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AN OVERVIEW OF RACE OFFICER TRAINING

INTRODUCTION:

This overview has been undertaken, coincidentd with revisonsthat are being madeto the
overdl Officias Development programs, to restore them to a rdiable, user friendly,
segment, of CY A=ssarvicesto the Provincid Sailing Associations, the Member Clubs, and
the salling community a large. The need for these revisons is largely as a result of the
falure to maintain reliable records of those who have been certified as Race Officids, and
the collapse of the re-certification process.

While examining the problems of the past few yearsit has become apparent thet thereisa
degreeof dissatisfaction with the existing program design, and thishas aso been addressed
in the recommendations. The review, dthough intended to look primarily at program

adminigration, has of necessity been exposed to critica comments and recommendations
from many individuas, and a number of PSAs, and these have been incorporated as
gppropriate in the recommendations.

The process usad in conducting this review has been feedback from the mgority of the
PSA Race Management committees, and comparisons made between CY A programs, and
those of anumber of other countries, including USA, UK, New Zedand, and France, dl of
which have excdllent programs operating, the USA program having been designed fairly
recently, following close scrutiny of our program.

HISTORY:

With the sdlection in 1970 of Canada to host the 1976 Olympiad, funding Sarted to
become available for Officids Development from Sport Canada for the National Sport
Governing Bodies, and smilarly from Provincid Government Sport sources. CY A found it
expedient to relocate to Ottawa, and shortly after USY RU was named as the successor to
NAYRU. USYRU issued itsfirst Race Management Manud in 1975, and it=sinteresting
to note that Lynn Watters of Canadawas one of the authors dong with anumber of other
well known names.

The Olympic Gameswere hosted by Germany in 1972, with the Y achting events staged at
Kidl, under thedirection of Otto Schlenzka, Kommodore of theKid Y acht Club, settingan
extremely high sandard of race management. Livius Sherwood had at this time been

named as Director of Y achting for the 1976 Olympiad, and was present at Kiel during the
1972 Games as an observer. On his return from Kid preparations for the 1976 Games
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entered a concentrated training phase. Three separate race courses were planned, each

withitsown Committee. Thesecommitteeswere permitted to operate independent of each
other, within the Olympic guiddines, the Y acht Racing Rules, and the Sailing Ingtructions.
The committeeswere staffed from Montred, Ottawaand the Toronto- Golden Horseshoe
area, and during the three years prior to the Games practiced hard until each reached
excdlencein performance. The chdlengeto theteamswasAUncompromising Perfectior{.
Those that failed to achieve were dropped and a replacement found.

The Yachting events in 1976 were exceptiond, and a standard of performance was
achieved second to none. A large number of highly motivated, well trained race officids
was one of the legacies that sailors gained from the Games. The Olympic Harbor was
another legacy, and it was natura that CORK should become the venue for the week long
CY A Regatta Management Seminars that were conducted from 1977 through 1981.

These seminars took two knowledgesble candidates identified by each province, on the
understanding that they would return home to further train others by conducting loca
seminars. These seminars were dways well atended. In addition Race Management
seminarswere apopular festure of anumber of CY A and PSA annual meetingsduring the
same period.

At the 1977 CYA AGM in Banff a strong lobby was presented for the development of a
certification program to recognize those who werebeing trained. Uptotha timeal thetthe
attendees received was a Certificate of Attendance. In 1982 the CY A Operations Plan
was adopted a the AGM in Saskatoon, and included was the Officials Development
Committee, not fully defined, but there in name to receive Sport Canada funding.

One of the criteria for funding was the preparation of a program designed specificaly to
train both Race Officers and Judges, supported by documented records each year of the
number of Officidsdeveloped at eech levd, inthetwo disciplines. It wasfromthisinitiative
that the Race Management Training program was developed, based on four levels of

demonstrated competence and experience, including the development of formalized course
content, and a program to additionaly train the trainersresulting in the Course Conductor

program.

During this period the Officids Development team of the Federation de Voile du Quebec
had been busy preparing a series of Race Management manuas, and in 1979 the CYA
Race Management Committee completed and published the officd CYA Race
Management Manua. Thismanua has been updated twice and awaits preparation of the
4" edition following the publication of the 2001 - 2004 Racing Rules of Sailing, and the
Canadian prescriptions. Ontario Salling Association published acomprehensvemanud in
1980 for those running club events.

A number of other excellent Race Management manuals exist, the USYRU published in
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1975, was completely revised by US Sailingin 1994. ThelY RU manua was published in
1992 followed by the second edition of the Roya Y achting Association manud in 1993.
Each of these documents cover in detail most of the dataneeded to organize and run smdll
club races and mgor events.

The CY A manud isuniquein that it has adopted a user friendly style, with explanations of
why some techniques are preferable, and how to anticipate and overcome various
problemsthat might be encountered. Mot of these manuals are updated, as gppropriate,
on afour year cycle asthe Rules are modified.

THE CERTIFICATION PROGRAM.

THE INTENT.

Descriptions of the Program can be found in a number of source documents, the CYA
Directory, the Officids Logbook, and the CY A Race Management Manud, and it is not
necessary to repeet them here in this overview.

The four part program, with certification levels determined by skills and experience, was
intended as a national program. This, when the program was firgt introduced, was
expected to ensure adegree of uniformity of training acrossthe country, and acomparable
leve of skills and experience obtained by those achieving certification.

Levelsl and|l.

Recognizing that levels| and || aretallor made for those involved primarily in club racing,
and loca competition, the respongibility for deivering and adminigtering these programshas
been delegated to the Provincid Sailing Associations, a number of which have their own
very active and capable Race Management Committees. It was originaly hoped that
PSA:s, who for various reasons could not support their own programs, would seek
assistance from another PSA with an active program.

In order to ensure uniformity intheleve | and 11 kill levels attained, a Course Conductor
program has been designed to Ateach the teachersl who train and test levels | and I1.

Certified Race Officids who successfully attend the Course Conductorstraining seminars
are certified as RM Course Conductors (RMC).

They then organize and conduct level | and Il seminarsand training asrequired by PSAsIn
their respective jurisdictions. Thisambitious model was intended to build a coast to coast
foundation of trained, quaified Race Officidsup to the Club Race Officer levd. For those
who wished, a CYA Cetificate of proficiency was available upon gpplication. It was
origindly set up that PSAswould forward applicationsfor certificationto CY A who would
issue the Certificate, and maintain records of al those who had been certified, and initiate
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re-certification notices as appropriate.

Levelslll and V.

Levd Il and 1V certification recognizes advanced race management skillsand experience,
and proven satisfactory performance beyond club and regiond events. The origind intent
wasthat the CYA RM Committeewould havethe responghility for training level 111 and
certifying levesill and V.

No traning programs or manuas were produced for these levels, recognizing that
gpplicants would have dready acquired extensive knowledge and experience. It was
congdered that a once a year leve [l RM Seminar, held during CORK would be
adequate to provide any advanced training necessary, and to permit applicants the
opportunity to demonstrate those skills required for certification.

A Caetification Committee gppointed by the CYA RM Committee would review
gpplications. It was origindly set up that CY A, on natification by the RM Committee,
would issuethe Certificate, and maintain records of dl those who have been certified, and
issue re-certification notices as appropriate.

THE REALITY.

In early 2001 a comprehendve questionnaire was circulated to each PSA, and the
members of the CYA RM Committee. The mgority responded and their views and
recommendations have been analyzed, and form the basisfor much of this overview.

Levelsl and 1l.

Training a levels| and 1, dthough not drictly to CY A standards, occursin most provinees,
athough severa have no RM Committeein name. Thetraining described varieswiddy in
content, and the general feedback indicates that aslevels| and Il are unlikely to ever be
required to serve outsde of their loca area this, in the view of the trainers, creates no
problem.

The generd feding is that coast to coast uniformity is of far less importance than loca
knowledge, and familiarity with local equipment and conditions, and the needs of loca
salors. Certification at theselevels appearsto be dmost anonissue, dthough some PSAs
make the gpplication form avallable to participants, who seldom follow through. The
benefit of CY A Insurance coverage thet comes with certification is not widely known or
considered important.



The degreeto which thelaid down programs are adhered to variesfrom PSA to PSA with
those provinces having the largest sailing population, being the better organized as one
would expect. Ontario, being closest to CY A:s influence, followstheformd programvery
closdy, while other PSAs have chosen to make modifications to suit their own needs.
BCSA has developed its own program, developed as a result of dissatisfaction with the
present program formet, and more particularly the administration problems, but is prepared
to take another ook at the overdl CY A program when it is brought back under contral. .

Levelslll and V.

Feedback regarding the leve 111 program is unanimousinitscriticism, not only of theway
the program hasfailed to be administered, but also the content and lack of planning of the
level 111 seminars conducted at CORK. Examples range from individuals who have
traveled to CORK to work on race committees under observation, expecting to learn
something which will lead to their certification but end up doing menid leve 11 work, to
individuas who, without any RM knowledge, were sent by their PSA just because there
was some funding available and nobody dse wanted to go. Thisleadsto ridicule of the
program and agenerd distrugt of the sysem. The failure to even inform participants that
there was a CY A Race Management Manual is questionable.

A number of advanced level seminars have been held, mainly in conjunction with Canada
Games, Pan Am Games, Sall East and Sail West and some Y outh events, to provide high
cdiber RM coaching and mentoring for specific race committees. These have been
modeled on the | SAF Race Management Seminars, but without support or input by CYA,
and without any associated certification.

The security provided by the CY A ADirectors Errors and Omissions{l insurance coverageis
generdly known to leve 11l Race Officers, and is accepted as a worthwhile benefit. It
obvioudy is not ahigh priority in obtaining certification.

Most of the commentsreceived about level 1V havereferred to thefailure to acknowledge
receipt of Certification Applications, coupled with thelengthy delaysininforming goplicants
of acceptance or rejection, and whether Certification would begranted. Severd leve IV
Race Officers, dthough il very active have dlowed their certification to lgpse due to the
absence of are-certification procedure.

Insurance coverage is more important for level 1V ROs as their involvement in mgor
internationa, and cross border events could expose them to risk not encountered at club
events.

GENERAL OBSERVATIONS:

On the positive sde the Race Officer Training program has been, and continues to be
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successful. Most PSAs are ectively involved in training at levels | and 11, athough not all
are following the CY A mode absolutdly.

The qudity of Race Management has been significantly improved nationdly over the past
two decades. Considerable effort by dedicated individuas hasresulted in the devel opment
of high qudity level | and Il training programs, available to those wishing to use them.

The CY A Race Management Manual has set a high standard, such that other countries
have used it as their modd in developing their own training materid. The training and
certification of Course Conductorsis unique.

Mogt PSAs have programs at the locd leve to improve leve 111 skills, mainly by Aon the
jobi training, and knowledge sharing, through seminars accompanying mgor events.

Onthe negative sde the Race Officer Certification program hasfalen short of expectations.

A number of reasonsfor this have been identified during the subject survey. None come
as a surprise, having been the subject of considerable debate and criticism over recent
years. The absence of any written procedures hasresulted in agradua drift to the present
gtuation as gtaff changes occurred at both CYA and PSAS, and as smilar changes
occurred in the volunteer ranks. Without any formd guiddinesto follow, new incumbents
did what they believed appropriate. This coupled with severd attempts to transfer a
manud process to a computerized system, which is dtill not fully functional, has created
misunderstandings, confusion at times, and a genera distrust of data being produced by
both CYA and PSAs.

The apparent incompatibility of various data bases has crested problems, and mis-
communication has added to the confusion. The most serious effect of the loss of reliable
records has been the discontinuance of re-certification notices being issued, and incorrect,
or no data being published in the CY A Directory and on the various web-Sites.

A generd complaint from those surveyed relates to the origind certification fee that was
introduced at theinception of the program. Thisnomina feewasintended to cover the cost
of an ACKficds) lapd pin, the Certificate or sticker, regular Officias Newdetters, and
postage. Asthe Newdetter was dropped due to budget constraints, and communications
discontinued, the need for afee gppearsto have diminished. Thesuggestionthat therebea
fee has been sufficient disincentiveto cause most level | and |1 course graduatesto express
disnterest in certification. The same opinion exigs with levels 11l and 1V, to a lesser
degree.

Theorigind requirement that level sl and 1V should be Individud Membersof CY A isdill
a sore point with afew, dthough Individuad Membership asit existed when the program
was firgt conceived no longer exists. Never thelessthe unsatisfactory memory il effects
opinions.



CY A gppearsto be donein having afour level Officids Development program. Each of

the other programs examined hasthree levels only, and do not spend timein training those
areas we cover inlevd I. It isworth noting thet the CY A Judges program, athough il

four levels, gppearsto have recognized that thelowest level isredly arecognitionleve. All

of the other programs have titled levels, rather than numbers| to 111, meking them more
descriptive of the level of qudlification represented.

All of the RM programs examined are well administered, with responsbility shared
between volunteers and staff. Re-certification reminders are sent out well in advance,
following screening by the volunteer respongible for keeping the lists up to date. Inactive
RO:s are ether down graded one level, or dropped completely, so that lists remain
redidic. All re-certificationsrequire attendance at aseminar prior to re-certification, or an
appropriate level of demongtrated satisfactory performance.

The seminars gppear to be designed for the kills of the attendees, and are basically atwo
day workshop based on a large number of scenarios requiring discussion and RM sKill

aoplication. Where tests are used they are only one criteria for certification, or re-
certification. Performance, maturity and leadership ability is dso taken into account.

There are no fees associated with certification, however each seminar attendeeisrequired
to pay afeeto help cover the costs of the event. 1n most instances certification isfor four
years. Only the USSA certifiesthelowest level, the others give an attendance recognition.
NZSA only appoints the highest leve, by invitation, for a one year period.

CONCLUSIONS:

For a number of reasons the CYA Race Management Training program has become
generdly unattractive to those for whom it was designed.

CY A hasfailed to support itsown policy that only leve 111 or IV Race OfficersChair CYA
events. Thishasweskened the perceived need for leve 111 certification, and hasresultedin
the Chisholm Trophy been awarded to those who failed to satisfy the terms of the Deed of
Gift.

The PSAs, and their members do not, by and large, accept the program asit now exids,
and there are severa probable reasons.

(a). Thereisno clear direction to those responsible for administering the program resulting
in acollapse of continuity.

(b). Over the past two decades the membership of the RM Committee has changed
for various reasons. Without clear guideines ddinegting their responghbilities within the
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sructure, they have each brought their own thoughts and idess, resulting in aprogram drift
away fromitsorigina concept.

(©). The program itsdlf is not user friendly, and certification offers little attraction

(d). Theregiond representatives of the RM Committee do not necessarily spesk for each
of the PSAs, and for some regions there has been little, or no PSA input into how the RM
programs have been devel oped.

CY A withinits Officids Devel opment Program has three separate, but paralel disciplines,
Race Officers, Judges and Umpires. Each is administered separately, undoubtedly
incurring duplication or triplication of time and effort. The adminigrative procedures have
not been effectively coordinated.

Now isagood timeto introduce change in the administrative aspects of the RM program.
Our new gtaff members, are keen, with a willingness to cooperate, and anxious to be
involved. The mdding of the adminigtrative procedures into a Protocol, or Standing
Operating Procedure, covering the three disciplinesis acceptableto the Chairs of thethree
committees involved.

RECOMMENDATIONS:

(2). That aStandard Operating Procedure (SO P), embracing thethree disciplines- Race
Officers, Judges and Umpires be prepared, acceptableto the Chairs of those committees,
and to Staff.

(2). That thisSO P cover dl procedurd details of initid Certification and re-certification,
including the working relationship between CY A and the PSAs where responsbility for
training and certification hasbeen ddegated. That CY A obtain input and acceptanceto the
procedure from each PSA.

(3). That there beanew volunteer position created of Officias Development Coordinator.
This position, reporting to the VP Training would monitor the adminigtrative functions of
eech discipling, derting as necessry should deviations occur, and making
recommendations as necessary. Regular liaison with gaff and the VP Training would bea
key part of thisrole.

(4). That CYA inddl a AForms Controld sysem, and that dl forms used in the
adminigration of the Officids Devel opment program be devel oped jointly by the respective
volunteers, the O D C and Staff. That al forms be identified by code and be Revision
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dated, and a system established to purge obsolete forms, including those held by PSAs.

(5). That the RM Committee change the names of levels | through IV to a more user
friendly nomendlature, to pardle the terminology adopted by the Judges Committee.
i.e. Club RO, Senior Club RO, Canadian RO and Senior Canadian RO.

(6). That the RM Committee initiate a Phase Il of this Overview, or establish a new
committee to take a close look at the UK, NZ, US and ISAF programs for leve I
training, in an attempt to regain nationa acceptance of our programs, and to increase
ggnificantly the number of leve 111 - Canadian Race Officers.

(7). That theRM Committee prepareareport for the VP Training, at each annua meeting
of the committee, indicating whether the proposed Standard Operating Procedure, wheniit

isintroduced, isbeing adhered to. If not, reasonsfor the deviations and recommendations
for correction.

Respectfully submitted:

Franck Pdlerin, Patrick Lymburrer, William Cheek.



