhaul was far to easy a term to understand. Tacking can be called coming about, changing tacks, or you might hear We're going to lee bow. This means the boat will tack slightly to leeward of an approaching boat to gain tactical advantage. Gybing is always called gybing, but no one actually knows how to spell. Now that you have the terms, let's go through the maneuvers. 

Key Principles of Interaction on the Boat

· “Let the Helmsman Helm” – It is important to allow the Helmsman to focus on his job and not overly engage him in discussions of tactics and short-term decisions.

· “Filter information down to the back of the boat” – Like a business organization that filters information up to management, each position should consolidate their thoughts and recommendations before passing them to the back of the boat.

· “No yelling” – Particularly with new crew on a boat and bowing to the principles of “fun” and “learning” there should be no aggressive yelling or shouting on the boat.  The need to yell shows a lack of planning and teamwork.  Yellers buy drinks.

· “No apologies” – no mistake on the boat is ever the result of one crew members decision so no one should ever feel the need to apologize – learn and look forward to the rest of the race.  If there are key learnings they should be stored away for the post-race debrief.

Navigator’s role

While typically not an “active crew member” the Navigator is a critical role in pre-race preparation and during the race.  Regattas are often in unfamiliar waters with a variety of new rounding markers to chase.  Navigators should be thinking long-term – out ½ mile or so and not be biasing the Tactician’s thinking in the near-term.  Navigator’s frequently use a handheld GPS (or the one on the boat) to monitor VMG (velocity made good) and should remember that VMG on a GPS unit has a delay of up to 20 seconds and therefore is not to be used for trimming but rather long-term strategy.
Seating Positions at the rail (upwind)

1. [image: image16.jpg]Bowman

2. Mastman

3. Navigator

4. Tactician
5. Pit
6. Genoa Trimmer

7. Main Trimmer

8. Helmsman

(often, Tactician will need to be in the back with Helmsman)

Responsibilities Throughout the Race

· Bowman – when on the rail call wind puffs and significant wave changes (e.g. large set of waves coming).  This should be called loud enough for the Helmsman and Main Trimmer to hear.  (Rule of no yelling does not apply here!  Remember to face the back of the boat when yelling to the back of the boat,  common rookie mistake to yell facing forward)

· Mastman –

· Navigator – monitor VMG, track position on course, communicate heading for next mark to tactician

· Tactician – ultimate call on start line tactics, when to tack and gybe, monitor and analyze position of competitive boats

· Genoa Trimmer

· Main Trimmer – coolest dude on the boat
The Start (typical starboard approach)
Helmsman - Get a good position in the fleet with room to duck and come up 
Tactician - Check wind shifts and determine the favored side of line and course. Call Time.
Main Trimmer - Keep main trimmed fully unless told otherwise. Be ready to dump the entire sail if necessary. Trim hard and fast on final approach giving the boat full power. 
Port Trimmer - Let Helmsman know of leeward boats. Grind for Starboard Trimmer on Port Tack. Trim to full speed unless told otherwise. Call Genoa skirt on final approach.
Starboard Trimmer - Let Helmsman know of leeward boats while on port tack. Trim to full speed. Grind for port trimmer. Wrap starboard winch. Get to rail. 

Pit Man - Call Time, Double check all sheetstoppers. Get to rail. Watch for kelp.

Bowman - On bow calling approaching boats and distance to the line. Don't forget genoa skirting. 
Tacking to Weather 

Helmsman - Call "Tacking". Start to tack slowly to maximize weather gain. Then quickly find opposite tack angle after crossing head to wind.
Tactician - Look for a clear lane. Make sure there is breeze where you are heading. Tactician has the ultimate call in when to Tack.
Main Trimmer - Ease main per boat stability to allow boat to tack easier. Then trim as the boat accelerates. 
Existing Trimmer - Cut Sheet as boat gets head to wind. Grind for New Trimmer. Get to Rail.
New Trimmer - Tail sheet. Trim in till sail is a few inches off spreader. Trim as boat accelerates. 
Pitman - Adjust Halyards or Cunninghams if needed. Get to rail. Look for kelp. 
Bowman - Help Genoa across. Skirt genoa. Get to rail. 
Windward Rounding - (standard port bearaway)
Helmsman - Watch traffic. Find new course angle. Fill chute before bearing away completely. 
Tactician - Determine favored side of the course. Help find optimum VMG angle. 
Maintrimmer - Ease Mainsail and it's controls. 
Port Trimmer - Ease Genoa 2 to 3 feet. Over easing the genoa causes problems for the spinnaker hoisting. Cleat, and then trim Spinnaker. Do not over trim as the chute is going up.
Starboard Trimmer - Pull back afterguy. Trim afterguy as if it is a sheet until the course is set. Most spinnaker raps are caused because the afterguy is late in coming back allowing the chute to twist behind the genoa. Make sure the pole is square (perpendicular) to the wind. The helmsman may tell you to over square or under square the pole according to the wave angle. The angle of the pole directly affects the heading of the boat. 
Pitman - Make sure that genoa halyard is flaked out. Top the spinnaker pole and hoist the spinnaker. Drop the Genoa, tend the Foreguy, and then adjust mainsail controls. Raise staysail if required. 
Bowman - After Spinnaker setup; which is different on every boat; top the pole. Jump the spinnaker halyard, secure the genoa on deck, and prepare for a gybe or staysail hoisting. 
Gybing 

Helmsman - A book can be written on the subject of driving through the gybe. A good helmsman develops a feel for the boat in every sea and wind condition. If the helmsman can call the gybe in a puff, on the roll of the sea he can accelerate during the maneuver and gain time on his opponents during the gybe. The trip should be called by the helmsman just as the boat rolls to windward.

Tactician - Look for clear air to gybe into. Make sure that you won't have to duck or head up around any boats just after the Gybe. On many boats, the wind speed is as important as the wind angle; so avoid holes if possible. 
Main Trimmer - The safest way is to bring the main to center and then ease it out on the other side as the pole is made on the new side. The fastest way is to wait for the trip call and throw it around as the boat rocks to windward. If done properly the boat stays at full speed the entire time. If done improperly on a boat with a tall fractional rig and runners, can result in the total annihilation of the rig, the boat, and all life as we know it. 

Trimmers - There are three setups for trimming chutes and poles. The most common setup today is the single sheet with tweekers, for the sheet that becomes the afterguy. The other two are separate sheets and guys for dip pole gybing or end for end gybing. On any of the three setups, the only important thing to remember is to keep the spinnaker full and trimmed at all times. On the single sheet setup, the pole should be squared before gybing so that the pole can come off the mast. Trim through the gybe and give a slight ease of both sheets as the Bowman secures the pole on the mast. Remember to adjust the tweekers during the gybe. The sheet and brace dip pole arrangement is common on boats from 36 to 100 feet long. The pole gets squared back and tripped. On larger boats the old afterguy person becomes the new spinnaker grinder. Depending on the setup, one trimmer can handle both sheets and the other both braces. Or, each trimmer can take a side trading from sheet to brace and visa versa. As the pole is tripped, pull a little on the new sheet to prevent the chute from darting to the new windward side. As the new afterguy is made, ease the sheet slightly to allow the pole to come back quickly. The new afterguy must be pulled back as fast as possible to avoid wrapping the chute, but don't over square or pull before the bowman calls made. 

Pitman - Tend the topping lift and foreguy through the entire process. 

Bowman - Timing, speed, and agility are required for this daring maneuver. On the end for end gybe, the pole should be tripped from both sides at once; freeing the pole to move to the new side. Grab the new brace with your outboard hand and shove it into the jaw of the pole that you are holding with your inboard hand. Then slide the pole through your hands and push it outwards with all you have till you can make the jaw onto the mast ring. Call Made and prepare for the next gybe or mark rounding. Don't worry about the genoa sheets until the final gybe to the mark. On dip pole gybes, a Mastman is usually involved to raise the inboard end of the pole, trip the pole, and help jump the topping lift as the pole is made. The Bowman is truly in his glory as the pole comes at him at twenty to thirty miles an hour. All he has to do is set the new brace in the outboard pole jaw, call "Made", and push the pole out as it goes by. If done correctly, the Bowman is the star. If done incorrectly, the entire boat slows down as the pole and afterguy are brought back to the bow for proper placement. 
Leeward Roundings 
Helmsman and Tactician - It is critical to call the drop at the appropriate time. Too soon and you might lose an inside overlap. Too late and the spinnaker can be left flailing in the breeze as you're trying to go to weather. Once you have called for the genoa up and the spinnaker drop, the Helmsman should give all attention to driving properly around the mark. The Tactician must start looking up the weather leg before getting to the leeward mark or gate to determine what side of the course will be favored. If the crew work goes well the Tactician can sit back and do his job. If something goes wrong on the takedown, the Tactician becomes the extra hand to access the problem and help with the solution. There are no tactics when you can't tack.
Maintrimmer - Set your controls before you get to the two boatlength circle. Trim well because the main is the driving force during the sail transition.
Trimmers - Each boat and each rounding require different techniques for dropping the spinnaker. On the standard leeward drop, it is best to ease the pole to the headstay and then six more feet of afterguy so that the chute can be pulled down the foredeck hatch if possible. The sheet should be eased as the chute starts to drop. On floater take downs ease and tend the sheets. A sheet that is let go will try to go overboard and wrap on the prop or rudder according to Murphy's Law. The rule of thumb for trimmers is to trim the spinnaker to full speed whether the pole is attached to it or not. Make sure that your genoa is ready to come in at the mark. Trim the genoa to full speed through the entire rounding. 
Pitman - You must go with the flow of the foredeck crew. Make sure that your spinnaker halyard is flaked and ready to run free. Hoist the genoa as soon as it is called for. Get the genoa halyard to it's mark. Lower the spinnaker halyard as fast as the crew can pull the spinnaker aboard. As soon as the spinnaker head hits the deck, slowly ease the topping lift to the deck. This allows the Bowman to start cleaning up the foredeck immediately for a tack. Once the pole hits the deck, get to the rail and watch for kelp. The leeward trimmer can help with cleanup if needed. On floater drops, the pole comes down before the spinnaker making your job easier as you approach the mark. 
Bowman - Have the genoa ready to hoist. Make sure that the genoa sheets will be clear for a tack. Get spinnaker lines ready for the drop. Jump the genoa halyard then grab the appropriate sheet and start bringing in the foot of the chute. Once you have most of the foot aboard, you can start pulling the belly and the leech of the spinnaker in at warp speed because it should be hidden from the wind behind the genoa. On 35 foot and larger boats, we have someone go down below and pull the spinnaker in from the foredeck hatch. It should take 4 to 6 seconds to pull down a spinnaker on any boat up to 70 feet long, if done properly. Once the spinnaker is down, secure the pole and do the minimum cleanup required to get the boat heading quickly to the next mark. Double check the windward genoa sheet for tacking ability. Do the rest of the cleanup when the boat is in clear air and sailing at full speed.
Spinnaker Handling

The prior section described each role and what they needed to do during various maneuvers.  This section is all about the Spinnaker the most difficult, powerful, and fun sail on any boat. It represents the biggest opportunity to be a hero or really mess up in a public way. It takes concentration and co-ordination to do well, and this section is about creating a common language for the team.  (thanks to the Boston Harbor Sailing Club)
Spinnaker Controls

Glossary of terms

There are more attachments to a spinnaker than to any other sail on your boat. The following figure shows a typical rig for the spinnaker control lines and an explanation of what they are and do.  On Escaped Aussies boats we use the term “brace” not Guy (as depicted in picture below).
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Figure 1: Typical Spinnaker Controls

Spinnaker
Also known as: Kite, Chute, Big Colored Sail

Head
Top of the sail
Clew
Corner attached to the sheet, used to trim the sail
Tack
Corner attached to the pole or bow sprit (for asymmetric kite)
Halyard
Raises and lowers the sail.  Will have a lot of load on it when the kite is set.
Pole
The pole’s purpose is to keep the sail as far from the boat as possible. Ideally, spinnaker poles should have a one-handed or trigger method to open any fitting on them that is going to be engaged or disengaged while the spinnaker is working. In other words, you should be able to hold the pole with one hand and simultaneously depress a trigger with the other. The situation to avoid is where you need three hands to fasten the pole: one hand to hold the pole end, one hand to open the trigger mechanism, and a third to place the buy or sheet into the fitting.

Brace
Also known as: Afterguy or Guy
Is attached to the tack of the spinnaker, is run through the end of the spinnaker pole and controls the fore and aft angle of the pole in relation to the pole and centerline of the boat.

Sheet
Trims the clew of the sail like a jib sheet.

Topping Lift
Also know as: Topper, Poleguy or Uphaul
Attached to a bridle on the pole or to the pole end, is used to adjust the height of the outboard end of the pole to suit the sailing angle and wind velocity.

Downhaul
Also know as: Kicker or Foreguy
Holds the spinnaker pole down. When the topper is raised, the kicker is eased the same amount, so that the pole is always held in a controlled position.

Mast track and slide
Enable you to adjust the height of the inboard end of the pole to changes in height made at the outboard end, thereby keeping the entire pole perpendicular to the mast.
Bell
Also known as: Butt end or Pole lift
Where the end of the pole attaches to the mast (dip pole)
Bag
Also known as: Turtle
What the spinnaker is packed into
Lazy
The sheet or brqce that isn’t under load.  Where there both a brace and sheet on each side of the boat, one of them will be the working line and the other is the ‘lazy’ sheet or brace.  They play a role on the gybe and drop.
Setting the Spinnaker

The steps involved in setting a spinnaker, and the most efficient sequence, varies

depending upon the boat, the crew and the conditions. The basic steps and their sequence are shown on the next page.

The objective of the hoist is to get the spinnaker up fast and clean, get the headsail down so the chute can work properly and tidy up so the next maneuver can occur without hassles.

Communication is paramount  so things happen at the right time and the kite doesn’t end up in the drink or wrapped around the rigging.

Once the spinnaker is up there are two different activities occurring: sail trim and foredeck tidy up. The communication for each of these activities need to be clear so that each team is not distracted by the other.  The Pitman has a role to play in both of these activities, so can be the delay point in some actions occurring quickly.

Action Sequence
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Figure 2: Kite Set Action Sequence

Notes On The Action Sequence

The following provides commentary about the steps. All calls are shaded.
	Action
	Notes

	Pre-Race
	Run the spinnaker lines, make sure they are outside everything. Remember the basic rules of spinnakers – everything goes outside the boat – make sure all lines are outside.

Make sure the topper and kicker are attached. Attach the pole with the beak pointing up so the kite lifts out during the gybe
Setup the spinnaker halyard in the agreed way so it is out of the way of the headsail (normally at the mast). 

Clip the brace onto the sheet.  This way the brace can come off easily in light airs, and the brace will fall free during the gybe

Clip the sheets together so they are easy to move to the required side


	SETUP

	Confirm direction and type of set
	Tactician to confirm which type of set will occur (bear away or gybe) and make sure the lines are on the right side.
Bowman confirms the spinnaker gear is on the right side for the set

	Hook up the kite
	Get the turtle (the bag with the spinnaker in it) up on deck and clip it on the rail. The turtle should be hooked at the rail about halfway between the mast and forestay. Make sure that the three corners are outside of the bag. On boats under 30 feet, it can be clipped in the bow pulpit.
If the kite is still attached from the last drop (in a hatch bag) then make sure the lines are clear and on the right side.

Cockpit crew to free up the spinnaker sheets and braces. Pit to standby to help with the halyard

Grab the halyard and look up to make sure the halyard is clear

Clip on the kite.  Make sure you don’t clip it on sideways.  One technique is to clip the halyard onto the head first to reduce the chance of getting it wrong. Then clip on the sheets and Double-check to be sure that it is not tangled with the life line
Ensure the brace is in the beak, the brace is running the right way (so it won’t wrap around the beak) and is it clear of any other lines and the forepeak at the bow. Ensure the lazy sheet is set in a way that it won’t fall under the bow. Laying it over the closed beak helps.
Tie down the kite so it doesn’t go overboard, but is also easy to break the tie during the set

Ensure the halyard is free enough to allow the headsail to tack if needed

	Pole Up
	Pass the kicker to the Pit

Confirm the kicker and topper are connected

POLE UP call from the helm/tactician

Unclip the topper if it has an attachment at the mast

Butt end up the mast. Done by either the bowman or the mastman depending on the conditions and the size of the boat

Bowman lifts the pole clear of the forepeak

Pit takes up the topper, helped by the mastman if required

This action might have to wait until the last moment if the final tack is only just making the mark.

	Gybe Set
	The difference with the gybe set is that the gear needs to be clippd on the other side.  Also the ‘pole up’ needs to occur after the gybe at the mark.  It means the actions are urgent, but rushing them can cause things to be frantic.  The main thing is to make sure all the calls are clear and complete 

	HOIST
	

	Pre-brace
	PRE-BRACE call from the helm/tactician as the boat nears the mark
Before the hoist it is worth getting the tack (attached to the brace) out to the end of the pole.  This ensure the pole will be set quickly before the load comes on

Doing this to early can drag the spinnaker out of its bag and cause a world of trouble as it goes overboard, so don’t do it too early
Pre-brace also helps reduce the chance of a loop wrapping around the beak and shows up if the brace isn’t run properly

	Halyard up
	HOIST call from the helm/tactician

As the boat bears away around the mark, hoist the halyard as quickly as possible. The person bouncing the halyard at the mast calls how far the halyard has to go and  MADE when it is up, working with the pit if it needs to be winched the last bit
Pull the sheet a bit to separate the corners to reduce the risk of a wine glass, but keep the kite blanketed by the headsail so it doesn’t load up and become hard to hoist
Halyard needs to go fast.  Whatever works best – bounce at the mast, two on the mast for big boats.  Work in co-ordination with the pit.

	Brace on
	While the hoist is happening, bring the brace back so the pole moves just off the forestay, back further if it is a square run

	Swap the sheets
	Crack the headsail sheet during the bear away.  Secure it if possible and then swap the spinnaker sheet onto the winch.  The headsail sheet will need some tension on to help the headsail drop, but then be released when tidying up the foredeck 

	Drop the headsail
	Once the kite halyard is made, drop the headsail and secure it..

Attach the headsail halyard to the bow or bring it back to the mast and take up the slack.  Keeping it tight ensures it doesn’t foul the spinnaker during the gybe

Depending on the size, it is often useful to disconnect the sail from the forestay so the bow is clear for the gybe.

If the headsail it to remain on the forestay, re-run the head of the sail through the feeder so it is ready to hoist quickly

	Set the spinnaker
	Sheet on, adjust the pole (balancing the kicker), confirm the pole height.

Once set, also adjust the tweakers

	Tidy Up
	Get the bag off the rail (if that is where it was set form)

Tidy up the spinnaker halyard to ensure it is ready to run quickly without fouling when the drop is called
Check the headsail sheets are set and clear if the headsail needs to go up quickly

Set the lazy spinnaker sheet over the pole so it will lift up in the gybe


When racing and the boat is heeling over, it's important that the bowman keep weight to windward while setting up the spinnaker. To do this, the bowman has to break up the jobs listed above, and do them on two different tacks. For instance, when rounding the windward mark to port, have the bowman clip the spinnaker to port rail while on your final port tack to the mark. This way you can hook on the turtle and attach the sheets and braces while on the windward side.  Make sure the kite bag is closed well enough to prevent the kite fall out into the water on the next tack

When you tack to starboard,  get the pole ready while keeping weight to windward. If the bowman has to do any of the rigging at the bow, should plan out the moves ahead of time so that the least amount of time possible is spent on the bow, i.e. if the sheets have to be lead around the forestay, have the cockpit crew make sure the lines are untangled so that they'll run easily.  Weight on the bow, no matter how light, disturbs the helm.

Opportunities to Mess Up

	Action
	What happens if you get it wrong
	Impact

	Late change in tactics
	Change from a bear-away to a gybe set or vice versa, at the last moment.  The gear has to be re-run and the pole side changed.  Increases the chance something will not be clipped on properly
	Medium

	Clip on
	Lines not outside everything (e.g. through the life lines)

Clipping the kite on sideways
	Very High

	Pole up
	Kicker not off.  ‘Pole up’ won’t happen – but it will be obvious
	Low

	Pre-brace
	Too much too early and the kite goes for a swim
	Extreme

	
	Too late and there is a lot of work to do during the set
	Low

	Halyard up
	If the mast gets ahead of the pit, a small twist can jam at the turning block at the base of the mast meaning the pit can’t take up the slack
	High

	Headsail down
	Pit forgets to do it.  You will soon be told
	Low

	Tidy up
	If this is not done thoroughly then the gybes and drop will be full of surprises
	High


Common Problems and How to Fix them

	Problem
	Remedy

	Kite wrapped around itself - ‘Wine glass’
	Need to get the top of the spinnaker to spin and unravel. There is a progressing level of intervention:
1. Pull the sheet down to get the sail to straighten
2. Pull on the sheet forward and down
3. Drop the halyard to collapse the top of the kite

	Up sideways
	Take it down, do it again, hide in shame

	Lines not run correctly
	Act quickly but don’t forget to think.  When re-running lines, a couple of seconds taken to be sure it is correct can save minutes and rework and recovery later


Trimming The Spinnaker

The tools available for maintaining the proper trim of a spinnaker are limited; they consist of pole position and sheet position. Pole position is variable both fore and aft and up and down. Sheet position is varied primarily by pulling it in or letting it out. Normally, the sheet is led to the leeward rail, at or near the stern, but sheet position can also be varied by moving the lead forward. A forward lead is not recommended except when running in strong winds.  

The spinnaker is a versatile sail which can be used when the wind is blowing anywhere from 60 to 180 degrees off the bow. Optimal sailing angles are determined by wind strength. In stronger winds, you won't be able to fly the spinnaker as close to the wind because your boat will be overpowered by the spinnaker at the closer angles. If the wind is too light, sailing at the broader angles will be too slow. At the forward end of this range, from 60 to 130 degrees, the wind will be flowing across the spinnaker from the luff to leech. (The principles involved in trimming a genoa are also applicable here.) At some point behind 130 degrees, or thereabouts, the wind blows directly into the sail and ceases to move across it. The sail is then said to be "stalled” and the principles of trim change accordingly.

Reaching Trim

When the wind is flowing across the spinnaker from luff to leech, reaching considerations apply. If the wind is forward of abeam, the pole should be close to the headstay. "close" means as close as possible to the headstay without allowing the two to touch. If the pole does rub against the stay, there's a risk of damage to the pole, the rig, or both. Fore and aft position is controlled by the brace. The sheet should be trimmed just enough to prevent the sail from collapsing. The trim should be constantly tested by easing the sheet slightly until the luff commences to curl, then trimming again when the curl becomes excessive.
If the spinnaker has telltales on the leeches of the spinnaker midway between the head and clews. When reaching, read the telltales like you would on a jib. Keep both the windward and the leeward tales streaming straight back. When both are streaming aft, the leading edge of the chute will curl some --but don't worry. A little bit of curl is fast.
Pole height is adjusted by means of the topper and kicker. In any given wind condition, the clew will find its own height. It is commonly recommended that the pole height be adjusted to match that found by the clew. In that condition, the draft will be approximately in the center of the sail, which is the right place for it. If the pole is slightly lower than the clew, the sail will become asymmetrical, with the draft slightly forward of the center. This asymmetrical trim will be faster in the closer reaches. Putting the pole higher than the clew moves the draft behind the middle. But this always produces slow going: Never carry the pole higher than the clew.  
At all times, sufficient tension should be maintained on the kicker, topping lift and the brace to keep the outboard end of the pole firmly in position. When all other adjustments have been made, the inboard end of the pole should be moved up or down on its track to keep the pole perpendicular to the mast. Remember that adjustments to the inboard end are a low priority item. Unless it's grossly out of position, meaning feet, not inches, don't waste time on it until everything else is set correctly.  
As the wind moves aft, ease the sheet, while at the same time bringing the pole aft. If the pole is correctly placed fore and aft, the depth of the draft in the sail will be uniform from the top to bottom, and the luff of the sail will extend directly upward from the end of the pole. If the pole is too far forward, the pocket in the lower part of the sail will be too deep, and the luff will angle out to windward from the end of the pole. If the pole is too far aft, the foot of the sail will be too flat, and the luff will angle off to leeward from the pole end.

Running Trim

When on a run, with the wind blowing directly into the sail, it is desirable to present as much area as possible, subject to certain limitations. The pole should be kept as far aft as possible without making the foot too flat or causing the luff to be other than straight up from the pole end. At all times, sufficient tension should be maintained on the pole lift, the topping-lift and the afterguy to keep the outboard end of the pole firmly in position.  When all other adjustments have been made, the inboard end of the pole should be moved up or down on its track to keep the pole perpendicular to the mast. Remember that adjustments to the inboard end are a low priority item. Unless it's grossly out of position, meaning feet, not inches, don't waste time on it until everything else is set correctly.  
On a run, in a good breeze (you shouldn't be on a run unless the wind is blowing over 14 knots), the clew may seek to rise higher than is desirable. If the foot gets too high, you lose projected area. Therefore, move the spinnaker sheet lead forward to keep the clew down. That way you won't have to raise the pole too high. At all times, sufficient tension should be maintained on the pole lift, the topper and the kicker to keep the outboard end of the pole firmly in position. 
Even in a "stalled" sail, there is some flow of air along the leeward side of the sail and therefore some aerodynamic force, which increases the wind's normal force. This flow occurs at the sides of the sail, moving from both leeches for a short distance toward the center of the sail. A flatter sail projects more area, hampers flow on the leeward side of the sail. A fuller sail projects less area, but generates more flow. A similar flow of air also moves over the top of the sail and down the front toward the center. This overhead flow travels further and is more powerful than the flow at the sides. If the foot of the sail is held too low, this overhead flow will be curtailed; if not low enough, too much projected area will be lost. 
Proper downwind trim involves balancing the extra thrust resulting from the aerodynamic forces acting around the edges of a deeper setting versus the greater projected area obtained with a flatter setting. Normally, best results are obtained at the flatter end of the range, but remember that it is quite possible to trim the sail too flat or have the foot too low. Thus, the only way to find the best shape is to experiment while watching you speedometer.  IN HEAVY WEATHER or any other time that the spinnaker takes a dip in the ocean, immediately release the sheet to dump the water out of the sail, or things will get ugly very fast.
The Spinnaker Gybe
No sailing maneuver calls for better crew coordination than the spinnaker gybe.

There are two basic gybing techniques:

1. End for End: This gybing technique is workable on boats up to 30 feet. This involves taking the pole off the mast and swinging it to the other side of the boat.
2. Dip Pole: This system is used on boats over 30 feet. It utilizes two sheets and two braces attached to each clew of the spinnaker. With two sheets and two braces, this system converts the spinnaker gybe from the classification of "to be avoided at all costs" to the point where a practiced crew can handle a gybe with the ease of a tack. The beauty of this method is the strain of the spinnaker is taken on the sheets and braces so that during the gybe the bowman can easily get the unloaded new brace into the pole.

The End-For-End Gybe
The end-for-end method is only viable on boats below 30 feet because the spinnaker pole becomes free from the mast during the gybe. For the crew to handle the loose pole, the pole must be small and light enough to be lifted and pushed into position.  During an end-for-end gybe, the pole is disconnected from the mast, and disconnected from the sail. Free from the sail, the pole hangs from the topping lift. The end that was hooked to the mast is then connected to the spinnaker sheet and the end that was hooked to the spinnaker brace is hooked to the mast. This system requires a bridle for both the topping lift and the kicker so that neither require trimming during the gybe. The pole should be attached to the mast with the jaws up.

The steps for an end-to-end gybe are as follows:
1. As the gybe starts, either the downhaul or brace is eased to facilitate removing the pole from the mast

2. The sheet (or lazy brace if available) is brought in close to the shroud where the foredeck crew can grab it.

3. The boat is turned dead downwind.

4. The pole is disconnected from the mast.

5. The old sheet or lazy brace is connected to the end of the pole that was on the mast.

6. The brace is released from the end of the pole.

7. The pole is pushed out and forward on the new windward side.

8. The pole is attached to the mast and the mastman yells made.

9. The cockpit crew trims the spinnaker to the wind.
Dip Pole Gybe

The dip pole gybe requires a set of smooth, fast and co-ordinated actions.

Issues occur when crew move to the next action when the previous action isn’t completed e.g. releasing the sheets, pulling on the new brace when not ready. When issues do occur (normally due to exuberance or miscommunication) it is essential to react calmly and quickly so the problems don’t escalate.

The ability to quickly react to a call and deliver a smooth and quick gybe is a tactical weapon in a race.  The crew need to be ready to move. A well prepared crew can give the impression of being relaxed and not setup and then able to spring into action at a moment’s notice

Dip Pole Gybe Action Sequence
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Figure 3: Dip Pole Gybe Sequence

Notes On The Action Sequence

	Action
	Notes

	SETUP

	Setup the lazy sheet
	Make sure the last sheet is sitting above the pole so that when the weight is taken up the pole sits below it. This will ensure the pole falls away and does not drag the sheet down with it

This should be done as part of the tidy up from the set

	Ease the lazy brace
	Take all the load off the brace that is attached to the same side as the working sheet so it can be taken forward
If you want to be a real star. Also take the headsail sheet forward so it can be swapped at the same time

	Setup the topper
	Identify the mark on the topper when it needs to be eased to in the gybe.  On smaller boats it is possible to ease the topper through the jammer and just maintain the tension by holding it.

	Take the brace to the bow
	Tactician or helm calls SETUP
The bowman takes the brace forward, using the slack provided when the brace is eased.  As the brace is attached at the same point as the sheet, pulling it too hard can disturb the set of the spinnaker, particularly in light breezes.

The best position for the bowman is on the pushpit forward of the forestay looking back along the boat.  This way they are out of the way of the pole and can see everything that is going on.

In a swell, or with an inexperienced bowman it is better to be back behind the forestay which will make communication a bit harder.

The bowman should be holding the brace in a way that will ensure it will quickly lay into the beak the right way.  If the brace goes in the wrong way it can wrap around the beak causing all sorts of problems 

	Tweakers down
	The tweakers are used to balance the kite.  Having them down keeps them out of the way of the boom and reduces the leverage so the kite doesn’t swing around so much

	Centre the traveller
	Centre the traveller an lock in both sides so it doesn’t run across the boat.  This reduces the shock loading on the traveller

	SQUARE THE POLE

	Square the pole
	POLE BACK
Bring the pole back so the spinnaker is almost completely out to the current windward side.  This stops it falling ‘through the triangle’ during the gybe.  The helmsman might have to steer downwind to keep the sail set if you are not already dead downwind.  The spinnaker sheet also needs to be eased so the kite continues to fill and doesn’t get pulled back against the forestay

	Ease the kicker
	As the pole comes back, the kicker needs to be eased as well, otherwise something will break

	Take weight on both sheets
	Once the pole is squared the weight of the spinnaker needs to be taken up on both sheets.  This allows the braces to be unloaded but the kite will stay in place

	Unload the brace
	Once the weight of the kite is on the sheets, the current working brace can be unloaded.  Some resistance needs to be maintained so the pole will fall away from it when the beak is tripped, but all weight should come off it once this occurs.

If the pole doesn’t easily come in from the kite (beak doesn’t trip, or some other reason) then the brace needs to be completely unloaded so the pole can swing into the bow.

	GYBE THE KITE

	Trip the beak
	Tactician or helm calls TRIP
Person at the mast trips the beak.  If the sheet and brace are setup properly, the kite will float up out of the pole and/or the pole will drop down away from the kite

	Topper down
	As the beak is tripped, the topper should be dropped so the pole falls away from the kite.  Controlled but fast.

	Pole up the mast
	Take the pole up the mast.  There should be a mark on the mast where the pole needs to go up to in order to swing under the forestay.  Only take it up to this point.  Taking it too high has the effect of bringing the beak away from the bow, making life harder for the bowman, and it also means there is further to travel back down to reset the pole.

	Swing in the pole
	One of the easiest ways to swing the pole is to pull on the kicker.  This should occur slightly after the topper has dropped.  If the pole is square, dropping the topper will have the pole fall down, but still be a long way outboard.  Pulling on the kicker will swing the pole towards the bow and, done well, the momentum of the pole will get it to the bowman. Do not lock the kicker off when it is pulled inboard – this is bad.  There is no need to and it will cause lots of problems getting the pole reset on the other side

	New brace into the beak
	If the headsail sheet is sitting there from the set, the drop it off the end of the pole

Put the new brace in an snap the beak shut

Checks that it is not wrapped or through the wrong way.

If you want to really show off, also swap the headsail sheets over (depending on how the sheets are run.
Pushes the pole out to the new side and calls out MADE

	Topper up
	Take the topper back up to the same position it was before the gybe

Mast man might bounce the topper once the pole is reset

	Pole down
	At the same time as the topper going up the pole has to come back down the mast to the same position as before the gybe. Get this done before assisting others with their tasks, because it is very hard to do once the load comes back on

	New brace on
	Pull the new brace on.  There will be lots of slack. Pull as much as possible by hand, but as soon as the load comes on it will need to be winched
Need to quickly get as much in as possible, and back off the forestay before the sheet is released

Once in place, check the height of the pole and the kicker load

	Release the sheet
	Talking with the person on brace, only release the sheet when they have enough brace on to at least keep the pole off the forestay



	GYBE THE MAIN

	Steer to the new course
	Helmsman calls out GYBING
Steers to the new course.  Sometimes slightly above the course when running very square to help the main come across

	Gybe main
	Heads down, swing it over.  Each boat ends to have their favourite way of doing this in different wind and wave conditions 

	TIDY UP

	Prep the lazy brace and sheet
	Prepare the lines for another gybe.  Make sure the new lasy sheet is over the end of the pole, and that the lazy brace is ready to go forward.

	Set the pole
	

	Run the headsail sheets
	Re-run the headsail sheets so they will be clear when the headsail goes up. This activity can wait if another gybe is expected soon 


Opportunities To Mess Up

	Action
	What happens if you get it wrong
	Impact

	Ease the lazy brace and take it to the bow
	Bowman will have to chase it during the gybe. Change to new brace will be difficult, adding to the time the spinnaker is flying off the pole
	Very High

	Tweakers on
	Stops the spinnaker from rolling too much during the gybe
	Low

	Centre the traveller
	Mainsail will be harder to gybe and not set properly on the new course
	Medium

	Square the pole
	Spinnaker will not keep working as it is blanketed by the main as the boat is turned downwind
	High

	Ease the kicker
	Pole will not be able to be squared, or it will snap the kicker or break the pole
	Extreme

	Take weight on both sheets
	When the brace is unloaded the spinnaker will go forward, resulting in the same problem as ‘square the pole’
	Very High

	Unload the brace
	Pole will not easily fall away from the kite during the gybe.  It is a balancing act - keep some weight on so the pole falls away as the topper comes down
	High

	Trip the beak
	Bowman will have to trip the beak when the pole comes in
	Medium

	Pole up the mast
	Pole won’t swing under the forestay - gybe won’t be possible 

Too high and the beak will be too far from the bow, making the bowman chase the end of the pole
Extreme
	High

	Topper down
	Pole won’t easily fall away from the kite. Pole will have to go a long way up the mast to compensate
	High

	Pull kicker to swing pole
	Will take longer for the pole to swing in.  Do not lock the kicker off in the tighter position otherwise the pole won’t reset after the gybe
	Medium

	New brace in the beak
	Important that it goes in the right way, otherwise it could lock the spinnaker away from the pole and make the drop very difficult.  It will then need to be reset
	Extreme

	Topper up
	Pole won’t be set properly.  Need to get this set before the brace is fully loaded
	Medium

	Take up new brace
	If this happens too slow then the pole will slam on the forestay and the spinnaker will be uncontrolled, making it difficult to hold the course
	Very High

	Release old sheet
	Done too early there will be a lot of line still to be taken up on the new brace (resulting in the problems above)
	High

	Steer to new course
	Not many problem here, unless the driver takes the boat up very shy very quickly and powers up the sail before the brace is on enough
	Low

	Gybe the main
	The usual potential issues in a gybe – wiping people out, taking out running backstays or ripping off travelers if they are not setup properly
	Very High


Recovering from problems

	Problem
	Remedy

	Spinnaker wrapped around the forestay
	Gybe back and get it to spin the other way

Send someone up the forestay with a knife (but don’t tell the owner)

	Spinnaker through the triangle
	Try pulling on the new sheet to drag it around the front of the boat.  If most of the sail is inside the forestay, gybe back. Use the new sheet to pull the kite round to the right side and then gybe again

	Brace comes out of the beak
	Take the weight back on the sheets to unload the brace and then reset the brace. Might need to drop the topper so the bowman can reach the beak.  No need to move the butt end


The Drop

While there are a number of methods for taking the spinnaker down, the essential ingredient, is blanketing the spinnaker behind the mainsail and the jib so that the chute goes limp and can be gathered in easily. In winds over 10 knots, it is essential to stay on a very broad reach when dousing, which maximizes the main and jib's ability to blanket the spinnaker. There is a tendency for the sail to “lift” the crewmen during high winds.  All douses should be effected as speedily as possible without causing the spinnaker to drop into the water. This is prevented by the crewman on the halyard dropping only enough sail for the other crew to gather in.

Method 1: Releasing The Shackle

The brace is eased to the headstay and the pole is lowered until it can be reached easily by the bow man who opens the snap-shackle that connects the brace to the spinnaker. As the spinnaker is released from the brace, one or more of the crew sitting to leeward of the main, and as far forward as possible, pulls on the lazy brace or the sheet and brings the spinnaker behind the mainsail. Some racing crews prefer to take the sail down into the forward hatch to keep the sail from getting tangled with the jib sheet. When the foot is gathered, the halyard is run and the spinnaker is gathered in as it is lowered.
Method 2: Running Brace

This system is basically the same as Method 1, except that the brace remains attached to the sail. First the brace is eased until the pole kisses the headstay, and then it is completely released as the crew gathers the sail. Great care must be taken to make sure that the brace is completely clear, with no knots, so it can run free. The lazy sheet (on the same side as the brace) also needs to be free to run.  The sail is then gathered in the same location as in Method 1.

Method 3: Windward or Poleless Drop

Useful when running square to the mark and need to gybe right on the mark – e.g. starboard pole heading to a port rounding and wanting to stay on starboard tack right to the mark. The sequence involves running very square, taking the weight on the sheets (like in a gybe) and then dropping the pole.  The kite is then trimmed without a pole for a short distance.  The headsail is raised quickly (and will flop around the foredeck because the boat is very square), the main is gybed and the kite comes in under the main straight after the gybe.
Method 4: Stretch And Blow

This is a heavy air technique designed to depower the spinnaker. In this method the foot of the spinnaker is pulled tight making it impossible for the corners to fall into the water.  To keep the clews out of the water and make the foot tight, the pole is eased forward to the headstay and the spinnaker sheet is tightened as much as possible. After the foot is pulled tight, the halyard is cast off and let run. The wind blows the sail parallel to the water allowing the crew to pull the sail in by its leeches. If the sail does touch the water, it won't be able to scoop up a lot of water if the two clews are kept tight. This technique was used during the America's Cup races in Australia where it was especially windy.
Method 5: Retrieving-Line Douse

A modification of Method 4, this douse system uses a light line attached to the middle of the spinnaker. The pole is eased forward, the sheet trimmed, and the halyard eased quickly to spill the wind from the spinnaker. The retrieving line is then pulled in quickly beneath the foot of the genoa from about the middle of the foredeck. When the bulk of the sail is on the deck, both the brace and the sheet are eased completely.
Notes on The Action Sequence

These actions are arranged around method 2, but the notes apply generally to all methods
	Action
	Notes

	SETUP

	Confirm the type of drop
	Confirm roles and the type of drop

Confirm if we will need to gybe or tack quickly after the drop (and hence the pole has to come down and the foredeck cleared quickly)

	Check the halyard
	Make sure the spinnaker halyard is clear and ready to run.  The kite has to come down quickly and will be under a lot of load.  Therefore any knot or jam in the halyard will both be difficult to fix and delay the drop

	Check the headsail sheets
	Make sure the headsail sheets are run the right way so the headsail can be raised while the pole is still attached

	HEADSAIL UP

	Headsail up
	HEADY UP
Take up the headsail.  Either right up, or partially, depending on the call. If it is hoisted partially ( to provide some drive without affecting the spinnaker too much, make sure it is fully raised before the drop is called

	Grab the lazy brace
	Someone needs to get into position to grab the lazy brace to bring the  spinnaker in.  Depending on the drop, it is also useful to have someone below to pull the sail in as it is stuffed into the hatch

	
	

	DROP

	
	There are multiple methods – described above and they involve a combination of dumping the halyard, running the brace, and getting the pole out of the way.  The following provides notes on method 2 described above

	Run the brace
	DROP
Ease the brace forward until the pole touches the forestay.  It needs to be deliberate and controlled - too fast and it will crash into the forestay and damage the pole or the rig. As soon as the pole touches the forestay run the brace to dump the power out of the sail while it is gathered in. 

Make sure the lazy brace also runs.  Stay with the brace until the sail is all gathered because any knots of jams in the brace or sheet will stop the spinnaker from being retrieved properly

	Dump the halyard
	At the same time as the brace runs, dump the halyard to empty the top of the sail and drop it behind the headsail. The balance is between dumping it to de-power the sail while at the same time keeping it out of the water,  

	Pole down
	Once the load has come off the pole, the topper is dropped and the pole is lowered at the mast.  The topper is dropped fast enough to get the pole down quickly but not so fast it smacks the bowman on the head.  The butt end of the pole should follow just behind so the downward angle of the pole allows it to land on the deck and be placed out through the pulpit.  The topper then needs to have lots of slack so it can be either undone and returned to the base of the mast or left attached but taken back and secured at the mast so the foredeck is clear to tack 

	Trim the headsail
	Once the spinnaker sheet is removed from the winch, trim the headsail while the drop continues.

	TIDY UP

	Clear the foredeck
	Bowman checks that al the ehadsail sheets are run properly and that the topper is out of the way.  indicates when the foredeck is clear to tack

FOREDECK CLEAR

	Back into race mode
	Minimize the number of people off the rail.  Lock everything down, get back into a racing rhythm before moving gear around or packing the kite (unless it is a very short work before needing the sail again)


Opportunities To Mess Up

	Action
	What happens if you get it wrong
	Impact

	Knots in the brace or halyard
	The brace or halyard gets jammed with a lot of load on it.  The spinnaker will be flapping around still powered up as crew are trying to retrieve it and you run the risk of going fishing with the kite
	Very High

	Not running the lazy sheet as well as the brace
	The result is the same as if the brace hadn’t been run properly
	Very High

	Uncontrolled brace dump
	Pole smacks the forestay and can damage itself or the rig

Hit the bowman on the head or trap them against the forestay
	High - Extreme


Recovering from problems

	Problem
	Remedy

	Lines tight and the spinnaker can’t be put away
	Look around to see what is jamming the run of the sheets and braces. Free up any caught lines. Do not try and do someone else’s job (unless they really need help) because it means your job will be ignored

	Kite in the water (‘prawn trawling’ or ‘going fishing’)
	If it is only minor then work really quickly to get it out of the water.  Once the kit has started to fill try to de-power the (now underwater) kite by emptying it.  This can be done by unclipping one corner to empty the sail.  Make sure 3 people don’t independently unclip a corner each

	Foredeck not clear and we need to tack or gybe
	Focus on getting the pole down and the topper out of the way.  If the headsail sheets are wrapped around the pole the wrong way then don’t load up the sheets.  A sheet wrapped around a pole, loaded with the headsail can damage the pole, the boat or people very quickly


For all the spinnaker problems there is not a simple set of actions.  When a problem occurs the response should be to look, think and co-ordinate. Only the third problem listed above has the urgency that might require shouting over the noise.
Tactics

Start 

Core Concepts

· Confirm the preferred start strategy, make the crew aware of it

· Check the line bias and be clear on the type of approach you will use

· Think at least 30 seconds ahead – don’t end up in the middle of the crowd or with nowhere to go

· Mistakes are more expensive at the start when boats are close together

· Start in clear air is more important than the right end of the line

· Setup a transit for a point where you want to start a certain distance out.  Run and test the timing of it.  If time permits, do it a couple of times to get a sense of variations

Rule Summary

· There is no proper course before the start signal

· The proper course after the start signal but under the line is directly at the line (ie the proper course can be luffed up)

· The proper course after the start signal and over the line is close hauled

Common Problems and Responses

· Indecision – work to a strategy

· On the line in a crowd – make sure you are looking ahead

· Sitting in crowded, dirty air –  look for lanes to get out
Windward

Core Concepts

· Wind shifts generally don’t come from the middle of the course.

· If in doubt about which side to go to, minimise leverage by staying close to the other boats

Rules

· Allow time to respond when calling rights over someone

Common Problems and Responses

· Wind shifts that lift you but have you sailing around the mark. Take the medicine, you want to go towards the windshift.

· Pinching and not thinking about VMG

Mark rounding

Core Concepts

· In wide, out close

· Inside overlap doesn’t have rights to a tactical rounding

· Think about multiple overlaps and how much space is going to be required

Rules

·  Overlap and 2 boat lengths

· Time to get out of the way

Common Problems 

· Dropping the spinnaker too late
Downwind & gybing

Core Concepts

Three different zones

· Light winds – a reaching course

· Down in the puffs, up in the lulls

· Medium winds

· Heavy winds – stick to the layline

Rules

· Proper course
Finish

Core Concepts

· The finish line is likely to have a bias in it

· Shoot the line
Rules

Common Problems And Responses

General Tactics

Geometry & VMG

A wind shift of 10 degrees represents a gain or loss of  25% of the separation to the other boat.  Therefore if you are trying to defend a lead, reduce the separation so that any adverse wind shift will not have a significant impact on the lead.  Alternatively, if you are trying to make up ground and have worked out the conditions, it is advantageous to increase separation when a change is coming.

When sailing to a distance mark, it is possible to point too high in order to make the mark without tacking. By sailing off-the-wind an additional 5 degrees, you only have to travel 8% faster to arrive at the same time as a boat not sailing off-the-wind. These figures are derived from a right triangle (the other boat sails the hypotenuse and you sail the legs of triangle). The reason you might possible beat another boat is if they are sailing too high and their forward speed is significantly less. On the polar curve for the J29, above 40 degrees, the forward speed drops off significantly. If the other boat is sailing higher than 40 degrees and you are sailing slightly below 40 degrees then you have a speed advantage. Notice also, the flattening of the curve at the bottom. This is the reason that in downwind runs, racing boat will “tack” downwind rather than sail directly for the finish line. The advantage of a few tenths of a knot allows a boat on a broad reach to sail as fast as a boat going directly downwind and tacticians will use this speed to their advantage by exploring the run for a more favorable current or wind when they are behind. It would be up to the boat with the lead to decide whether or not they will “cover”.
Tactical Rules to live buy

Windshifts

· Is the change persistent or oscillating? Try and stay in phase with the oscillations
· Sail to the shift, go to the breeze (ie don’t tack too early as the wind starts to shift, if it is swinging to the left, then continue to go to the left)

· Use separation from opponents wisely because of the leverage it creates in wind shifts – both good and bad
Laylines

· Don’t go to the layline early because it leaves no options

· If under the layline approaching the mark, get out early

· The last starboard tack is the one that matters

Other

· Mixed fleets are racing the clock (except for the last couple of races in a series)

· It is easier to go from 15 -> 5 than from 5 -> 1, so if you find yourself out the back there is still plenty of opportunity to improve

· Avoid mistakes in the first 3 legs and drive to win on the last 3

· Mistakes are more expensive at the start when boats are close together

Final words

· Races aren’t won, they’re lost – so stay out of trouble 

· Avoid greed and surprise

References

Starting Tactics – A Primer

(from www.boot.de) – This example focuses on a Match Racing which is rare for an Escaped Aussies boat, but this still provides good food for thought and examples of how decisions at the start line can affect a race.

	Dennis Conner says that the first five minutes after the start of a match-race are the most interesting part of a race. That’s when a trained eye such as Conner’s can pick out the relative speeds of the competing yachts and determine who has the upper hand. 

The most important part of a match-race, however, is the five minutes before that, the pre-start. That’s where the fight for the race begins. For five furious minutes the teams joust, thrust and parry trying to intimidate the opposition. Dialling-up, circling, chasing, hooking, luffing are all part of the pre-start vernacular. 

Coordination is a major component of the pre-start, and not just relating to dexterity. The helmsman, bowman and trimmers all need to be in synch with each other to time the speed build and hit the line as the start gun is fired, like Stars & Stripes in its Flight 3 match (upper right). 

The challenger fleet features some of the best starters in the business, including Alinghi’s Brad Butterworth and Russell Coutts (lower left) and OneWorld’s James Spithill and Peter Gilmour (lower right). Herewith, some of the best images from pre-starts during the quarterfinals. 
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Charge! Prada and Alinghi say as they enter the start box shortly after the 5-minute preparatory signal (left). Run away! Prada seems to say moments later (right). On port tack, Prada had to keep clear or else risk a penalty. The two boats dialled-up head-to-wind, with Alinghi’s course dictating how Prada can escape. In this situation, both boats wound up tacking away. 
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Stars & Stripes versus Wight Lightning, Flight 2. With 90 seconds to the start both boats were on port tack, Stars & Stripes to leeward and ahead, in the lower right side of the box. Stars & Stripes wanted the right side of the beat, so the goal was to start to windward of the British. Stars & Stripes luffed Wight Lightning to clear them away (left). Stars & Stripes later tacked to starboard and crossed the line with a 4-second advantage. 
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In Flight 4, Stars & Stripes entered the start box on port tack (left) and spun head-to-wind before Wight Lightning, which stalled while dialling up. With its bow ahead of the British, Stars & Stripes was in a bad position. But the British had trouble getting their boat going, and Stars & Stripes gained a 14-second as the race started. 
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The bowman and helmsman must have clear communication at the start. The bowman is the helmsman’s eyes for distance to the line. The helmsman must coordinate his speed build with the time to the line. Oracle BMW Racing’s Geordie Shaver (left) calls the distance while helmsman Peter Holmberg rolls OneWorld and gains a 3-second advantage during their Flight 2 match. 
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Sweden’s Victory Challenge and France’s le Defi AREVA have had some of the most even starts in the quarterfinals. Victory’s Orm won two by one second each and le Défi’s FRA-69 won one by 2 seconds. They also had this even start in Flight 3. Onboard conversations as the boats entered the pre-start indicated that le Défi wanted the right side of the start and the Swedes the left. The boats approached the line early, resulting in a split tack start with the French boat taking the right and Orm the pin end. 
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