Topic 2: Key ARES Management Positions
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Objectives

Welcome to Topic 2. 

Building on the information contained in the basic course, this unit further describes the jobs and qualifications of the key appointed members of the ARES management team.
 
Student Preparation Required:
 
· None required for this Learning Unit.

Information
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This is material that every emcomm person working within the ARRL structure should know about and hopefully is known to the reader already. At the risk of being redundant, it bears repeating here as there are recurrent instances where, over time, some individuals develop a "my team, my turf" attitude which prevents efficient teamwork.

The ARES Team
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The ARES team represents the core of the emergency communications effort within a given locale. For purposes of administration, ARRL divides the country into Sections. In all, there are seventy-one such Sections. Within each Section, the ARES team is organized along the following lines (below). These Sections may not necessarily align with other emergency agencies' geographic divisions, but that is how we are organized.  
 
As shown in Figure 1.1 (CLICK HERE), the Section Emergency Coordinator (SEC), District Emergency Coordinator (DEC), and Emergency Coordinator (EC) constitute the core of the ARES management team. There are also the positions of Assistant Section Emergency Coordinator (ASEC), and Assistant District Emergency Coordinator (ADEC) which were recognized by the ARRL more recently. These positions can be customized as to duties and areas of responsibility by the SM and SEC. All are appointed by, or at the direction of, the Section Manager. Minimum qualifications include full ARRL membership and a Technician Class license or above.

Minimum qualifications for ARES leadership positions include full ARRL 
membership and a Technician or higher class license.

General Job Qualifications
[bookmark: text426anc]
All management team members should be experienced and well-trained emergency communicators. Actual operating experience at all levels during emergency operations and periodic drills, while not essential, is a real plus. They should have demonstrated people management and leadership skills, and be able to work in a team environment. The ability to work under pressure for long periods and remain calm and objective is essential. Diplomacy in dealing with others is important, as management-level staff members will almost certainly need to deal with difficult or challenging people who may become more troublesome under stress. Actual “requirements” such as course completions etc. may be determined by an SEC for an individual section and may vary in scope and nature, unless national standards are adopted.

The Section Emergency Coordinator (SEC)

[bookmark: text430anc]The Section Emergency Coordinator works directly with the Section Manager (SM). This person is appointed by the SM to take care of all matters pertaining to emergency communication and the Amateur Radio Emergency Service on a section-wide basis, and must have considerable time and energy to devote to this critical position. There is only one SEC appointed in each Section of the ARRL Field Organization. In very small sections it is possible that some SEC’s may have dual or shared responsibilities.
 
SEC Job Responsibilities:
 
· Recommend appointments for Assistant Section Emergency Coordinator (ASEC), District Emergency Coordinator (DEC), Assistant District Emergency Coordinator (ADEC), Emergency Coordinator (EC), and Official Emergency Station (OES) positions to the Section Manager. Also, determines the areas of jurisdiction of each appointee. It is the SM who would make formal appointments as well as any dismissals, however since the SEC must work with team members in the field, with relation to EmComm titles and positions, the SEC should be the designator of who is appointed to the positions of DEC, ADEC and EC. These decisions are most often based on recommendations which may be made. Prior to doing so, most SEC’s would conduct interviews and review the candidate’s qualifications. Then, the SEC would make the appointment recommendation to the SM who makes the actual appointment official with the League.  
· Encourage all local Amateur Radio groups to establish an ARES organization for their area and assist in their establishment.
· Consult with the SM on all Section emergency policy and planning, including the development of a “Section Emergency Communication Plan.”
· Work with the Section Traffic Manager (STM) to ensure that emergency and traffic nets in the Section present a united public service front, particularly in the proper routing of traffic in emergency situations.  
· Work with other Section leadership officials, particularly with the State Government Liaison (SGL) and the Public Information Coordinator (PIC).  
· Develop, promote and work with all ARES Leaders in the Section on ARES membership drives, meetings, activities, training events, tests and documentation of procedures, within the Section.
· Collect and sign off on monthly progress reports from District Emergency Coordinators and/or Emergency Coordinators and consolidate those received into the SEC report summary, which is then submitted to the SM and ARRL Headquarters. Such summaries include timely reports of emergency and public safety communications handled within the Section.
· Maintain contact with other communication services and serve as primary liaison at the Section level with all agencies served in the public interest. Such contact is particularly important in connection with state and local governments, civil preparedness, and organizations such as the Federal Emergency Management Agency, the American Red Cross, the Salvation Army and the National Weather Service.  
· Work with the State Government Liaison to build productive governmental relationships.
· Assign Assistant Section Emergency Coordinators (ASEC) as needed to assist with any or all duties listed above.

The District Emergency Coordinator (DEC)
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The ARRL District Emergency Coordinator is an optional position for larger Sections, appointed by, or recommended for appointment by, the Section Emergency Coordinator. The DEC’s major function is, working under the leadership of the SEC, to supervise the efforts of local Emergency Coordinators in their assigned district. Ideally, the SEC or a single DEC should not be responsible for more than five to seven ECs. This varies widely in practice.

[image: ]
DEC Job Responsibilities:
 
Recommend EC and possibly ADEC appointments to the SEC.  
 
· Coordinate the training, organization, and participation of ECs in their district. This includes the coordination of mutual aid between ARES units within the district.
· Make regional decisions, in consultation with ECs, regarding the allocation of available Amateurs and equipment during an emergency.
· Coordinate local emergency plans to liaise with any District-level nets.
· Serve as backup for local areas that have no EC and, working in concert with the SEC, maintain contact with governmental and other agencies within the District.
· Coordinate the reporting and documentation of ARES activities within the district.
· Set a good example through dedication, reliability, and job performance.
· Know the locale, including the role of all government and volunteer agencies that could be involved in an emergency.

The Assistant District Emergency Coordinator (ADEC)
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An ARRL Assistant District Emergency Coordinator  is an optional position for larger areas, appointed by, or recommended for appointment by, the Section Emergency Coordinator and acceptable to the DEC they serve. The ADEC’s major function is, working under the leadership of their DEC, to supervise the efforts of local Emergency Coordinators in their assigned district. Because a single DEC should not be responsible for more than five to seven ECs, some locations appoint an ADEC to help the DEC with the workload. This also varies widely in practice.
 
ADEC Job Responsibilities
 
· Serves as backup for the DEC and, working in concert and under the direction of the DEC, help fulfill responsibilities the DEC may delegate to them.

The Emergency Coordinator (EC)
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The ARRL Emergency Coordinator is the key team leader in ARES on a county or similar level. Working under the leadership of their SEC (or the DEC, if one exists), the ECs prepare for and manage ARES communication activities in their areas during disasters.
 
General Organization: To be effective, the EC must hold periodic meetings with his team for training and discussion. Meetings do not have to be monthly, but should be often enough to meet the training and operational needs of the group and its mission. Each meeting should have a specific and valid purpose, or team members will stop participating.
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Organizational duties of the EC:
· Appoint assistant ECs (AEC) for specific towns, cities, or tasks.
· Maintain a current roster of team members noting the skills, equipment and availability of each.
· Develop a notification system for drills and emergencies, with backup methods.
· Issue and cancel any localized ARES identification cards. (These may be done at District or Section level at the discretion of the SEC).
· Recommend Official Emergency Station (OES) candidates for appointment.
· Develop positive relationships and participate in any emergency communication planning committee covering their area and all local agencies that would be involved in a disaster. Special emphasis should be placed on agencies with which ARRL has agreements (e.g., the American Red Cross, the Salvation Army, APCO, NCS, NWS, DHS), and any other local communication response groups such as REACT.
· Provide served agencies with contact information to allow for activation, and for general communication between the agency and ARES.
· Submit regular reports to the SEC and DEC covering ARES news, achievements, events, problems and contacts with served agencies.
· Provide prompt "after-action" reports to affected agencies as well as to the SEC and DEC following incidents and drills. In the case of an emergency, initial reports should never be more than a few hours old at most.
· Planning: The EC is responsible for developing ARES emergency communication plans for his area. The EC works with representatives of served agencies, the SEC or DEC, NTS, and   volunteers to see that a plan is developed that will allow the group to respond efficiently and effectively when an emergency occurs. This does not mean that the Ecs have to do it all by themselves, only that the EC is responsible for getting it done. An effective EC learns to delegate much of the work to others.
· Recruiting and Training: One of the EC's most critical jobs is recruiting and training a team of effective emergency communicators. It is impossible to overstate the importance of a well trained, dedicated, and involved team.
      
Training begins with a comprehensive course such as this one, but must also include:
 
· Realistic drills and simulations.
· Regular training nets for traffic handling and net procedures.
· Occasional classroom sessions and workshops to develop specific skills needed to make the plans work.
 
The EC’s job is to build the organization that makes all these things possible.

Emergency Operations
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In time of disaster, the EC leads and coordinates the response efforts of the team within a specific geographic area, continually evaluates the communication needs of the served agencies and responds quickly to new challenges.
 
The EC is responsible for all the volunteers who serve in the local ARES group and their interactions with other agencies and the public. He must deal with any interpersonal or public relations issues that come up, either personally or through a qualified assistant.
 
The EC also works with non-ARES communication provider-groups to establish both (a) mutual respect and understanding and (b) a coordination mechanism to foster an efficient and effective overall communication response.

Emergency Coordinator As A Facilitator
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While the role and duties of the EC cover most localized events, in major disasters even the best plans of an EC (or a DEC) often become useless because his/her team of ARES volunteers are now victims themselves. No matter how well trained and dedicated they may be, they also have families and homes that take priority. They may also be evacuated out of the area. At other times, the demands for communications aid is far more than any local ARES group can ever manage to fulfill. This has happened several times, especially in hurricane events. What then becomes of the local EC and what is their role?
 
The answer is to become a facilitator for others. Help will be coming in from outside of the region, perhaps even from other sections. They will have the manpower and skills, but not know the territory. The EC can be of greatest use as a resource in providing information through their DEC or SEC to these incoming ARES units. The EC may not be "in charge" anymore as the scope of events has overshadowed and localized plans, but the EC still can be of great service by sharing the local information and aiding others in deployments with an eye to the peculiarities of the local scene.

Changing Role In Very Large Disasters
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When a situation becomes so large that ARES aid from more than one section is needed, many of these roles and responsibilities can change with the dynamics of the situation. These changes will be discussed in the next section.
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References
For more information on ARES management functions, see The ARRL Emergency Coordinator's Manual, which is issued to all new appointees. Copies are available from ARRL HQ upon request.
 
For more information on any of the elements presented, please consult the following links:
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· Amateur Radio Emergency Service (ARES): www.arrl.org/ares
· Official Emergency Stations: www.arrl.org/official-emergency-station
· Section Traffic Manager: www.arrl.org/section-traffic-manager
· Emergency Coordinator (EC): www.arrl.org/emergency-coordinator
· District Emergency Coordinator (DEC): www.arrl.org/district-emergency-coordinator
· Section Emergency Coordinator: www.arrl.org/section-emergency-coordinator
· State Government Liaison: www.arrl.org/state-government-liaison
· Public Information Coordinator: www.arrl.org/public-information-coordinator

Additional Information
For additional general information, please see the latest The ARRL Operating Manual chapter on emergency communications. See also the ARRL ARES Field Resources Manual. For local information, or to learn more about ARES and NTS net operation in your area, contact your Section Manager (SM) (www.arrl.org/sections), your Section Emergency Coordinator (SEC) or District Emergency Coordinator (DEC). See also The ARRL Net Directory for a list of ARES and NTS nets operating in your area.
Review
In this Learning Unit, we have introduced the leadership positions in the ARES organization. These include the Section Emergency Coordinator (Section Level), the optional District Emergency Coordinator (in large Sections broken into Districts), and the Emergency Coordinator (County level). Each has overall responsibility for all ARES personnel and operations in their respective area.
Student Activities
1. Considering all of the positions in the ARES Organizational Structure:
 
a. Which positions are you presently qualified to fill?
 	b. What additional training or experience would it take to qualify you for a higher position?
 
2. What combination of training and experience, and over what period of time, would you advise guiding a new Amateur Radio operator with NO prior experience to being capable of holding the position of DEC or SEC?

Topic 2 Knowledge Review
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In order to demonstrate mastery of the information presented in the topic, you will be asked a series of un-graded questions. There are approximately 5 questions on the following pages in multiple-choice or true/false format. Feedback will be offered to you based on the answer you provide. In some cases, you may be directed back to the area of the topic where a review might benefit you in order to find the correct answer.

Question 1:
Which individual is the key ARES team leader at the county level?
a) The SEC
b) The EC
c) The DEC
d) The ASEC
Question 2:
Which of the following is true of the SEC?
a) The SEC develops local communication plans for ECs. 
b) In time of emergency, the SEC coordinates the response of a field team. 
c) The SEC acts as the initial NCS for the Section nets. 
d) There is only one SEC for each Section.
Question 3:
Which ARRL official has full authority to make EC appointments?
a) DEC
b) SEC
c) SM
d) OES
Question 4:
How often should the EC hold training and discussion meetings with his team?
a) At least weekly. 
b) At least monthly. 
c) Often enough to meet the training and operational needs of the group. 
d) Once a year, just before the annual SET.
Question 5:
Which are the minimum qualifications for the SEC, the DEC, and the EC?
a) Appointment by the Section Manager. 
b) General or Extra Class license and full ARRL membership. 
c) Technician (or above) license and full ARRL membership.
d) Demonstrated management and leadership skills.
Question 6:
In a major event requiring Amateur response units from other regions, the local EC might help best by:
a) Demanding that all incoming Amateur Radio operators report to him/her. 
b) Acting as facilitator and share local information to their DEC or SEC to aid in efficient deployments. 
c) Protecting radios, frequencies and repeaters from being used by any outsiders. 
d) Demanding that Amateur Radio operators associated with other organizations follow your predetermined plans.




Correct Answers
1	b
2	d
3	c
4	c
5	c
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