Host unit selection process
Under the procedures outlined in the  National Skirmish Manual the Registration Staff will check off membership numbers from a master list as the members arrive to obtain their vehicle passes. If there are multiple members in the vehicle, all members must show a current membership card and their number will simply be checked off the master list. This gives us the capability of knowing the number of members from each unit who attended a national.  Member names are not a concern. A total number of members for each unit is the only concern for this process.

I don’t believe we should concern ourselves with members who do not actively compete. If they are members who attend national skirmishes they will probably have a desire to help their team mates out doing something. The process of selection only uses members who attend National Skirmishes.  Even if it is for moral support it helps. It would have to be a member who attends national skirmishes to be in the count anyway. I believe the number of these members who would not want to do anything would be small enough that it would simply cause us more work and not affect the big picture at all.

 We should give some leeway to the number required because there are issues that can happen that would affect the attendance. We cannot expect the average number to show up every time. There are highs and lows to create an average. We have established a number on the low side as our benchmark. This will not only be fair but will give us a more realistic expectation of the number that will actually attend.

Some units have multiple members from one family. This family could have a death, wedding, graduation, financial issues, home disaster or a multitude of other issues that would drastically affect the attendance at a national. This could just as easily happen to a host unit as well as a participating unit. These issues do not follow a set schedule and have to be considered when looking at a violation.

 Due to the reasons listed above we should act on every violation on an individual basis. We cannot simply say that a set number will cause a serious violation. It can initially cause the violation but there needs to be a process to prevent the violation and a review process with recommendations to the BOD after a violation.  A permanent committee to act as a peer review board to review each situation and report the findings with their recommendation to the BOD has been put in place. This peer review board is comprised of veteran members who do not have any function with the BOD other than this peer review. There is 1 member from each Region on this review board. The Program Chairman acts as the chair but will only poll the members and report the results to the BOD. The Program Chair acts as a non voting chair. This review board will only act on an issue after the Skirmish Director has made a formal complaint pertaining to a situation to the Program Chair. The Program Chair will then listen to the Directors complaint, contact the unit about the complaint, poll the review board and finally give the recommendation to the BOD.
 Any unit can supply non – member personnel for staffing to obtain the required number. We need to give each unit the opportunity to reach their required number. We don’t want to penalize the people who did show up from the unit unless we have to. There are jobs that these people cannot perform but there are plenty of jobs they can do. If a situation occurs far enough in advance this will also pressure the unit itself to line up non – member help to replace the member who cannot attend. This will help the skirmish director when scheduling needs to be changed by moving members to member only jobs. If the situation occurs late the skirmish director will just have to deal with it but we cannot turn down a worker who is willing to work.

By using this method we should have a much more accurate idea of the actual participation a unit will and should have while hosting a national skirmish. This will make scheduling easier and surprises with staffing should occur much less.

The N-SSA expects at least 85% of the average member attendance to host a national. This average should always contain numbers from the previous 4 nationals. But keep in mind we are setting staffs 2 years in advance so situations with membership can still happen and have to be dealt with. 

If a unit knows in advance that they will not meet the required number for any reason they must be required to notify the skirmish director in writing that there is a problem. They should then be informed that they can supply non – members to fill slots of members not attending. At this time the number required can also be adjusted if the situation is due to membership decline. We do not want to violate a unit that has a legitimate issue and is notifying us of the issue. If the skirmish director decides that there is not a legitimate issue the peer review board should be notified so they do not find out after the fact. We need to deal with the problem as soon as possible. 

 Method of Selection

· Average number of members who attended the 4 previous nationals

· Subtract 15% from that number (round up from .5)

· This gives us a true indication of participation required

· The member or non – member fill in must perform duties that meet the requirements tasked by the Skirmish Director to count towards the overall count. Any process of review will need to be  initiated by a recommendation from the Skirmish Director. There cannot be a number of hours or days worked as a guideline due to individual situations. The Skirmish Director will have to determine if the work performed is satisfactory for the situation.

· All staffs should contain at least 1 unit that is familiar with artillery functions.

· All staffs that have a primary base of outer region units should contain enough local region staffing to perform logistical work and eliminate the need for outer region staffing to be on site for the entire duration. This is not to say the local unit can perform logistical work and then leave. This is to help with the situation of outer region unit members not being able to be on site for a week and a half.

Final Calculation

· Minimum number of total staff target ( 150 )

Unit Participation

· Average number of members attending previous 4 nationals

· Subtract 15%

· This give us the total number of members the unit is required to provide

The total number required to host will then be used by taking the number of members a unit is to provide and adding units to the staff until the staff is full. This number will be used with the need for local units as well as the need for an artillery unit on the staff in mind. Using all these needs the target number will be reached while staying as close to it as possible. This should make a national staff much more efficient due to the staff will be coming out of a pool of people who should attend the skirmish.

 Any unit deemed to be in violation after the review process and BOD review and decision to penalize be tasked with the following.

· The same minimum number required to host be used

· That number of members or non – members be required to attend the work weekend prior to the next national. Their duties will be determined by the skirmish director and the property manager.

· They can be tasked with logistic duties

· They can be tasked to help any staff that the skirmish director feels needs help

· They can perform property work such as clean up or weed trimming

· They can be tasked with any work the property manager needs staff for to get the property ready for the national or items on the to do list for work skirmishes

Failure to comply with these tasks will result in further action from the BOD. This will be the decision of the BOD but should be harsh enough to get the point across. This could be something such as 1 year probation which includes no participation at the next 2 national skirmishes. This could be for all members of the unit who did not participate with hosting duties. The members of the unit who did participate will still be on a probationary unit that cannot compete but they should be able to attend and farm off on other units.

