Topic 9e1: Human Resource Issues for the Net Manager and NCS
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Objectives
[bookmark: text3355anc]
After reviewing this topic, the user will be able to assist net managers and NCS operators make the most effective use of valuable and limited human resources.

Student Preparation Required:
 
· None required for this Learning Unit.

Information

[bookmark: text7619anc]Every leader and net manager faces a similar problem – how to ensure that they have enough qualified volunteers to keep the net running at maximum efficiency. While every possible contingency cannot be planned for, there are things you can do to minimize any problems. 

"Just Enough" Is Never Enough

[bookmark: text6934anc]On the average, for every ten volunteers on hand, there will be at least one who will have equipment or transportation problems, or have a personal emergency. If you have only “just enough” volunteers, you are really about ten percent short for the event. If more than enough show up, there are plenty of ways to make good use of them. One or two “floaters” who can act as a “relief” for almost any of your operators will help communications run more smoothly. In addition, having an extra person to act as a “runner” at each station will help your group function more efficiently.

Handovers

[bookmark: text6939anc]During any event that lasts more than four to six hours, you may need to turn over operation of one or more of the locations in the net to a “relief” operator. If you are the NCS operator, it is in the best interest of the net and your sanity to do likewise and turn control of the net over to another operator after two or three hours.

Handovers should be planned to avoid any disruption to the net or its mission. To facilitate the change of operators, the new operator will need:
 
· A list of outstanding messages
 
· Log of traffic sent
 
· Status of open queries
 
· Local and remote contacts for each location (served agencies, liaisons to other nets, and others as necessary)
 
· Any other information the outgoing operator feels is necessary
 
· A transition period - whenever possible, both operators should work together for at least ten minutes to ensure a smooth transition.

Coverage Breaks

[bookmark: text6944anc]A coverage break occurs when a station fails to be available during a net. There can be many causes:   equipment failures, overly tired operators who fail to pay attention, bathroom or meal breaks, or the operator may be attending a required briefing. Prior agreement on how the coverage breaks are to be handled should be contained in the communication plan.
 
NCS Coverage Breaks – The best way to handle a NCS coverage break is with a pre- arranged off-site backup NCS. This station keeps a duplicate copy of the logs and can become the NCS in just a few moments. If possible, assign this task to a station with no or few other duties.
 
If the primary NCS suddenly goes off the air, the backup NCS must assume control of the net immediately. After announcing that he is assuming the role of NCS, he should call for any emergency traffic, and then do a “roll call” to establish continuity. After the roll call, regular net operations can resume. If the new NCS operator had a previous assignment, a reserve operator can be assigned to take it over. A new alternate NCS should be appointed.

Non-NCS Coverage Breaks – When a station fails repeatedly to respond to calls from NCS, an effort should be made to check that the operator is OK and does not need assistance. If there is critical traffic holding for that station, then a relief operator will need to be dispatched immediately. If the traffic can be held for several minutes, then a re-evaluation should be made at that time. If the coverage break was from equipment failure that can be corrected, then the relief operator may be recalled. If the coverage break was caused by fatigue, injury, or illness, the relief operator should take over.

Handling An Irate Participant

[bookmark: text6954anc]This is one of the toughest problems any leader will face. If handled incorrectly, it can polarize other participants and perhaps lead to the disintegration of the group. Morale will erode and the effectiveness of your effort will suffer.
 
People’s feelings can be hurt over seemingly small occurrences, especially when they are tired and in unusually stressful circumstances. Your first reactions need to be:
 
· Slow down. Do not act or respond immediately. Take a deep breath.
 
· Quickly review what you know about the upset person.
 
· If you are on the air, take the discussion off line when possible: “John, let’s see if we can solve this on the phone. Please call me at xxx-xxxx.” This tactic allows the net to continue undisturbed and takes the discussion off the air.
 
· Acknowledge the problem, regardless of who is right or wrong! Once you agree that there is a problem, the “fight” is gone. Deal with the details off-air. All you need to say is “I agree that we have a problem – can we talk about it off the air later?”

· Empathize with them! Tell them that you understand how they feel and that, were the situation reversed, you would probably feel the same way.
 
· Sometimes the problem they bring up initially may not be the real problem at all, and it may require some tactful detective work to discover the true problem.
 
· Ask them to suggest a simple yet reasonable solution. Listen intently! This is the point where they will usually reveal the real problem. Somewhere in their suggestion, they will tell you what they really want from you.
 
· If their suggestion or solution is reasonable, tell them that you will try to make it happen. If it is not, make a counter-suggestion that will satisfy the real problem they revealed to you.

· If the problem cannot be resolved quickly and reasonably, quietly send someone to replace this individual and relieve him from his post. Politely explain that the net must continue, thank the person for his services, and tell him he doesn't have to stick around. You tried to solve the problem reasonably and he refused. The rest of the net will respect what you did and morale will remain intact.
 
· There may be cases where the only way to get past the problem is to give up – let him win, if doing so would not create problems with the served-agency, or compromise confidentiality or safety. Document the issue and discuss it during the after-action review.
 
· Irate and immature people can become a source of malicious interference if “kicked out” or embarrassed. Keep this in mind when dealing with a problematic individual during a critical event. Will removing the individual cause the problem to go from bad to worse?

Dealing With Malicious Interference

[bookmark: text6969anc]Most people who interfere with nets or casual conversations are individuals who think the only way to get attention is to behave improperly. The best way to handle them initially is to ignore them. On HF in particular, they may assume that they are not being heard. When they can evoke no response at all, they tend to leave. Let them leave without comment. If you comment in any way, these people will persist.
 
Plan to have alternate frequencies contained in your communication plan, or announced at the pre-event briefing. Should the interference become intolerable, move to an alternate frequency. When you move to another frequency, do so under a pre-announced set of conditions (at the briefing) and without saying anything on the primary frequency.
 
For FM nets, you may want to try having your local “fox hunters” track down the offending station. This will need to be a coordinated effort that is not announced on the net or any other commonly known frequency.
 
If all else fails, contact a local OO or Amateur Auxiliary station (your SM or SEC may be of help here) to help find the problem and perhaps bring the FCC into the effort.

References

[bookmark: text6974anc]For more information on any of the elements presented, please consult the following links:
 
· ARRL Public Service Communications Manual:
www.arrl.org/public-service

· To learn more about local ARES and NTS net operations, contact your Section Manager (SM), your Section Emergency Coordinator (SEC) or District Emergency Coordinator (DEC). See:
www.arrl.org/sections

· For nets operating in your area, see the ARRL Net Directory:
www.arrl.org/arrl-net-directory


Review 

Your net depends on having enough operators to handle all locations and tasks at all times. Plan to have at least 10% extra volunteers in “ready reserve.” Everyone needs a periodic break, both for their own health and the effectiveness of the net. Plans should be in place and understood by all net members to handle any sudden problems that occur, including lapses of coverage. Irate participants should be handled with diplomacy and care to ensure that they do not go on to cause worse problems.

Student Activities
[bookmark: text6982anc]
1. Monitor three net sessions, preferably of different nets. Based on what you hear, make two of the following six lists:
 
· Five things the NCS operators did correctly.
 
· Five things the NCS operators could have done better.
 
· At least three problems that were encountered or avoided by the NCS operators.
 
· Describe the ways in which each of the problems was addressed or avoided by the NCS operators.
 
· Ten positive actions that should be taken by effective NCS operators.
 
· Ten errors that should be avoided by NCS operators.

[bookmark: text6987anc]Topic 9 Section E1 Knowledge Review

[bookmark: text6991anc]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 

Regarding ARES net operations, which of the following statements is true?

a) Breaks in NCS coverage never occur. 
b) Breaks in NCS coverage are a trivial occurrence. 
c) Breaks in NCS coverage are not a trivial occurrence. 
d) There is no known way to deal with breaks in NCS coverage.

Question 2 

Which should be your first reaction to an upset net participant?

a) Terminate the participant immediately. You don't have time for it. 
b) Turn the net over to someone else who is liked by the participant. 
c) Don't respond instantly. Take a deep breath and think your response through. 
d) Overwhelm the participant with the brilliance of your argument and the force of your conviction.

Question 3

How often should the NCS operator turn over duties to another NCS operator?
 
a) Every hour. 
b) Every two or three hours. 
c) Every eight hours. 
d) At the end of each twelve-hour shift.

Question 4

Which of the following is not needed by the NCS when turning over control of the net?

a) A list of outstanding messages. 
b) The status of open inquiries. 
c) A log of traffic. 
d) A copy of Robert's Rules of Order.

Question 5 

If the primary NCS leaves the air for any reason, which action should the backup NCS take?

a) [bookmark: _GoBack]Continue with the ongoing flow of traffic. 
b) Attempt to determine the reason for the NCS leaving the air. 
c) Put out a call for emergency traffic and then conduct a “roll call” to maintain net continuity. 
d) Introduce himself and describe his Amateur Radio qualifications and experience.




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


