Topic 8a: Working with Served Agencies
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Objectives
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Topic 8 is intended to facilitate a better understanding of and improve your relationship with the served agency. This section will present issues in modern public safety as they apply to Amateur Radio emergency communication support.
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Alabama regional communication vehicles with
generator at a communications interoperability
training and full-scale exercise sponsored by
the Alabama Dept. of Homeland Security in May 2009.
 
Suggested supplemental course for this section:
 
· IS-230.D: Fundamentals of Emergency Management
https://training.fema.gov/is/courseoverview.aspx?code=IS-230.d
 
This independent study course provides an introduction to Comprehensive Emergency 
Management (CEM) and the Integrated Emergency Management System (IEMS). Included is an 
in-depth look at the four phases of comprehensive emergency management; mitigation, 
preparedness, response, and recovery. The text is accompanied by illustrations, diagrams, and 
figures. In most units, there are worksheets, exercises, and tasks to complete.

Increasing Challenges
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If you are an EC, one of your primary responsibilities is to build and maintain an active ARES organization. This is not always an easy job, particularly in areas with few real communication emergencies.
 
In this unit, we will give you some ideas that will help build and sustain your group. One of the challenges is keeping activity at just the right level so that your members don’t get burned out yet maintain an adequate level of readiness. This will help reduce the “boom and bust” cycles that plague many organizations.

Meeting the communication needs of “served” agencies is a challenging and often daunting proposition in today's complex disaster/emergency relief arena. The proliferation of emergency relief organizations and their increasingly sophisticated needs, all competing for that scarce resource - the volunteer - is enough to make an ARES leader's head spin. The activity of other non-ARES Amateurs makes the picture even more complicated. As more of the population moves to disaster-prone areas, and less government funding is available, consequently more pressure is placed on agencies to use (and sometimes abuse) the volunteer sector for support of their missions in disasters. Toes are sometimes stepped on and volunteer morale can be undermined.
 
On the other hand, the ARRL’s formal relationships with served agencies are vitally important and valuable to Radio Amateurs. They provide us with the opportunity to contribute meaningfully to the relief of suffering among our fellow human beings. Another substantial benefit not to be overlooked is that these relationships lend legitimacy and credibility for Amateur Radio's public service mantle, and that is important when it comes time to defend our frequencies and privileges before the FCC and Congress, an ever more challenging task. For these reasons, ARRL's relationships with the emergency/disaster relief community are to be nurtured.

What To Do?
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The Emergency Communication Services Amateur Radio Club (WB2QBP) and the American 
Red Cross in Greater New York field communications group teamed up during Field Day 2009 at 
Eatons Neck, New York. Field Day is the largest emergency preparedness exercise in the world.

The answer is not the same for every ARES group. How you develop your relationships with served agencies depends upon many factors, and these will not be the same from state to state, county to county or even from city to city. In the end, matching potential solutions to the problems of served agencies is up to the local Emergency Coordinator (EC). The best that can be done in this short lesson is to make you aware of several possible solutions. 

Two general approaches have developed over the years. Both have proven to be useful and both are in use right now. These two approaches are not mutually exclusive, and elements of one can be found in the other. They are separated here only for ease of study. When you decide to go one way or the other, do not forget about the good points in the alternative approach.

For want of better titles, we will label the two approaches “Traditional” and “Emergency Management.” Here are the differences between the two:

Traditional - potential served agencies are solicited by the EC. When one is found, agreements are made and the ARES unit does its best to serve them during emergencies.        
 
Emergency Management (EM) - The ARES unit attaches itself to the local Emergency Management unit (a unit of government charged with allocating resources during all emergencies). During emergencies, the head of Emergency Management (the “Emergency Manager”) tells the EC where communications support is most needed. The EC makes all assignments to meet those needs.   To do this effectively, a good deal of advanced planning, including exercises should take place.  

The "New" Emergency Management Model
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We need to explain the EM model, since it is an emerging, non-traditional approach to the ARES/agency relationship. Federal law requires that each county or similar subdivision in the U.S. have an Emergency Manager (EM), whose job it is to allocate resources in time of emergency. For example, if a tornado devastates a city, the EM may:  
 
· Call on the county Sheriff to provide officers to augment the city's police force,    

· Ask a neighboring county to provide additional EMTs and vehicles,    

· Contract with a local heavy equipment contractor to supply bulldozers, cranes and other equipment for rescue operations, and so on.  

The Emergency Manager has the statutory power, and statutory responsibility, to coordinate these operations. The essential activity in this job is management of resources during emergencies. An ARES unit is a volunteer emergency communication resource.

Some ARES units have attached themselves, by mutual consent, to Emergency Management departments. The county Emergency Manager allocates the ARES unit’s communication resources during emergencies just like any other important resource. The EM tells the EC where communications links are most needed. The EC then does all the usual tasks of an EC – assigning operators and equipment, making relief schedules, and so on.
 
This arrangement has several benefits. First, the EC does not have to develop and maintain multiple served agency relationships. The ARES unit is simply a volunteer arm of Emergency Management and serves any other agencies as the Emergency Manager assigns them. 

Second, the person who knows best what is needed and where, and who has the statutory job to meet those needs - the Emergency Manager - decides which communication task(s) are assigned to the ARES unit. The EC does not have to decide, for example, that it is more important to serve the American Red Cross than The Salvation Army during a particular incident.
 
Third, the ARES unit may be afforded a meeting place in the Emergency Operations Center, maintained under the Department of Emergency Management. Some ARES units have even been given a separate “emergency communications center” - a room where Amateur Radio and public service radio equipment is stored and operated. Some Emergency Managers have allocated funds in their budgets to purchase Amateur Radios and antennas to support the mission of their attached ARES groups. As trust and mutual respect develops, Amateurs are sometimes given even greater responsibility. At least one EC has been made Deputy Director of Emergency Management, a volunteer position with even greater opportunity to serve the public in time of need. Again, plenty of advance planning is a must. The most successful EC will be the one who develops a solid working relationship with the County EM so that a predetermined set of guidelines and expectations can be met.  
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This site at the Muscatatuck Urban Training Center in Butlerville, Indiana, served as 
the Incident Command during the 2007 Ardent Sentry training exercise in May. 
A multitude of civilian and governmental agencies, including Amateur Radio, participated.

Finally, there is training. Attachment to Emergency Management opens doors to a huge opportunity for emergency training at the local, state, and federal levels. The Emergency Manager can authorize enrollment in a number of web-based and classroom courses offered at the state or national level. Such training also assures both the EC and the County EM that our amateur operators are trained in all of the procedures that they will need should an actual emergency present itself.  

General Principles
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Certain considerations are necessary no matter which approach you take. Here are some underlying principles.
 
1. Everyone must know exactly with whom they are dealing. It is important that agency managers know who leads the ARES unit (EC), and that all recruitment and utilization of operators is directed by that leader. Make sure they are aware of your local and general ARES policies, capabilities and (probably most important) your limitations. They should also be aware of who your “boss” is in ARES - your District Emergency Coordinator (DEC) and Section Emergency Coordinator (SEC) and the role each plays in emergency response. Do not forget to make them aware of policies such as message format, security of message transmission and others that will affect the way you serve them. If you have other agencies to serve, let them know that, too. 

It is important that the EC know the policies and hierarchy of each agency it is serving. With 
whom will the EC interface in an emergency? Who are their bosses? Which policies does the 
agency have in place that may affect how ARES serves them? Do any other volunteer 
communications groups serve them?

2. Everyone must know what to expect. A detailed operations plan should be developed with a served agency that sets forth precisely each organization’s expectations before, during, and after emergencies. ARES and agency officials must work jointly to establish protocols for mutual trust and respect. Mutual trust and respect develops when expectations are known and fulfilled. 

3. Do not over-promise. A challenge ARES faces is the number of agencies that demand communications support during a disaster. A local ARES unit has only so many resources and cannot possibly meet every agency's needs.
MOUs
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John Grace KD5VSB of Tulsa, Oklahoma, helps provide disaster communications 
for the American Red Cross between Tulsa and a shelter at Camp Gruber 
in Braggs, Oklahoma during the immediate aftermath of Hurricane Katrina.

The ARRL maintains several formal Memoranda of Understanding (MOUs – sometimes called SOU - “Statement of Understanding”, or SoA – Statement of Affiliation) with disaster and emergency response agencies including the Federal Emergency Management Agency, National Weather Service, American Red Cross, The Salvation Army, National Communications System, and Association of Public Safety Communications Officers - International. These documents set forth a basic framework for possible cooperation at the local level.
 
While they are designed to encourage mutual recognition, cooperation, and coordination, they should not be interpreted as committing, obligating, or mandating in any way that an ARES unit must serve a particular agency, or meet all of its needs. National MOUs are “door openers,” to help you get your foot in the door – that is all. It is up to you to decide to pursue a local operational plan or MOU with an agency and how frequently it needs to be reviewed. That decision will be based on a number of factors including the local needs of the agency and the resources you have available to support those needs, given that you may have other commitments as well.  

Building Your Team
[bookmark: text10656anc][bookmark: text5030anc]
[image: ]
Amateur Radio operators managed the Staging Area for the Dept. 
of Defense’s Ardent Sentry/Northern Exercise on May 10, 2007

If the need appears greater than your present resources, you should also be working for growth in your ARES program, to make it a stronger, more valuable resource and hence able to meet more of the agency’s needs. There are new Technicians coming into the Amateur service who would make ideal additions to an ARES roster. These new licensees usually have the basic equipment and may have a strong interest in emergency communications and public service. They are ripe for picking for an active ARES program! A stronger ARES means a better ability to serve your communities in times of need and a greater sense of pride for Amateur Radio by both Amateurs and the public. That is good for all of us.

Competition Or Cooperation
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With a strong ARES program, and a capability of substantially meeting most of the local served agencies’ needs, you might avoid another problem that is cropping up in some parts of the country, that of “competition” with emerging Amateur Radio groups providing similar communications services outside of ARES. Some of these groups may feel that their local ARES does not do the job, or personality conflicts and egos get in the way, so they set up shop for themselves, working directly with agency officials, and usurping ARES' traditional role. Some agencies have been receptive to their assistance.
 
There continues to be “RACES versus ARES” polarization in some areas. Some agencies with statewide jurisdiction are forming their own auxiliary communications groups, and recruiting their own Amateur Radio volunteers away from ARES. In other states, the problem has been solved by making every ARES operator a registered RACES operator, and vice versa.

There may be valid reasons why an Emergency Management official has a RACES program instead of relying on ARES. A fundamental principle of the Incident Command System is “unity of command” – a subordinate should have one and only one superior to whom he or she is directly responsible. A situation in which the EC reports to both the Emergency Manger and an ARES DEC or SEC violates the “unity of command” principle. Another reason may be liability – volunteers in a government program (RACES) may be covered by the government’s liability insurance, whereas volunteers in an external organization’s program (ARES) are not. In these cases and others, a solution may be to agree that when ARES volunteers are assigned to a RACES task, they operate under the direction of the Emergency Manger and the rules of the RACES program; the rest of the ARES group operates at the direction of the EC. This is no different than ARES members having to be registered as ARC volunteers to provide communications at shelters run by the American Red Cross – while serving at the shelter, the ARES volunteer takes direction from the Shelter Manager.

If an Emergency Manager is required to have their own volunteer communications program, ARES should strive to support that program – ARES can provide training, design and execute exercises, and recruit for the RACES program without taking away from ARES. “RACES versus ARES” should be an OPERATIONAL definition, not an ORGANIZATIONAL division. ARES can be one group that supports both programs.
 
Work to find and provide the best services you can as outlined in this unit. Strive for growth and enhancement of ARES members’ abilities, and make sure you present a “professional” face to potential served agencies and your opportunities will grow. Design your program to meet your served agencies needs, and those agencies will be more attracted to your program.
 
If there are separate groups that can’t or won’t unify, set egos and personalities aside, seek out these other groups and take the initiative to establish rapport. Emphasize that “we are all in this together,” for the good of the public and Amateur Radio. With good communication, mutual respect and understanding between you and the other groups, you should at least be able to coordinate your program’s missions with theirs (e.g. who will do what for which agency) to foster an efficient and effective Amateur Radio response overall. At best, you may find other groups willing to fold their tents and join your camp.

References
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For more information on the elements presented, please consult the
following link:

· ARRL Manual
www.arrl.org/ares

Review
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The relationship between served agencies and groups is critical, and may fit a number of models. The fastest growing is the “emergency management” model. Served agencies and ARES groups must have clear and defined relationships. The MOU (SOU) is essential to defining this relationship. National MOUs serve as a catalyst, but realistic and detailed local agreements are still necessary. If more than one group is operating in an area, they should work together to coordinate their activities.

Student Activities
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1. Develop – in outline form – a sample MOU between (1) your local group and (2) the largest served agency in your local area.
 
2. Suppose that you were assigned to negotiate an MOU for your local ARES or RACES group. List the known assets or resources your group could currently include within the MOU.  
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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 is the essential function of the Emergency Manager during an emergency?

a) To ask a neighboring county to provide additional EMTs and vehicles. 
b) To call on the county sheriff to provide officers to augment the local police force. 
c) To provide a meeting place for the ARES unit in the Emergency Operations Center. 
d) To manage resources during an emergency.

Question 2:

Which is the best way to deal with competition between groups?

a) Engage in cutthroat competition. 
b) Handle differences by letting egos and personalities predominate. 
c) Coordinate the missions of the two groups. 
d) Break off and set up another Amateur Radio group.

Question 3

Which is the purpose of the national-level memoranda of understanding?

a) Provide a detailed local operational plan for ARES groups serving a particular agency. 
b) Encourage mutual recognition, cooperation, and coordination with the subject agency. 
c) Obligate a local ARES unit so that it must serve a particular agency, and meet all of its needs. 
d) Ensure the proper operation of the National Traffic System.

Question 4

Before a local ARES group commits itself to the service of a particular public safety agency, which should it have?

a) A general outline of what Amateur Radio can do for it. 
b) A good sense of the internal politics of the agency. 
c) An internal ARES plan that is not to be shared with outside agencies. 
d) A detailed MOU developed with agency managers that sets forth precisely what each organization can expect during an operation.




Correct Answers
1	d
2	c
3	b
4	d
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