O fice of Equal Rights
Equal Rights O ficer Cadre
M ssion

In time of disaster, the Equal Rights Oficer (ERO cadre
supports the basic mssion of the Ofice of Equal Rights (CER).
That m ssion is to pronote diversity, ensure a discrimnation-
free work place, and guarantee equal access to FEMA prograns and
benefits.

Through its activities, the cadre al so supports a key goal of
FEMA's Strategic Plan: "to ensure that the public is served in a
timely and efficient manner." During the next several years,
the organi zation will play an inportant role in fulfilling the
pl an's objective of achieving and maintaining a high |evel of
overall custoner satisfaction, internal and external, w th FEMA
servi ces.

Managenment and Policy Docunentation

The Director of OER has general oversight of the cadre, which is

del egated to a Cadre Manager. Because the cadre is centrally
managed from Headquarters, there is no formal link to the
Regi ons.

The Manager and a CORE staffer analyze ERO recomendati ons from
the field, and refer themto the Director of OER for action if
t he suggestions involve other offices. The Cadre Manager, with
the final approval of the Director of OER, is responsible for
devel oping or altering cadre policy. The cadre maintains a web
site linked to the FEMA public Internet site, containing policy
i ssuances, conplaint processing forns, and ot her hel pful

i nformation and |i nks.

Job Titles and Functions

Each nenber of the cadre is a Disaster Assistance Enpl oyee (DAE)
bearing the title of Equal Rights O ficer. The primry
functions of the ERO cadre are:

Assi stance and Training - Provides advice and guidance to the
FCO on EEO and Civil Rights matters; presents training on sexua
harassnment prevention, cultural diversity, and the EEO process.
This training is a vital conmponent in an Agency defense to

al l egations of discrimnation.




Civil Rights Resolution - Wirks proactively with Community

Rel ati ons, Public Affairs, Human Services, and ot her DFO
conponents to resolve individual or group Civil Rights issues;
visits and speaks with key community | eaders and organi zati ons;
assesses accessibility at Disaster Recovery Centers and

di stributes informati on about OER prograns.

Counseling - assists FEMA enpl oyees, enploynent applicants, and
managers to resol ve quickly EEO problens or other enploynent

i ssues that arise fromlack of a DAE grievance procedure; guides
supervi sors through downsi zing to achieve the best possible
out cone; processes all EEO conpl aints that cannot be resol ved
informal ly.

Hi story

Until the creation of the cadre in 1995, Equal Rights services
at the DFO were inadequate. A collateral-duty EEO counsel or
(when appoi nt ed) handl ed enpl oyee conmplaints, but had little
training or contact with Headquarters OER. These individuals
rarely if ever dealt with perceived discrimnation issues raised
by di saster victins.

After OER reached agreenment with the Response and Recovery
Directorate and the O fice of Human Resources Managenent on the
scope and functions of the cadre, recruiting began in 1995. The
first cadre nenbers went alnost directly fromtheir training
class to assignnments in the Caribbean in Puerto Rico and the
Virgin Islands following Hurricane Marilyn in Septenber of that
year. During the past several years the cadre has participated
in nost disaster operations.

Recr ui t ment

CER has sought persons with the follow ng know edge, skills and
abilities: Know edge of EEQ Civil Rights conpl aint procedures;
denonstrated skills in managenent and political and human
sensitivity, strategic planning, problemsolving, and

negoti ation; excellent presentation, witing and briefing
capacity; ability to be flexible and to effectively comruni cate
orally and in witing to officials of diverse groups; ability to
enpat hi ze when communicating orally or in witing with peopl e of
di verse groups; ability to enpathize when communicating orally
or in witing with people of diverse racial, ethnic, and
econom ¢ backgrounds; and the ability to work under stressful
and austere conditions in a rapidly changing environment. A



background in a discipline such as psychol ogy, social work,
political science, urban studies, black or ethnic studies, or
soci ology is useful but not mandatory. Experience is expected to
be a minimumof two years in a field related to the KSAs |i sted
above. This could include paid or volunteer service in a
communi ty- based organi zati on.

For the nost part, recruits conme to us through newspaper ads and
word of mouth fromothers already in the cadre. Interviews
generally are by telephone. The Cadre Manager and another CER
staffer conduct the interview and assess the candi date, but the
Manager nakes the hiring decision. Qur experience is that cadre
menbers cone from one of three nmain groups (percentages based on
January 2000 personnel): human resources managers and consul tants
who specialize in EEO and diversity (about 33 percent); EEO
prof essional s, such as attorneys and forner EEOC enpl oyees (about
45 percent); and |l eaders or activists in conmunity organizations
with a wi de range of experiences, or Civil R ghts Specialists
(about 22 percent).

Training and Credentialing

Al'l classroomtraining for the cadre is designed and nost is

delivered by CER and staff of the Enmergency Managenent Institute
(EM). A basic orientation course for newrecruits is offered
when nunbers warrant. The course lasts six days and includes a
DFO sinul ati on exercise. Veteran cadre nenbers attend an annual
weekl ong update course. Update topics vary yearly, dependent upon
changes in ERO responsibilities or functions, but every two years
students recei ve EEOCC mandated refresher training in counseling.

Training for new recruits also includes on-the-job learning. A
new hires nmust successfully conplete two three-week rotations at
di fferent disasters under nmentors at Level 3 (fully qualified)
proficiency. Student ERGCs nmust acconplish certain prescribed
tasks and are eval uated by the nentor on general know edge, skil
and ability. A successful graduate of this conbined classroom
depl oynent programis raised to Level 2 proficiency and can depl oy
i ndependent | y.

EROs seeki ng advancenent to Level 3 are evaluated by the Cadre
Manager during an actual depl oynment. The assessnent al so incl udes
a review of the candidate's previous EEO counseling activity and
after-action reports to evaluate effective witten conmuni cation

Qur performance standards plan outlines the KSAs and experience
expected at each proficiency |level. The Cadre Manager, assisted



by a Deputy, nonitors proficiency and determ nes who may be
eligible for advancenent. At the end of each appoi ntnent period,
the Cadre Manager and the Director of OER consult on retention or
term nation of individual cadre nmenbers.

Staffing Levels and Depl oynent Trends

After a needs assessnment and staffing anal ysis, the FEVA Deputy
Directors Council established a nmaxi num size for the cadre of 40
menbers. Because of the centralized nature and m ssion of the
cadre, OER devotes attention both to denographic and geographic
diversity. Recruitnent efforts are nationwi de in scope.

Cadre menbers usually serve a four-week or thirty-day rotation
This time-span | essened the chance for burnout and equali zes
depl oynment opportunity. We hold to this policy as nmuch as

possi bl e, but will make adjustnments for |onger stays if a DFO
woul d be left without service, or if cost considerations limt
the ability to rotate personnel (e.g., in the Pacific Islands).

Once an ERO is on-site he/she is expected to keep headquarters
aware of changes in DFO staffing and cadre requirenments. The
Director of OER or the Cadre Manager can rel ocate an ERO from
one operation to another if required.

Inits first years the cadre sent only a single staffer to each
di saster, regardl ess of operational size, unless a trainee was
added. Experience over nearly 300 disasters has refined our
needs anal ysis, which was based primarily on Agency criteria for
overall staffing. Unless specifically requested, we do not
staff Public Assistance disasters or any operation with total
personnel of fewer than fifty. Our analysis has shown that, in
a maj or catastrophic operation, we may have to specialize
functions, e.g., devoting one ERO solely to external Civi

Ri ghts work, another to training, a third to internal EEO

i ssues, and so forth.



