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Throughout this document, the Coordinator of Teams and Players will be referred to 

as the Teams Coordinator, and the Teams and Players Committee will be referred to 

as the Teams Committee. 
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1.0 Organization and Approval of Teams and Team Rosters in N3 
 

1.1 Guided by the specific Procedures and Timelines for Developing and Approving N3 

Teams, Team Rosters, Division Alignment, and Game Schedules Each Season, the 

Division 3 Neighborhood League (N3) Teams Committee, which consists of the N3 Teams 

Coordinator, the Board Commissioner, and the Board Vice Commissioner, is responsible for 

working collaboratively with team managers as they organize their teams, identify players, 

and comply with league policies and rules regarding team composition.  The N3 Teams 

Coordinator is the chairman of the N3 Teams Committee. 

 

1.2     In order for a player to participate in an N3 season, he must have completed the Villages’ 

three-step softball evaluation process, and he must submit a completed N3 Player 

Application/Release Agreement for the season in which he wishes to play.  The application 

must be filled out in its entirety, to include whether or not he is able and committed to play at 

least 50% of a team’s games that season. 

 
1.3 In order for a team to participate in an N3 season, its manager must submit to the Teams 

Coordinator a completed Team Application Packet for the Next N3 Season, including both a 

Team Summary Form and N3 Player Application/Release Agreements for all roster players, 

no later than six weeks prior to the first games of the new season.  At least 12 of the players 

on the team’s roster must have indicated on their applications for the season that they are 

committed to play at least 50% of the team’s games that season.  Additionally, every team 

must provide at least two players willing to umpire, and players need to be prepared to pay a 

fee to purchase bats and other equipment/supplies needed to run the league.  

 

1.4 No later than five weeks prior to the first scheduled games of a new season, the N3 Teams  

Committee will recommend the season’s N3 teams and team rosters to the N3 Board for its 

approval.  The N3 Board will approve the new season’s teams and team rosters no later than 

four weeks prior to the first scheduled games of the new season. 

 

1.5 Because N3 emphasizes “the neighborhood concept,” teams are organized either as “stand-

alone Village teams” (if a Village has at least 12 resident or grandfathered players on the 

team) or as “merged Village teams” (if it is necessary to combine two or more Village teams 

in order for the team to have at least 12 resident or grandfathered players). 

 

1.6 For the betterment of the entire N3 league, and to ensure that all teams have strong rosters 

that minimize the need for subs and avoid forfeits, the Board has the authority to refuse team 

roster submissions and require that teams be merged for the next season.  The following 

policies guide team mergers: 

 

1.6.1 The maximum number of Villages that can merge into a single team is three. 

 

1.6.2 In addition, team mergers require at least three resident players from each of the 

merging Villages who are committed to play at least 50% of the merged team’s games 

during the new season. 

 

1.6.3 If an existing merged team must be disbanded because one of the merged teams has 

fewer than three resident players who are committed to play at least 50% of the merged 

team’s games, the affected players can remain on the merged team as “grandfathered 
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players” (subject to the limitation that no team can have more than 4 “grandfathered” 

players during a season). 

 

1.7 As the manager of either a “stand-alone Village team” or a “merged Village team” develops 

his team roster, the core players on that roster shall be resident Division 3 players who 

reside in the “stand-alone Village” or “merged Villages” and who have signed up to play on 

his team for at least 50% of the team’s games that season.  The manager may also include: 

(1) other resident Division 3 players who cannot commit to play 50% of the team’s games 

(2) players who have been “grandfathered” on his team 

(3) Division 4 players who are qualified to “play up” on an N3 team and whom the 

manager wants on his team. 

 

1.7.1 To be approved as an N3 team, a proposed team must meet the following four 

requirements: 

 
(1)  There must be at least 12 resident or “grandfathered” players on the team’s roster 

(2)  There cannot be more than four “grandfathered” players on the team’s roster 

(3)  Any Division 4 players included on the team’s roster must have met all the 

requirements for “playing up” in N3 on that particular team (See these 

requirements in Section 3.0:  Division Level Crossover Play)  

(4) At least 12 of the resident or “grandfathered” players on the team’s roster must have 

committed on their N3 Player Application/Release Agreements for that season that 

they will play at least 50% of the team’s games during the season. 

 

1.7.2 The following specific policies relate to resident Division 3 players on a team: 

 

(1) If a team has fewer than 14 resident Division 3 players and additional Division 3 

players who reside in the team’s “stand-alone” or “merged” Villages have signed 

up to play in N3, the team manager must select enough of these additional resident 

players to bring his team roster to a total of at least 14 resident Division 3 players. 

 

(2) Resident Division 3 players who change their primary resident Village have four 

options: 

 

1. They can remain with their current team as “grandfathered players” 

(subject to the limitation that no team can have more than 4 

“grandfathered” players during a season) 

2. they can apply to play for the N3 team that represents their new resident 

Village if the Village has an N3 team 

3. they can choose to play as an N3 Sub-Only Player 

4. they can choose to enter the N3 lottery system, if their new resident Village 

does not have an N3 team, or if such team has 14 or more Division 3 

resident players 

 

1.7.3  The following specific policies relate to “grandfathered players” on a team: 

 

(1) A team may have no more than 4 “grandfathered players.” 

 

(2) A player who is “grandfathered” on an existing team can remain on that team 

indefinitely (including during seasons when the team on which he is 
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“grandfathered” chooses not to field a team, or the player is seasonal or injured and 

does not play in N3) until one of following occurs: 

•    The player is asked by the team’s manager to leave the team because it now has 

too many resident Division 3 players to accommodate the “grandfathered” non-

resident player. 

 

•    Or the player decides of his own volition to leave the team in order to do one of 

the following: 

 

---  He decides to play as a “resident player” on the N3 team that represents his  

resident Village (or “merged” Villages) 

---  He decides to enter the N3 Lottery System and play as a lottery player, if 

his resident Village does not have an N3 team 

---  He decides to play as an N3 Sub-Only Player 

---  He decides to play up as a roster player or sub in any Division 1 or 2 

League. 

 

(3) “Grandfathered” players who change their primary resident Village have four 

options: 

1. They can remain with their current team as “grandfathered players” (subject 

to the limitation that no team can have more than 4 “grandfathered” players 

during a season) 

2. They can apply to play for the N3 team that represents their new resident 

Village if the Village has an N3 team 

3. They can choose to play as an N3 Sub-Only Player 

4. They can choose to enter the N3 lottery system if their new resident Village 

does not have a N3 team, or if such team has 14 or more Division 3 resident 

players. 

 

(4) Once a “grandfathered” player leaves a team, his “grandfather” status ends. 

 

1.7.4 For specific policies related to Division 4 players who are qualified to “play up” on 

an N3 team, see Section 3.0:  Division Level Crossover Play.    

 

1.8 Team managers need to be alert to the following additional policies when organizing an N3 

team: 

 

1.8.1 At any time, a manager can ask any player on his roster who does not regularly play in 

Rec 3 as a roster player or as a sub to be re-evaluated in order to ensure his ability and 

his safety when playing N3 ball. 

 

1.8.2 Beyond the policies described above, there is no limit on the number of players a team 

manager can carry on his approved N3 team roster. 

 

(1) He can add to his team roster additional Division 3 or qualified Division 4 players 

who reside in his team’s Village (or “merged” Villages). 

 

(2) Working with the Teams Coordinator, a team manager can request that one N3 

lottery player be assigned randomly to his team for the season by means of the N3 
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Lottery System.  This assignment can be requested before a season begins or 

during a season, but only one lottery player can be assigned to a team each season.  

The N3 Teams Committee, at their judgment, may increase the number of lottery 

players a team gets above one if in their judgment it is in the best interest of N3. 

This lottery player does not count toward the minimum 12 roster players that a 

manager must include on his roster, nor does the lottery player count among the 

minimum 12 roster players who must have committed to play at least 50% of the 

team’s games that season.  

At the end of the season, only the first lottery player assigned to a team can remain 

on his assigned team as a “grandfathered player” (subject to the limitation that no 

team can have more than 4 “grandfathered” players during a season) or he can 

return to the N3 Lottery System for the next season. Any additional assigned 

Lottery players must be returned to the N3 Lottery System for the next season. 

 

1.8.3 It is incumbent upon the manager to have enough roster players committed to play at 

least 50% of a team’s games during a season that the team will not require multiple 

subs each week or forfeit games on a recurring basis.   Keeping track of individual 

player attendance will not be a responsibility of the N3 Board.  Rather, this is strictly a 

team manager’s responsibility. 

 

1.8.4 For the betterment of the league, the Board will monitor and record the number of team 

forfeits and subs needed by each team each week.  At its discretion, the Board, or its 

Teams Committee or Teams Coordinator will consult with managers of teams that do 

not seem to be adequately rostered, and it will recommend or require actions like 

mergers that will remedy the lack of a strong roster. 

 

1.8.5 To accommodate the reduced number of players participating during the summer 

seasons, the Board reserves the right to waive normal team rostering and lottery player 

rules as described in the above sections 1.6 through 1.8, if in the best interest of the 

league to establish required teams.  

   

1.9 Prior to the start of each season, a team manager must identify both the roster player who will 

be the team’s Designated Pitcher that season and any other roster players who are Certified 

N3 Pitchers. 

 

1.9.1  To be a team’s Designated Pitcher for a season, a player must first be a Certified N3 

Pitcher by satisfying at least one of the following conditions: 

 

(1) Be an experienced Rec 3 or N3 pitcher 

 

(2) Be a Certified Rec 3 Pitcher 

 

(See the Division 3/Rec 3 Rules and Regulations for a description of the procedures 

used in Rec 3 to “certify” pitchers.  A player who wants to become a Certified Rec 

3 Pitcher should contact the Division 3 Board Commissioner.) 

 

(3) Be a Certified N3 Pitcher 
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(N3 has specific Procedures for Certifying Pitchers in N3.  A player who wants 

to become a Certified N3 Pitcher should contact the N3 Teams Coordinator) 

 

1.9.2 At any time prior to or during an N3 game, a team manager can replace the team’s   

Designated Pitcher with another roster player who is a Certified N3 Pitcher. 

 

1.9.3 A manager cannot get a sub pitcher for a game if the team’s Designated Pitcher is in 

the lineup for that game. 

 

1.9.4 If a team does not have a Designated Pitcher or if its Designated Pitcher leaves the 

team, the team manager can ask the N3 Teams Coordinator to identify a Certified N3 

Pitcher who is also an N3 Lottery Player and who can be randomly assigned by means 

of the N3 Lottery System to serve as the team’s Designated Pitcher for the rest of the 

season. 

 

1.9.5 If there are no Certified N3 Pitchers in the N3 Lottery System, the manager must 

request a sub pitcher each game until a Certified N3 Pitcher enters the N3 Lottery 

System and can be randomly assigned to the team.  If there are not enough qualified 

pitchers to meet sub pitcher needs each week, the N3 Teams Coordinator can modify 

the N3 Lottery System procedures to meet these sub pitcher needs each week. 

 

1.10 Prior to the start of each season, a team manager must identify at least two players on the 

team’s roster who will serve as volunteer umpires on the season’s N3 Umpire Crew.  Failure 

to identify at least two umpires will disqualify the team from participating in the league that 

season. 

 

1.11 Prior to the start of each season, a team manager is encouraged to identify a fellow team 

member who will serve as the team’s Assistant Manager and assume the team’s managerial 

responsibilities in the manager’s absence. 

 

 

2.0 Requirements and Assignment of Players in N3 
 

2.1 All players who want to play in N3 must have completed The Villages’ three-step softball 

evaluation process. 

2.1.1 If a player has not played Villages softball in 3 calendar years, they must attend a Re-

Evaluation before they can register to play again.  

   

2.2 In addition, all players who want to play in N3 must submit a completed N3 Player 

Application/Release Agreement prior to participating in the season in which they wish to 

play.  The application provides both the N3 Teams Committee and the player’s possible 

manager with personal contact information, emergency contact information, and detailed 

information about the player’s expected softball activity during the coming season.  

Specifically, the application requires the player to indicate: 

 

2.2.1 Whether he intends to play in Rec 3, Rec 4, or neither of these Rec leagues 

 

2.2.2 How he wants to be involved as a player in N3 during the coming season, given four 

mutually exclusive options: 
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(1) Play for his current “stand-alone” or “merged” Village team as a resident of the 

Village or merged Villages represented by that team 

(2) Continue to play as a “grandfathered player” on the specific Village team on which 

he is “grandfathered”  

(3) Be an N3 Lottery Player and be randomly assigned to a Village team through the 

N3 Lottery System 

(4) Play as an N3 Sub-Only Player during the coming season. 

 

2.2.3 Whether he will be a Certified N3 Pitcher next season 

 

2.2.4 Whether he is able and committed to play at least 50% of his team’s games that season 

 

2.2.5 Whether he is interested in serving as an N3 Team Manager in the future and/or a 

volunteer N3 Umpire during the coming season 

 

The N3 Player Application/Release Agreement also requires the player to sign off on his 

commitment “to play by The Villages’ code of conduct” and his acceptance of the Rec 

Department’s “Unconditional and Full General Release Agreement.” 

 

2.3 Consistent with the policies described in both Sections 1.0 and 2.0 of this document and with 

the procedures and timelines described in the related document entitled Procedures and 

Timelines for Developing and Approving N3 Teams, Team Rosters, Division Alignment, 
and Game Schedules Each Season, the N3 Teams Committee works collaboratively with 

team managers as they collect player applications and use them to organize teams and 

develop team rosters. 

 

2.4 The following guidelines apply as players are rostered on specific teams: 

 

2.4.1 To the extent possible and with the approval of team managers, the preference 

identified on a player’s N3 Player Application/Release Agreement guides how he will 

be involved in N3 during the coming season. 

 

2.4.2 If a player resides in a village that has a “stand-alone” or “merged” Village team, he 

will be encouraged to play for that team, but he will not be required to do so.  

Alternatively, he can decide to play as an N3 Sub-Only Player, or if his “stand-alone” 

or “merged” Village team has 14 or more Division 3 resident players, he can play as an 

N3 Lottery Player. 

 

2.4.3 If a player is “grandfathered” on a specific N3 team “as a non-resident player,” he can 

continue to play as a “grandfathered” player on that team subject to the provisions in 

Section 1.7.3 above. 

 

2.4.4 If a player resides in a Village that does not have an N3 team, the player has three 

options in the coming season: 

 

1. He can see if there are enough other qualified players in his Village to create a new N3 

“stand-alone” or “merged” Village team.. 
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2. He can decide to be an N3 Lottery Player and allow the N3 Lottery System to 

randomly assign him to an existing N3 team that needs additional players for the 

coming season. 

3. He can decide to play as an N3 Sub-Only Player. 

 

 

2.4.5 At any time during a season, an N3 Sub-Only Player can notify the N3 Teams 

Coordinator that he would like to change his status and become an N3 Lottery Player 

for the rest of the season.  If he is subsequently assigned to a team, he must remain with 

that team for the rest of the season. 

 

 

3.0 Division Level Crossover Play 
 

3.1 A Division 4 player can apply to “play up” in N3 under the following conditions: 

 

3.1.1 A Division 4 player must compete in Division 4 as either a roster player or sub during 

the season in which he was evaluated prior to applying to “play up” in a subsequent 

season. 

 

3.1.2 The player must meet one of the following two conditions: 

(1) He must be “grandfathered” on an N3 Village Team 

 

(2) His resident Village must have an N3 team, and the manager of that team must 

want to roster the player on his team in accordance with the procedures described 

below in Subsection 3.1.4.  The manager is not required to roster the player. 

 

3.1.3 If the player wants to pitch as a regular roster player in N3, he must already be a 

Certified N3 Pitcher or he must successfully complete the “Procedures for Certifying 

Pitchers in N3.” 

 

3.1.4 Upon receipt of the player’s application to “play up” in N3, the N3 Teams Coordinator  

will confirm that the player was evaluated as a Division 4 player in a prior season and 

that he either resides in a Village that has an N3 “stand-alone” or “merged” Village 

team or has already been “grandfathered” to that team.  If the player meets both 

conditions, the Coordinator may then consult with the manager of that particular team 

to confirm: 

 

(1) Whether or not the player is “grandfathered” on that team; and 

 

(2) Whether or not the manager of that team wants to add the player to his team as a 

roster player.  Division 3 players will be given priority over Division 4 players as 

the manager makes this decision and develops his team roster.  Prior to approving 

addition of a Division 4 player to his team roster, the manager can require the 

player to be re-evaluated in order to ensure his ability and safety when playing N3 

ball. 
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3.2 During Fall and Winter Seasons, a Division 4 player can “play up” in N3 only as a roster 

player and not as either an N3 Sub-Only Player or an N3 Lottery Player.  However, if his N3 

Winter team is not participating in the N3 Summer Season, he can “play up” in N3 during the 

summer as a Sub-Only Player. 

3.3 If a player plays in either Division 1 or Division 2, he cannot “play down” in N3. 

 

3.4 If a player plays in Division 5, he cannot “play up” in N3. 

 

3.5 If a player plays in N4, he cannot “play up” in N3 during the same season. 

 

 

4.0 Responsibilities of N3 Team Managers 
 

4.1 Provide positive leadership and organization for an N3 team and represent the team in all N3 

league activities. 

 

4.2 Ensure that all team members comply with N3 policies and procedures and consistently treat 

fellow team members, other N3 players, and N3 volunteer umpires respectfully and 

constructively. 

 

4.3 Work with members of the N3 Teams Committee to develop and recommend each season’s 

team roster. 

 

4.4 Ensure that all players on the team’s roster know they can access the N3 Bylaws, Policies, 

Procedures, and  Playing Rules, and the season’s game schedule on the N3 website. A copy 

is also available for viewing in the N3 Notebook at each field. 

 

4.5 Review the team’s score-keeping responsibilities listed in the season’s game schedule, and 

then schedule the team members who will keep score during each of the team’s assigned 

games that season.  Make sure that team members know how to carry out their score-keeping 

responsibilities, including both announcing and recording runs each inning.  Failure to meet a 

team’s score-keeping responsibilities during an assigned game will result in a one-week 

suspension of the team’s manager. 

 

4.6 Manage all team responsibilities prior to, during, and after each game.  These responsibilities 

include: 

 

4.6.1 Ideally 30 minutes before game time, and no later than 20 minutes before game time, 

inform the persons on duty at the Sub Desk how many subs the team will need for that 

game, including whether or not they will need a sub pitcher. 

 

4.6.2 Be at the Sub Desk at least 20 minutes before game time to learn the names of the 

team’s assigned subs and then list these assigned subs at the end of the team’s lineup in 

the order they were assigned. 

 

4.6.3 When the team’s lineup is complete, submit an original copy to the persons on duty at 

the Sub Desk.  Post a second copy in the team’s dugout, and give a third copy to the 

manager of the opposing team.  The lineup should identify only the team whose lineup 
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it is, whether they are the visiting or home team and the field on which they will be 

playing. 

 

4.6.4 Conduct the team’s pre-game infield practice efficiently (visiting team first, home team 

second). 

 

4.6.5 Monitor the playing time of team members to ensure that every player in the lineup for 

the game plays defensively for at least three innings.  (Failure to comply with this 

requirement will result in forfeit of the game.) 

 

4.6.6 Keep track of the number of games played by each of the team’s roster players, and 

make sure that at least 12 of the team’s roster players play 50% of the team’s games. 

 

4.6.7 Be the only representative of the team in discussions about or appeals of umpire calls. 

 

4.6.8 Ensure that team members meet their assigned score-keeping responsibilities. 

 

 

5.0 Assigning Substitute Players and Submitting Lineups Prior to Games 
 

N3 has specific goals, policies, procedures, and timelines for assigning substitute players to teams 

that need one-time subs on any given game day and for submitting lineups prior to each game.   

 

5.1 Goals for Assigning Game-by-Game Subs 

 

Five goals guide sub selection during each timeframe of N3 games: 

 

(1) That teams have sufficient players (within defined limits) to play their scheduled 

games 

(2) That teams receive a fair allotment of subs 

(3) That the two teams on each field have an equal number of players (assuming that 

there are sufficient subs and that each team has at least 8 roster players in its 

lineup) 

(4) That subs are randomly assigned, but in order of their priority as subs 

(5) And that the same procedures are followed during all time frames each game date. 

 

5.2 Responsibility for Assigning Game-by-Game Subs 

 

The persons on duty at the Sub Desk each game day, the day’s Sub Duty Volunteer(s) (SDV) 

and the N3 assigned Board Member(s) are solely responsible for assigning subs for all games 

during each time frame that day. 

 

5.3 The Maximum Number of Subs That Can Be Assigned to a Team 

 

During all seasons in N3, a team must have a minimum of seven roster players listed in its 

lineup for a game in order to avoid a forfeit.  It must also have a minimum of ten players 

listed in the lineup, including substitutes, in order to play an official N3 game. 
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During all three seasons in N3, the maximum number of subs that can be assigned to a team 

is 3.  If a team has only 7 roster players in its lineup, it can receive 3 subs, but the team must 

then play with 10 players and catch for itself.  If a team has 8-10 roster players in its lineup, 

but there are not enough subs to get the team to 11 players, the opposing team must provide a 

catcher. 
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5.4 Priorities When Signing Up to Sub 

 

All players who want to sub in an N3 game during a particular time frame are requested to 

sign up in their correct Priority Category on the appropriate Sub Sign-Up Sheet at the Sub 

Desk no later than 30 minutes before the scheduled games. 

 

Other individuals can continue to sign up after the 30-minute cut-off, but when subs are 

drawn, those individuals who signed up prior to the 30-minute cut-off will have priority over 

those individuals who signed up after the 30-minute cut-off. 

   

5.4.1 All players who want to sub—whether as pitchers or as position players—must 

sign up at the Sub Desk in one of the following four Priority Categories: 

Priority 1 Subs:   Players who are currently Unassigned N3 Lottery Players waiting 

to be assigned to an N3 team.  (This includes players who were recently evaluated as 

Division 3/Rec 3 players and want to play in N3.) 

 

Priority 2 Subs:   Players who have chosen to be N3 Sub-Only Players during the 

season 

Players who are assigned N3 Umpires on this particular Saturday 

Players whose game on that day has been cancelled or forfeited 

None of these categories of potential subs has priority over any of the others. 

 

Priority 3 Subs:   Current N3 Roster Players who want to sub that day before or 

after they play their scheduled game. 

 

Priority 4 Subs:   Any player who has already subbed for a full game that day and 

wants to sub in another game.   

 

A player who has played only part of a game as an “injury sub” retains his original 

priority for subbing in a subsequent game. 

 

5.4.2  All players who want to sub as pitchers must be either a team’s Designated 

Pitcher that season or a Certified N3 Pitcher, and they must add one of two 

notations after their names when they sign up at the Sub Desk: 

 

P/Only:   Qualified N3 pitchers who are willing to sub that game, but only as a pitcher.  

 

P/Any:    Qualified N3 pitchers who are willing to sub that game as either a pitcher or 

as a position player if a team does not need a pitcher.   

 

A P/Only or P/Any sub can be assigned to pitch for a team only if the team’s 

Designated Pitcher for that season is not available to play that day. 

 

If a P/Only or P/Any sub is selected to pitch for a team, he must pitch the entire game, 

unless he leaves the game due to an injury.  If a P/Any sub is selected as a position 

player, he can play any position except pitcher. 
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5.5 Procedures and Timelines for Assigning Subs 

 

As long as they attend to the five goals for assigning subs in N3, those on duty at the Sub 

Desk are authorized to modify the sub selection policies and procedures in order to meet 

special situations or special needs. 

5.6 Restrictions After the Sub Selection Process Begins 

 

Once the sub selection process begins, team managers cannot change the number of subs they 

have requested or the specific subs they will be assigned. If a roster player who is in the 

lineup fails to arrive before he is scheduled to bat, the manager cannot remove him from the 

lineup and request a sub to replace him.  The team must play with those players listed in the 

lineup, and the player who never arrived must be recorded as an out each time he is scheduled 

to come to bat. 


