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At the July 2003 Board meeting, the VRC presented a number of recommendations following an evaluation of ARRL’s Field Organization. At Minute 29 of the July meeting, the Board directed staff to prepare an action plan for implementing the VRC recommendations:

29. On motion of Mr. Roderick, seconded by Mr. Butler, it was VOTED, with Mr. Frenaye noted in opposition, that the Chief Executive Officer is directed to study and determine the necessary action to implement the recommendations contained in the “Volunteer Resources Committee Final Report to the ARRL Board of Directors, An Evaluation of the ARRL’s Field Organization” not otherwise specifically addressed by separate motion to the Board of Directors. An action plan for the implementation is to be completed and submitted to the Board of Directors no later than December 31, 2003 for consideration at the January, 2004, Annual Meeting of the Board of Directors.

This document summarizes the VRC recommendations and staff’s proposed response, along with an indication of when the items will be completed or acted upon. This summary is arranged by appointment, in the same order as the VRC’s report. Rosalie White, Steve Ewald and other staff members contributed to this report.

The VRC’s report and recommendations cover a lot of ground. For the most part, Staff’s recommended actions can be grouped into a few general areas:

1) Review the SM Workshop material and strengthen those areas where the SMs have indicated they need more training and guidance.

2) Improve HQ communications with SMs. In particular, provide more assistance in monitoring the status of Section Level appointments. Whenever possible, provide encouragement and help to SMs in filling those positions and making the best use of their volunteers. 

3) Increase focus on emergency communications training and organization at the Section, state and local level, with particular emphasis on improving relationships and coordination among all groups involved in emergency response. Give priority to development of Section Emergency Plans. Give priority to understanding and planning for involvement in local CERT teams. Give priority to minimizing contention and competition among various groups providing Amateur Radio emergency communications and work to provide a coordinated, unified resource at the Section state and local level.

4) Continue evaluation of those appointments that SMs indicated were problematic or difficult to fill, and consider other ways to address responsibilities in areas where SMs have little interest or expertise. Consider reducing the scope of the Field Organization while improving the quality in those areas considered to be the highest priorities.

5) Await a final report from the Ad Hoc Committee appointed to study national emergency communications networks and issues before expending effort on addressing those recommendations.

Function:

SECTION MANAGER

VRC Recommendation:

Each new SM shall be required to participate in a Section Manager orientation training session. Such a session will be held in person at ARRL Headquarters or offered as a formal web based course. Veteran SMs are encouraged to retake the course every few years for a “refresher.”

Staff Recommended Actions--

Continue development of SM Workshops held annually in the 3rd quarter. In-person training and networking with fellow SMs and staff has proven effective, and can be made more effective through implementing the recommendations in the report.

Revise the SM Guidelines to state that attending an SM Workshop is a requirement and convey information to all SM candidates in future elections.  Completed 2nd Qtr 2004

Issue Workshop invitations to newly elected SMs as soon as details are finalized, and follow up as needed to ensure maximum participation (next SM Workshop is scheduled for the 3rd quarter of 2004). Completed 3rd Qtr 2004

Invite current SMs who have not yet attended a Workshop to do so upon re-election to office.  Beginning with SM Workshop held in 3rd Qtr 2004.

Once all current SMs have participated in at least one Workshop, develop a schedule for inviting veteran SMs to attend a refresher Workshop. SMs serve 2-year terms, so most current SMs who have not yet done so will attend workshops in 2004 or 2005 upon election or re-election. Schedule to be determined, starting in 2006

VRC Recommendation:

The Section Manager orientation training shall include at least one section on leadership. 

Staff Recommended Action—

Staff is working with VRC to develop a leadership module for the next SM Workshop, to be held in the 3rd quarter of 2004. The 2004 Plan includes funds to cover the development of this module.

VRC Recommendation:

SMs must closely monitor the performance of their Section level appointees and hold those appointees accountable for their performance.   

Staff Recommended Actions—

Review and revise the SM Workshop agenda to include sections on the importance of recruiting and effectively using Section-level appointees. Beginning with SM Workshop held in 3rd Qtr 2004. 

Monitor the status of open section level appointments across the Field Organization and work with SMs as needed to encourage them to fill open positions.   Ongoing

Encourage SMs to share, via their e-mail reflector and other means, information and experiences regarding Section level appointees.   Ongoing

Function:

NATIONAL TRAFFIC SYSTEM

VRC Recommendations:

· Since NTS is self directed and the connection with ARRL is no longer a direct one, it is recommended that financial support to NTS at the national level by ARRL be discontinued.

· If the NTS is to be a viable option in emergency communications in the future, it is strongly recommended that STMs, earn Level 1, 2, and 3 certification as soon as possible.

·  Furthermore, it is strongly recommended that NMs earn at least Level 1 and 2 certification as soon as possible.
· STMs strongly encourage all NTS members to earn Level l certification in order to prepare them for possible future disasters and in order to prepare them to become future leadership officials.

· NTS operators should acquaint themselves with ARES and its leaders.

Staff Recommended Action—

The President has appointed an Ad Hoc Committee to study these issues. Defer development of an action plan until the Committee has completed its work and issued detailed recommendations. 

Function:

AMATEUR RADIO EMERGENCY SERVICE

VRC Recommendations:

It is recommended that all SECs, earn Level 1, 2, and 3 certification as soon as possible.

It is recommended that DECs earn at least Level 1 and 2 certification as soon as possible.

Staff Recommended Actions—

Currently staff sends messages to SECs and DECs each time a Level I, II and III class is going to open for registration. Revise messages to encourage those who haven't taken the courses to register and stress specific benefits of the training for SECs and DECs.  Begin during 1st Qtr 2004 and continue as courses are available.

On a quarterly basis, develop a list of SECs and DECs and the courses they have taken. Provide this information to SMs and ask SMs to work with their appointees to register for needed courses.  Quarterly starting 1st Qtr 2004.

During the registration periods each month, reserve seats for SECs and DECs and facilitate pre-registration for these appointees as needed.  Ongoing, as needed.

VRC Recommendations:

It is further recommended that ECs and OESs earn at least Level 1 certification as soon as possible.

SECs strongly encourage all ARES members to take advantage of other continuing education opportunities that may not be available through the ARRL. Earn at least Level l certification in order to prepare them for possible future disasters and in order to prepare them to become future leadership officials.

Staff Recommended Action--
Currently staff sends messages to SECs and DECs each time a Level I class is going to open for registration. Revise messages to encourage SECs and DECs to invite their ECs and OESs to participate, and stress specific benefits of the training for these appointees.  Begin during 1st Qtr 2004 and continue as courses are available.

During the registration periods each month, reserve seats for ECs and OESs and facilitate pre-registration for these appointees as needed.  Ongoing, as needed.

VRC Recommendation:
SECs strongly encourage all ARES members to take advantage of other continuing education opportunities that may not be available through the ARRL. 

Staff Recommended Actions-- 
Using the SEC reflector, send messages to SECs about training opportunities that Staff learns of and ask the SECs to share the details with their ARES members. Ongoing, as opportunities arise.

Encourage SECs to share opportunities that they learn of, as well as information on their experiences with such training. Opportunities may include FEMA training, CERT training, and so on. Ongoing, as opportunities arise.

Staff to maintain a list of key opportunities to share with new SECs and SMs. Ongoing, starting 1st Qtr 2004.

VRC Recommendation:
A minimum level of consistency to each Section’s ARES organization be established to provide assurance that quality emergency communications coverage is maintained throughout all Sections.

Staff Recommended Action-- 
ARRL already has recommended guidelines for operation of an ARES organization at the Section level. Resources on this topic for Section leaders include the Public Service Communications Manual and ARES Field Resources Manual. While some basic level of consistency is expected, Section leaders and local ECs may use modified versions of these guidelines, depending on local needs and available resources.

SECs have been tasked with developing a Section Emergency Plan. As of December 2003, 36 have completed plans and 17 report progress. Review of these plans will help to identify sections where additional work is required. Work started 3rd Qtr 2003 and will continue until all Sections have submitted a Plan. Ongoing effort is expected to maintain Plans and keep them up to date as volunteers and affiliations change.

Ensure that SMs and SECs share Section Emergency Plans with their successors when they leave office. Ongoing. 

Encourage SMs and SECs to share Section Emergency Plans as appropriate with volunteers in adjacent Sections, other Sections in their states, and other volunteer organizations that they work with. Ongoing.

Publicize activities and news stories from those Sections where the ARES program is working well to guide and encourage volunteers in those areas where additional work is required.  Ongoing, as opportunities arise.

VRC Recommendation:
Increase emphasis from both HQ and SMs to improve participation in a Section level SET.  

Staff Recommended Action-- 
Review SET results for Sections with a low number of SET participants, and work with the SM and those SMs located near them to better promote activity in upcoming SETs. Review to take place in 2nd Qtr 2004, with results used to promote SET in 3rd Qtr 2004. Such review to occur annually, as part of “after action” review of SET.

VRC Recommendation:
Establish a nationwide SET-like activity to exercise the functions and interfaces of the new nationwide emergency network.

Staff Recommended Action-- 
The President has appointed an Ad Hoc Committee to study these issues. Defer development of an action plan until the Committee has completed its work and issued detailed recommendations.

VRC Recommendation:

Coordinate the efforts of ARES with RACES and other governmental first responder agencies. 

 Staff Recommended Action—

The entire topic of coordination among various Amateur Radio emergency communications groups and interface with CERT teams and served agencies will be a major focus for 2004 and later years.

Staff is in the initial stages of research – discussions with the Dept of Homeland Security, development of Section Emergency Plans, discussions with SMs and SECs on what programs are available in their areas. As the VRC report noted, we need to learn from those areas where ARES and RACES work well together, and determine how to identify and improve areas where the two groups are at odds.

Work in this area began in 2003, and is expected to continue during 2004 and 2005. More information and study is needed before specific action plans can be developed. 

VRC Recommendations:

ARES leaders should acquaint themselves with NTS and its operators, and learn how NTS practices might be modified to benefit ARES.

Establish an ad hoc committee to develop a program to enhance current ARES emergency communications capability to include fast handling of long range (inter-state national and international) emergency communications.

 Staff Recommended Action—

The President has appointed an Ad Hoc Committee to study these issues. Defer development of an action plan until the Committee has completed its work and issued detailed recommendations.

Function:

SECTION TRAFFIC MANAGER
VRC Recommendations:
Increase emphasis on SM expectations of STMs. SMs should expect more and better performance from their STMs.  

To better describe the function of this appointment and avoid confusion in the future, it is recommended that this appointment be renamed Section NTS Liaison.

Staff Recommended Action—

The President has appointed an Ad Hoc Committee to study these issues. Defer development of an action plan until the Committee has completed its work and issued detailed recommendations.

VRC Recommendation:
STMs should be encouraged to earn Level 1, 2, and 3 emergency communications certification as soon as possible. 

Staff Recommended Actions-- 

Regardless of the outcome of the Ad Hoc Committee’s work, it will be beneficial to have Section volunteers knowledgeable about traffic handling and trained in emergency communications.

Currently staff sends messages to SECs and DECs each time a Level I, II and III class is going to open for registration. Revise messages to include STMs and encourage those who haven't taken the courses to register and stress specific benefits of the training for SECs and DECs.  Begin during 1st Qtr 2004 and continue as courses are available.

On a quarterly basis, develop a list of STMs and the courses they have taken. Provide this information to SMs and ask SMs to work with their appointees to register for needed courses.  Quarterly starting 1st Qtr.

During the registration periods each month, reserve seats for STMs and facilitate pre-registration for these appointees as needed.  Ongoing, as needed.

Function:

SECTION EMERGENCY COORDINATOR

VRC Recommendation:
Increase emphasis on SM expectations of SECs. SMs should expect more and better performance from their SECs.  

Staff Recommended Actions-- 
Review SM Workshop material to make certain that emergency communications is shown as by far the most important part of the SM’s job and that the SEC is the single most important appointment an SM can make. In the Workshop material, pay special attention to the SEC requirements and expectations, and draw upon the experience of SMs and SECs in Sections where the SM and SEC are working effectively. Beginning with SM Workshop held in 3rd Qtr 2004.

Assist SMs with developing indicators of SEC performance, including attention to monthly SEC activity reports, participation in SET and other training exercises, development of a Section Emergency Plan, completion of emcomm training courses.  Beginning 2nd Qtr 2004, with feedback to SMs as needed on an ongoing basis.

Identify any sections that do not currently have an SEC and work with the SM to fill this important position.  Ongoing, as vacancies occur.

VRC Recommendation:

SECs in each Section must establish a Section Emergency Plan (where do you go, who do you talk to, etc).

Staff Recommended Action-- 

SECs have been tasked with developing a Section Emergency Plan. As of December 2003, 36 have completed plans and 17 report progress. Review of these plans will help to identify sections where additional work is required.  Work started 3rd Qtr 2003 and will continue until all Sections have submitted a Plan. Ongoing effort is expected to maintain Plans and keep them up to date as volunteers and affiliations change.

VRC Recommendations:

SECs are encouraged to earn Level 1, 2, and 3 emergency communications certification as soon as possible.  

DECs are encouraged to earn at least Level 1 and 2 emergency communications certification as soon as possible. 

ECs and OES appointees are encouraged to earn Level l emergency communications certification as soon as possible. 

SECs strongly encourage all ARES members to earn at least Level l emergency communications certification in order to prepare them for possible future disasters and in order to prepare them to become future leadership officials.

SECs strongly encourage all ARES members to take advantage of other continuing education opportunities that may not be available through the ARRL.

Increase emphasis from both HQ and SMs to improve participation in a Section level SET.  Furthermore, Sections are strongly urged to participate in a national SET where all facets of the national emergency communications network can be exercised and tested.

Staff Recommended Action-- 

These VRC Recommendations are duplicates and have already been addressed in the Amateur Radio Emergency Service section.  

The topic of a national SET to test a national emergency communications network will be addressed after the Ad Hoc Committee has completed its work.

Function:

STATE GOVERNMENT LIAISON

VRC Recommendation:

Establish a solid single point of contact at HQ for SGLs.  This contact should coordinate federal efforts as well as state and local efforts.  The VRC was working with Steve Mansfield to do just this prior to his untimely death.  There is currently a void here.

Staff Recommended Action-- 

Assumption of this role by Derek Riker of Chwat & Co. has been discussed in principle with John Chwat. This is a preferable solution to assigning the responsibility to a present staff member. Expanding staff is not an option for budgetary reasons. Derek already works with volunteers on federal legislative issues and prepares the monthly report on state legislative issues that is made available to the Board.

VRC Recommendation:

Provide Chwat state data directly to SGLs. This is extremely timely data that should be shared with those who can make the most use of it.

Staff Recommended Action-- 

At its March 15, 2003 meeting the Executive Committee acted as follows: “16. A report on state legislation relating to telecommunications is shared with Board members regularly. After discussion it was agreed that Directors should be encouraged to share the relevant information with the Section Managers in their divisions.” If the Board prefers some other means of disseminating the information this policy should be changed.

VRC Recommendations:

HQ needs to provide greater support to SMs in filling this post.  This can be done during new SM orientations. A HQ focal point can continue to help SMs with this priority.

Increase emphasis on SM expectations of SGLs.  If SMs expect more and better performance from their SGLs, they will likely get it.  Likewise, an HQ focal point should also emphasize greater expectations from the SMs in the performance of their SGLs.

Staff Recommended Action—

Identify any sections that do not currently have an SGL and work with the SM to fill this important position. Ongoing, as vacancies occur.

Survey SMs and SGLs for their ideas on qualifications and attributes needed for an effective SGL.  Completed 4th Qtr 2003. 

Review SM Workshop material on the requirements and expectations of the SGL position and update as needed.  Beginning with SM Workshop held in 3rd Qtr 2004.

Share success stories and “lessons learned” from SGLs and SMs who have participated in legislative efforts in their areas.   Ongoing, as opportunities arise.

VRC Recommendation:
Encourage Sections in states with multiple Sections to coordinate their efforts at their common state capitols.  Some states, such as Pennsylvania and Florida, already appear to do this well.  An HQ focal point would be extremely helpful in encouraging this kind of coordination.  

Staff Recommended Action—
This Recommendation was the topic of discussion and a motion at the July Board meeting. Although the motion did not pass, the idea that ARRL needs to speak with one voice at the state level deserves additional consideration. The concept of aligning this responsibility along Section lines may not be appropriate.  

In the meantime, the VRC report identifies two states that are dealing with this problem in an effective way. The SMs and SGLs in those states can be encourages to share their experiences with SMs and SGLs in areas where the system is not working effectively. Approach SMs in all affected states during 1st Qtr 2004 and ask them to participate in a discussion of the problem and development of specific guidelines and recommendations to address it.

VRC Recommendation:

Define the relationship between the SGL and LGL(s).  

Staff Recommended Action—

Staff reiterates its recommendation that the LGL position be eliminated for the reasons outlined in a memo from CEO Sumner to the VRC more than a year ago:



"Establishing and maintaining an effective Amateur Radio presence in the local community is a specific objective of Special Service Clubs. Local public officials are more likely to be favorably inclined toward a local club or toward an individual designated by a local club than toward an individual who is appointed by someone they don't know (the SM or SGL) who may be hundreds of miles away. Yet the only mention of clubs contained in the LGL job description is: ‘Work with the PIO and local clubs to build and/or maintain good relations between Amateur Radio and local officials (for example, invite the mayor to a club dinner or council members to Field Day).’

"If we were starting with a blank sheet of paper I would argue against creating the position of LGL and instead focus on getting local affiliated clubs, and particularly SSCs, to accept this responsibility. It is always difficult to eliminate a position once it's created. However, if we are going to retain the position of LGL, at the very least I think we ought to loop the affiliated clubs into the selection process much as they are for PIOs. In addition we should review the specific responsibilities of the LGL and try to eliminate duplication with the responsibilities of others."

VRC Recommendations:
Add to the SGL appointment description that the SGL must be a Full member of the ARRL.

Set up an SGL reflector.  

Staff Recommended Action—

Completed. 
Function:

OFFICIAL OBSERVER COORDINATOR

VRC Recommendation:
Modify the Specific Duties of the Official Observer Coordinator to require that an OOC has passed the comprehensive written examination and is an OO.  It is further recommended that OOC appointees have been OOs for a minimum of two (2) years to be appointed. OOCs shall maintain their active OO status while holding the OOC appointment.

Staff Recommended Action-- 

Completed.
VRC Recommendations:

SMs and their OOC appointees need to recruit additional qualified Amateur Radio operators to OO appointments in the Amateur Auxiliary.  Qualified people are sometimes difficult to find for this appointment, but they are out there.

As with other Section staff appointees, SMs are encouraged to maintain high expectations of their OOC.

SMs should encourage their constituents to contact the OOC or local OO for assistance with a problem prior to contacting the FCC.  

Staff Recommended Actions-- 

These recommendations have been addressed since the VRC report was completed.

We have added 46 OOs since July.  

The Amateur Auxiliary was the subject of a lengthy feature article in July QST. The article explained the workings of the program, encouraged more amateurs to get involved, and encouraged amateurs to use the OO program to assist in resolving problems. 

As with the other Section level positions, staff will identify any sections that do not currently have an OOC and work with the SM to fill this important position. Ongoing, as vacancies arise.

Review SM Workshop material on the requirements and expectations of the OOC position and revise and update as needed. Beginning with SM Workshop held in 3rd Qtr 2004.

VRC Recommendation:
The ARRL must find ways of further recognizing the members of the Amateur Auxiliary for the high quality service they continuously provide in this important function.

Staff Recommended Action--

The Amateur Auxiliary is recognized in general terms through occasional articles and news items. We can provide more feedback from Riley Hollingsworth and other FCC officials when the work of OOs helps result in a successful enforcement action. When publicizing FCC enforcement actions, we make it a point to mention, in general terms, Amateur Auxiliary involvement.

It is more difficult to publicly recognize the work of individual OOs. The FCC does not want information about ongoing investigations made public. Information leaks can and have compromised FCC investigations. Also, there have been recent cases where alleged perpetrators acquired the names of OOs involved in their cases and have threatened or harassed them. 

Function:

TECHNICAL COORDINATOR

VRC Recommendations:

Improve coordination with Technical Information Service program at HQ.  

SMs should encourage members to contact the Section TC for help with technical questions before contacting ARRL HQ.

Enhance coordination with SGL/LGL for TC/TS to provide technical expertise to SGL/LGL efforts.  

Emphasize to clubs and the ACC that access to TC/TS is a benefit of membership.

Emphasize to the SMs that they must increase their expectations of their TC appointees. 

Explore the possibility of ARRL HQ coordinating with the FCC on how to establish working relationships with district FCC offices closest to each Section where TCs and TSs could assist the FCC in resolving interference issues.

Staff Recommended Action—

Changes to the Technical Information Service at HQ are included in the 2004 Plan. This is an appropriate time to study the various mechanisms for delivery of technical assistance to the amateur community. Consider strong evidence from SM survey that the TC and TS appointments are not needed and consider alternatives. Possible resources include HQ staff, ARRL publications, the ARRL Web site, volunteer TCs and TSs, affiliated clubs and the pending ARRL Elmer program. Which of these resources are most effective? How can we strengthen the effective ones?  Begin study of this topic during the 1st Qtr of 2004, with specific recommendations to be completed by the end of the 2nd Qtr.

Function:

AFFILIATED CLUB COORDINATOR

VRC Recommendations:

Encourage more ACC travel to club meetings throughout the Sections. 

Encourage SMs, where possible, to share funding with the ACC to help cover their travel expenses.  

The ACC should become a resource of programs for individual club meetings.

Emphasize to the SMs that they must increase their expectations of their ACC.

Staff Recommended Action—

The 2004 Plan includes an upgraded position at HQ to manage support of local clubs. During 2004, the new Club Program Manager will study the relationship between the affiliated clubs and Special Service Clubs and the ACC and make recommendations for improvement.  The study will consider topics including:

the current responsibilities of the ACC and possible additions or deletions

development of criteria for evaluation an ACC’s effectiveness

how clubs may participate in a new Mentor/Elmer program

how to better utilize clubs in promoting ARRL membership

how ACCs and local clubs can utilize and contribute to the ARRL video and multimedia library

the relationship between clubs and the Field Organization

Position to be filled during 1st Qtr 2004. Study to be completed by the end of the 3rd Qtr, in time for inclusion in the 2005 Plan.

VRC Recommendation:

The ACC appointment description that the ACC must be a full member of the ARRL.

      Staff Recommended Action—

      Completed.

Function:

BULLETIN MANAGER

VRC Recommendations:

Cease to issue new BM and Official Bulletin Station appointments.  Current BM and Official Bulletin Station appointments may continue to be renewed at the discretion of the SM.

SMs who desire to appoint someone to a BM like position can appoint them as an Assistant Section Manager with a specific responsibility.

Staff Recommended Action—

Completed. Review legacy BM and OBS appointments annually, with the goal of eliminating them and refocusing the efforts of these volunteers in other, more important, areas of the Field Organization. 

Function: 

PUBLIC INFORMATION COORDINATOR

VRC Recommendations:
SMs must understand the importance of public relations to the survival of Amateur Radio.  SMs need to be familiar with the position description for the PIC.  With a higher SM awareness of the public information function, SMs must be shown how to better use the PICs and help in selecting effective people.

Emphasize to the SMs that they must increase their expectations of their PIC.  

Improve and increase HQ public information resources and direction to PICs.  

Staff Recommended Action--
Task appropriate HQ staff and/or PR Committee volunteers with development and presentation of a segment on this topic at the SM Workshop and to develop materials that can be shared with SMs who do not attend.  Beginning with SM Workshop held in 3rd Qtr 2004.

As with the other Section level positions, staff will identify any sections that do not currently have a PIC and work with the SM to fill this important position.  Ongoing, as vacancies occur.

Encourage PICs to participate in existing online resources, including the PR reflector and “Contact!” online newsletter.  Ongoing.

VRC Recommendations:

Implement a special web page for PICs.

Add to the PIC appointment description that the PIC must be a full member of the ARRL.

Staff Recommended Action--
Completed.

VRC Recommendations:
Better coordinate PIC activities with clubs that are doing or want to do public relations work to non-hams.  

Educate SMs and PICs on the importance of establishing a speakers bureau to give the Amateur Radio story to non-ham radio audiences.

Staff Recommended Action--

VRC is considering a staff proposal that was presented at the Fall VRC meeting.
