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Abbreviations used herein: 
UWRC    = 
Underwater Rugby Commission


P.O.O.C. =“Procedures and Obligations for the Organisation 

of Championships” see CMAS brochure

1. Introduction 

Organising a Continental/Zone or World Championship is a real challenge for any hosting federation. For almost all athletes your Championship will be the absolute highlight of his sporting career. Do your best and make everybody feel that you have done your utmost.

For the organising body this is the TOP action to be screened. The UWR World and many other persons will watch you closely to see how excellently your federation is going to perform this event. 

In the past always questions were raised concerning what has to be done  when and which forms and procedures have to be used/observed?

It is a matter of fact that many of the procedures were subject to changes and the organisers themselves do often not know exactly the latest validation dates. Sometimes it was simply not clear where the various procedures etc. had been stored?

This has been really something like to reinvent the wheel again and again for every event causing waste of time, unnecessary time delays and frustration. 

The Underwater Rugby Commission (UWRC) therefor felt it necessary to actively support the federations who are organising future CMAS tournaments by establishing this guide based on experiences gathered from former championships. 

It is the intention to maintain this guide updated. It should continue to be a real valuable tool containing not only latest procedures/forms but also showing what was good and should be maintained and what should be improved and how?

In connection with this guide it is necessary to also use the latest issue of the CMAS brochure “Procedures and Obligations for the Organisation of Championships” which also will be attached. Do not use older sources they might be obsolete.

First take the time and read this guide with consideration. Make people who will be involved in the organisation do the same and have a creative conversation on how to proceed? 

Start with the organising work at the earliest possible point of time!

In case you need more information/support please contact the Underwater Rugby Commission.

All the best for you the organisation and the performance of your tournament. 

Rolf Blumentritt

President UWR Commission CMAS

2. General Timing -Schedule 

· Between 3 to 2 years before the Championships, the first steps must be taken towards organising the tournament.  












(app. 2=>.1.9)
· Since you have been selected to host the next championship please start with establishing the Organisation Committee right now , you will need plenty of time.

 (chapter 3 below)
· The invitation together with the “Federations Declaration form” should be sent out 12 month (but not later than 7 months) before the Championship. 






(app. 3 and 4)
· The Schedule of Organisation must be sent out at least three months before the Championship. 















(app. 3=>7).

· For other obligations towards the CMAS and UWRC

 
(app 2=> 1.7/1.8 and app. 3=>7 ).

· You have to organise the draw of lots following the groupings to be established by the UWRC based also on the existing playing modus. All participating federations have to be informed as early as possible.







(app 3=> 6 and app. 6 ).
3. Establishing the Organising Committee

· Right after having been officially selected the Organising Committee should start with its first steps. The Organising Committee is a working body. The importance of the Organising Committee and its central position is shown on the flow chart





(app.1)

· The Organising Committee should at least consist of the following persons:

· Chairman

· Secretary

· Controller (finances) 

· 2-3 members.

·  Five to six active, working members are considered sufficient.  No seats should be given to honourable persons. The flow chart shows the different tasks to be handled. Locally some special tasks will have to be considered (e.g. security/safety). 

·  Members of the Organising Committee have to delegate work to additional persons. These persons preferably should work in small specialised teams. In total some 12 additional persons need to be involved in this early phase which is to start more than one year before the Championships.

· The International Referees will be invited by the Chief Referee of CMAS UWRC. He will inform the organiser immediately after the selection about budget travel cost for the referees to form part of the overall budget  and the enrolment/entry fees.

 (app. 3=>app.6)
·  Remember: During the tournament the cost for hotel food and transportation of the referees have to be taken by you!

















(app. 7)
Some practical hints: 

· In some countries the National Federation may get support or loss guarantees by the authorities. Do not miss your opportunities by being too late with your requests.

· Anything concerning the funding should be as transparent as possible.

· The Chairman must set achievable time-limits for carrying out the different tasks in co-operation with the persons/groups in charge. He should always check together with the persons responsible to make sure that no critical delays will happen.

· A written report from every meeting should be made and sent to all members of the Organising Committee and the National Federation. This report also must show deadlines to be achieved and persons responsible for it. 
All reports should be cumulative and refer always to the same headline items so nothing will get lost. Keep items already finished in the report to maintain it complete!

4. The work of the Organising Committee

· A financial plan showing block cost figures for all major expenditures must be set up as early as possible. 

· A financial contract between the Organising Club/Body and your federation should also be set up. 

· Strictly control your budget within given limits.

· Define/fix responsibilities of persons and groups, reach mutual agreement.

· In order to provide background information the following material should be given to and red by all members of the Organising Committee before the work starts: 

· this Practical Guide with all Appendixes 

· Report of the CMAS Delegate from the previous Championship

· Financial Report made from the previous Championship. Provide a copy for all members 

















(chapter 5.4.)
· The Organising Committee should have an initial meeting with following participants: 

· representatives from the organising club(s)
 

· President of the National Federation 

· Chairman of UWR in the National Federation.

· To also consider past experience at least one of the participants at the meeting should have been at the previous Continental or World Championship. The agenda for this initial meeting, right after the official selection by CMAS should include:

· Define contract details between the National Federation and the organising club(s).This should include:

a. Split responsibilities of the organising club(s)/federation e.g. to set up a budget and do the accounting, responsibilities to do all the technical planning, to look for sponsors following national and international agreements and arrange financial agreement. (who will collect the profits, who will bear the losses,?)
Remember: External budgets are already planned on a long term basis. So you must ask for financial support at a very early stage!

b. The responsibilities towards the National Federation; Insurance, CMAS expenses etc.

c. Budget - first stage showing planned block cost estimates, later showing all planned/actual cost details below the planned budget cost figures.

d. Swimming pool and alternatives as well as conference- and technical room facilities must be inspected.

e.   There will be about 300-400 people to be taken care of. The teams need rooms for their meetings. Especially consider the area necessary for the ceremonies!

f. Has the Organising Committee a written contract to rent the pool for the period of the Championship?

g.   Time for pool training must also be taken into account!

h.   Go through this practical guide with the Committee members.

i.   Identify the persons responsible for tasks listed on Flow Chart (FC).

j.   Make a timing schedule for the Championship. 

k.   Following meetings should be given time and room right before the tournament:

·   CMAS UWRC meeting (chaired by president UWRC)

·   Team Leader meeting (chaired by organiser)

·   Referee Meeting (chaired by CMAS Chief Referee) 

·   Feed-back meeting immediately after the end of the tournament (chaired by president UWRC)

·   Materials to be distributed to the teams, the public and the media before during after the tournament.

·   Identify person for contacts to CMAS UWRC

·   Invitations to VIP's and to the President CMAS, President UWRC, Chief Referee CMAS UWRC

5. Time -Event –Flow Chart explanations
It shows responsibilities and activities concerning the organisation of CMAS tournaments 

























(app. 1)

Each “box” of the Flow Chart (FC) carries a number. It is described in the text below and divided into the following sections:

5.1 Actions on long term basis

· The initial meeting as described in chapter 4. 














(FC 3/4/5/6)

· Swimming pool check as described in chapter 4.3








(FC 19 and app 3=>6)

· Financial matters as described in chapter 4.3 
















(FC 11)

· Invitations 


















(app.3 =>6)
· Contracts with TV and other media companies 
















(FC 10)

· Sponsors contracts 

















(FC 34)

· Local Tourist Board 

















(FC 36)

· Local event calendar 

















(FC 36) 

· Prepare Internet information

· Priority must be given to cost control and to early contacts with potential sponsors.

· Ceremonies should be planned. The CMAS medals and diplomas are exclusively for Continental and World Championships. CMAS UWRC is providing the medals to the organiser. All other items, e.g. Trophies, awards are not allowed to be given at the closing ceremony only at the banquet.

















(FC 16)
· Diplomas have to be ordered with CMAS by the Organiser as soon as the organiser knows the (approximate) total number of participating athletes. 

· The program for Championship must be planned. It should include: time schedule, playing schedule, welcome and greetings, meetings, inauguration and closing party. 


























(FC 13)

· Planning of special-shirts, emblems and posters















(FC 40)

· Insurance must be arranged Usually the National Federation has an insurance covering championships. What will happen if a player is severely handicapped because of safety lack in the pool? The insurance should cover personal injuries (discuss with the insurance company the local interpretation of the Participants Declaration Form medical treatment and all necessary equipment). 










(FC 39and app.13)

· What happens if the video camera or the paging system brakes down? Do you have stand by equipment? 



















(FC 20)
· A safety/security plan should be established for the championship. A person must be appointed responsible for medical care, safety and security. 











(FC 28)

· A medical doctor must be available during the entire championship. 







(FC 29)

· Amenities must be planned (FC 8). Look for price alternatives for lodging




(FC 12) Persons should be appointed responsible for transport (FC15), food services at the swimming pool (FC 14) the banquet (FC13)the Local Tourist Board (FC 13) and the lodging  (FC 12).
Instead of real money substitute money could be used by referees and other officials for services in the swimming pool restaurant/cafeteria. That worked well before.

· Transport from airport/harbour/railway station to the hotels and from the hotels to swimming pool must be planned (FC 15) 

5.2. Actions starting four months before the championship 

· The Entry Forms have arrived and the Organising Committee (FC 6). knows how many teams will participate and which boarding and transport services have to be arranged.

· The Draw must be performed based on the teams in the different groups decided by the UWRC. 

· The Schedule of Organisation must be drawn up: 














(app 3=>7)

· Equipment for the championship is checked (FC 30). CMAS Standard Signal Equipment is mandatory, and can be borrowed at no cost. –Please contact the UWRC. For other pieces of equipment 












(app. 7 and 8).

· There should be at least 3 new men's and 3 new ladies balls available in Black/white and also in red for the tournament. The balls must be tested according to the rules for circumference and negative buoyancy.

· There must be sufficient time for planning video filming (FC 27). It is recommended to make use of remote-controlled UW-camera equipment displayed on a large external screen. There are some existing systems that can possibly be borrowed from other federations. At present Swedish and the Czech federations have such equipment-. You have also to decide on who will run video copies from the games to be given to the teams?

· It is highly recommended to make professional photos from all the teams before the tournament. Preferably directly after the opening ceremony.

· Again contact press and television.  Hand over Schedule of Organisation. 

A Championship is an excellent opportunity to get UVVR promoted.

· Planning of the Control Desk must start now (FC 23).  How many people are needed for the different functions? Also consider shift work for the control desk teams! You also need a person who is in charge of the signal equipment and of the paging system. 

· One person is needed to handle-the result service to the computer station. Print out results immediately and deliver them to the mailboxes of the teams.

· Every team and also the referees need special mail boxes /pigeon holes. During the tournament there is much information to be distributed.

· Provide for sufficient wireless intercom systems to have close contact to special persons inside and outside the Organisation Committee.

· Check the paging system. Many of those systems in the pool areas are not in use every day but they have to operate during the tournament continuously. Ensure to have a stand by system on hand. Have you ever checked the paging system when many people are in the pool area? You must ensure that the messages can be clearly understood also in the remotest corners!

· There must be persons responsible for transmitting news through the paging system! Such as results, team members, referees in charge, general information for the public etc. This cannot be done by only one person during the entire tournament from morning to night.

·  The Tournament Manager (FC 9) must be appointed. He/she has to be provided all the details. The Tournament Manager is the co-ordinator for all matters during the championship.

· When it comes to music an important thing to consider is that each National Anthem must be available on a separate disc or cassette. After each game the National Anthem of the winning team must be played. The game result may change in the very last seconds. This gives you only a few seconds to choose the right disk/ cassette. During the opening and closing ceremony usually marches are played. But you can use any music as long it is sufficient, good and rousing to make everybody feel happy.

· Planning of the ceremonies must start (FC 16). Remember that a good start is half the victory. 









(app. 3=>18. and app. 2 chap. 3).

· Prepare name boards for the teams to march in/out and make use of these boards placed in the control board area during the games to inform the spectators about who is playing on which side of the pool.

· Make sure that you have sufficient flags in the right dimensions available for inside and outside decoration. Don’t wait for the teams to bring the flags. CMAS flags are also needed -contact CMAS H.Q.

· Various transport services for the teams, your own staff, compressed air bottles have to be planned! (FC 15). 

· The staff personnel must be easily recognised from distance (FC 21). This can be achieved by them wearing especially coloured T-shirts. 

· Locker rooms have to be clearly marked (FC 19) with the names of the nations. 

· Marking of the result board and the playing area is also important. Spectators must be kept out of playing area, exchange area and referees area. Plan barriers. 

· It is absolutely mandatory to have sufficient well informed people assigned for all kinds of interviews/information which will be asked for during the tournament by the press, the visitors etc. You cannot plan for all those requests which will arise on the spot. 

5.3. Actions immediately before and during the championship 

One week before the championship you should go through the Flow Chart using the following checklist to ensure that everything is under control:

· Are there people assigned to all the functions on the Flow Chart?

· Do you know when all the teams arrive and where? Who will meet them? 
How will they get to the hotel and swimming pool?

· Where is the registration desk? Which information do you want to hand out?
At least the following must be handed out:

· time and location of the team leader meeting 

· training schedule

· info about food services, the hotel and restaurants.

· Are the conference rooms properly prepared? Have you personally seen the rooms? Make signs! Are there sufficient seats for all participants? Is a board to write on available? 

· Have you assigned a chairman for the team leader meeting? Is the agenda ready -also in English/ Spanish? How about a secretary?

· Have you really checked on site the good functioning of all equipment necessary to run the tournament?

· The following sequence of meetings should be maintained:

· General Meeting of CMAS UWRC (app. 4 hours)

· team leader meeting (app. 2 hours)

· Referee meeting (app. 2 hours)

· Feed back meeting (app. ½ hour)

· In the referee meeting the CMAS Chief Referee explains the roster for referees and on other items of interest. He chairs the meeting.

· The agenda for the team leader meeting should include at least the following:

· introduction of key personnel in charge.

·  info about the opening ceremony; who will go first, flags, signs etc.

· training times in the pool, training in the gymnastic hall (if any), warm- up training before the games 

· use of pool during the match, warming up, spectator area and special restrictions. 

· procedures before match and after. Playing of the anthems 

· opening and prize giving ceremonies, banquet

· opening hours of the swimming pool

· tournament jury and protests 













(app. 3=>11) 

· food service and administration 

· checking of the papers; licences and declaration forms

· proper clothing of the teams

· rule questions

· event appraisal form -must be explained and handed out-. 











(app. 11)

· Is everything under control concerning the opening ceremony, the march-in sequence, the signs, the music, the speeches, the photographers? You should not leave anything open uncontrolled!

· Media: Who is coming and when. Who of your staff will meet with these people? These people need room and special installation for telephone, fax, computer and E-mail.

· Briefing of all the staff personnel should be planned for the day when work in the pool area begins. This is a meeting where everybody will be explained (again?) his/hers tasks during the tournament in detail and the work that has to be done in the swimming pool area.

· Allow at least one entire day for installing/placing/arranging equipment and decoration!

· Arrange for test runs for almost any item. Nothing can be considered done!

· The persons responsible for different areas: food, transport, secretariat, press, equipment, video, safety/security must now brief their crews about the tasks to be performed. Have them personally make detailed checks on every item.

· Make a checklist for borrowed equipment! 

· Organise printing services to have the names of all athletes printed on the CMAS diplomas

· Make sure that there is a good printer available in the office which should be close to the pool area you will need it for many -also unexpected- services.

5.4. Actions after the Championship

· The CMAS delegate will have to fill in a report from the championship. 






To do this she/he needs the final result list 










(app 2, enclosure 9).
· Final results of the games (brochure) should be prepared and delivered to all teams and CMAS officials at the Closing Party!

· The press and other media must get as soon as possible final info of the event together with pictures of professional quality to be published!

· Make sure that the latest information as well as the final results together with the names of the teams and the athletes will be put into the internet immediately after the final game!

· Prepare written reports with pictures for magazines etc!

· Return borrowed equipment!

· Prepare an actual status-report from after the event showing the actual block-cost and send it to the UWRC for distribution to the federations that participated and for updating historical data of this guide!
















(app. 12)

· Ask all the participants to turn in their appraisal of the tournament! 








(app. 11)

· Make a consolidated report of the event and send it together with filled in appraisal forms attached to UWRC!

· Send “Thank You” -letters with special photos of the event (teams, referees, officials etc.) to the people/teams affected and to all sponsors, officials and persons who helped to make this event a success!

· Make a brochure with best photos of the championship and send 2 exemplars of it to the UWRC (one out of the two will be made available to CMAS)!
� EMBED MSPhotoEd.3  ���
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