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Based on a Sydney 36CR (Wild Side)
Generic procedures Manual

Version 1 dated 21st January 2021
Racing is a potentially dangerous sport.  The first priority is to get home safely.  All crew are responsible for their own and other crew member’s safety.  If you see something unsafe speak up.  The Skipper has overall decision making responsibility.  With respect to safety, crew are required to follow the skipper’s (and/or delegated to watch lead) decisions even if they disagree.  If you don’t accept this requirement, do not step on board.
1. Crew positions (the word “man” is considered gender neutral)
1. Helmsman
The primary responsibility of the helmsman apart from the start of a race is to maximise speed relative to the sail set.  The helmsman is heavily dependent on the trimmers for direction, particularly off the breeze.  Helmsman will call “Ready to gybe” and “Ready to tack” as well as “Start the main” in gybes and “Lee ho” or “Tacking” for tacks.  The helmsman will make these calls based on sea conditions and other factors.  The helmsman may also take on primary tactician role in the 5 minute to start timeframe.
2. Main trimmer
The main trimmer works with the helmsman to maximise boat speed relative to the direction required as well as de-powering the boat when required (wind gusts etc) to control weather helm.  They will be the primary assistant to the helmsman to avoid collision with another boat by dumping the main.  They are responsible for making all calls to the main sail shape, either adjusting things themselves or requesting adjustment from the pitman depending on the location of the control and the circumstances.  Controls include; Main Halyard, Outhaul, Cunningham, Leach Line, Boom Vang, Main Sheet (incl fine tune), Traveller, Backstay tension, Reefs.
3. Headsail & Spinnaker trimmer
Often working as a pair, particularly in inshore racing, the Headsail and Spinnaker trimmers are responsible for maximising boat speed relative to direction required.  They may provide a de-powering of the boat when required (wind gusts etc) if main ease is insufficient.  They are responsible for sail shape and provide tactical input as to when to change headsails or spinnakers.  They are responsible for making all calls to the headsail and spinnaker shape, either adjusting things themselves or requesting adjustment from the pitman, mastman or bowman depending on the location of the control and the circumstances.  Headsail controls include;  Halyard(s), Sheet tension, Car locations, Leach Line, Backstay tension (in conjunction with main trimmer) and Barbour hauls.  Asymmetric spinnaker controls include; Halyard(s), Sheet tension and Tack line. Symmetric controls also include Brace, Pole topping lift, kicker and tweakers.
4. Pitman
The pitman job can be very busy at times, they are responsible for all controls on the cabin top, supporting the trimmers and the bowman.  They are very busy during sail changes, particularly rounding marks.  The pitman will store and retrieve all sails downstairs as well as repack the spinnaker.  The key calls by the pitman are in relation to hoists and drops, eg “Dropping now”, “Ready” and the like.  The pitman is the key communication point between the front and the back of the boat.  Upwind and downwind the Pitman may assist the Headsail and Spinnaker trimmer with “tailing” headsail sheets and letting off the sheet during the tack.  Downwind they may assist with the spinnaker by winch grinding and/or easing kicker.  During a Symmetric gybe they will be responsible for the topping lift in order to dip the pole under the forestay.
5. Mastman/Grinder/Backup trimmer
The mastman works with the bowman during sail changes and assists them generally with the aft end of the sails.  The mastman also provides the “grunt” on the halyard when hoisting sails and grinding spinnaker sheets.  They assist the bowman with collection and changes to sails (headsail and spinnaker).  The mastman will often support trimmers with the outhaul and boom vang as well as assisting at times with the headsail sheets.  Being on the bow in rough weather they will likely wear both short and long tethers.  Other duties may include repacking the spinnaker.  The key Mastman call is “Made” on a spinnaker hoist.  During a Symmetric gybe they may need to assist with topping lift and depending on the technique used by the bowman may trip the pole.  During a Symmetric spinnaker run they will adjust inboard end of the pole height to match outboard end as well as setting height inboard ready for a gybe.
6. Bowman

The Bowman is responsible for checking the pack of every headsail and spinnaker prior to leaving the dock.  The Bowman is also responsible for checking the running of all sheets and braces prior to a race.
A busy position, the bowman is responsible for ensuring all sails go up and down cleanly and all manoeuvres can be supported.  This is usually achieved by being totally in charge of all sail connections and also keeping to routines, particularly off shore or at night where halyard tangles can occur.  Working with the mastman, they set up for sail hoists, changing the location of controls depending on tactics, troubleshoot sail hoists, sail changes, collecting & packing sails coming down and assisting with Asymmetric gybes, particularly in light winds.  They will often be seen downwind preparing the headsail for a re-hoist.  

If Symmetric spinnaker is used the bowman’s job during the gybe is critical.  Depending on technique they may trip the pole.  They will catch the pole as it drops, guide under the forestay and reconnect the new brace before helping lift the pole back up and calling “made”.

Other duties include troubleshooting up the rig (they should be wearing a climbing harness for all significant races), observing on the bow for the helmsman prior to race starts, calling the start line (number of boat lengths to the line), “skirting” the headsail (lifting clear of life lines when it is being sheeted in), setting up and changing the barbour haul.  Bowman wear both short and long tethers in rough conditions off shore to ensure their stability and safety on the bow.  Key Bowman calls include “Ready to hoist”, “Ready to Gybe”, “Clear to tack” and “Made”.

7. General crew
General crew are often guests who have been invited along who tend to lack sailing experience.  They will be used mainly for their weight (positioned to maximise boat speed) as well as other helpful jobs like grinding, spinnaker collection, assisting the Headsail & Spinnaker trimmer etc.  The other crew members will need to keep an eye on general crew, particularly in potentially dangerous situations.  
It is absolutely essential that in a recovery situation (eg equipment failure, MOB situation etc) that inexperienced crew sit in a safe location out of the way of others and do not try to assist unless asked.  Many situations occur by inexperienced crew trying to “help” and ending up injured or falling overboard. 
8. Crew location on boat
When on the breeze crew are needed on the weather rail to maximise boat speed.  The crew will tend to sit in order from front to back when on the breeze:   



Bowman


Mastman



General (if on board)


Pitman



Headsail & spinnaker trimmer



Main trimmer


Helmsman



Tactician

9. Weight off the rail

It is common for the Headsail trimmer to move to leeward to look at the headsail trim or to prepare for future manoeuvres.  When doing so the remainder of the crew must remain on the rail to assist with boat trim.  Similarly if the pitman or Bowman is off the rail for any reason the remaining crew must be conscious of keeping maximum trim.  There should only be one person off the rail at any one time when sailing hard on the breeze.  When off watch all crew must sleep to windward and may be called upon to move when tacking.
In light winds crew may be moved to leeward, to sit around the mast base or to sit at beam max.  All movements in light winds should be slow and careful.  On reaches and runs the crew will be moved to maximise boat trim.  The spinnaker trimmer in particular will need to move to see the leach of the spinnaker.

10. Longer races – primary/secondary roles

On longer overnight races it is common to have a backup for every role, that is each person must be capable of fulfilling at least two roles.  This is to ensure crew off watch are not woken unnecessarily.  Wild Side will typically have 3 persons off watch, 4 persons on watch.  Short of Gybing in a heavy sea, the 4 should be able to cover most manoeuvres.  The boat is actually set up for 2 handed racing.  Crew numbers off shore may be restricted by the liferaft.
2.  Secondary crew roles
1. Skipper/Watchlead (usually but not always the Helmsman)

The skipper is the “CEO” or leader of the crew, typically the owner.  The watchlead is the leader of crew on deck and crew off watch.  They are responsible for the boat and crew both prior to and during the race, they are the owners representative.  More often than not they may be the helmsman and/or tactician on shorter races.  Team work and leadership are a focus of the skipper / watchlead, along with safety and performance as a crew.


The skipper / watchlead will often seek crew input to major decisions but the crew must realise that in signing on to a race they are also signing on to follow the skipper’s commands.  It is the skipper and only the skipper’s call for example to deploy a life raft and/or activate an EPIRB.

The skipper’s role should not be confused with the Tactician.  The skipper will follow the decision of the tactician in terms of positioning, sails and other race tactical decisions.
2. Tactician (sometimes combined with other hands on roles)
The Tactician’s main role is strategy, where to go, what will happen with weather, currents and tide, course etc.  They require input from the crew based on their observations of wind on the water, wave action, other boats etc.  The tactician will more often than not be combined with the Navigator role and may even trim, so they are close to the helmsman.  The crew must support the tactician even when decisions are not necessarily agreed with.
3. Navigator/Radio operator(s)
The navigator is responsible for keeping track of where the boat is, where competitors are and where the boat is going.  The navigator is also responsible for keeping track of weather forecasts, sked times and trying to maximise advantage of wind shifts and currents.  Liaising with the tactician they will determine bearings and review VMG.  
The radio operator role is usually done by the Navigator.  The radio operator’s role is self explanatory, but they need to be suitably qualified (certificate of proficiency).  Most longer races will have regular radio “scheds” and sometimes radio in points, failure to radio in can result in disqualification.  In longer races two people will alternate the role.

All crew are encouraged to learn basic radio operation and basic navigation.

4. Cook(s)

The Cook’s role is self explanatory, in longer races two people will alternate the role.  The cook is usually the person on the crew least likely to become seasick when downstairs.  Their main requirement is to monitor the crew’s food and drink and ensure all are getting some nourishment and plenty of fluids, even in a rough sea.  A particular focus should be the helmsman.  The cook should ensure all crew coming on watch are offered a hot cup of tea/coffee and something to eat.  Safety is an issue, often working on one’s knees is a good option in a heavy sea as it lowers the centre of weight.  The cook is responsible for provisioning prior to the race, ensuring food is practical and flexible (eg adjusting food for heavy weather).
5. First aid

The First aid person must know the background of all the crew – allergies, pre-existing health issues, medication etc.  The First aid person will liaise with medical staff on shore via the radio if necessary and will liaise with the skipper if a return to shore is required.  The First aid person must check the first aid kit prior to race and ensure they are comfortable with any existing medical conditions.
3.  Off shore considerations

1. Safety policy

With reference to the previous safety policy covered in the introduction, it is policy on the boat, when off shore to:

· Crew to supply their own personal safety gear and be responsible for it’s maintenance

· Wear PFD/Harness at all times when on deck, with your strobe attached

· Have on your person your PLB and knife at all times when on deck
· Use tether at night or in heightened risk conditions or when instructed to by watch lead

· If you see something unsafe, speak up

· Not to wear, use or move someone else’s safety gear without their permission

· Have every crew member familiar with location of, and use of, all boat safety gear including radios and the location of sea cocks and fuel shut off valve
2. Watch system

We typically run a rolling watch, 3hrs off / 4hrs on or 4hrs off / 3 hrs on if rough simple sailing (no spinnakers).  It is imperative that:

· People manage their fatigue – avoiding temptation to stay up and burning themselves out, overloading others

· Set their own alarms for 10mins prior to changeover time and wake up without prompting

· Are ready on deck at changeover time

· Receive a full briefing from their “role buddy”
· Give consideration to those on deck, eg put the kettle on, offer food

· People familiarise themselves with the situation (eg position on course, wind trends etc) before coming on deck

· People do not go to bed wet.  A wet bunk may be allocated in some circumstances, otherwise those wanting to sleep in wet weather gear should sleep on the floor on sails 

· Once up look around, challenge the thinking, be positive

3. Abandon ship muster

An abandon ship call will only be made by the skipper, or second in command if skipper is incapacitated.  The most likely scenario will be major fire or sinking.  If other less urgent circumstances are experienced, eg running aground, then a preparation only call may be made.  In all such cases:

· Any muster of the crew (roll call) will be based on the order of the rolling watch – each person must know the person before them and look for their absence.

· Each crew member to first ensure they have adequate clothing, PLB, Tether, Strobe and PLB before coming on deck.  Wallets and other personal items are not to be taken unless permission is given.  Mobile phone and medication to be taken (if time).
· On deck people will need to secure boat (eg drop sails), this may change ICE roles below.  In such cases tag team, officially handover to those downstairs the responsibility but check on them ASAP.

· Give consideration to using padded PFDs under aft bunks, they are safer and offer insulation.  In such cases remove cylinder from inflatable pfds first and keep wearing them as a harness, ideally over the padded pfd.

· “ICE” (In case of emergency) roles will be assigned before the race to define responsibility for:

· Skipper/watch lead to remain on deck to manage securing the boat and maintain overall control of situation

· Radio Mayday incl GPS location (usually an experienced radio operator) – they will need to be assisted to ensure they have personal safety gear on.

· Flares & boat EPIRB deployment (Note boat EPIRB is manually switched but will activate if immersed in salt water once removed from bracket holding it.  It will work on deck but if in liferaft should be floated clear on the string tether)

· Liferaft deployment (usually the strongest person)

· Grab bag & any additions to it (especially handheld VHF)

· 1st aid kit (usually 1st aid person)

· Water and food (anyone else spare if time)
4. Basic Manoeuvres – upwind
1. Tacking
With tacking the objective is to maintain boat speed, general crew can do this by moving quickly and carefully and timing things exactly right.  Trimmers must get their timing spot on to ensure sails drive the boat but not over sheet and stall the boat.  Headsail trimmer may need to call on the Bowman for a skirt.
	Helm
	Main trimmer
	Headsail trimmer
	Pitman
	Mastman
	Bowman

	Get boat up to speed, call ready to tack
	Prepare traveller, ready to throw off cleat.
	Move to old leeward winch, remove handle if not already removed. 
	Pitman should have already had new drum loaded, handle in, and removed slack in sheet.
	
	

	
	Speak up if not ready
	Take sheet from jammer, speak up if not ready
	Speak up if not ready
	
	

	Call tacking and move helm to bring about a smooth turn, aiming slightly low on completion of the turn until speed builds.
	Move across to new windward side and position traveller low. Look up/check backstay/leach and battens.
	At exact moment luff of headsail “breaks” cast off loaded sheet (whip vertically up) and check sheet runs cleanly.
	Take up any slack and pull in sheet once old sheet has been cast off.  
	Move across cabin top ideally, weight on new windward rail ASAP.
	Move around front of mast ideally, ensure sail moves cleanly and prepare if skirt is required.  Weight on new windward rail ASAP.

	
	
	Swap positions with pitman, trim headsail slightly loose until apparent builds.
	Swap positions with trimmer, “tail” sheet for trimmer if need be, sitting up hill
	
	

	As speed builds, helmsman can bring boat back up to optimum angle.
	As speed builds, bring traveller up to optimum trim .
	As speed builds, bring headsail sheet in to optimum trim.
	Move to rail and single wrap unused (windward) winch ready for next tack.
	
	


2. Headsail change (tack change)
A headsail tack change is only possible where the windward track of the foil is clear and the boat will not suffer tactically from a tack.  The advantage is that it is quicker, easier and drier than an in line change.  When racing being “bare headed” is simply too costly in terms of boat speed.  When tack changing, a second sheet isn’t required as the outside sail is tensioned so the inside sail will sit against the outside sail more or less.  The absolute priority is to keep weight off the bow and off the leeward side as much as possible.
	Helm
	Main trimmer
	Headsail trimmer
	Pitman
	Mastman
	Bowman

	Confirm tactician’s call to Tack change headsail, consider whether to pack on rail on or bow – relay to Bowman and Mast
	
	
	Bring new headsail (in bag) onto the high side deck, ensure old sail bag is nearby
	
	Retrieve windward sheet, disconnect from existing sail.

	
	Weight out
	Weight out
	Weight out
	Assist Bowman carrying clew end of new headsail bag (staying up hill). Attach sheet if possible.
	Receive new headsail, drag forward staying up hill.  

	
	
	
	Open Halyard jammer, get ready to take up tension when required, from rail ideally, close jammer and load cabin top winch, receive bag and throw downstairs
	Check jib car positions, when close to ready move to mast.
	Drag forward, connect tack then feed bolt rope (via prefeeder) and connect halyard.  Remove bag and pass back, call ready.

	Verify hoist
	
	
	Hoist new sail, tension new halyard, when complete call made.
	“Sweat” halyard for new headsail at mast
	Troubleshoot from bow and guide sail if necessary.

	
	
	Load up new sheet on windward winch ready for tack
	Pass out bag from old sail, call ready to tack.  Check halyard is ready for drop  
	Take sail bag, carry through tack
	

	Verify tack 
Tack boat normally
	Tack boat normally
	Tack boat normally
	Tack boat normally
	Tack boat normally
	Tack boat normally

	
	
	
	
	Lay out sail bag ready for drop
	Lay out sail bag ready for drop and call ready

	
	
	
	Put one wrap around winch, release old halyard and lower sail watching bow
	Collect and flake clew/leach of sail into bag.
	Pull down sail and flake luff of sail into bag.

	
	
	
	
	Disconnect sheet, tie securely to strong point then help zip up bag.
	Disconnect tack and halyard, clip to pulpit, help zip up bag.

	
	
	
	Drag sail downstairs, help with Halyard clean up.
	Drag back sail then check windward jib car position.
	Retrieve and connect windward sheet, clean up Halyard if need be

	
	
	Check headsail trim, car position and halyard tension
	Return to rail
	Return to rail
	Return to rail


3. In line Headsail change (to avoid tacking)
An in line change is necessary when you are unable to tack.  When in line changing, a second sheet is required, either a change sheet or use the windward sheet.  The absolute priority is to keep weight off the bow and off the leeward side as much as possible.

	Helm
	Main trimmer
	Headsail trimmer
	Pitman
	Mastman
	Bowman

	Confirm tactician’s call to in line change headsail, consider whether to pack on rail on or bow – relay to Bowman and Mast
	
	
	Bring new headsail (in bag) onto the high side deck, ensure old sail bag is nearby
	
	Retrieve windward sheet and re-run to leeward then through second deck pulley and to windward winch

	
	Weight out
	Weight out
	Weight out
	Assist Bowman carrying clew end of headsail bag (staying to up hill). Attach sheet if possible.
	Receive new headsail, drag forward staying up hill.  

	
	
	
	Open Halyard jammer, get ready to take up tension when required, from rail ideally, close jammer and load cabin top winch, receive bag and throw downstairs
	Check jib car positions, when close to ready move to mast.
	Drag forward, connect tack then feed bolt rope (via prefeeder on which ever side is needed) and connect halyard.  Remove bag and pass back, call ready.

	Verify hoist
	
	
	Hoist new sail, tension new halyard, when complete call made.
	“Sweat” halyard for new headsail at mast
	Guide sail either in behind old sail or in front of old sail, pull sail forward as necessary.

	
	
	Trim new sail
	Pass out bag from old sail, check halyard is ready for drop  
	Assist with laying out bag ready to drop (this may not be possible in heavy weather).
	Lay out bag ready for drop incl tie to boat (this may not be possible in heavy weather). Call ready to drop

	
	
	Go forward, up hill, to help flake sail in heavy weather
	Call dropping.  One wrap around winch, release halyard and lower sail watching bow
	Collect and flake clew/leach of sail into bag if possible, alternatively pull back to windward side then later flake into bag.
	Pull down sail and if possible flake luff of sail into bag, if not pull it to high side then later flake in bag.  Connect old Halyard to pulpit temporarily.

	
	
	
	Drag sail downstairs, pull slack out of old Halyard
	Drag back sail then check windward jib car.
	Retrieve and connect windward sheet, clean up Halyard if need be

	
	
	Check headsail trim, car position and halyard tension
	Return to rail.
	Return to rail.
	Return to rail.


In heavy weather the old sail may need to be flaked and packed by all the crew on the windward rail.  An unpacked sail should never be taken downstairs.  Worst case scenario run the luff and sail tie the front of the sail keeping Tack and Head together.  Stuff the rest into the bag with clew at the end of the bag.  The objective of the exercise is to maximise weight on the rail and to ensure the old sail can go back up again.  Bowman needs to be very conscious of not crossing halyards.  An in line sail change is hard work, especially when the larger sails are being used and if they are wet, they tend to stick to each other.  The Bowman sometimes has to work standing up and leaning around the forestay to the back of the sail while the mastman drags down or guides up the sail using the outside track.  It is tiring and wet for both the bowman and mastman !!

4. Main sail reefing
The key with reefing is speed, yet with care so main doesn’t flog too much.  It is generally done upwind, so if boat is reaching or running it temporarily sails to windward.  Ideally the boat will remain on course but that decision will be made by the skipper after consultation with tactician and crew.  Most of the work is done by the pitman and mastman, assisted by the trimmer who will effectively become a second pitman.  The halyard must be tensioned before the outhaul/reef line is tensioned, main sheet and vang must be loose.

If using Reef #3 there may need to be a transfer of reef outhaul from Reef #1 once Reef #2 is in, using the mouse line and rerunning Reef#1 rope.

The procedures below are based on using the horn cleat.  Sometimes the boat is set up with a tack downhaul which negates the need for the mastman to do too much.
	Helm
	Main trimmer
	Headsail trimmer
	Pitman
	Mastman
	Bowman

	Confirm tactician’s call to prepare to reef the main
	Prepare to ease main sheet.
	Move to 2nd pitman, load up reef outhaul winch (one wrap) with a handle, if same side to halyard run around winch base to unused winch.  Call ready.
	Open Vang, load up main halyard onto winch with handle and flake remaining halyard, open main jammer and call ready
	Move to mast, call ready
	

	When all ready, call go reef
	Dump main sheet until loose.
	Hand pull slack out of reef line as pitman drops main
	Ease main halyard working with mastman.
	Pull down main and hook reef tack point onto horn cleat, call made when secure on cleat
	

	Steer boat on headsail only, slightly deeper, avoiding getting distracted
	
	Fully load reef line onto winch with handle, pull out slack while halyard is being tensioned.
	On made call, load halyard winch and tension halyard, call made when done
	Check Halyard tension for pitman
	

	
	
	On pitman’s made call, tension reef outhaul as fast as possible.  When tight, call made.
	
	Check reef outhaul tension
	

	Steer boat back to course once main is trimmed, feedback to trimmer
	On made call, trim main sheet as required.  Call for Leach tension or vang if need be.
	Either clean up or leave reef outhaul on winch
	Either clean up or leave main halyard on winch
	Adjust Leach if needed.  Secure foot of sail with small sail ties if needed (usually only for reef 2 and 3).
	


5. Shaking out a reef
Similar to reefing but in reverse, the key aspect is to ensure all reef outhaul lines run free during manoeuvre and that the main outhaul is eased if returning to full main.  Again complete with speed, yet with care.  The main halyard must be tensioned before the outhaul/reef line.

If shaking out Reef #3 there may need to be a transfer reef outhaul to Reef #1 after Reef #2 is made and main sail is set.

The procedures are based on using the horn cleat.  Sometimes the boat is set up with a tack downhaul which negates the need for the mastman to do too much but they may help sweat the halyard.

6. Storm sail set
Storm jib
The storm jib is raised in a similar way to normal jibs except that the luff is tied around the forestay and the sheets are already attached to the sail.  You cannot change to a storm jib using an in line change, it must be done bare headed.  The old sail must be removed from the foredeck, never tie it to the bow rails.
Trysail
The trysail is raised instead of the mainsail, but is not connected to the boom so that it is safe and easy to gybe.  The main may be removed all together or secured with a number of sail ties so there is minimal windage.  The trysail luff is similar to a normal main but is fed via a bolt rope.  The clew does not secure to the boom, rather it uses its own sheets which are run to the aft spinnaker blocks then back to a winch.

5.  Basic Manoeuvres – Downwind Asymmetric

1. Bear away spinnaker set
A bear away set is the most usual spinnaker set, it uses the headsail to shelter the spinnaker from the wind while it is being hoisted.  Care will be needed with weight off the rail, particularly on a broad reach.  In many cases the bowman may do some of the preparation for others and may even do the mastman job.  The order of set up may change depending on race dynamics.
	Helm
	Main trimmer
	Headsail trimmer
	Pitman
	Mastman
	Bowman

	Confirm tactician’s call to prepare for bear away set naming the type of spinnaker and halyard to be used
	
	Let bowman know how much tack line will be required for the preset
	Bring packed spinnaker on deck ready for bowman, call kite on deck
	Accept spinnaker and move forward ready for bowman
	Visually check setup at front of boat and change sheet sides if need be, keeping gear together possibly with Halyard.

	
	
	Check pitman sets up spinnaker sheet properly
	Un jam halyard and/or sheets as required.  Load cabin top winch for spinnaker halyard and sheet
	Visual double check of bowman
	Clip bag to boat on bag stay line, be careful of tack/clew facing right way.  Connect sheets separately to clew strop not to each other.  Connect Tack line (under spin sheet for outside sheets), connect halyard to head.  Open corner Velcros but keep bag straps tied tight.  Call ready

	On ready call prefeed tack.  Start bearing away
	Probably already bearing away, trim as required.
	Probably bearing away, keep headsail slightly over trimmed.  If not pull on tack line, call ready
	If trimmer is busy, pull on tack line, call ready
	Move to mast, call ready
	Undo bag straps and open bag, watch/help prefeed of tack line until set, call ready.

	On ready calls and when appropriate call Hoist
	Focus on main and tactics
	Watch hoist ready to call any problems
	Hand hoist spinnaker halyard until made is called.
	Hoist spinnaker halyard, when up call made.  
	Troubleshoot from bow and guide if necessary

	Steer based on trimmers calls and kite set
	Focus on main and tactics
	On made call sheet spinnaker as required, focus on trim and initial angles, feedback to helm
	Immediately move to headsail halyard, load winch if not already done and open jammer.
	Move to clew end of headsail.
	Move to tack end of headsail, when mastman ready call drop headsail.

	Steer to required angle working with trimmer
	
	Once spinnaker is free of headsail trim to suit and work with helm
	On drop headsail call release headsail halyard controlling the drop watching bow.
	Collect and strap up sail or flake sail into bag as required
	Collect and strap up sail or flake sail into bag as required.  If to be used again prefeed head and call for a tightening of the headsail halyard

	
	Ease backstay, outhaul etc
	
	Pull on headsail halyard 0.5m then tidy up cockpit and flake spinnaker halyard ready for drop
	Support trimmer grinding
	Return spinnaker bag, visual check bow to ensure clear for gybe


2. Variation on spinnaker set (Gybe set)
In some situations a boat will need to gybe around a mark before a set.  In this situation the main variation over a bear away set is that the headsail and main will gybe before the hoist.

3. Variation on spinnaker set (Windward set)
In some situations a boat will find itself having rounded a mark or having a gybe forced on them with the Spinnaker and gear on the Windward (wrong) side.  A faster alternative to re-running the gear or doing an additional gybe is to set the spinnaker to windward.  The procedure is very similar to a bear away set except that the spinnaker is carried in a bundle around the front of the forestay by the bowman and is held out to leeward behind the headsail prior to and during the hoist.  

4. Gybe (traditional asymmetric – moderate to windy)
It is absolutely essential that a crew get the gybe manoeuvre right.  In moderate to heavy winds and/or seas a mistake can end up in injury, equipment breakage or worse.  For that reason crews should practice the gybe routine until it becomes second nature, which it needs to be if you need to gybe off shore at night.  The key to an Asymmetric gybe is to “throw” the old sheet so spinnaker flies out in front of the boat and for the bow and mastman not to “help” by pulling the new sheet too early and collapse the kite.
	Helm
	Main trimmer
	Headsail trimmer
	Pitman
	Mastman
	Bowman

	Confirm tactician’s call to prepare to gybe, remind general crew to keep heads down
	Centre traveller and clean up main sheet ready for gybe, call ready.
	Swap jobs with Pitman (they trim until gybe).  Prepare new sheet on second cabin top winch.  Ensure old sheet is free to run (no tangles), call ready.
	Take over trimming noting helm will heat up slightly, get ready for dump, call ready.
	Grind as needed
	Check lazy sheet is clear and above pulpit and not fouled on headsail.  Ensure sheet is run outside tack line.  

	Heat up slightly, when ready call start the main then blow the kite, helm down to run dead square  
	On start the main call, bring in main to centre of boat (preparing for the boom to cross).
	Watch spinnaker fly forward ready to pull on new sheet
	On blow it call, dump sheet totally, as fast as possible, so spinnaker clew flies forward.
	Careful of boom
	Wait near front of boat on leeward side ready to assist if need be.

	Watch spinnaker fly forward, when timing is right complete the gybe to ensure bow crosses kite centre line.  
	Rapid ease of main sheet after boom crosses centre line
	Pull spinnaker past centre line around forestay then rapidly sheet on until kite fills again.
	Keep an eye on lazy sheet to ensure it doesn’t go under boat
	Grind as needed
	Help pull through new sheet then keep an eye on lazy sheet to ensure it doesn’t go under boat

	Steer to required course and give feedback to trimmer
	Set the main based on new course.
	Set the spinnaker based on new course.
	Clean up cockpit
	Grind as needed
	Trouble shoot then check headsail if hoisting soon. 


Sometimes the main component of the gybe timing will be determined by sea conditions.  The key is faster the better for the old sheet dump and new sheet on.  
5. Variation on Gybe (inside sheet – light winds only)
For light airs where the spinnaker is unlikely to fly forward, rerun the lazy sheet between luff and forestay before the gybe.  During the gybe the bowman will need to assist by dragging clew through the gap and avoiding a wrap around forestay.  Helm needs to do a slower gybe turn to give trimmer and bow time to pull clew through.
6. Spinnaker retrieval (traditional asymmetric leeward drop)
A leeward drop happens as a boat is coming to the bottom mark of the course and is about to go back on the breeze.  Preparation prior to the drop includes preparing the main – outhaul, backstay and halyard.
	Helm
	Main trimmer
	Headsail trimmer
	Pitman
	Mastman
	Bowman

	Call prepare for the drop.
	Ease tack line if needed ready for drop
	Keep trimming spinnaker, set up headsail sheet on winch, call ready.
	Prepare spinnaker halyard (flake it so it runs).  Set up headsail halyard, call ready. Take lazy sheet or pass to general hand.
	Retrieve lazy sheet, pass between boom and main for letterbox drop then pass to pitman, move to mast for headsail hoist, call ready.
	Remove headsail securing ties, check prefeed and halyard, call ready.

	
	Trim headsail roughly if time
	Keep trimming spinnaker, beware of headsail interference
	Hoist halyard by hand working with mastman.  Tension up halyard when made.
	Sweat headsail halyard from mast, when up call made 
	Keep an eye on headsail during hoist.

	
	Prepare traveller for next leg.
	Keep trimming spinnaker
	Wrap spinnaker halyard around winch, open jammer and call ready
	Move to cabin top behind bowman, take lazy sheet and call ready
	Move to bow (assuming tack is being blown), call ready

	On ready call drop kite
	Trouble shoot and prepare to help
	Dump the spinnaker sheet on the drop call, move to the headsail and check trim.
	Ease Spinnaker halyard progressively, watching bowman.  Assist if need be to gather spinnaker.
	Assist bowman gather spinnaker, ensure it goes down companionway.
	On drop call, blow the tack, then move to cabin top and help gather spinnaker, focusing on keeping tack end dry.

	Prepare for mark rounding, focus on tactics.
	Trim main sheet ready for rounding.
	Prepare headsail sheet ready for rounding.
	Check headsail halyard tension then start cleanup (spinnaker sheets and braces)
	Head back to rail
	Check bow and clear whatever is needed in order to be able to tack.  Call clear to tack

	
	Weight on rail during clean up
	Weight on rail during clean up
	Clean up Halyard, Tack line and sheets then pack spinnaker
	Weight on rail during clean up
	Clean up Halyard, Tack line and sheets


7. Variation on spinnaker retrieval (Shy drop)
When the spinnaker is running reasonably shy and the spinnaker needs to be retrieved, a safe and quick way to retrieve it is for the bowman to “blow” the tack.  On the call to “Drop” the bowman uses a spike to open the brace tack clip, alternatively they use a Marten Breaker to blow the tack line.  This allows the spinnaker to fold back on itself behind the main, it immediately empties the spinnaker of air, allowing it to be retrieved reasonably quickly.  Meanwhile a second person needs to assist the mastman collecting the spinnaker as it will tend to load up if not dropped quickly.

8. Heavy weather gybe 
Unless absolutely necessary, in very heavy weather a “granny gybe” is the preferred method, that is a tack through the breeze rather than gybe.  This would necessitate dropping the spinnaker first.
6. Basic Manoeuvres – Downwind Symmetric





1. Bear away Spinnaker set
A bear away set is the most usual spinnaker set, it uses the headsail to shelter the spinnaker from the wind while hoisting.  Care will be needed not to have too much weight off the rail as we near the mark.  In most cases the bowman will do most of the preparation for others.  The order of set up may change depending on race dynamics.

	Helm
	Main trimmer
	Headsail trimmer
	Pitman
	Mastman
	Bowman

	Call to prepare for bear away set naming the type of spinnaker and confirm set up side
	
	Visual check including presetting tweakers as needed.  Help Bowman if changing sides on sheets.
	Bring packed spinnaker on deck ready for bowman, open spinnaker halyard jammer
	Receive spinnaker, stand by if help needed
	Change spinnaker gear to correct side if needed, check setup at front of boat incl pre-feed brace in pole and connection of topping lift

	
	
	
	
	Pass forward Spinnaker then visual check of bow setup (from rail)
	Clip bag to boat, be careful of port/starboard tapes pointing right way.  Connect sheets/braces and halyard.  Open clews Velcro but not bag straps. 

	When ready, call Go pole
	
	Clear Spinnaker sheet and place on cabin top winch, similarly Brace on primary winch
	Raise topping lift, easing kicker as needed (ideally from rail). If time preload Spinnaker halyard onto winch. 
	
	Raise inboard end of pole to mark on mast, lift and help set outboard end of pole

	Call Get ready to hoist during bear away
	Ease main through bear away
	Ease headsail through bear away then set brace 
	Check Spinnaker halyard on cabin top winch, prepare headsail halyard for drop
	Move to mast ready for hoist
	Open bag, remove head Velcro, look around and call Ready

	When ready, call Hoist
	Move to brace, this may be prefed first or done during hoist
	Move to spinnaker sheet, take up slack.
	Hand hoist spinnaker halyard
	Hand hoist new sail from mast, when fully up loud call of Made 
	Prefeed brace if need be otherwise troubleshoot from bow and guide if necessary

	
	When “Made” call, trim brace and call for adjust of kicker then return to main
	Sheet spinnaker as required, focus on trim and angles, check tweakers
	Prepare headsail halyard and jammer for drop
	Move to clew end of Headsail
	Move to tack end of Headsail

	Focus on angles and settling boat
	Prepare main for run, ease backstay, outhaul, cunningham, main halyard
	Trim Spinnaker sheet, especially after Headsail drop
	Release halyard and lower headsail gradually, watching bowman
	From Clew end, collect headsail and secure with elastic straps, return aft ASAP
	From Tack end pull down headsail and secure with elastic.  Consider removing headsail or prefeed ready for next hoist.

	Tune out to clean up
	
	Trim, tune out to clean up
	Help main trimmer with main then flake Spinnaker halyard for drop. Support trimmers with brace, kicker & tweakers
	Check pole height with trimmer then move to grinder position
	Return spinnaker bag, visual check bow, prepare lazy brace for gybe, consider which side headsail will be hoisted


2. Variation on spinnaker set (Gybe set)
In some situations a boat will need to gybe around a mark before a set.  This will delay the setting up of the pole.  In this situation the main variation over a bear away set is that the pole is not set up until after the gybe has been completed.  It is therefore crucial to sail as deep as possible and set the pole up as quickly as possible, alternatively hoist without a pole.  Pit and trimmers need to ensure the kicker and brace have plenty of slack and/or are uncleated before the gybe.  The bowman should be able to prefeed the pole before the mark.  

3. Variation on spinnaker set (Windward set)
In some situations a boat will find itself having rounded a mark or having a gybe forced on them with the Spinnaker gear on the Windward (wrong) side.  A faster alternative to re-running the gear or doing an additional gybe is to set the spinnaker to windward.  The procedure is very similar to a bear away set except that there is no pole initially and the spinnaker is taken out of bag and carried in a ball by Bowman around the front of the headsail.  Again the spinnaker pole is attached after the set so the topping lift may be an issue.  The boat must run deep during the hoist.  Bowman must make sure they clear the prefeed on the pole before the hoist.  

4. Gybe (dip pole)
It is absolutely essential that a crew get the gybe manoeuvre right.  In light airs and flat seas, a mistake can be forgiven but in heavy air and/or seas a mistake can end up in injury, equipment breakage or worse.  For that reason crews should practice the gybe routine until it becomes second nature, which it needs to be if you need to gybe off shore at night.  Remember that in theory a symmetric spinnaker can fly without a pole as long as helm runs deep and trimmer takes up pressure on both sheets and eases as appropriate to let the spinnaker fly forward and evenly spaced port/starboard.

Bowman will have their own style for gybing.  Some bowman trip their own pole, others use the mastman.  Some face forward, others face backwards.  Some bowman sit on the pulpit, others kneel or stand.

The following represents a “typical” gybe with Bowman facing forward (author’s favorite).  Note that if an additional person is available the mastman will remain forward to assist bowman and spare person will help with brace and/or grinding.

	Helm
	Main trimmer
	Headsail trimmer
	Pitman
	Mastman
	Bowman

	Call setup to gybe
	Centre traveller and prepare main sheet for gybe.
	Open both tweakers then prepare 2nd sheet on second cabin top winch.  Ensure tail of current sheet is free to run. Take up slack on new sheet, give a slight heave on.
	Assist trimmer, working out which winches should be used and clearing as necessary.  Prepare for trip by folding topper over jammer and opening toper jammer.
	Move to new brace, set up on winch with 3 wraps and winch handle in but don’t take up too much slack, bowman needs enough to gybe.  Move to existing brace, remove winch handle and take loaded brace out of jammer.
	Check lazy sheet is above pole end.  Raise inboard end of pole up to gybe mark, cleat.  Grab new brace and pull forward to bow, hold in one hand with clips facing forward.  Stand back half way to mast, grab trip cord with other hand, look around then call Ready

	When ready, call Start the main and square up.  When almost square call Trip.  Keep the boat square, helm to follow the spinnaker being conscious of the boom
	Sheet in main to near centre of boat (preparing for the boom to cross and ready for rapid ease).
	Ease spinnaker through squaring up then on trip try to fly spinnaker square from both sheets, you may need an ease on both.
	On “Trip” call dump around 1/2m of topping lift, control pole drop and watch bowman being careful not to hit them, once pole goes under forestay close jammer and wait for “Made” call.
	On “Trip” call, dump the existing brace completely off winch, move to new brace ready to take up. DO NOT pull out any slack until “Made” call
	On “Trip” call, pull trip cord and prepare to catch pole as it drops.  If need be clear end of pole manually.  Be careful pole doesn’t fall between sheet and brace. Sweep pole under forestay and lock in new brace to the beak making sure clips are facing forward. When pin fires yell Made 

	On Made call steer through the wind to allow the boom to cross.  Watch boom and give crew feedback.  Stay reasonably deep, avoid heating up until brace is set.
	Prepare for a rapid ease (once main crosses and pole is made).  Once boom crosses, ease the main.  Look up for fouling of backstay and top batten inversion.
	Keep trying to fly spinnaker square, waiting for Pole raise and Brace to take up.  Once set, dump old sheet and focus on new sheet trim.  Give feedback to brace trimmer and bow in terms of pole location.
	On Made call, pull up topping lift to set pole to approximate height.  Adjust kicker as need be and work with brace trimmer to set height and pole aft noting pole cant be fully set until inboard end is set.
	On Made call, pull on brace by hand then winch the remainder to set pole aft as needed. Note final position of pole cant be set until inboard end of pole is set.
	On Made call drag a hand on new brace to stop it looping over the end of the pole.  Help raise outboard end of pole, once set move to mast and set inboard end of pole to match height.

	Steer to required course and give feedback to trimmers
	Set traveller and check trim.
	Check tweakers, pole height and pole forward/aft set. Call for a grinder
	Clean up cabin and pit area
	Move to grinder
	Prepare for next gybe or drop by grabbing lazy brace.  If need be start preparing headsail for hoist (may need to disconnect head and tack and move headsail to other side of kicker.  Check sheets are clear (over the pole inside topper triangle)


Pit must be very careful not to dump the topper in an uncontrolled manner as injury can occur if pole hits the bowman.  Occasionally the pit will need topper sweated at the mast to reset the pole.
Be careful when steering, not too violent a gybe – slower the better when steering but that is sometimes difficult in a heavy sea.  Bowman and Pit need to work together, trimmer needs to keep the spinnaker full if possible.  Brace trimmer needs to be very conscious of not pulling the brace out of bowman’s hands before bowman has “made” the brace.  Also people need to be conscious of just how much load there is on the brace.

5. Alternatives on gybe
If a 7th crew member is available, then dedicate a person to Brace/Kicker and leave mastman clear to grind and trouble shoot.

If bowman would rather sit on pulpit and face backwards then a mastman is required to trip and guide the pole.  This may necessitate a 7th crew member.
6. Spinnaker retrieval (Leeward drop)
A Leeward drop happens as a boat is coming up to the bottom mark of the course and is about to go back on the breeze.  It assumes the boat is on the correct gybe and is the most common type of drop.  Preparation prior to drop includes preparing the main – outhaul, backstay and halyard as well as flaking the spinnaker halyard and checking headsail is on the correct side of the kicker.
	Helm
	Main trimmer
	Headsail trimmer
	Pitman
	Mastman
	Bowman

	Call prepare to hoist the headsail.  Focus on steering, tune out to distractions
	Check outhaul, cunningham, main halyard tension, backstay and vang.  Rough set headsail sheet (for eased headsail)
	Focus on spinnaker trim, tune out to distractions
	Check spinnaker halyard is flaked, set up headsail halyard – may need to change over Spinnaker trim winch, sneak the headsail up a meter
	Keep grinding but get ready to move to the mast.  
	Remove securing ties on headsail, final check of everything then call Ready

	Call hoist.
	Start reviewing traveller location ready for harden up
	Prepare for shadowing of spinnaker, will be hard to trim
	Hoist halyard by hand working with Mastman.  When made set approx tension on halyard
	Hoist headsail halyard from mast, when up call Made.  Set pole inboard end ready for drop
	Keep an eye on headsail during hoist, retrieve lazy brace over boom ready for drop, pass back to mastman.

	Call prepare to drop 
	Check lazy sheet is clear to run, move to brace winch, remove winch handle, remove from jammer
	Ensure sheet is clean ready to run
	Wrap spinnaker halyard around winch, open jammer, look around then call Ready
	Receive lazy brace from bowman, sit on cabin top ready for drop
	Sit on cabin top next to mastman ready to collect and/or trouble shoot

	When ready call Drop
	On “Drop” call, dump the brace totally off winch then return to main ready for mark rounding
	On “Drop” call dump the spinnaker sheet, help gather spinnaker, when under control move to the headsail sheet ready for mark rounding
	On “Drop” call drop Spinnaker halyard judging speed of drop so spinnaker doesn’t get wet.  Guide spinnaker down stairs but get ready for topper call.
	Collect spinnaker, get it downstairs. As soon as under control return to rail
	Collect spinnaker, as soon as under control move to bow, hold pole and call for “Ease topper”

	Prepare for rounding of mark, count down boat lengths
	Trim as necessary
	Trim as necessary, check car positions and halyard tension.
	Ease topping lift for bowman to drop pole, check spinnaker wont foul when tacking.  If time disconnect spinnaker from halyard/sheets, drag over boom and clip to rail
	Weight out  
	Lower pole and secure, ideally on side needed for next hoist.  Return to rail, visual check and call clear to tack

	Round mark then settle boat and feedback intentions to crew
	Trim as necessary
	Trim as necessary then ensure nothing is dragging in water, pull slack out of sheets/braces
	Once settled start clean up
	
	Prepare to skirt if needed

	
	
	
	Clean up cockpit then pack spinnaker (not at the same time as Bowman cleanup)
	
	Clean up bow, sheets/braces, prefeed, topper


7. Variation on spinnaker retrieval 
Sometimes when it is tactically required to get the pole and spinnaker to the other side of the boat you can do a windward drop, only when running deep.  The procedure is similar to a normal drop except the pole is taken off first.  Meanwhile the mastman will be the “human brace” (holding out brace rope while holding stays with other hand).  Trimmer will focus on keeping the spinnaker full.  Pitman will need to support the bowman so the process of removing the pole is as quick as possible.  When ready, the retrieval goes reasonably conventionally.
When the spinnaker is running reasonably shy and the spinnaker needs to be retrieved quickly, a safe way to retrieve it is for the bowman to “blow” the tack, similar to the way we did Asymmetric drops.  A call to “Blow it” will be made to the bowman, who then uses a spike to open the brace tack clip.  Once blown the halyard is eased.  It is important that a lazy sheet is secure over the boom and held by someone.  Care needs to be taken by Bowman as the pole will kick back after tack is blown.
8. Spinnaker in line change (peel)
A spinnaker in line change occurs by hoisting a new spinnaker inside the old one, particularly when changing to/from the Asymmetric.  A 2nd spinnaker sheet is used and runs similar to the existing except not via the tweaker.  Once the new spinnaker is hoisted the tack of the old spinnaker is blown and the old spinnaker retrieved.  The pole then gets stowed and clean up occurs, sometimes with the sheet being changed back to the permanent sheet.  When peeling from the smaller spinnaker to the masthead spinnaker the new spinnaker will foul at the top due to the fractional Halyards exiting lower on the mast.  This shouldn’t be too much of a concern and will come out when old spinnaker is retrieved.

Care must be taken when peeling not to “lock out” halyards.  Only one peel is generally possible, look up to check.
9. Packing a spinnaker
Lay out the spinnaker, spreading head and clews and running at least one side tape through your hands to ensure there are no tangles.  Use Velcro to tie in the two clews, run bottom tape to half way and stuff the foot in the bag.  Work along each side tape and stuff a couple of meters into bag then stuff a couple of handfuls of the middle.  Repeat until you get to the head.  Tie in head using the Velcro and close bag using green ties.

You can check a spinnaker pack simply by running your hands along one tape edge from Clew to Head.  If one side is right, the other will also be right.  While doing so, leave in the bag, don’t pull it out.

7.  Manoeuvres – Recovery

1. Run aground
If during race, crew sit on the boom, and boom is out at right angles.  If not racing use the engine, it may still require crew on the boom.  If in a race, use a headsail to heel the boat over, no main.
2. Broach
Basically big ease on the main should be enough, if not a big ease on the spinnaker too.  Check Boom vang is off, this will make broaching more likely.  Helmsman will reach for a while until there is sufficient boat speed to steer.  Try not to ease the spinnaker into the water, that gets a lot harder to recover.
3. Chinese Gybe
If you chinese gybe (unexpected gybe with boom on wrong side, usually with spinnaker in water, hopefully not ripped and hopefully with nobody hurt).  First job is to ensure everyone is safe.  Next job is to try to retrieve spinnaker by releasing halyard to get the boat upright again.  Once it pops up clean up the foredeck.
4. Man over board 
Man overboard, especially off shore is life threatening.  One person must stay watching the person in the water with arm pointing to person.  Throw floatation, danbuoy, torch etc immediately, as well as getting MOB button pressed.  Navigator to send PAN PAN alert.

While the manoeuvres below are for retrieval, most likely a sail past to verify person is OK and has floatation inflated.  The priority is to ensure only one person needs rescuing, so others must stay safe.  The faster the boat gets back to the person the better.  The worst case scenario is when spinnaker is up, in that case retrieval is a priority, sometimes heading upwind, sometimes running deep for a quick drop.

The life sling will be used for retrieval, at beam max using a halyard on pfd harness or retrieval sling.
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5. Steering loss 
If lost steering mechanism but not rudder:

1. Use autohelm (remember to turn on power switch)

2. If that doesn’t work, use emergency tiller
If completely lost rudder:

1. Use Drogue sheeted via a bridle to beam max then back onto a winch, shorten/lengthen to steer, see separate guide to set up.  It may take a while to get moving and not go in circles until drogue takes up, initially keep short warp line.
2. If that doesn’t work, use emergency steering set up (instructions/photos in black folder book).  This combines two stainless steel sections (pre fabricated) together with two port centre settee timber covers, table steel tube and some shackles and rope.  It needs to be bolted together, shackled to backstay plate and roped on with spare sheets.    
Meanwhile consider radio calls to fellow competitors or phone call to race organiser.  
6. Broken mast 
1. Ensure everyone is present and OK.

2. Ensure everyone is in PFDs if not already.  
3. Nominate a crew member to organise handheld VHF and/or emergency VHF / HF antennas and send out a PAN PAN alert to nearby vessels.

4. Do not start engine

5. Disconnect rigging by removing pins, cut rigging using double bladed hacksaw.  Try to keep halyards and boom if possible to jury rig an emergency sail but get mast/spreaders away from hull if rough.
6. If not too rough secure mast above water line on deck, be very careful with ropes in water.

7. Rope check then start engine, put in gear and re-assess situation once safe motion is established

