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Value of State Athletic Events

● 30+ Athletic Championships per year hosted by the 
SDHSAA

● Over 50,000 student-athletes
● Without staffing, event quality and experience 

suffers - for athletes and fans. 
● We want to create memorable experiences for 

student-athletes and spectators.  In order to do 
that we need 1000+ workers annually and most are 
volunteers



Changing Landscape 

● National volunteerism is down 17% since 
2020 post-COVID

● Burnout among long-time volunteers
● Generational shift - fewer people willing 

to”give time” for free
● Short notice or lack of communication
● Fewer people willing to “work for free”
● Weekday events are harder to staff
● Lack of training or clear expectations
● No Perks or Recognition for helping



Effective Strategies for Recruitment

● Start Early - Planning ahead
○ Start Outreach 3-4 months before the event
○ Use past volunteer lists, school staffs, retired 

coaches, officials and Athletic Directors
○ Local civic organizations; Lions, Rotary, VFW, 
○ Parents of former athletes
○ Local College Students
○ Retired Teachers
○ Businesses offering employee volunteer days



Unique South Dakota Factors

● Rural geography = Long travel distance
● Weather unpredictability
● Lack of facilities/towns as events grow in size



Who we use in South Dakota

● Local Hosts (Tournament Directors)- Depending on 
the site (Athletic Directors)

● Hired Tournament Leads – Local experts who run 
other large events that will run our event. They 
receive the Management fee to run the event

● Volunteers
● Coaches/Retired
● Officials/Retired
● Colleges - SDSU, USD, etc.
● SD Army National Guard
● Local School personnel/Students/Teams/Clubs 

(Programs/Tickets/Hurdle Crew/Wrestling Set-
up/Tappers)



Make it Attractive

● Incentives & Recognition
○ Shirts, hats, clothing, meals, money donated to 

school clubs
○ Public recognition via PA, social media, 

programs
○ Provide access to prime viewing areas, passes 

to events
○ Offer meaningful roles with descriptions
○ Let people request jobs that best suit their 

skills/interests



Clear Communication

● How you “Ask” Matters (Building Relationships)
○ Use multiple channels: emails, social media, 

website, personal phone call, meet face to face
○ Include details: what, when, how long
○ Send confirmation emails, reminders, thank-

you notes



Event Operations Manuals

● Examples
○ Management Fee
○ Rental/Fee Schedule
○ State Football Operations Manual (USD)
○ State Golf Host Information/Instructions (Local 

Schools District)
○ State Track (Our Office)











































Track
1. We send out emails for Volunteers in late March and returned the first week of April.
  1. The initial email is sent to all school AD’s and Superintendents that have track 
 programs.  In the email we ask each school to provide at least one worker for 
 each day of the state track meet.  The schools must provide one worker for all 
 three days.  
 2. We also personally send a email to all workers who worked last years state 

track meet to see if they are interested in working again this year.
 3. Included in the email is a link for a google form to sign up and a job description 
 of the different areas we need help.  The google form asked for the following 

items
  a. Name (First, Last)
  b. School
  c. Email
  d. Cell Phone
  e. 1st choice to work
  f. 2nd choice to work
  g.  What days can you work
 



Track
• Areas to be filled
 - All Field Events (measuring, marking, shagging, raking)
 - Rover
 - Parking Lot
 - Warm-up Area
 - Elevator
 - Water
 - Blocks/Hurdles
 - Finish line
 - Curves
 - etc.
 



Track
1. I continue to work with my assistant to lock in all the workers for the event.
2. We send out emails to those schools that have not responded and to all the schools letting them know we still have 

openings if they have more than one that would like to work
3. When we are two weeks out from the state event we send out the master worker list to all those involved.  We then 

send out a final worker list one week out. 
  Both emails we include the following:
  * Full list of the Worker Assignments (Link)
  * Asking them to report 30 minutes prior to the scheduled start time.
  * Thanking them again for their time and commitment to the students of South 
  Dakota
4. The Link includes:
  * Meet Schedule
  * Field Event Worker Assignments (For each day)
  * Meet Officials 
  * Umpire Assignments
  * Meet Worker Assignments
  * Job Descriptions
  * Parking Map and Pass
  * Entrance Map
  * Volunteer Worker Hat pickup/check-in Procedure
  * Meal Information
  * Emergency Information





























Worker Rentention
Retention & Creating Culture
 * Build Pride in being part of a championship event
 * Offer small leadership roles (Leads in specific areas)
 * Recognize years of service
 * Build Relationships
Follow-up
 * Post-event thank-you message
 * Post-event review/ideas from volunteers and other on ways to improve
 * Highlight great volunteers (personally, social media)
 * Stay in contact throughout the year – not just during crunch time.
Build Volunteer Ladder
 * Start with small asks, then grow their reasonability year to year 



Questions



The future of our state events depends on what we do now. 
Volunteers aren't just helpers — they're the heart of our 

championships. Together with a clear plan, open 
communication, and a renewed focus on relationships. Our 

student-athletes deserve our very best — and it starts with us.

Thank You
Randy Soma

SDHSAA Assistant Executive Director
randy.soma@sdhsaa.com

605-224-9261


