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The ECAC committee was assigned the task of making recommendations regarding the MDEC (Major Disaster Emergency Coordinator) program, deliver an interim progress report to the PSC by March 1, 2011 and a final report on or before June 1, 2011.  Review criteria are to include, but not be limited to, areas such as terms of reference, job description, qualifications and appointment standards.
Our project was completed through regular meetings conducted via Go-To-Meeting and various teleconferences.  Three products were developed for your consideration.  The first, the conclusions and recommendations of the ECAC with regard to the assignment, plus two additional submissions that serve as aids to explain the process and background the committee used to develop the plan.  These additional articles consist of an introductory cover letter and a paper of Frequently Asked Questions.  We believe that these three combined documents will provide a comprehensive and complete explanation of the MDEC Program and insure that suitable achievable goals for implementation can be met.

The Cover letter, our Conclusions and Recommendations and the FAQ Sheet follow.

Respectfully submitted,
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Dale Williams, WA8EFK, Chairman

National-Level ARESMAP

 Major Disaster Coordination & Response Program
Overview

This program enables a supportive national-level ARRL response to major disasters that overwhelm existing local resources, or that span more than one ARRL Section. Two types of support can be requested: 

· Wide area ARRL response coordination. 

· Physical support in the form of ARES Mutual Assistance Program (ARESMAP) field teams and/or field kits from the ARRL national equipment cache.

The program is not intended to replace or displace the local ARRL leadership or members, but to be a supplement. However, in cases where no functional ARES or NTS program, leadership or response exists, a nationally organized physical response can be a stand-alone replacement.

Requests for national level support and coordination can be made to the ARRL Emergency Preparedness Manager’s office at ARRL HQ by the Section Manager or Section Emergency Coordinator, or directly by a national-level served agency such as the American Red Cross, or any government entity.

Responses will be organized and coordinated by one or more Major Disaster Emergency Coordinators (MDEC), activated as necessary by the Disaster Response Manager (DRM).

Definitions

ARES Mutual Assistance Program (ARESMAP): A group of ARES volunteers from outside an affected area usually deployed in support of, and under the control of, a local ARES organization. ARESMAP is a new program name. ARES Disaster Field Team (ADFT) now replaces the term ARESMAT (ARES Mutual Assistance Team).
ARES Disaster Field Team (ADFT): An ad hoc ARESMAP support team created and deployed to meet one or more specific communication needs in a disaster area. 

Disaster Response Manager (DRM): A volunteer or staff person at ARRL HQ temporarily assigned to manage a national support response this person could change several times a day in shifts. This position is nominally held by the EPM.

Emergency Preparedness Manager (EPM): A full-time paid ARRL employee with overall day-to-day responsibility for managing and coordinating the ARRL emergency programs at the national level.  This person will also interface with national level served agencies.
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Major Disaster Emergency Coordinator (MDEC): A volunteer field appointment, who, when activated, is responsible for coordinating national level response and support activity for a specific disaster.

MDEC Job Description

The MDEC coordinates ARRL’s national level response to a specific disaster in concert with local and Section ARRL leadership in the affected area, ARRL HQ staff, and any requesting served agencies. 

For national ARESMAP support requests, he or she is responsible for putting together appropriate Disaster Field Teams, supervising their deployment and return, coordinating outside logistical support to deployed teams when possible, and keeping all parties informed as to status and progress. 

For network coordination support requests, the MDEC will work with national-level served agencies and Section and local ARRL staff to establish appropriate nets, improve traffic flow, and coordinate solutions to inter-jurisdictional issues that might arise.

For logistical support requests, the MDEC will work with Section and local ARRL staff and ARRL HQ to arrange for deployment of ARRL national equipment cache elements.

MDEC Appointments

Up to four MDECs may be appointed from each ARRL Division so that at least one will always be available. Candidates are proposed by Section Managers, and selected by the EPM. A lead MDEC will be assigned for each Division to help coordinate activities during and between activations. MDEC responsibilities and authority during an activation may not be limited to one Division, since disasters don’t respect political boundaries.

MDEC Qualifications

ARRL members selected for MDEC appointments will have broad and deep emergency communications experience and training relevant to their region. They should be familiar with human and physical ARES assets in their region, and have good working relationships with other ARES leaders. MDECs will be familiar with served agency practices, procedures and methods. ARRL EC-01, EC-016, and FEMA COML or SPCL-AUXCOMM training is required. (Prior completion of EC-02 and EC-03, plus FEMA IS-100, IS-200, IS-700 and IS-800 may substitute for EC-016).  If a proposed MDEC candidate has not completed either the AUXCOMM or COML courses, he/she may acquire them within 18 months of appointment.  Completion of the COML Task book is not required.
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MDEC Authority

Each MDEC carries out the duties of the position in accordance with ARRL policies established by the Board of Directors. MDECs report to the ARRL EPM, and when activated, to the DRM.

The MDEC must coordinate with relevant ARRL field staff and appointees when performing intra-Section duties. In no case will an MDEC or responding ADFT leader take direct leadership of an area without the express permission or request of any functioning local ARRL leadership or the ARRL Disaster Response Manager.

When not activated, the MDECs will develop relationships within the chain of command of the Amateur Radio emergency communications groups and served agencies within their Division.  The MDECs are encouraged to periodically engage with appropriate SMs and SECs on HF nets, local repeater nets, internet-based VOIP nets, conference calls or webinar type meetings.  SMs and SECs are encouraged to include their Division MDECs in their planning processes.  MDECs are encouraged to communicate with each other regarding resources and planning. These duties are ongoing through the year. 

National ARESMAP Database

ARRL HQ and the EPM maintain an online database of well-qualified ARES members who wish to make themselves available for national-level ARESMAP deployments. The database includes contact information, capabilities, and relevant training and skills.  Members wishing to be listed must have the recommendation of, and training and other records reviewed by, their EC and DEC or SEC. 

National Support Requests 

Requests for national-level support will be made to the Emergency Preparedness Manager’s office at ARRL HQ. Requests may come from Section Managers, Section Emergency Coordinators, or directly from served agencies with a national scope, or any national, state, county, or local government agency.

In the case of direct agency requests, the EPM will make every effort to contact and coordinate with any Section and local ARES staff. This program assumes that in some cases a local ARES or NTS program may not exist, or may be substantially incapacitated by the disaster. Responding ARESMAP teams will also make every effort to contact and coordinate with Section and local staff.
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Types of Support

1) When a disaster involves two or more ARRL Sections, the DRM may activate an MDEC to assist Section leadership with coordinating frequencies and traffic flow, resource sharing, and coordination with national-level served agencies. The MDEC will work with local, Section, and national ARRL staffs to ensure that served-agency needs are being met. The MDEC will be responsible for a specific disaster, regardless of which ARRL Division(s) are involved.

2) When extra operators and/or equipment are requested, the DRM may activate an MDEC to coordinate the creation and deployment of ADFTs, and/or field kits from the ARRL national equipment cache.
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MDEC Activation

An MDEC from within or nearby the affected Division, but well away from a current or projected danger area, will be activated by the DRM on an as-needed basis to coordinate a requested ARESMAP response. When a request is made, the DRM will select and activate both a Lead and one or more Assistant MDECs as needed, thus creating an ad hoc MDEC team.


ARES Disaster Field Team (ADFT)

Each Disaster Field Team will be created in response to a specific ARESMAP support request. The size and composition of the team will vary according to the requirements provided. Each team will have a Team Leader and Assistant Team Leader. The Team Leader will be initially appointed by the DRM, but the team may elect to choose a different leader at any time as the situation dictates. The Team Leader will choose the Assistant Team Leader.

ADFTs will be expected to be self-sufficient to the degree specified in the ARESMAP request, including communications gear, food, fuel, batteries, shelter, water, and personal needs.

Organization of a Physical ARESMAP Response

The MDEC recruits appropriately trained and equipped ARES members who have chosen to be registered in the national ARES database. Working with the EPM, the lead MDEC coordinates the response between the requesting party and responding ARES members, monitors their progress and activities, and helps provide any necessary logistical coordination while they are deployed or traveling.

The MDEC and their assistant(s) will put together Disaster Field Teams (ADFT), which will be under the direction of Team Leaders. An ADFT will be made up of resources appropriate to the need and/or request, and will operate under the direction of local ARRL leadership or the requesting entity, depending on the situation, and as directed by the MDEC. 

Team size and capabilities should be appropriate to the envisioned assignment, allowing for adequate coverage and time for rest and personal needs.

Teams will be equipped for self-sufficiency when required by the requesting authority.

ADFTs will muster in their home area and travel to the disaster area as a group. ADFTs will maintain periodic communication with the MDEC or the DRM’s office while en route and upon arrival, and will make periodic reports during the deployment. 

For safety reasons it must be understood that each team will travel and function as a unit and not be sub-divided unless all parties agree. If subdivided, plans must be made to reconnect at the end of the deployment to permit the ADFT to travel home as a group. Team members must also attempt to maintain an awareness of each other’s location and situation throughout the deployment.
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National-Level ARESMAP Operational Structure
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The Thinking Behind the ARES Mutual Assistance Program (ARESMAP)

And the Major Disaster Emergency Coordinator (MDEC)

ARRL Emergency Communications Advisory Committee (ECAC)

In a Nutshell

This is all about developing a way to help overwhelmed local ARES groups by sending resources from unaffected areas. Like many recent changes in the disaster response field, this one was born of Katrina. Many hams along the Gulf coast were preoccupied with survival and unable to function effectively, and the only way ARES could operate was with outside help.

The Big Picture

When the ARRL Programs and Services Committee (P&SC) asked us to flesh out the idea of a Major Disaster Emergency Coordinator, we began with just a rough job description. It was envisioned as an ad hoc position to be activated when needed for the task or coordinating a wide-area response. As the discussion progressed, we added details including job qualifications, regional distribution, and functional and organizational elements.

In an attempt to see how the MDEC might function when added to the existing ARRL Field Organization, we created several flow charts. It quickly became apparent that the MDEC was really only one piece of what need to be an all-encompassing program, with new concepts and terminology to make it work well.

It was also clear that it needed to be part of a unified support concept, and not another layer of bureaucracy. The new support program would have to work seamlessly at all levels.

New Concepts - New Terminology

One of the new terms presented to us was Disaster Field Team, which we expanded to ARES Disaster Field Team (ADFT) to differentiate it from other organizations’ disaster field teams. It was intended to describe the national-level ARES teams that the MDEC would send into a disaster area to bolster local resources. “ARESMAT” was already being used to describe the same thing, but there was nothing to describe an overall outside support program. For that matter, no such program really existed.

For that reason, we’ve proposed the ARES Mutual Assistance Program. Yes, we know it looks and sounds a lot like ARESMAT (ARES Mutual Assistance Team), and it might create some initial confusion. We’re proposing that the term ARESMAT be replaced with Disaster Field Team, and that ARESMAP becomes the term describing all local, regional, and national support program activities. ADFT would become the term used for all ARES field teams responding from outside a disaster area, whether through regional MOUs or from ARRL HQ. 
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Critical Tasks

The National ARES Database will need to be tightened and strengthened to assure that registrants are indeed qualified. This means that self-registration will need to be replaced with registration by SECs or their designees. SECs will need to be impressed with the importance of honestly vetting each applicant to ensure accuracy of information provided and their suitability for the role. 

MDEC and Field Organization Orientation and Training will be essential to the success of the program. An MDEC field manual will need to be written to ensure a uniform and predictable response program across the country. Existing field organization staff will need to be educated on the concepts and new terminology. 

Procedures, Guidelines and Plans will need to be drawn up to allow for a predictable and uniform response each time an MDEC is activated. Tabletop drills might also be considered to test plans and procedures.
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ARESMAP - MDEC 

FAQ

What is ARESMAP?

The ARES Mutual Assistance Program is a new term to describe all levels of outside support provided to local ARES groups during a major communications emergency.

Is ARESMAP the same thing as ARESMAT?

No. ARESMAT has been used to describe responding mutual aid teams for many years. We’re proposing that it be replaced with a new term, ARES Disaster Field Team (ADFT). ARESMAP is the proposed name of the overall assistance program. The term ARESMAT would pass into history.

What is the MDEC?

A Major Disaster Emergency Coordinator will provide national-level support coordination during large-scale disasters. ARRL HQ will activate at least one MDEC and an assistant MDEC for each disaster, based on who is available and best suited for the assignment, location, and on the size of the anticipated response. Several MDECs will be vetted and appointed from each ARRL Division on a stand-by basis to ensure that someone will be available when needed.

Why are MDECs distributed according to ARRL Divisions and not FEMA Regions?

We spent a great deal of time discussing this one. Since an MDEC will be assigned to a disaster area without regard to political boundaries of any kind, using FEMA regions offered no particular advantage. (Disasters don’t recognize boundaries either.) For the most part, local ARES organizations have little direct contact with FEMA. In the end, we decided that it was more important to stay with our own organizational structure.

Do the MDEC or outside teams take over control from local leadership?

The short answer is “no.” This program is designed to provide supplemental resources to existing ARES groups. However, in the event that the local organization is unable to operate (or doesn’t exist), the assigned MDEC and ARRL Emergency Preparedness Manager may opt to place one or more outside ARES officials temporarily in charge until local groups can get their feet under them again. This would only be done in consultation with local ARRL leadership. Serving the public has to be our over-riding concern, and flexibility is key.

What tasks does the MDEC take on?

It depends on what has been requested. It might entail coordinating regional net frequencies and hot-line circuits, creating and organizing deployment of ADFTs, or handling requests for equipment from the ARRL National Equipment Cache. In short, the MDEC is the go-to person for local and Section ARES leadership, as well as national served agencies like the Red Cross or FEMA.
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Can Red Cross or other national served agencies make direct support requests?

Yes, but if they do, the MDEC’s first job will be to confer with ARES leadership in the affected area. If they are unable to do so for any reason, the MDEC and HQ staff will have to decide if they should just send in outside help, how much, and where.

Where will ADFT members be drawn from?

From the National ARES Database. The MDEC will confer with Section ARES officials in areas outside the disaster zone to put together appropriate ADFTs using members from the database. 

Who will appoint the MDECs, and how many will there be?

The ARRL Emergency Preparedness Manager will consult with Section Managers and SECs to identify qualified MDEC candidates. If they agree to serve, they will be appointed to the national MDEC team by their Section Manager. Not every ARRL Section will have an MDEC appointment, since this is a very difficult job to fill. To achieve some measure of geographic distribution, up to four will be selected from each ARRL Division.

What is a Disaster Response Manager (DRM)? 

The ARRL HQ staffer that handles day-to-day ARES issues is known as the Emergency Preparedness Manager (EPM). When a disaster requiring national support or coordination occurs, a temporary position called the Disaster Response Manager is created. In theory, the primary DRM is the EPM.  Just like a job title in the Incident Command System, though, the person holding this title could be the EPM, another staffer, or a volunteer, and might change several times a day.

Why do we need both a DRM and an MDEC?

The staff at ARRL HQ doesn’t have the contacts, knowledge, or resources to effectively build and coordinate a supportive response. It requires someone closer to the field organization to handle those tasks. The DRM will act as a single point of contact for national served agencies, and may work to provide other support resources, such as teleconferencing facilities to aid in response coordination.

- 11 -
Emergency Communications Advisory Committee

July 2011 

Atlantic – Jim Cross, WI3N



Email:  jcross3@gmail.com

16013 Dorset Road, Laurel, MD 20707

Central – Bill Niemuth, KB9ENO 


Email: bniemuth@new.rr.com 

W 8088 Hillcrest Court, Hortonville, WI 54944

Dakota – Jim Zahradnicek, KDØS


Email:  kd0s@kd0s.com

29563 US Highway 14, Pierre, SD 57501

Delta – Jim Coleman, AI5B



Email:  wpcde911@itsfast.net
1530 Military Road, Bogalusa, LA 70427

Chairman

Great Lakes – Dale Williams, WA8EFK 

Email: dale.wms1@frontier.com
291 Outer Dr, Dundee, MI 48131-1014

Hudson – Jim Mezey, W2KFV



Email:  w2kfv@aol.com
38 Appletree Lane, Carle Place, NY 11514-1336

Midwest – Reynolds Davis, KØGND


Email:  reynoldsD1@aol.com



3901 S 42nd Street, Lincoln, NE 68506-4212

New England – Dave Colter, WA1ZCN


Email:  dbcolter@myfairpoint.net

P.O., Box 1109, New London, NH 03257

Northwestern – Gordon Grove, WA7LNC

Email:
gorgrolnc@juno.com



PO Box G, Deer Park, WA 99006
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Pacific – James R Latham, AF6AQ


Email:  jrlatham@sbcglobal.net
1798 Warsaw Ave, Livermore, CA 94550-6140

Roanoke – Charlie Miller, AE4UX


Email:  ae4ux@bellsouth.net

194 Cessna Drive, Trenton, SC 29847

Rocky Mountain – Jeff Ryan, KØRM


Email:  k0rm@arrl.net

9975 Wadsworth Parkway #K2-275 

Westminster, CO 80021

Southeastern – Rick Palm, K1CE 


Email:  k1ce@cfl.rr.com
31 Burning Ember Lane, Palm Coast, FL 32137

Southwestern – Grant Hays, WB6OTS


Email:  ghays@cis-broadband.com
3707 Elder Court, Sierra Vista, AZ 85650

West Gulf – Glen Reid, K5FX



Email:  k5fx@arrl.net

1305 Carlotta Lane, Austin, TX 78733

RAC – Doug Mercer, VO1DTM



Email:  vo1dtm@hotmail.com
Box 1042, 84 Main Road, Goulds, NL A1S 1H2

Canada

Board Liaison – Mickey Cox, K5MC


Email:  k5mc@arrl.org
754 Cheniere Drew Road, West Monroe, LA 71291

Staff Liaison –  Mike Corey, W5MPC


Email:  w5mpc@arrl.org
225 Main Street, Newington, CT 06111

Administrative Liaison – Sharon Taratula

Email:  staratula@arrl.org
225 Main St., Newington, CT  06111
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