         GBRC Race Director Guidelines / Timelines / Checklist
These guidelines are arranged in two different ways, with most items appearing on both lists:

A: chronological order – the timelines / checklist
B: ordered by category; for example: course marking, volunteers, etc.

Note concerning technology: Several items in this handbook involve the use of information technology (IT). Examples include accessing GBRC membership information on-line, on-line race registration, and race website updating. A separate manual will provide details of how RDs can access the relevant functions on the GBRC computer system.
A.      TIMELINES / CHECKLIST
At least 3-4 months prior to race:
____Check the course for any changes. If a new or modified course, use wheel or GPS or software such as mapmyrun.com to measure distances
____Make a course map; include mile marks and major road crossings 
____If the race is in Bellingham, submit the course map and a ‘large event application form’ (copy included in this packet and available on-line) to Bellingham Parks & Recreation. Include a parking / transportation plan. This is required as part and at the time of site rental

____ Reserve the site. We are a non-profit; get the corresponding reduced rental rates. Submit receipts to the GBRC treasurer for reimbursement 
____ Check with the GBRC ‘Race Permits and Equipment Coordinator’ (henceforth ‘the RPEC’) on obtaining proper county/city/state permits as required.  Provide a clear and accurate map/ course description and detailed traffic plan to the RPEC so that the necessary permits can be obtained
____Determine registration details (cost, methods, dates etc…). Note that entry fees are determined by the GBRC board. If on-line registration is desired, contact the GBRC website / IT manager to set it up. If chip-timing is used this will need to be coordinated with on-line registration
____If race t-shirts or other event souvenirs are to be provided, make the relevant arrangements for their production and establish the price. Include the purchase option and sizing with on-line registration and payment; order only a few for possible race day purchase. We have a standing account with Amjay, who also have the club logos available. Caution: do not endanger our non-profit status by doing much more than covering our race costs  
____If chip-timing is to be used, make arrangements with the provider and coordinate this with the on-line registration and membership system. GBRC has used BuDu Racing several times and we have been pleased with them. If chip-timing has not previously been used, first get Board approval to do so
____Update the race website. Include race parking and public transportation / car-pooling information. List awards to be distributed and race categories
____ If publicity beyond the GBRC website is desired (eg. race flyers, notices in publications,…), design and distribute the relevant materials  

1 month prior to race:
____If necessary arrange for flaggers through BTC 752-7000, Safety Signs 676-6272, or Labor Ready 647-7642 (GBRC has an account with the latter)

____If necessary arrange for porta-potties through SSC 734-3490
____Arrange with SSC to supply recycling containers and food waste bins

____Check with GBRC equipment manager and go to storage to confirm that the equipment needed is available and functioning. The storage unit is just off the northbound I-5 on-ramp at Lakeway Drive:  Discovery Park Heated Storage; 1470 King Street; Unit C4; hours 9AM - 6PM every day

____Check storage to ensure there are enough numbered race bibs or race tags for your race.  Generally GBRC keeps 4 colors of the small race tags in stock. Otherwise order race bibs from Rainbow Racing Systems. Use different colors for males and females and for different distances if relevant
____ Establish how many volunteers are required, map their locations and determine their duties. Prepare maps and lists of duties to distribute
____Contact membership coordinator for current member and volunteer list 

____ Call or email for volunteers

____ Purchase or solicit prizes; order ribbons/awards (if any).  Pat’s Blue Ribbons at 2110 James St-676-8292 has GBRC logo if ribbons are ordered. 

1 week prior to the race:
____Confirm volunteers and list their names and duties
____Ensure you have an adequate supply of day-of-race registration forms / waivers / GBRC membership forms; print extra copies if necessary 

____Pick up ribbons/awards/bibs and race t-shirts etc.
____Pick up and check race equipment and first aid kit from storage
____ Make additional arrows or purchase surveyors ribbon and / or lime etc. if needed to mark the course. Use only Safety Lime on the ground for arrows (spray chalk must not be used on roads as it does not wash away for a long time; works okay on trails, but use sparingly). You can purchase Safety Lime at Whatcom Farmers Co-op aka Country Store on Meridian in Bellingham or Lynden. Directional signs, cones, fluorescent tape and flagging (to block off side trails) are available in storage for marking  

___If you intend to use a race results transcriptionist (ie. for larger races that are not chip-timed) alert race results transcriptionist Erin Swedberg at erin.swedberg@hotmail.com or (360) 319-1472 to give her race details
Day before the race:
____Buy race refreshments/food. Some excess supplies like cups/napkins etc…may be available in the storage unit. Save receipts for reimbursement. Only compostable products (cups, cutlery,…) should be used, and they must be recycled. Cash and Carry on Ohio St. carries appropriate materials
____ Coordinate with SSC re. placement / location of porta-potties
____Charge clock overnight and familiarize yourself with use of the timers
____Put new AA batteries in Seiko hand timers and test that they are working properly; load with paper as needed

____Set up money box; make sure to have adequate supply of change – race director responsible for getting the initial cash in the box and documenting how much they started with for reimbursement purposes
____Prepare materials for pre-registered participants and for day of race participants (ie. fill out and alphabetize bibs for pre-registered racers, be sure to have extra bibs and sign up sheets etc.). For those who pre-paid for t-shirts etc. mark their bibs to facilitate distribution of the goods
____Put past race results on the result sheet you will be using, to identify new division and course records where appropriate.  Copies of blank race results sheets are included in the back of this packet 
____Mark the course well. All signage used must be removable and leave no trace on vegetation or fixtures. Put up mile/km markers found in storage 
Day of race:
____ Check the course markings. Put up mile/km markers found in storage 
____ Arrange the parking area; close off areas with cones etc. You may need a volunteer to organize racer drop-offs and direct traffic / parking
___ Set out the aid station equipment, if any (tables, cups, drink, waste receptacles,…) and relevant safety equipment (vests, flags,…)
VOLUNTEERS – what to do with them:
___Have a sign in sheet with volunteer names and where they are assigned  

____Have maps of the course to show the volunteers where to go, and explain their duties / responsibilities in detail 

____Exchange cell phone numbers of on-course volunteers and the RD or volunteer coordinator. Use cell phones if additional equipment is needed at an aid station, or to arrange transportation if a runner is unable to continue

____Distribute safety equipment as needed (road signs/vests etc…)  Instruct on-course volunteers where and when to return the safety equipment 
Set up registration area

____Put up course maps at registration. Signs with race fees are also helpful
____Have separate lines and signage for Pre-Registered and Day of Race registration. Highly visible signs promote a smooth registration process
____Provide a separate table, pens and clip-boards where day-of-race entrants can complete forms before approaching the registration table 

Registration table 
 ____Need at least 2-4 trained volunteers (depending on race size) at table
____Be careful to use the appropriate colored tags for males and females and for different distances; this makes tabulating the results much easier
_____Clearly print the runner’s name/age/sex/ and distance (if race offers more than one distance) on the tags or bib tear-offs
_____Remind runners to wear their bibs or tags on the front and not to pin the tear off section to their shirts.

Finish area/ Results
____Set up finish chute flagging.  The finish chute continues well beyond the finish line to assist in keeping the runners in the correct order of their finish.  At very big races more than one chute may be needed

____Set up clock; use cones around tripod to protect this very delicate and expensive piece of equipment.  Clock must be protected from water (the rain we often have on race day). Plastic cover is part of race clock essentials  

____Always have back-up timers when starting race; usually start big clock and two Seiko hand timers at the same time 

____Set up results tabulation area. Plywood boards are available in the storage shed to tape or staple bib tear-offs or tags in the order of their finish 

___10 minutes prior to start of race make announcement “10 minutes to race start, please get to the start line; pre-race meeting there in 5 minutes”

___At the start line inform runners of course details, course changes from last year, location and supplies of aid stations, potential hazards (eg. road traffic) etc. Remind runners of safety and race etiquette issues
While the race is in progress:
_____ Have somebody sweep the course. Tell volunteers on the course when their task is done; ask them to collect and return course markers and all aid station waste and leftovers to the finish line. If a runner is unable to continue, use a cell phone to arrange for pick up and transportation
_____Set out finish line food. Save part if there are two distances
____ Arrange recycle bins and label them clearly (plastics, food,…). It helps to have a designated volunteer to oversee correct garbage distribution
_____ Confirm that the finish line chute / timing volunteers know what to do. A big race without chip timing needs many finish line volunteers:

*volunteer at front of chute to guide runners into chute 

*volunteer along the chute telling runners to stay in line and move along
*volunteer who will take the tags from the runners (runners may have torn it off themselves or volunteers will tear the tag off for runner) – VITAL to keep the tags in order of finish and keep them face down on top of one another to ensure results are accurate

*volunteer who will have a spindle in which to put the torn off tags (note-if a runner does not have a tag then a “turkey tag” (which is just a blank tag) will need to be used to keep the results accurate
* transfer tags intermittently to results volunteers for tabulation

____Using the plywood boards tape the runners torn-off tags in order of their finish.  Periodically get the printout from the Seiko timers to manually write the finish times on the tags 

____Using the boards with the names of finishers and their ages and sex record all results including overall and divisional results. Check past race results sheet (the sheet should have been compiled already) to identify if there are new division and course records and announce when doing awards
____Announce results, distribute awards and prizes and thank sponsors
____Cleanup site thoroughly and remove all course markings
____Arrange for collection of recyclables
Within 48 hours of the end of the race
____ If using a race result transcriptionist get the raw result data (timing slips, race tags etc.) to the transcriptionist
____Return supplies to storage 
____Prepare a budget report using the budget sheet on the GBRC website and submit funds and receipts to treasurer for reimbursement
____E-mail results for display on GBRC website; include narrative of race including volunteer recognition and post pictures if available

____Provide results to Bellingham Herald etc. at race director discretion
____Keep race file with results, age group records, course map and description, financial report etc….
Returning supplies to the storage unit
____Go over the equipment checkout sheet to be certain all items are accounted for; sign and date that you have returned all items
____Turn off the clock and the Seiko timers; remove batteries from bullhorn
____Make sure equipment is dry when it is returned.  If something has to be returned wet (such as the canopy) let the equipment manager know asap
____If urns were used, rinse them and leave them to dry out with the lids off
____Leave equipment bins and returned items in a neat organized fashion 
____If any equipment was damaged or lost during the race please let the equipment manager know
____Report any shortages of items (such as tags, batteries, staples,…) to the equipment manager  

____Do not leave jugs full of water in the storage unit (there have been several floods due to full water containers being left in storage shed)
____Do not leave leftover food and drink in the storage unit; pass them on to the next race director or donate them to the food bank
____Do not leave leftover prizes in the storage unit; take them home and save for the following year or pass them on to the director of the next race
____Do not leave any garbage from the race in the storage unit 
B.        CATEGORIES

Going Green
____ Discourage the use of single-occupancy vehicles to get to the race. List carpool and public transport options, bicycle routes etc. on the race website

____ Develop a race parking plan. Participants should not park on grass or where they impede car, foot or bike traffic. Public access to facilities (eg. the Lake Padden dogpark) should not be hindered by race participant parking

____ In some cases a van shuttle service from a large but more distant parking lot to and from the race site may need to be provided

____ Control parking at the race and other parking sites by using cones to block off certain areas, and appoint volunteers to monitor the parking

____ Ensure that course markings do not damage or deface any property or vegetation. Use only temporary course markings (cones, arrows, ribbons,…) and remove them as soon as the race is over – leave no trace

____ Ensure there are adequate sanitary facilities for the number of athletes expected. Provide porta-potties as necessary

____ Minimize resource use. Do not provide goodie bags – most of the content is generally discarded. Do not provide plastic water bottles

____ Use only compostable cups, plates and cutlery

____ Provide recycle waste containers. Clearly label different containers for different forms of waste (plastic, food,…). Station a volunteer beside the bins to ensure appropriate disposal /sorting of waste as it is deposited

____Thoroughly tidy the area around each aid station and the finish line once the race is over. Ensure all recyclable materials are collected

____ Donate leftover food and drink to the Food Bank

Course marking and permitting 
____Check the course for any changes. If a new or modified course, use wheel or GPS or software such as mapmyrun.com to measure distances
____Make course map; include mile marks and major road crossings 
____If the race is in Bellingham, submit the course map and a ‘large event application form’ to Bellingham Parks & Recreation. Include a parking / transportation plan. This is required as part and at the time of site rental

____ Check with the GBRC technical coordinator on obtaining proper county/city/state permits as required.  Provide a clear and accurate map/ course description and detailed traffic plan to the RPEC 
____If necessary arrange for flaggers through BTC 752-7000, Safety Signs 676-6272, or Labor Ready 647-7642 (GBRC has an account with the latter)

____ Make additional arrows or purchase surveyors ribbon and / or lime etc. if needed to mark the course. Use only Safety Lime on the ground for arrows (spray chalk must NOT be used on roads as it does not wash away for a long time; works okay on trails, but use sparingly). You can purchase Safety Lime at Whatcom Farmers Co-op aka Country Store on Meridian in Bellingham or Lynden. Directional signs, cones, fluorescent tape and flagging (to block off side trails) are available in storage for marking  

____Mark the course well. All signage used must be removable and leave no trace on vegetation or fixtures. Put up mile/km markers found in storage 

____Have maps of the course to show the volunteers where to go, and explain their duties / responsibilities in detail 

_____ Have somebody sweep the course. Tell volunteers on the course when their task is done; ask them to collect and return course markers to the finish 

____ Ensure all course markings have been removed once the race is over
Volunteers
____ Establish how many volunteers are required, map their locations and determine their duties. Prepare maps and lists of duties to distribute
____Contact membership coordinator for current member and volunteer list. Call or email for volunteers, and reconfirm volunteers days before the race
____Have a race-day sign in sheet with volunteer names and where they are assigned. Have maps of the course to show the volunteers where to go, and explain their duties / responsibilities in detail. Distribute safety equipment as needed (road signs/vests etc…) and explain where and when to return it 
____Exchange cell phone numbers for on-course volunteers and the RD or volunteer coordinator. Use cell phones if additional equipment is needed at an aid station, or to arrange transportation if a runner is unable to continue

____ Appoint a volunteer to direct traffic and organize parking

____Need at least 2-4 trained volunteers at registration table

____Confirm that the finish line chute / timing volunteers know what they need to do. A big race without chip timing may need many finish volunteers:

*volunteer at front of chute to guide runners into chute 

*volunteer along the chute telling runners to stay in line and move along
*volunteer who will take the tags from the runners (runners may have torn it off themselves or volunteers will tear the tag off for runner) – VITAL to keep the tags in order of finish and keep them face down on top of one another to ensure results are accurate

*volunteer who will have a spindle in which to put the torn off tags (note-if a runner does not have a tag then use a “turkey tag” (which is just a blank tag) will need to be used to keep the results accurate
* Transfer tags intermittently to results volunteers for tabulation

____ It helps to have a volunteer to oversee correct sorting of recyclables
____Have somebody sweep the course behind the last runner. Tell on-course volunteers when their task is done; ask them to collect and return course markers and all aid station waste and leftovers to the finish line. 
Financial
____ Keep receipts of all purchases

____ GBRC is a non-profit organization. Always ask for the non-profit rate, including when reserving park shelters in Bellingham or in the county

____Get Board approval for significant purchases not previously associated with the race, such as course certification, chip-timing, t-shirts,…

____ Use vendors with GBRC accounts unless there is good reason to do otherwise: Amjay for apparel, Safety Signs for flaggers, BuDu Racing for chip-timing, …..
____ For vendors with GBRC accounts (and some other vendors) payment can be made by the Treasurer, on request, prior to collection of the items 

____ Submit receipts to the Treasurer for reimbursement, either as the costs are incurred or once the race is over

____ Race day income should as far as possible be broken out into race entry fees, GBRC membership fees, and apparel or other item fees

____ We typically take Canadian dollars at par

____ After the race, draw up a budget report to submit to the Treasurer along with any outstanding receipts and cash and / or check income on race day

___ If you reimburse yourself from race day income, provide a breakdown of the costs and reimbursement against the income, and provide receipts

Race Results
The use of a race result transcription service is recommended for larger races and those that are not chip-timed. The current arrangements are as follows:

Contact transcriptionist Erin Swedberg at erin.swedberg@hotmail.com  or (360) 319-1472 at least a week before the race in order to notify her of your event and the expected number of runners. She can process about 150 runners per hour at a cost of $25 per hour
Make arrangements to get the raw data (such as timing slips, race tags etc.) to Erin. She lives in the north county but can make arrangements to meet or collect the data or have it dropped off with somebody in Bellingham
Get the raw data to Erin as soon as possible after the race, and give her a means of contacting you. Let the GBRC Treasurer know that you are using her services and how many results are being processed

Erin will process the results within 48 hours (typically within 24 hours) and arrange them in a format compatible with the GBRC site race results page

When Erin has processed the results she will transmit copies to you, and to the current GBRC race result coordinator for posting on the GBRC website

Erin will contact the GBRC Treasurer to let him know how many hours she worked and how many records she processed, and he will make the relevant payment to her

