Orienteering Victoria

Major Events Manual

A guide for organisers of major events

Finish Tent Operation At Major Events

Written & compiled by:
Ian A. Dodd

 
December 2003, September 2004 & March 2009

Technical assistance provided by:
The Victorian SI experts group, particularly Bruce Patterson

Preamble

The following notes have been written after the author worked in the finish tent at both WMOC in  2002 and the Australian Carnival in 2003.  They do not necessarily reflect how those events were (or should have been) run but what the author believes should be “best practice” at any future events of this nature. 

The term “Finish Tent” is generally used to refer to the operation of SportIdent (SI) hardware and software at an orienteering event.  SportIdent is the “high-tech” “real-time” means by which event results are produced as runners complete their courses.  The finish tent is generally the hub of SI operations and the location of most of the SI related hardware.  Thus the organization of the finish tent operation goes considerably beyond the mere assembly and running of the tent on event days.  The following notes will cover both the operation of the finish tent on-the-day and the pre-event work required to set up the full SI system.

This manual assumes a basic knowledge of orienteering, computers and the SI system.  Further information and an explanation of terms may be required for anyone who has not attended and competed in at least one major orienteering event.

General Comments

SI is no longer a new facility in Australia and has gone through a number of upgrades.  It remains “a mystery” to many orienteers although it is not fundamentally a complex concept.  As it involves significant use of computers, it is both less well and less widely understood than the old “control card” manual systems it has replaced.  It requires a small number of event organisers to gain a high level of expertise in the systems operation.  Also, as a system with (work)flow concepts, it requires a certain level of understanding and appreciation of how it inter-relates to many other aspects of event organization, particularly the event or carnival competitor entry systems.

For these reasons, it is suggested that all event organising committees seriously consider a number of recommendations (which may in some cases involve changes to previous practices).  These recommendations are as follows:

· Early and rigidly enforced event entry cut-off dates

Computerised systems are less flexible than manual ones.  A significant advantage of using SI software is the almost instant results that can be produced with only a little work.  However much pre-event work is required and this can only be done with early and no-nonsense event entry cut-off dates.  Options also include early-bird discounts and/or significant late fees.  It is well known that potential competitors will push organisers to accept late entries and the more organisers ‘give in’ the worse this problem will get.  The problem becomes a critical issue with relay type events.

· Early appointment of key personnel

Some thought must be given to job descriptions for all volunteers working with SI.  The duties of each organiser/official at major events need to be clearly spelt out in advance to ensure that all tasks are allocated and officials are aware of who they will be working with and reporting to.  This will also assist early decision making (assuming key volunteers are given both responsibility and the necessary authority to complete their tasks).

Suggested job descriptions for manager level personnel:

SI Coordinator

This person should be leader and coordinator of both SI hardware and software systems and all SI personnel.  Will be responsible for working with both the event entry coordinator and the individual course setters to ensure individual SI event datafiles are correctly prepared prior to each event day.  Will have overall responsibility for SI and finish tent operations.  Requires significant pre-event work.  Reports directly to event manager or organising committee.

Finish Tent Team Leader

This person should be in charge of the manning (rostering) for the finish tent plus the training and supervision of finish tent personnel.  Finish tent personnel includes people working the SI equipment as well as finish control marshals and map collectors.  This role requires an understanding of the overall systems in use in the finish tent.  Does not necessarily require high level SI technical abilities.  Reports to the SI Coordinator.  [Early appointment of this person may assist in getting additional volunteers if the team leader is directed to recruit his/her own finish tent team.]

SI Equipment Manager

This person is responsible for SI hardware logistics, ensuring control units and computer/power systems hardware get to the course setters and event locations in a timely and coordinated manner.  This role does not need in-depth systems understanding.  Reports to the SI Coordinator.  This person may also be the volunteer that actually moves all the hardware, in which case they will probably need a vehicle with a tow bar or other transportation facilities.  Critical tasks include ensuring a plan exists for recharging power system batteries every night during a multi-day carnival, completing pre- and post-event equipment inventories, and maintenance of general equipment (tents, tables etc) throughout carnivals.

SI Technical Expert(s)

Personnel with expert knowledge of SI hardware, software and power systems.  At least one should be available at all times during event operation.  Likely to be heavily involved in setting up event files and pre-testing systems.  Reports to the SI Coordinator.  [Note: Technical experts should not be confused with the Finish Tent Team Leader role as it is not possible to simultaneously run a finish tent (for example coordinate marshals) and de-bug computer systems in a problem situation.]  Ideally will have experts that can handle the three technical areas of SI viz:

· Hardware (including PC networking)

· Software (SportSoftware and PC operating systems + Condes experience)

· Power (electrical systems and power use budgets)

· Early access to any borrowed or hired equipment

Major events will frequently require borrowing of equipment from other clubs and states.  It is critical that any high-tech equipment hired or borrowed needs to be thoroughly tested well prior to the event it is to be used at (and this does not mean the night before!)  Plans must include obtaining of equipment early enough to allow sufficient time for full testing to be carried out (as detailed below).

Role of the Finish Tent at an event

The primary function of the finish tent at an event is the production of event results, both provisional and final.  Secondary tasks include:

· the identification of potentially lost/missing competitors

· the provision of event statistics

· the provision of information to announcers/race callers

· the use of the event database to identify runners who have may have lost their SI sticks and the repossessing of hired SI sticks after a runner’s final event.

Pre-event planning tasks

A successful event from an SI/finish tent viewpoint is almost entirely dependent on work done before the day.  The morning of the event is not the time for trying anything not already fully tested.  The best SI managers will be conspicuous for not appearing to have anything much to do on the event day except run off results reports.  The reality is that once the first finisher has downloaded successfully, the system should then run like clockwork.  This manual is designed to help realise this state of affairs on the day.

· Pre-testing hardware and software

A systems testing checklist should as a minimum include the following items:

SI control units

Broken units repaired

Batteries tested and/or replaced (this is a labour and time intensive task and cannot be left to the last few days)

Computer hardware

All necessary items securely boxed/packed including leads and transformers

Batteries charged and functioning (often a problem with laptops)

Screens and disk drives operational

Computer software

Licences current

Operating systems updated and virus checked

Networking software thoroughly tested

Power management settings in operating systems appropriately configured

Passwords logically organised so operators have necessary access but only experts have full systems/administrator access

SI software installed and operational

Event datafiles (i.e. entries and courses) loaded or a system for loading organised and pre-tested

Power equipment

Batteries charged

Inverters, converters and battery chargers all tested and in working order

All leads tested and in safe condition

Other equipment

Trailers or other transport equipment in working condition with spare tyres etc

Signs, manuals (including Competition Rules), inventories/packing lists and assembly diagrams prepared

Tents, chairs, tables (and associated ‘anti-rocking’ aids) organised

Miscellaneous tools, stationery, tapes and waterproofing items etc ready

· SI software set up

There are a number of separate SI computer programs that make up the SI software suite.  Different SI programs are used for different event types:

“OE” – used for single day events (e.g. Australian Championships)

“OS” – used for relay events (by definition a single day event)

“MT” – used for multi-day events where each day’s time is aggregated for final result (e.g. Easter 3-day)

There are also “Speaker” programs used by announcers and other utility modules used in setting up events.

Each of the 3 main programs (OE, OS & MT) must be combined with a series of files (which will be called the “event datafiles”) to make up the programming needed for a particular event.  The event datafiles contain the entry, class and course details needed for a particular event.  During the event, competitors download into the event datafiles and by the end of the day these files contain all the results for the event.

The creation of these event files prior to the event is a critical task and will usually be done by some combination of the entries coordinator, the course setters and the event organiser.  The SI technical experts will be needed to provide advice on using computers and SI datafile specifications.  The event controller will also usually want to supervise or check this task is carried out to their satisfaction.

The actual process of carrying out this task typically involves the following:

1. Import Course details from Condes software

2. Assign classes to courses

3. Import competitor details (e.g. from a spreadsheet)

4. Assign start times

To enter course information into MT software, the course information must be entered for each day separately using the same procedure as used for OE software.  Whilst the course information can be entered directly into OE2000, the interface is very cumbersome and the preferred method is to create the courses in Condes and then transfer the information into OE.  This process should not be left to the last minute (or last night)!

· SI hardware set up

There are many ways to set up a computer system to cope with downloading at a major event.  Issues to keep in mind are:

· Having an independent standalone system operating in parallel with the main system, to provide backup

· Having spare equipment in case of component failure

· Keeping the system as simple as possible (notwithstanding the above!)

Usually laptops are used as finish tent PCs for reasons of power usage and portability.  It is recommended that they be running on Windows 2000 or XP operating systems as these are more stable and easier to network than earlier Windows products.  A typical major event might use four laptops (providing the power budget supports this many PCs).

Commonly, two laptops are used for downloading from the SI sticks.  These laptops used to be  connected via serial ports COM1 to download into SI red controls.  Now the more modem download controls use USB connections (but still require drivers to be loaded).  One of these two laptops will be the master SI computer, which contains the master event database used by the other two laptops.  The other download laptop contains the backup database.  One of the download computers will have a splits printer attached.  This prints the thermal sheets handed to each competitor with their individual leg times.  The (expensive) SI splits control + printer unit that was acquired from overseas with the SI controls etc. is no longer used in Victoria where cheaper, faster and better local (cash register) units have been programmed and adopted.

The other two computers need to be connected via a network in order to share the database on the master laptop.  The file share on the master laptop must be set up to share the entire C:\ drive, not just the SI directories.  Since there are 3 networked computers, you need to use a 10BT hub or a wireless network.

The old system of using a hub required the hub to be powered from its 240VAC plug pack.  [If you know what you're doing you can power it direct from 12V or 9V, but beware of ground loops].  Twisted pair ethernet was the basic method of networking used.  Each of the laptops is connected by plugging in a network cable which is connected to the hub.  To increase the options available in physical set up of the network, connection can also be achieved using an RF LAN (a wireless or ‘WiFi’ network mode).  It may be appropriate for the announcers laptop to be connected to the master laptop by "point to point mode", using channel 3.  The problem/results laptop can then be connected to the master using a crossover cable, completely removing the need for a hub.  TCP/IP networking is recommended.  The laptops should be assigned IP addresses manually within the same network.  Ensure that each laptop can ping the others using the ‘ping’ command.  Also remember to assign all laptops to the same workgroup.  To save power, the third laptop in the network (the announcers’ laptop) should be put to sleep if not in use.

A second network laptop located in the finish tent is principally used as the results printing station.  It is also used to handle problems with finishers, such as non-working controls.  If needed, it can also be used along with a red control to program extra controls.

The computer system used successfully at the 2003 Bendigo2Beechworth Carnival was as follows:
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· Power systems set up

Issues to keep in mind are:

· Create a system that acts as a UPS (uninterruptible power supply)

· If possible, have an independent secondary system operating in parallel with the main system

· Have spare equipment in case of component failure

· Safety of all personnel

· Don’t rely on direct feeds from generators

· Don’t rely on laptop batteries as a primary power source

· Total power budgets (i.e. how long batteries will last with expected drains)

· Keep the system as simple as possible (notwithstanding the above!)

The power system used successfully at the 2003 Bendigo2Beechworth Carnival was as follows:
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If resources permit, a third “stand by” system can also be set up from the Main Power Board.  A third heavy duty battery by itself can also be handy as a spare.

This manual is not designed as a reference for SI experts, who should have a deeper knowledge of systems and components.  However, it can be helpful for managers to understand the basics of the power system which can look daunting at first glance.  The following notes compromise a layman’s guide with hopefully some helpful information.

240V (volts) AC is generated from a 12V inverter.  The capacity of the inverter should be considered in setting power budgets.  The inverter is powered from a 12V deep cycle lead acid battery.  This battery differs from your car battery.  A car battery is only designed to deliver the full capacity of the battery once or twice in its lifetime.  If you flatten a car battery more than once (say by leaving the headlights on), it never really recovers.  A deep cycle battery can be discharged to 80% of its rated capacity over and over again.  They are much more expensive than a car battery, and much larger and heavier for a given capacity.  They can weight over 30 kg so a trolley to move them can be very useful to avoid putting your back out!

The battery should be fully charged prior to an event using a standard or heavy duty car battery charger.  During the event battery voltage (output) can and should be monitored using a multimeter (set to 20VDC range).  This voltage should be checked regularly to ensure the voltage doesn't drop much below 12V.  If it does, the battery must be charged as soon as possible.  Major events will usually have mains power or a generator available to maintain charging.  However, if no generator is available a long charge cable can be run to a car cigarette lighter socket.  Start the car and then plug in the cigarette socket.  You may find you need to increase the idle revs to have any effect on the battery voltage.  Whether this will power a full network set up for an extended period is extremely problematic.

You cannot rely on the AMPs written in nice big letters on the front panel of many battery chargers.  Most chargers are only designed to deliver this current for a short period of time when the battery is flat and so the output is able to tail off as the battery charges.  This tail off doesn't occur at major orienteering events, where the power requirements are continuous and the charger needs to keep supplying it.  What is important is the current the charger can deliver at 100% duty cycle.  Many cheap car battery chargers won't even tell you what this figure is, but it is likely to be 1/3 or even less of the max current shown.  To avoid this problem a large custom built power supply (the “Ian Stirling” charger) is used in preference to commercial battery chargers.  This unit is rated 100% duty cycle, however it relies on the input 240VAC being that or more.  Some generators are set to deliver only about 220V which results in a gradual deficit.  Also, if you use the DC feed available on some generators to charge the heavy duty batteries ensure you do not run the generator in an "economy" mode as this results in a voltage drop too low to charge the batteries.

The leads between the battery and the inverter need to be short and thick since they carry quite a lot of current at 12V.  The inverter supplies a standard 240V plug board into which can be plugged appliances like laptop adaptors, result printers and network hubs etc

A 9V subsystem can also be useful.  It can be more convenient to run a few 9V items directly, rather than going up to 240V and then back down again via a transformer (also it's more efficient this way).  The 9V is provided using a small black box (a switchmode converter) that plugs into a 12V connector set up directly off a battery.  Any of the heavy duty batteries available can be used for this subsystem and it can be switched from one battery to another as appropriate.  Controls modified to use 9V can be powered this way.  This will save using up the internal batteries of the controls which can get a fair bit of use in a major event.  The SI thermal splits printer can also be powered from 9V directly and should be if possible.

· Finish tent set up

The finish tent can be set up on the morning of the event without a pre-drawn plan providing enough extra time is set aside to make changes.  Preplanning will usually help however, particularly if a big team of people is involved.  Some tents have been known to be moved up to three times before  an event!

Issues to consider in positioning finish infrastructure include:

· Ensure the download volunteers have got a reasonable line of sight of arriving competitors

· Don’t have the competitors actually enter the tent (unless the tent is very big and specifically set up for this) as they will traipse too much mud or create dust near fragile equipment

· Have power systems away from tent personnel and competitors.  Ensure all cables that may be walked over or knocked are secured/covered.

· Have the finish controls at least 5 metres back from the download desks

· Ensure the finish chute(s) are taped so that competitors cannot leave the area without downloading

· Ensure the splits printer is the last download (where multiple downloads are used as backups), as competitors will leave once they have their printout.  Note that the Backup Computer System will usually include the first (“No. 1”) Download station.  This confuses some people as they expect the backup system to always be the second system but in fact it makes sense to have the second (“No. 2”) Download + Splits Printer as the Master system.  To produce final results, it is essential that all competitors download into BOTH stations before being allowed to leave the finish area, even if they don’t want their splits printout.

· Maps must be collected immediately after competitors have downloaded and before they exit the finish area

Control Programming and Clock Synchronisation

Prior to SI controls being placed on control stands out in the forest they may need to be programmed by the course-setting team.  This programming involves using a PC with SI software to tell each control its number and the exact time.  The PC involved does not have to be a finish tent laptop.  However clock synchronisation is important.  Key points in regard to synchronisation are as follows:

· Get the exact time e.g. from the ABC radio pips, calling the time number (1194), from a GPS unit or using a Teletext TV.

· Use this time to set the clock on the PC used to program controls and/or the blue master time control PLUS the start “beeper” clock(s) to be used at the event.

· The Finish tent laptop PC clocks do not have to be synchronised as it is the finish control that gives the competitor their time, not the download computers.  However it doesn’t hurt to coordinate the laptop clocks.

· A spare finish tent clock can also be synchronised to the start clocks as a backup to the finish control.  However it is unlikely that this will be needed.  Having a spare (third) finish control programmed, powered up and ready to go out on a stand is a better idea.
Assembling the Finish Tent, power and computer systems

The finish tent set up will usually take from 90 minutes (experienced staff, good pre-planning) to three hours (first time set up).  Thus if the first starters are due to leave at 9am the finish tent set up will need start shortly after 6am.  The tent is first erected and bunting put in place.  Tables need to be erected (but may be moved as setting up continues).  Any equipment trailers need to be positioned near the tent (usually at the back).

The actual computer and power systems can (and should) be set up by two persons; one for the computers, printers and networking gear and the other person to do the power system.  Any more creates confusion and crowds the tent.  It is strongly recommended that only one person be authorised to set up the power system (at any one time).  This is because the power system involves both safety and equipment damage issues.  If two people are connecting voltage equipment simultaneously there is significantly greater risk of errors occurring: “But I thought you had already fixed that!?!”

It  takes two experienced volunteers from 30 to 60 minutes to assemble a networked SI system.  This should be completed about 60 minutes prior to the first start time.  This leaves an hour spare for tidying up and readying downloading staff etc.  When all the equipment is set up, the tables should be stabilised (often tricky as the ground is never flat), particularly the tables likely to be leant upon and knocked by weary competitors.  Experienced course-setting teams will often arrive at the finish tent about 30 minutes before the first start, with SI sticks that have already been run around all courses.  These test sticks will be ready to download as a test of all controls and the event database (ensuring the correct courses have been programmed etc).  The SI system should be up and ready for this testing, allowing sufficient time for last minute corrections and adjustments to be made.

It useful to try to ensure that any public announcement/commentary speakers and generators are sited as far from the tent as possible.  Note that the announcer system will often share generator(s) with the SI power system so long extension cords will be an advantage.

Additional time may be needed to set up a remote PC for the Speaker software (often in an elevated location).  This should be done after the main system is running as the race commentary tends to start later in the event.  Laptops outside the tent will require special consideration in regard to anti-glare and weather protection issues.  Anti-glare support can be as simple as duct taped cardboard boxes built over the screen but a little pre-planning can help keep the race callers happy.

In addition to the SI and computer equipment, tables, chairs etc, you should have the following items available in the finish tent:

( Backup clock, synchronised to the start and possibly the computer clocks

( Towels to dry and protect electronic equipment in case of rain

( Basic first aid, e.g. tissues and water

( Duct tape and a basic toolkit

( Stationery box including pens, highlighters, pencils, scissors, sticky tape, blu(tack®,  blank paper/notebook

( Rubbish bag

( Lollies (see under Problems below)

On-the-day Finish Tent operation

 (Blood, Sweat and Tears)

The first rule of finish tent operation is DON’T PANIC!
If you do have to breach the first rule then rule #2 must be applied: Don’t let anyone else know you are panicking!

Amusing as this may seem, it is in fact an important issue.  Finish tent volunteers should present an aura of calm efficiency.  Minor problems should be kept hidden from competitors.  Major problems should only be referred to as “minor glitches”.  Competitors are not interested in operational problems and if they suspect things are not operating smoothly they may start to question the accuracy of results or competency of organisers.

Volunteers should be friendly and courteous to competitors.  As the names of competitors are usually displayed on the computer screens as they download, it is good to be able to refer to them by name:

e.g., “Thanks <competitor’s name>, your time was 99 minutes 50”

It is good to talk to competitors as they pass through the finish but only closed questions should be asked e.g., “Did you have a good run?” or “Did you get very wet?”

Open ended questions should be avoided:  e.g., “Which route did you use on leg 4?”
This type of question is likely to open up too much discussion which needs to be avoided when a large number of competitors needs to be processed.

Hand signals have proved a natural solution to language problems in moving competitors through the finish procedure when running an international event.

First Aid

The finish tent team needs to include people to act as runners.  One of their tasks will be to take injured people to the First Aid tent.  (Note: try to get their SI stick from them first so you can download for them).  Only very basic first aid items are needed in the finish tent, such as tissues or wipes to mop up blood.

Computers
Volunteers must ensure that no liquids come into contact with the computer equipment.  This includes rainwater, coffee, sweat and blood!

Staffing

The Finish Tent team needs the following minimum staffing at all times:

Finish tent team leader – sets up computers (or organises set up); manages volunteers; ensures results are printed regularly; uses the third computer to make corrections (eg start times, missed punches etc).  This person must have previous experience with using SI in a finish situation.

Download supervisor(s) – front line person responsible for ensuring competitors download correctly, but NOT responsible for fixing problems!

Splits printer assistant – gives competitors their splits printouts.  Needs to know how to change paper rolls in the splits printer.  Also responsible for retrieving hired SI sticks from competitors on after their final run.

Marshals (2) – out front, ensure that competitors punch the finish control, and direct them to the download table.  Be aware that some competitors can be quite disoriented when they finish.

Map collectors (2) – out back, ensure that competitors hand in their maps until all competitors have started; then supervise map handout.

Runner (1) – runs errands, escorts injured competitors to first aid etc

Team members should be rotated, relieved and fed (!) during the event as appropriate.

It may be useful to brief all volunteers before operations commence.  As well as general instructions about staffing, rotation, first aid, likely problems and return of hire sticks, finish tent team members should be reminded of two rules in particular-

1.  No competitor may go back out on the course once they have punched the finish control, even if they missed some controls and now wish to get them.

2.  No competitor should be permitted to re-enter the finish tent area for unauthorised purposes, particularly not to re-download (e.g. so they can get another splits printout) as this could (in theory) corrupt the results database integrity.  (Note that some spare SI equipment can be used to provide additional splits printouts without downloading into the databases.)

Results

Results may need a separate team depending on the complexity of the results publishing system used.  A results printer can operate from a separate location, e.g., a caravan with a networked PC.  Obviously the printing of preliminary results is a critical task.  Usually a system will be devised for hanging or attaching computer printouts to a results board.

Production of timely interim results adds to the event flavour.  However, limited computer ink, paper and power resources must also be considered.  It is the author’s opinion that results print runs should be made at approximately 30 to 40 minute intervals.  Note that not all classes will require results at this interval.  Exact requirements depend on competitor start times so organisers need to adapt their printing to the particular requirements of the event in question.  This can be done as the event progresses.  As a guide, the last Australian Championships required a little under one ream (500 sheets) of A4 paper to print all the preliminary results during the day.  A high speed (low power) inkjet printer was sufficient for this task.  The use of expensive (laser) printers should be avoided due to the dust that inevitably gets into on-site event equipment.  Recent model, low cost inkjet printers are therefore ideal for this task.  Ensure of course that an adequate supply of ink cartridges is on hand and volunteers know how to load paper and change the ink.

Towards the end of an event it is likely an OA official will arrive to take a copy of the event datafiles/database for transmission of results to local or national media.  Bob Mouatt has usually performed this task so be prepared for his arrival.  This is usually done by a download to a USB flash drive.  An SI expert may be needed to assist in this task.

Also near the event end, the principal event organiser will usually arrive at the finish tent to be briefed on any missing runners so that any search and rescue staff needed can be assembled.  The SI software has a report which can easily be displayed to assist with this task.  Ensure all DNS (Did Not Start) data from the start officials has been entered before running this report.

SI results reports are automatically headed “preliminary” if correctly ordered from within the software.  Results are only final after the event is completed and any protests are heard.  The event organiser may take a final copy of the event datafiles to make last minute changes (following protests or other corrections) before final results are published.

Problems

Problems can be divided into two categories; people (usually competitors) and systems (usually computers or power supplies).

The most common problems are competitor queries; unexpected missed punches, wrong courses, wrong start times, non-operational controls etc.  The appropriate action is for the download staff to refer the competitor to the problem area, where the finish team leader or other “problem” person will determine the appropriate course of action.

If, after downloading at the first station a competitor has “mp” (mispunched) and is not aware that they had done so or has some other results related problem, they should be handled as follows:

1.  Have competitor download at second station and obtain splits printout, which is then attached to their map.

2.  Direct competitor to the problem area with their map and splits printout.

3.  Problems/results person will discuss problem with competitor.  Details of problem must be written down in the Problems book.

3.  If necessary, contact organiser and/or controller to assess and fix problem e.g. faulty control or to lodge protest (if competitor not satisfied with decision of problem staff).

4.  If approved, note the required change(s) in the Event Database Changes Log form (see Appendix 1 for a copy of this form) and adjust competitor data in both master and backup systems before finalising results.

If problem area becomes too crowded it may be necessary to call in more staff to:

1.  Record the problems in the Problems book

2.  Take map and split printout from competitors  (may get them to re-download to get a second copy of splits printout)

3.  Request competitors return later

4.  Deal with problems on a priority basis.

Most SI technical or system problems at State and club level events are a product of the enter-on-the-day nature of these events.  Therefore they should not arise in a major event where pre-entry is required and data has been pre-loaded.  If systems have been properly set up and checked, computer network and software errors will be less likely.  Most system problems are minor and can be rectified very quickly with minimal disruption to competitors.  A common problem experienced is download controls and laptops turning themselves off.  All finish tent staff should know how to reactivate a ‘sleeping’ control and laptops should be set so they don’t automatically go into a sleep mode.

Generally the approach to solving system failures is for the finish tent leader to immediately call for an SI expert to attend to the problem whilst directing the marshals queue or corral competitors as needed.  Remember rule #1!

If a download volunteer experiences a software problem or shutdown that they are unable to fix immediately, they should calmly call for assistance and reassure competitors that their result will not be affected.  The team leader should determine the best course of action and if necessary send the runner to find an SI expert.

As with most system problems, a major problem such as a complete system shutdown will initially be observed by volunteers at the download stations.  They should calmly ask the marshals to start compacting queues, to ensure finish controls are kept clear for incoming competitors.  While the problem is being resolved, finish tent volunteers need to request competitors to wait in lines in order of arrival (if competitors get out of order it doesn’t affect results but it isn’t fair to early arrivals to make them wait longer than others arriving after them).

Whenever competitors are inconvenienced experience has shown that handing out lollies (e.g. jelly beans) and having drinking water available goes a long way towards maintaining competitor goodwill!

When queuing competitors, the following timeline can be used as a guide:

Zero to 3 minutes – supply water to any thirsty competitors waiting in line.  Reassure them that it is only a minor glitch and will be fixed soon.

4 to 7 minutes – thank competitors for their patience.  Advise that it will take a few minutes to sort out the problem and then they will be able to download and be on their way.  Have marshals start handing out lollies as well as water.

8 minutes to 12 minutes – explain nature of delay and advise that experts will have things fixed as soon as possible.  Keep competitors and officials calm.  Offer to entertain crowd by singing songs!

13 to 18 minutes – invoke any emergency plans as crowd will likely start rioting after 18 minutes.

19 minutes plus - ??? Uncharted waters: a challenge to your people management skills!

In the event of major computer or power system problems, the finish tent team leader will rely on a combination of the following:

· Double and triple hardware redundancy built into the system design (e.g. having unused spare equipment at the ready).

· Running a minimal set up with equipment still operational.

· Calling for assistance from any available competitors with previous high-level event experience (perhaps from other states) [but ensure they are experienced and not guessing or using solutions not appropriate for the particular set ups used at major events].  Send them away once the problem is rectified.

· Having an alternative timing system as a backup, e.g., videotaping all finishers.

· Worst case scenario: the “Italian Solution”.  This is to be avoided at all costs.  Apparently at one international event in Italy all of the (3,000+) competitors’ SI sticks were confiscated and used to download overnight.  Then the SI sticks were returned to competitors next day!!

· Run and hide in the forest

Changing event datafiles

Only finish tent manager-level volunteers should be authorised to change event datafiles and then only with the authority of the event organiser or controller.  Changes that may be needed may  include the following:

· Input DNS details

Start official should send a final list of competitors that Did Not Start to the finish tent as soon as possible after the starts close.  

· Input Changed Start Times details

Start official should send a list of competitors that had changed Start Times to the finish tent as soon as possible after the starts close.  Note that competitors turning up late to a start will only have their start time changed to a later time if permitted by the rules and authorised by an official, i.e. they must have a legitimate reason for starting late under OA Competition Rules.

For large events, it is preferable that DNS and altered start time data is transmitted, either by radio or runner, to the finish tent on a periodic basis rather than in one big block.  If radio communications are used it will be particularly important to reference all changes by a unique number to maintain data integrity.  The written logs should be designed to incorporate appropriate reference numbering.

· Correct event database errors

Errors such as incorrect spelling, gender, age, class/course or other details may need correction if authorised.

· Alteration of results

Only with highest level approval, changes may be needed to disqualify or reinstate a competitor.

For backup and event reconstruction purposes, all changes to the event database must be fully recorded in the appropriate log (see sample in Appendix 1 below) before being input into the computer systems.
Additional References

Finish tent managers should familiarise themselves with the relevant sections of the following:

· Orienteering Australia Competition Rules (available from OA website)

· Local Competition Rules (e.g. State Championship rules)

· Latest IOF rulings with respect to the issue of non-recorded punches and electronic timing system equipment failures

Appendix 1.

Version A: for non-relay events

EVENT DATABASE CHANGES LOG

THIS FORM MUST BE COMPLETED BEFORE ANY CHANGES ARE MADE TO THE PRIMARY EVENT DATABASE FILES ONCE THE BACKUP SYSTEM IS ACTIVATED i.e. ANY CHANGES DONE IN THE FINISH TENT OR DURING THE EVENT

Event: ______________________________
Date: _______________

	Ref No.
	Competitor Name
	SI number
	Change made
	Authorised by
	Master Entered
	Backup Entered

	001
	eg: Tina Smith
	123456
	New start time of 1:06pm
	Start Marshall
	(
	(

	002
	
	
	
	
	
	

	003
	
	
	
	
	
	

	004
	
	
	
	
	
	

	005
	
	
	
	
	
	

	006
	
	
	
	
	
	

	007
	
	
	
	
	
	

	008
	
	
	
	
	
	

	009
	
	
	
	
	
	

	010
	
	
	
	
	
	

	011
	
	
	
	
	
	

	012
	
	
	
	
	
	

	013
	
	
	
	
	
	

	014
	
	
	
	
	
	

	015
	
	
	
	
	
	

	016
	
	
	
	
	
	

	017
	
	
	
	
	
	

	018
	
	
	
	
	
	

	019
	
	
	
	
	
	


Appendix 1.

Version B: for relay events

EVENT DATABASE CHANGES LOG

THIS FORM MUST BE COMPLETED BEFORE ANY CHANGES ARE MADE TO THE PRIMARY EVENT DATABASE FILES ONCE THE BACKUP SYSTEM IS ACTIVATED i.e. ANY CHANGES DONE IN THE FINISH TENT OR DURING THE EVENT

Event: ______________________________
Date: _______________

	Ref No.
	Team

Number
	Leg(s)


	SI number
	Change made
	Authorised by
	Master Entered
	Backup Entered

	001
	eg: 1001
	3
	123456
	Runner did not start

(Team to be  DNF)
	Start Marshall
	(
	(

	002
	
	
	
	
	
	
	

	003
	
	
	
	
	
	
	

	004
	
	
	
	
	
	
	

	005
	
	
	
	
	
	
	

	006
	
	
	
	
	
	
	

	007
	
	
	
	
	
	
	

	008
	
	
	
	
	
	
	

	009
	
	
	
	
	
	
	

	010
	
	
	
	
	
	
	

	011
	
	
	
	
	
	
	

	012
	
	
	
	
	
	
	

	013
	
	
	
	
	
	
	

	014
	
	
	
	
	
	
	

	015
	
	
	
	
	
	
	

	016
	
	
	
	
	
	
	

	017
	
	
	
	
	
	
	


Appendix 2.

Checklist of essential information for SI coordinator re: each carnival event (to be kept in finish tent documentation).

EVENT DETAILS CHECKLIST

Date:
Saturday Jan 1

Carnival event number:
1
Computer datafile number: OEWK9001

Event:
State Championships

Location:
State Forest

Club:
Central Orienteers

Organiser:
Jo Smith
0411 010 011

Course setter:
Ken Smith
0411 010 012

Controller:
Peter Smith
0411 010 013

Finish tent team leader:
Marg Smith
0411 010 014

Other personnel:
Jack Smith – systems expert
0411 010 015

SI equipment coordinator:
Eric Smith
0411 010 016


(Eric will also set up power system)

First Aid:
St. Johns – direct competitors to the left out of finish tent area

Special requirements:
Make sure New Zealand team gets their own results printed out (i.e. filtered from the main listing) and a separate display board which is prominently labelled
First start time:
10:00am

Last start time:
1:00pm

Briefing and other notes:

750 entries, many entering only this event.  Be very careful to get hire sticks back.  Challenge competitors start first.  Enter on the day competitors will have to be data entered prior to their start, which will be after all other competitors.

	( Generator operating
	( Signs in place

	( Batteries charged and supplying power
	( Lollies and water at hand

	( Laptops powered up
	( Tissues and rubbish bag at hand

	( Network set up and tested
	( All wiring and cables secured

	( Event files loaded
	( Volunteers briefed

	( Paper in printers
	( Box for SI hire returns positioned

	( Printers tested
	( OE Speaker set up for commentary

	( Download controls turned on
	( Sweeps organised


