Topic 3: ARES Staff and ARRL Section Support Positions
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[bookmark: _Hlk31357188]Objectives
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Welcome to Topic 3. 

Topic 2 focused on the job descriptions and qualifications of key ARES leadership team members and support staff. Topic 3 builds upon the information contained in the previous two topic sections.
 
Student Preparation Required:                               
 
· None required for this Learning Unit.

ARES Staff Positions
[bookmark: text878anc]
Within the ARES organization are a number of optional positions appointed by the Section Manager to assist ARES leaders in various ways with day-to-day activities, or to reduce the "span of control" in large organizations.

Span Of Control - A Key Concept For ARES Organizations
[bookmark: text890anc]
While the titles and general responsibilities of ARES leadership team members are similar from Section to Section, the number of District Emergency Coordinators (DECs), Emergency Coordinators (ECs) and their assistants will depend on the size and scope of the emergency communication commitment in that area. To put it another way, the number of ARES staff members required to provide effective leadership and management depends on the number and size of cities and the number of served agencies within a given area.
 
The “span of control” is defined as the number of people one person can effectively supervise. Management studies (also affirmed in NIMS/ICS) have shown that a supervisor’s shift should be between three and seven, with five being ideal. Accordingly, a DEC should have between three and seven ECs in his district; similarly, an EC should have no more than five to seven AECs. These numbers are only a guideline - the local situation should dictate your specific span of control. Remember, what might be a manageable span of control in "normal" times will likely be too great during a disaster.

Using Assistants Or Appointees To Handle Specific Tasks
[bookmark: text894anc]
There are just too many tasks involved with the operation of a busy ARES organization for one person to handle. The ARRL field organization allows for other appointees to assist the SEC, DEC and EC. In years past, most of these functions were assigned to an Official Emergency Station (OES). Many Sections now use direct assistants such as an "Assistant Emergency Coordinator" (AEC) or an "Assistant District Emergency Coordinator" (ADEC), instead. This provides a more conventional management structure that is more compatible with the Incident Command System (ICS).

ASEC, ADEC, AEC, Assignments
[bookmark: text898anc]
Functions assigned may include, but are not limited to, the following six major areas of responsibility, which will be covered on the following pages:
 
· Operations
· Administration
· Liaison 
· Logistics 
· Management Assistant 
· Consultant

ASEC, ADEC, AEC, Assignments
[bookmark: text900anc][bookmark: text901anc]
Operations
[bookmark: text902anc]Responsible for specific, pre-determined operational assignments during drills or an actual emergency. Examples include: 
· Serve as NCS or net liaison for a specific ARES net.
· Manage operation of a specified ARES digital bulletin board, mailbox system or Winlink network. 
· Operate the station at a specified emergency management office, American Red Cross shelter or other served agency operations point.  

Administration
[bookmark: text906anc]Responsible for specific, pre-determined administrative tasks assigned by their ARES supervisor. Examples include:
· Recruit ARES members. 
· Serve as liaison with the Public Information Officer to coordinate information for the media. 
· Maintain ARES registration database and/or victim/refugee database. 
· Manage equipment inventory. 
· Conduct training. 
· Undertake post-event analyses and develop reports.

Liaison
[bookmark: text910anc]Responsible for specific, pre-determined liaison responsibilities as assigned by the EC or DEC. Examples include maintaining: 
Contact with assigned served agencies. 
· Liaise with specified NTS nets. 
· Liaise with ARES officials in adjacent jurisdictions. 
· Liaise with ARESMAT (mutual aid) or "rapid response" teams. 
· Liaise with a local National Weather Service office.

Logistics
[bookmark: text914anc]Responsible for specific, pre-determined logistical functions in direct support of the ARES response. Examples include: 
· Procure and manage transportation of such supplies as food, fuel, and water. 
· Procure and maintain primary and reserve equipment such as antennas, batteries, computers, generators, and radios.

Management Assistant
[bookmark: text918anc]Responsible for serving as an assistant manager to the EC, DEC, or SEC for specific functional assignments or for geographic areas of jurisdiction.

Consultant
[bookmark: text922anc]Responsible for providing expert advice or recommendations to ARES officials involving a specific area of expertise. Examples include: 
· Technical areas, such as digital communications or management software. 
· Operational issues such as were encountered on 9-11. 
· Human resource issues, such as morale and volunteer welfare planning.
 
In general, this is an excellent position for former SECs and other higher level or experienced former appointees.

Official Emergency Station (OES)
The OES is appointed to handle specific functions as designated by the SM and/or SEC. The OES works within the Section Emergency Plan in a manner which makes the best use of the individual's skills and abilities.
 
During drills and actual emergency situations, the OES is expected to conduct their assigned duties with a high degree of professionalism and with minimal supervision. The appointment may be made by either the:
 
· Section Manager at the recommendation of a DEC or EC. 
· Section Emergency Coordinator when designated by the SM to make appointments.

The OES must be an ARRL member and must demonstrate high standards of emergency preparedness and exceptional operating skills.
 
The requirements and qualifications for the position include the following:
 
· Full ARRL membership. 
· Experience as an ARES team member. 
· Regular participation in the local ARES organization including drills and tests. 
· Participation in emergency nets and actual emergencies. 

You'll find a description of this position at www.arrl.org/field-organization  

Assistant Section Emergency Coordinator (ASEC)
The SEC has a broad range of responsibilities, too many for single-handed management. By assigning ASECs to handle specific tasks, he/she multiplies his/her effectiveness. An ASEC may have responsibility for training, logistics, liaison with specific agencies at the Section level, or a variety of other tasks. For instance, many Sections have an ASEC-Red Cross, an ASEC-State Emergency Management, an ASEC-SKYWARN or National Weather Service, and an ASEC-Training. The ASEC is a staff assistant and is now an official ARRL appointment.
 
You'll find a description of this position at www.arrl.org/field-appointments.

Assistant District Emergency Coordinator (ADEC)
While less frequently assigned than ASECs, ADECs also multiply the effectiveness of the DEC by taking responsibility for specific, assigned tasks. The need for ADECs varies with the section’s organizational requirements. For example, if training is handled at the District level, an “ADEC for Training” may be assigned. The ADEC is a staff assistant and is now an official ARRL appointment.
 
You'll find a description of this position at www.arrl.org/field-appointments.

Assistant Emergency Coordinator

AECs contribute to the success of the local ARES Team by filling a number of needs. Few ECs can effectively function without them. For instance, he/she may appoint an AEC to handle a city, a group of smaller towns, or a specific served agency. Other AECs might handle training, logistics, local net management, recruiting, public information, or agency liaison. AECs are appointed by their EC.

Section Staff And Support Positions

Although the buck stops with the Section Manager, the station-level appointees and program functions listed here are normally managed by a "cabinet" appointee called a Section official, under delegated authority of the SM. For example, the Section Traffic Manager (STM) manages the National Traffic System activity in the section, and appoints Net Managers (NM) and Official Relay Stations. There's also an Official Observer Coordinator (OOC), Technical Coordinator (TC), Affiliated Club Coordinator (ACC), Public Information Coordinator (PIC) and State Government Liaison (SGL). The Section Manager employs these other individuals to assist in various day-to-day operations, but during an emergency these individuals may be called upon by the SM or SEC to assist ARES operations.
 
You'll find a description of these appointed positions at www.arrl.org/field-appointments.

Section Traffic Manager (STM)

The STM is appointed by the Section Manager to coordinate all Section-level formal traffic handling efforts. Tactical nets are not generally managed by the STM, but by the ECs or their assigned Net Managers. The main responsibilities of the STM are to ensure that formal traffic flows efficiently (a) within the Section and (b) to and from affiliated networks and digital traffic nodes. The SEC must work with the STM to ensure that the net structure is adequate to meet the needs of the served agencies.

State Government Liaison (SGL)

The State Government Liaison (SGL) is an Amateur who keeps abreast of state legislative and regulatory proposals. The SGL also responds appropriately to those proposals that can affect Amateur Radio. This is an active, responsive mission, not merely a passive, "stand by the sidelines and watch" function. The SGL also works closely with the SEC and ARES staff to ensure that any new state legislation dealing with emergency response and communication preserves the role of ARES in assisting its served agencies.

Public Relations Functions

In any emergency, or even in a community service event, the interaction between ARES, the news media and the public is a critical and specialized task. More and more sections are recognizing this and appointing trained Public Information Officers (PIOs) who have   backgrounds in ARES work to represent us in this activity. ARRL developed an excellent training course for this with PR-101 - www.arrl.org/pr-courses. The benefits of working with an ARRL trained PIO are considerable - as seen by great coverage during Hurricanes Ike and Katrina. The consequences of leaving this function up to a well-meaning but untrained volunteer can also be considerable - and not good at all.

Public Information Coordinator (PIC)

The ARRL Public Information Coordinator (PIC) is a section-level official appointed by and reporting to the Section Manager (SM). The PIC serves as the Section's expert on public information and public relations matters. The PIC is also responsible for organizing, training, guiding and coordinating the activities of the Public Information Officers (PIOs) within the Section.

Public Information Officers (PIO)

ARRL Public Information Officers (PIOs) are appointed by and report to the ARRL Section Public Information Coordinator (PIC). The appointment is generally based on the recommendation of an affiliated club and approved by the Section Manager, but some SMs will delegate this to their PIC. While many clubs appoint their own publicity chairpersons, a true "ARRL PIO" usually has a good background in media or publicity and must be full ARRL members.  
 
During an emergency, an ARRL PIO should be specifically assigned to act as the ARES Team’s point of contact for the press, providing information on the Amateur Radio contribution to the relief effort. More about this critical role in ARES management is in Section 9.

Official Observer Stations (OO)

The Official Observer program helps Amateurs to keep their transmitting equipment and operating procedures in compliance with the regulations. The mission of the OO program is to notify Amateurs by mail of operating/technical irregularities before they come to the attention of the FCC.
 
The OO works closely with the FCC’s Amateur Auxiliary. Where hard-core violations of FCC rules are encountered, OOs refer problems to the Amateur Auxiliary and may assist in collecting evidence for possible FCC enforcement actions. All OOs are certified as members of the Auxiliary. To gain such certification, each OO must pass a formal examination.
 
In time of emergency, OO stations and the Amateur Auxiliary can assist in tracking down intentional or unintentional interference to nets. They can also help to resolve interference issues.

ARRL Headquarters General Support Functions

The ARRL Emergency Preparedness and Response Manager is an ARRL staff position within the Membership and Volunteer Programs Department (MVP) which has the following responsibilities:
 
· Act as ARRL Emergency Communications liaison to governmental agencies including FEMA and Homeland Security. 
· Administer memoranda of understanding between ARRL and served agencies such as the American Red Cross. 
· Maintain and encourage relationships with all ARRL served agencies. 
· Creation and administration of the ARRL internal emergency response plan. 
· Coordinate Simulated Emergency Tests.
· Assist Field Personnel with Emergency Communications and Public Service events and planning, as required. 
· Maintain and update ARRL emergency communications training materials and publications. 
· Keep ARRL Emergency Communications and Public Service content accurate and updated on the ARRL web site. 
· Manage Department of Homeland Security Major Disaster Emergency Coordinator (MDEC) program. 
· Act as liaison to ARRL Emergency Communications Field Leadership including ARES and RACES Leadership. 
· Author and/or edit occasional material for QST and other ARRL Public Service publications. 
· Manage other Emergency Communications and Public Service Related Issues.

The Membership and Volunteer Programs Department at ARRL HQ provides administrative support to the ARRL Field Organization, which includes both the Amateur Radio Emergency Service (ARES) and the National Traffic System (NTS). Through the Emergency Preparedness and Response Manager, MVP also provides administrative support for independent RACES programs, SKYWARN programs, and the Military Auxiliary Radio System (MARS).
 
HQ staff provides support by publishing a wide array of resource and training material in print and electronic format, by answering questions, and by providing a comprehensive web site. They also produce and distribute a number of operating aids, forms, ID cards, decals and patches.

ARRL Headquarters Support During A Disaster
During major disaster situations, HQ’s primary function is a coordination and support mechanism through the utilization of an Incident Management Team. While it is true that HQ functions with information, there can be scenarios where HQ must direct an operation or in concert with teams in the field from other locations if the local resources are not able or not willing to perform this. Our role is to make sure the impacted Section is concentrating on the response in their area, and not dealing with needs outside their boundaries. It is not their job to worry about other Sections-bringing in people and equipment. They only have to tell HQ the needs and ARRL staff will coordinate obtaining them and moving them into the needed areas. SM’s are not the coordinators of the overall operation with multi-Sections involving multiple State or ARRL Divisions - that is the function of the ARRL HQ in service as an information clearinghouse.  
Key staff at the ARRL HQ in Newington respond to sectional needs. Using Web and telephone conferencing capabilities, the ARRL Emergency Preparedness Manager along with the Chief Operations Officer, Media and PR Manager and other key HQ staff, convene daily meetings of the Directors, Vice Directors, SECs and SMs involved in the response. Other key ARES volunteers from the affected sections may be invited to participate in these meetings as needed and appropriate. The Incident Management Team (IMT) looks at the overall picture, balancing resources with needs, and works with the Sections involved to provide situational awareness, disaster intelligence, coordination of efforts and efficient use of resources. For example, the IMT can deploy MDEC when needed. The IMT also maintains the contacts and fulfills mission needs of the national relief organizations and Federal partners.
Under the direction of the ARRL Emergency Preparedness and Response Manager, the staff collects, analyzes, and processes data from the field. Subsequently, the staff disseminates the processed information via W1AW bulletins and the ARRL Web site news page. They also respond to individual inquiries for disaster response information via e-mail, fax, Amateur Radio and telephone.
 
The staff collects data from the field by contacting ARRL field officials in or as close to the disaster area as possible. They also contact key served agencies at the national level to get information and to assess needs. ARRL HQ staff also contacts managers of major nets such as the Hurricane Watch Net and the VoIP Hurricane Net which are the primary wide-area hurricane service nets that support the National Hurricane Center. The staff monitors disaster communications activity on the air from either W1AW or an auxiliary station located within the Headquarters building, W1HQ.

The information gathered is then processed and, as needed and appropriate, drafted into bulletins shared with leadership of the areas involved. Information also goes into current ARRL news periodicals and ARRL Web site postings.
 
ARRL official bulletins during disasters contain situation reports (SITREPs) with:
 
Damage reports. 
· Storm information. 
· Network information (which nets are active and where). 
· FCC emergency communications declarations. 
· Status reports on health and welfare traffic handling. 
· National Traffic System status.
 
Bulletins may also contain advice on proper operating procedures to assist individual Amateurs responding to the situation.

Materials And Logistics
Among the resources available through ARRL HQ to support ARES members responding to a major disaster are several “go kits” of Amateur Radio transceivers and related gear. There are four types of “go kits”:
 
· HF Kit 
· VHF/UHF Kit 
· Handheld Transceiver Kit 
· Support Kit
 
The ARRL Headquarters staff follows major disaster situations closely and assists ARES volunteers to the extent that they can by calling on them when necessary, keeping in mind that they receive hundreds of requests by e-mail and telephone daily during such situations.    ARRL is committed to providing good, reliable, and comprehensive information to support the Amateur Radio community’s response efforts.

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.
 
· ARES Manual: www.arrl.org/ares
· Official Emergency Stations: www.arrl.org/official-emergency-station
· Section Traffic Manager: www.arrl.org/section-traffic-manager
· State Government Liaison: www.arrl.org/state-government-liaison
· Public Information Coordinator: www.arrl.org/public-information-coordinator
· Public Information Officers: www.arrl.org/public-information-officer
· FCC Amateur Auxiliary: www.arrl.org/amateur-auxiliary

For more information on any of the elements presented, please consult the following links:
[bookmark: text11262anc]For local information, or to learn more about ARES and NTS net operation in your area, contact your Section Manager (SM), your Section Emergency Coordinator (SEC), or your District Emergency Coordinator (DEC); try www.arrl.org/sections/ - after you select your Section, you will find contact information for your Section Manager at the top of the page and contact information for other Section staff members down the right side. Also try doing an Internet search on your Section name or state name and “ARES”. See also The ARRL Net Directory at www.arrl.org/arrl-net-directory for a list of ARES and NTS nets operating in your area.

Review
In this Learning Unit, you have learned about span of control and the effective use of ARES leadership support positions.
Student Activities
1. Contact a member of your Section's ARES staff if necessary, and develop an ARES organizational chart of all established ARES staff and ARRL section support staff. Show names and call signs.
 
2. Briefly describe how your own position is related to those on the chart.
 
3. Assuming that you are in a position of authority, what is the local guideline for how many individuals you can comfortably supervise? What is this concept called?
 
4. During disasters, ARRL Headquarters publishes Official Bulletins. List the means (i.e., the steps and/or procedures) by which you can receive these bulletins in a crisis.  

Topic 3 Knowledge Review
[bookmark: text1278anc][bookmark: _GoBack]
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 of the following most affects the number of ARES leaders required to provide effective leadership?
a) The number and size of cities as well as the number of served agencies in the area. 
b) The managerial expertise of the Section officials. 
c) The number of Amateur Radio operators available. 
d) The legal requirements for non-profit, volunteer organizations.
Question 2
Which of the following describes the recommended "span of control?”
a) One supervisor with three to seven subordinates. 
b) One supervisor with seven to ten subordinates. 
c) One supervisor with ten to fifteen subordinates. 
d) One supervisor and three to five subordinates.
Question 3:
During a disaster, which of the following positions is responsible for providing information on the Amateur Radio contribution to the relief effort?
a) The Section Manager. 
b) The Public Information Coordinator. 
c) The Public Information Officer. 
d) The Section Emergency Coordinator.
Question 4:
For which of the following Section staff and support positions is an additional test and certification required?
a) AEC.
b) STM. 
c) OES. 
d) OO.
Question 5:
During disasters, which is the primary function of ARRL Headquarters?
a) Provide administrative support to the ARRL Field Organization. 
b) Provide administrative support to RACES, SKYWARN, and the Military Auxiliary Radio System (MARS). Publish materials and collect dues. 
c) Serve as an information clearinghouse.
Question 6:
In very large events involving multiple sections, ultimate control and coordination of overall ARES response goes to:
a) A special task group of key personnel and officers convened by ARRL HQ 
b) FEMA 
c) DHS 
d) IARU




Correct Answers
1	a
2	a
3	c
4	d
5	a
6	a



