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Letter from Betsy Allison

Sept. 27-Oct. 3, 2003

Annapolis Yacht Club

2 Compromise Street

Annapolis, MD 21404 USA

2003 Rolex Women's Instructional Clinics

Welcome to the 2003 Rolex International Women's Keelboat Championship Road to Rolex Clinics. The purpose of these clinics is to promote a high quality learning experience in a competitive, yet non-threatening environment. The hope is to generate enough enthusiasm and confidence among participants so that participating teams and/or individuals will attend the 2003 Rolex IWKC on September 28 - October 3, 2003, or a future Rolex IWKC. This event provides female keelboat and offshore sailors with high quality racing against some of the top sailors in the world.
This manual was written to give you an overview of how my teammates and I have won the Rolex IWKC 5 times. It has not been by chance, but through a methodical process of building a team, delegating duties and just plain practice. It will give you an insight on how to sail with 4 in a J/22 and be successful.
Make the best of your time at the clinic, and have a great time. 
Betsy Alison

www.rochesteryachtclub.com 
www.ussailing.org/riwkc
The Team

Unless you are singlehanded sailing, the TEAM is the all important unit. There may be some members of the crew with more experience at particular positions, or more race time than others, but when the boat heads out to the starting line, it is the TEAM which is going to get it around the race course. Let's look at some of the key positions on a team preparing for the Rolex IWKC. Most teams (because of the 275kg./6051b. max. weight limit) choose to sail the J-22 with 4 women (though some sail at 3). The way our championship team has defined the individual team roles is as follows:
HELMSMAN 
Primary responsibility is to drive the boat. Main focus is to see that the speed of the boat is optimized at all times. Getting the boat off the starting line and keeping it in a position to enable the tactician to make choices is KEY.   Maintaining control over the crew as a whole during racing is very important, especially in high intensity situations like close crossings and mark roundings. The view from the "back end of the bus" is like having a wide angle lens on a camera: you see the whole picture, and the helmsman may see snafus about to happen. It is her job to stop them before they develop into a major problem, if at all possible. It is also her prerogative to call the sets, drops and sail changes on the boat. She adjusts mainsheet, traveler, and backstay. The driver becomes the tactician downwind, and talks with the bowman about positioning and puffs.
JIB TRIMMER 
Primary responsibility is to work in conjunction with the helmsman to keep the boat moving at optimal speed at all times. Sometimes this means going very fast, sometimes slow, sometimes easing and trimming for ducks and other maneuvers. The jib trimmer must be conscious of jib lead placement and of jib halyard tension. She must be able to reproduce these settings from beat to beat. It takes stamina, agility, determination and concentration to do this job well. As closest in proximity to the helmsman, the trimmer also helps "paint the picture" for the driver when she is feeling "blind". Before the windward mark rounding, she sets the topping lift for the bowman. At the top mark, she works to make sure that the jib does not foul the spinnaker hoist, especially if you are cross sheeting, and throws the chute out of the boat on the hoist. After the set (on our boat), she drops the jib and moves forward to assist on the guy if necessary. On jibes, the jib trimmer rolls the boat and handles the twings. She is the primary balance person on the boat for weight placement and trim.   At the leeward mark, she becomes the "human pole", begins the takedown, stuffs the spinnaker down the companionway and prepares to trim the headsail for the next beat. When tailing the jib sheet, she does not cleat the sheet, which allows her to facilitate adjustments. Information feedback on height and speed, relative to other boats is one of her important jobs.
TACTICIAN/SPINNAKER TRIMMER
 
The tactician has a very important job on the boat. It is her job to make all the long range calls, and position the boat tactically with our opponents. She makes final call on what zone of the line the boat should be in to set up for the first beat. She also formulates the basic game plan of strategy that the team should follow, adapting that as conditions and opponents positions change. This means deciding side of the course, to lead to a side, or to tack away, to loose cover or be aggressive. The tactician MUST ALWAYS have a reason for their decision, be it right or wrong.
On our boat, the tactician also trims the spinnaker downwind. They back up the guy through the ratchet, and trim the sheet to get the chute up and flying. The spin, trimmer is crucial to downwind speed where utmost concentration is everything. Always adjusting, never relaxing she focuses on the shape of the kite, the pole height, communicates to the helmsman about "pressure" and whether or not the boat seems headed or lifted.. She takes both sheet and guy on the jibe, and if it is windy or a tight reach, passes the guy off to the jib trimmer. She keeps the spinnaker full till the drop, when she hands the guy off to the jib trimmer and prepares to trim the main.

The tactician may also help on the final pull of the spinnaker on the douse or trim the mainsail around the bottom mark for the driver (this is personal preference). Then she becomes primary tactician again and hikes on the rail next to the bowman.
BOWMAN
 
The bowman is up in frontierland. Most helmsmen don't dare venture up that far. She is responsible for making sure the halyards are free to run, that the pole is connected correctly to the topping lift and its controls are not fouling the jib. At the start, she calls the distance to the line, and immediately comes back to hike as soon as possible. She calls the waves as necessary: size, direction and frequency, and counts down the puffs. She watches for approaching boats, giving fair warning and identifying them by sail number and/or color or name. She thinks ahead about the set: bear away, jibe set, set then jibe; then prepares to execute the set once the helmsman makes the call. She hands the topper line to the jib trimmer, sets the pole, hoists the spinnaker, tidies up the jib then cleans up the halyard for the drop, while all the time, balances the boat from near the mast. Downwind she helps watch for breeze and other boats. On the jibe, the bowman jibes the pole, sometimes having to hold it tight until a tricky maneuver is complete before being able to clip it on the mast.
She anticipates the takedown, and with practice, has it timed to remove the pole early enough to prevent a fire drill. She releases the spin halyard, helps pull down the chute and hikes hard.

It seems that in the job descriptions above, there's plenty to go around. The ways that the jobs have been described here are not the only ways to do them. This is a system that has proven successful in our successful sailing of J-22's. Each of you must develop a system that works for your team.

Sailing with four may be a little crowded at times, but the benefits outweigh the discomforts. Multiple pairs of eyes and ears definitely detect a lot more information than a lesser number. Four brains working for a common goal helps retain focus (especially if someone is a little off the pace). Troubleshooting and problem solving becomes a little bit easier and faster with the extra set of eyes and hands. Boat handling maneuvers like sets and drops can be done more quickly and efficiently, and the spinnaker can be carried a little bit longer into the mark. A team effort makes boat work (fixing things, cleaning bottom, making lunches, etc.) a lot less taxing.
The Team Leader

The team leader is not necessarily the helmsman although many times that is the case. It is important to have a team leader for a variety of reasons. Putting together a successful program takes a lot of effort. It means coordinating resources, people, logistics, personalities, schedules. A team leader has to look at the big picture: the team has a goal and must find the best way to achieve it. Putting the best people for the job in the correct position is critical to success. The best bowman should do the bow; the best driver should drive; the best trimmer should trim. If you are fortunate to have multiple people with multiple skills you can adjust to find the best flow. If you are weak in an area, you need to develop it through practice or adjustment. The team leader needs to coordinate boat work sessions, practice sessions, regatta schedules and delegate tasks to do. A team should work as a team and each member should contribute accordingly. A team leader must be able to address inter-crew discord and personality problems that may arise. Sometimes it is not pleasant to do, but ignoring the problem only makes it worse. All of us go sailing primarily to have fun, and a big regatta or campaign of some sort should definitely be a great time.
Selecting The Team

Putting the team together may be the easiest thing you've ever done or it can seem like a formidable task. Start with a core of people you like to sail with. Usually these are individuals that are from your local sailing club. Being from the same geographic area helps immensely. Our first Rolex team in 1985 was comprised of all Lightning sailors who had never raced a J-24 before. If you have a small core to build upon, then you must look elsewhere to find the rest of your team. Consider people that you routinely sail against. Consider others from outside your area, people that have good sailing reputations. Ask friends and local sailmakers if they have any ideas. Local colleges and universities with sailing teams may be able to provide you with youth and smarts. Or, how about that talented junior sailor from your club program?
The main attributes that I look for in teammates are dedication, commitment, loyalty, skills, and a great attitude. When the schedule is formulated, each team member must be able to commit to the "big event", to a practice schedule which should include a few smaller regattas, and a boat work schedule. It is understandable that everyone may not be able to be at every scheduled event, but the attempt should be made for the sake of the team, and if she cannot make an event, she should find a suitable replacement of equal ability. A schedule should not be looked at as drudgery. It is a time to have fun developing skills as a team, getting to know each other better, and doing it all at a sport we love. My team here in Newport regularly gets together during the off season for girls night out to reconnect and enjoy each others company.
Goal Setting

Why is goal setting important? Most of us typically function in competitive environments at work, at home, at play. In this day and age, leisure time has become more precious to all of us, and we want to get the most out of the sports we choose to participate in. We want to be successful in our sailing endeavors. But, success does not always mean winning. Success comes from the achievement of realistic goals. Success means having fun, which relates back to achieving our goals.
What do you hope to achieve as a team? An improved position over last season's results? A top ten finish at the Rolex regatta? Finishing all the races at a major championship, regardless of how tough the conditions are? Only you can determine what your goal is. It should be challenging enough that you have to work hard to achieve it, but not so out of sight that you get discouraged trying. For example, my goal may be to win the Intergalactic Yahoo Championship, but I know that to do this, we need to work on some aspects of our Yahoo sailing. I may feel weak in my starts - not aggressive enough pushing for front row. Well, one of my goals might be to use our Thursday night series to practice pushing the line. Maybe even push so hard to get called over early. Over a period of time, my starts will improve. Mini-goal achieved, on the way to the main goal.

Don't be afraid to take small steps towards achieving the larger goals. Don't be afraid to try new techniques in practice. Don't be afraid to ask questions, and research the answers. No one likes to fail, and successful small steps have a tendency to motivate us farther along.
Boat Preparation

It is not unusual for a single boat length to be the difference between a front row start and getting flushed out the back, or the difference between a third and sixth place finish. Boat preparation in the J-22 is essential to a successful program.

A clean deck layout makes sailing the boat a lot easier. Removing unnecessary parts, and excess line tails are just a few of the things that can be done. Checking the "fast" boats in the fleet to see how they are set up is a great starting point. You may choose to vary your layout based on personal preference.
The keel, rudder, and hull should be in very good shape. If the boat you are using has been optimized, a good cleaning job and perhaps a light wet sanding may be all you need. A smooth, fair bottom is key to good boat speed. If your boat needs work in this area, its time to schedule a team wet sanding day to get the craft in order. You must have a smooth hull, keel and rudder.
A careful check of all standing and running rigging should be done before you embark upon your program. Fixing broken things, seized up blocks, frayed lines may be a minor annoyance at the outset, but will save you tons of aggravation that can result when that fitting or line snaps in a race because it was a pain to deal with before the fact. Routine checks as the season rolls along are a great idea. One thing our team tries to do is to divide the boat into "zones". Zone 1 is the back end of the boat, the cockpit area. The helmsman and jib trimmer are responsible for checking gear here and maintaining it. Zone 2 is the middle of the boat, spinnaker sheets, launcher bag, turning blocks etc. It is the responsibility of the spinnaker trimmer/tactician. Zone 3 is the mast/bow area. Any hardware on the mast, spinnaker pole, pit area of the deck is the responsibility of the bowman. By using this, or a similar method, checking gear for wear and tear becomes simple and routine. There should be a plan for how to deal with major repairs and equipment purchases.
Mast position and shroud tensions are critical in tuning a J-22. Depending on what sails you are using, the rig will be adjusted to the tuning guide numbers of your sailmaker. Why is it important to consult the tuning guide of your sailmaker? Well, every sailmaker has designed different amounts of shape into their sails, and having your mast bend to accommodate the designed sail shape is imperative. Don't be afraid to ask your sailmaker to help you out in this area - remember, they are the experts on their sails! GET A TUNING GUIDE AND USE IT!!!!!! There is no reason to reinvent the wheel -lots of R&D have gone into these tuning guides, making them the perfect place to start.
When you get your boat set up to the baseline numbers in the tuning guide. You are ready to launch the boat and go sailing. It is important to check for several things before leaving the dock: wind speed, sea conditions, and tide times (if this is a factor in your area). These are important because they will help determine how much rig tension you will be putting on you shrouds.   With a J-22, we are limited to the use of three sails that need to cover a huge range of condition. We have to trick the jib into thinking that it is a light air sail in the light velocity, and sloppy stuff and make it act like a heavy air blade when it is blowing 18 knots requiring a flat and very twisted sail. The mainsail has to be deep enough for power, yet flat enough to avoid backwinding. The spinnaker has to act as both runner and reacher, and fly well in both very light and extreme conditions.
Rig tension helps us to trick the sails through this very wide range. A Loos Gauge tension meter size "B" is what is used to measure the tension numbers you will find in your tuning guide. Once your rig is tuned to the base/all-purpose setting, a chart can be made to keep track of how many turns on the uppers and lowers it takes to get to the next setting. Always try to return to your base numbers at the end of the day. This helps prevent confusion that may result from not remembering what you were at the last time you went sailing. Remember that you must also adjust the backstays. As you tighten the uppers and lowers, you must also tighten the backstays in order to be able to get adequate tensioning.
Reproducing Those Fast Settings
There are so many variables in sailboat racing, and many of them are related to the trim of the boat. Every line that can be adjusted, every shroud that can be turned, every lead that can be moved is a variable. That great feeling that comes from being "in the groove" and fast is a difficult thing to reproduce consistently. Very few people can find that sweet spot by the "seat of their pants" intuition. So what do the rest of us do? We MUST mark lines and adjusters. Marking the halyards allows us to know when the sail is up at max hoist. A number strip with reference points placed along side of the halyard cleat or exit allows us to adjust the tension of the halyard while giving us a base line to measure from. At the leeward mark, we can return to the settings we found fast on the previous beat provided the conditions have not changed. Marking outhaul lines, reef lines, topping lift and pole downhaul controls serves to simplify the process of reproducing our fast settings.
Reference charts for jib lead positions (relative to wind velocity) and for rig tensions are invaluable to the team, because if we can reproduce fast settings, we can focus our attention on the strategic and tactical side of the game.
How do we know if we are fast? Sailing against another boat that is fast helps to gauge where we are in terms of speed. Straight line tuning allows one boat to be a constant while the another boat makes adjustments to see if performance improves or worsens. This process takes a little bit of time, but the rewards are invaluable.

Sail Trim
Sail trim is critical to the consistent speed in a J-22. You don't need to be a brain surgeon, or a sail designer to trim sails for speed. What you do need is a working knowledge of what controls affect the shape of the sails and when to make the necessary changes to them. Use your tuning guide!
Mainsail
Since shroud tension and mast butt position are critical to mainsail shape, it is imperative that you set the rig up correctly according to your tuning guide. When the rig is right, the main is trimmed to balance the boat and keep it on its feet. Until the boat becomes overpowered, the boom is trimmed to centerline with the traveller above the center of the track. The sheet is trimmed to twist the top batten just slightly open, except in breezy conditions when you go to vang sheeting and trim fairly hard. As the boat becomes overpowered, the traveller moves down in increments alternating with pulling on some backstay. Remember that as you pull on backstay, you have to readjust your mainsheet tension. When you reach the point of no more traveller to drop (usually around 12-13 knots of breeze), it is time to vang sheet. Pulling the vang on hard allows you to ease the sheet out to depower in the puffs without losing leech tension. When you start to use backstay, start using the Cunningham to bring the draft of the main back forward to 45-50%.
Jib
The halyard tension is set in light air so that you see a few wrinkles in the luff, as the breeze in creases, so too should halyard tension. In hiking conditions, remove the wrinkles, and as you are really overpowered, pull it on very hard ,absolutely no sign of scallops should be evident. It is difficult to get it too tight in survival conditions. The lead should be set so that the luff breaks fairly evenly, with a bit of roundness in the foot for power through the chop. The sheet should be trimmed slightly inboard of the spreader, and then eased slightly as the breeze comes on. The rule of thumb is that the top batten should twist open slightly, the middle of the leech parallel the centerline of the boat, and the lower leech hooking in slightly. If you become overpowered in breezy conditions with the jib, move the lead back 1-2 inches and ease the sheet outboard of the spreader tip to twist the upper leech of the sail open and keep the boat in control.
Spinnaker
The spinnaker trims just like most other spinnakers. Sailing with even clews, with the pole brought aft as much as angle will allow, helps project more sail area and help those jibing angles. The pole is carried on the low ring in lighter air, moving it up to the upper ring as the breeze gets to about 10-12 knots.
Some Thoughts On Strategy
· Leave the dock EARLY!

· Check the wind and current on the way to the race course.

· Practice some tacks and jibes. Always set the spinnaker and jibe it. This prevents

· a bad set with lines led incorrectly or the chute hooked up wrong.

· Sail upwind to get headings, and note shift and puff patterns.

· Preset controls for the conditions and note where they are.

· Check the line, course, signals, recheck the line.
Start

· Start near the favored end - only one boat will get THE start so make sure you get a good

· one.

· Know where the line is - use line sights if possible.

· Be on time - there is no excuse for being late!!!!

· Get moving with at least 10 seconds to go.

· Make sure you have clear air.
Windward Leg

· Sail toward the favored side of the course. Lead to it if possible.

· Avoid lay lines!!!!!

· Play oscillations.

· Sail in clear air unless absolutely necessary.

· Think several moves ahead.

· Stay between competition and the mark.

· Factor in current set.

· HIKE HARD and keep the boat FLAT.
Downwind

· Sail up in lulls and down in the puffs.

· Stay in the most breeze.

· If someone attacks from behind, mirror their course.

· Work to establish inside position at the leeward mark.

· Play the waves. Work low when you can.

· Constantly adjust for maximum speed.

· When rounding leeward marks, close the door behind you as you round.
Last Windward Leg

· Stay between competition and the mark.

· Play conservative when ahead and cover/take more risk when behind.

· Protect favored side of the course.

· Determine favored end of the line and finish there.

· *KNOW POINTS/SCORES   
· *KNOW WHO THE COMPETITION IS

· ***** MOST OF ALL, HAVE FUN!

Insert any articles or tuning guides to complete the manual.
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