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Preface

The Department of Homeland Security (DHS) Office of Inspector General (OIG) was
established by the Homeland Security Act of 2002 (Public Law 107-296) by amendment
to the Inspector General Act of 1978. This is one of a series of audit, inspection, and
special reports prepared as part of our oversight responsibilities to promote economy,
efficiency, and effectiveness within the department.

This report addresses the deployment and payroll processes of the Federal Emergency
Management Agency (FEMA) Disaster Assistance Employee Program. It is based on
interviews with FEMA officials, direct observations, and a review of applicable
documents.

The recommendations herein have been developed to the best knowledge available to our
office, and have been discussed in draft with those responsible for implementation. We
trust this report will result in more effective, efficient, and economical operations. We
express our appreciation to all of those who contributed to the preparation of this report.

Matt Jadacki %/

Assistant Inspector General
Office of Emergency Management Oversight
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Executive Summary

The Federal Emergency Management Agency’s disaster assistance
employee deployment and payroll processes need improvement.
Disaster assistance employees are exempted-service intermittent
employees hired to assist in disaster response and recovery and are
a critical element in the agency’s disaster operations. However,
managers do not have adequate information on the deployments of
such employees, duplicative time-reporting systems are in place,
erroneous disaster cost code time entries can be made, and
program benefits policies contain conflicting guidance.

System updates are needed for the agency’s automated deployment
system to allow managers to supervise disaster assistance
employees, and monitor deployment readiness, length of
deployment, and employee location.

The time and attendance process needs improvement for efficiency
and prevention of errors. The duplicative paper and electronic
time-reporting systems need to be reviewed to determine the
necessary controls to provide reasonable assurance of accurate
time submissions.

System control vulnerabilities need to be eliminated to ensure
accountability for disaster costs. The payroll management system
does not prevent time entries by disaster assistance employees to
incorrect disaster cost codes for specific work assignments.

Disaster assistance employee program guidance needs to be
updated to include new program benefits policies to avoid
conflicting guidance to managers.

We are making four recommendations to strengthen the disaster
assistance employee deployment and payroll processes.
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Background

The Federal Emergency Management Agency (FEMA) is
authorized under the Robert T. Stafford Disaster Relief and
Emergency Assistance Act, as amended (Stafford Act), to
temporarily expand its staff size to respond to major disasters and
emergencies. Disaster assistance employees (DAESs) fulfill this
role by performing key program, technical, and administrative
functions during disasters. DAEs are excepted-service,
intermittent employees, either cadre reservists or local hires.
Cadre reservists have an initial appointment of 24 months, which is
renewable. Local hires have an initial appointment of 120 days,
which is also renewable.

The DAE Program has undergone several changes. FEMA
Instruction 8600.1, Disaster Assistance Employee Program, was
issued in June 1991 as the guiding administrative policy for the
program. In 1999, Director’s Policy No. 1-99 (see appendix C)
was issued to improve DAE workforce readiness to respond
wherever needed, quickly and effectively. Director’s Policy No. 1-
99 instituted the use of the Automated Deployment Database
(ADD) as a management tool to monitor overall cadre readiness
and capabilities. ADD tracks all FEMA deployable employees,
including full-time employees, the cadres of on-call reserve
employees, and local hire employees. Tracking also includes cadre
readiness, initial disaster site location (duty station), and training.

In 2007, FEMA commissioned a disaster reserve workforce study
by a national strategic consulting firm,' which determined that
approximately 7,900 reservists were needed to support normal and
high-demand periods based on projected deployment and risk
tolerance data. The study noted that the optimal size of the DAE
workforce depends, to an extent, on the degree of uncertainty that
is acceptable concerning whether the workforce is properly sized
to accomplish its mission.

DAE management challenges are not new. The March 1999
Director’s Policy No. 1-99 established the basis for a systematic,
formalized approach to ensure readiness of the disaster cadre
workforce to respond to disasters quickly and effectively, wherever
needed. This directive described actions to achieve the desired
readiness and capability. In the subsequent years, a number of
these actions have been implemented to various degrees, such as
expanding all disaster operations by locally hiring DAEs for

"FEMA: New Disaster Reserve Workforce Model, Booz Allen Hamilton, 2007.
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positions that do not require FEMA-specific expertise or when
limited advance training or minimal on-the-job orientation or

training is sufficient.

As of December 2009, the DAE Program consists of 22 cadres

with 7,995 registered disaster reservists located in all 10 regions

and at headquarters (see figure 1). Reservists are identified as

deployable once they submit a statement through ADD that they

are willing to deploy in the event of a major disaster.

Figure 1. DAE Cadre Listing?

Cadre Name

Managing

Organization

FEMA FEMA
HQ Regions

|Alternative Dispute Resolution Office of Chief Counsel
Field Attorney Office of Chief Counsel \
Contracting/Acquisition Office of Chief Procurement Officer N
Equal Rights Office of Equal Rights \
Safety Office of Sa‘fety, Health, and N
Environment
Security Office of the Chief Security Officer N
. . Office of the Chief Component

Disaster Generalist Group Human Capital Officer \
External Affairs (Community
Relations, Congressional Office of External Affairs v \
Affairs, and Public Affairs)
Comptroller Office of Management N
Disaster Field Training . .

. National Preparedness Directorate \ \
Operations
Environmental/Historical Federal Insurance and Mitigation \ N
Preservation Administration
Federal Coordinating Officer Office of Federal Coprdlnatlng v N

Officer Operations
Financial Management Office of the Chief Financial Officer| N \
Office of the Chief Component
Human Resources Human Capital Officer v v
Individual Assistance Recovery Directorate \ \
Information Technology Office of Chief Information N N
Technology
Logistics Logistics Management Directorate N \
Mitigation Federal Insura.nc.e anq Mitigation N N
Administration

Operations Response Directorate \ \
Planning Response Directorate \ \
Public Assistance Recovery Directorate N \
Long Term Community .
Recovery (Added Cadre) Recovery Directorate v

? In December 2009, FEMA realigned its DAE Cadre listing reducing the number of cadres from 23 to 22.
These changes have been made to this chart.
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Results of Review

To provide managers accurate and timely information on the deployments and
payroll costs for disaster assistance employees, improvements are needed to the
ADD system, the time and attendance process, the disaster cost code management
process, and the DAE program guidance and benefit policies. These areas for
improvement are discussed in the following sections.

Automated Deployment Database

DAE deployment activities are managed through FEMA’s ADD.
However, this database does not capture all current information, such as
current location if different from initial deployment and current readiness
for deployment, needed by regional and Joint Field Office (JFO) staff
members. Regional and JFO staff are consequently forced to use
compensatory information collection procedures to manage and deploy
DAEs.

FEMA'’s Director’s Policy No. 1-99 directed the use of the ADD to
monitor overall cadre readiness and the capabilities of individual DAEs.
ADD’s usefulness in tracking these items is limited because regional and
JFO staff members frequently do not have full ADD access rights to
update the system because they have not received the mandatory training.
In response to this limitation, regional and JFO disaster cadre managers
and staff have developed other information collection and tracking
procedures.

DAE cadre managers are responsible for ensuring that critical program
areas have experienced and deployable DAEs available when a disaster is
declared. Several cadre managers said that they had limited access to
ADD and used telephone and email communications to make management
decisions concerning DAE availability, certified job title, and experience.
Procedures used include calling DAEs for deployment availability before
or after an ADD-assigned deployment and collecting copies of training
certificates.

The JFOs’ Human Resources Sections require DAEs to provide contact
information logs upon arrival; however, these contact information logs
often do not document a DAE’s current location or daily assignment. To
compensate, JFO section chiefs, in conjunction with the JFO Human
Resources Section, use a “muster list” to track daily DAE location and
activities. The muster list procedure requires that DAEs, on a daily basis,
report their status, job assignment, and location to their JFO section chiefs.

FEMA'’s Management of Disaster Assistance Employee Deployment and Payroll Processes
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Conclusion

Incomplete DAE deployment data and limited ADD access for
FEMA managers hinders their ability to accurately and efficiently
manage and track DAESs prior to and during a disaster.

Recommendation
We recommend that the Associate Administrator, Mission Support:

Recommendation #1: Implement ADD enhancements in the
current system or incorporate these specifications in the
replacement system to enable cadre managers and program staff to
monitor DAE’s current readiness, current location, and capabilities
and provide additional training opportunities to all appropriate
FEMA managers to allow ADD access.

Management Comments and OIG Analysis

FEMA concurred in part with the original recommendation and
realizes today’s ADD users require more and different system
capability than is afforded by the present system. FEMA said
plans for replacement of the 1996 ADD legacy system were
underway. Even with the acknowledged limitations of the legacy
ADD, they said that over 560 users have access to specific
functions within ADD appropriate to their respective user group.
In addition, the ADD Reports Utility allows managers to run
reports on key workforce data elements, including DAE
availability, duty location and duty status, and capabilities. FEMA
also recognizes the need to offer training for new users and
refresher training for more experienced users.

We generally agree with the FEMA response to the
recommendation. We modified the original recommendation to
include either enhancements to the current system or to incorporate
these specifications in the replacement system. Depending on the
timeline for the replacement system, it could preclude additional
ADD enhancements to the current system. Therefore, we will
review the detailed corrective action plan in FEMA’s 90 day letter
for either legacy system enhancements or new system
specifications and implementation timeline to determine the status
of this recommendation.

FEMA'’s Management of Disaster Assistance Employee Deployment and Payroll Processes

Page 5



Disaster Assistance Employee Payroll Processes

Key elements of the DAE payroll management process, including time
and attendance reporting, disaster cost code management, and guidance
and leave policies are not sufficiently integrated to enable effective
oversight and program coordination.

Time and Attendance Process

A deployed DAE currently enters time worked in two separate
systems, a paper-based timesheet and an electronic timekeeping
system, WebTA.

The paper-based process, illustrated in figure 2, requires that a
completed copy of FEMA Form 30-50A, signed by both the DAE
and the disaster field supervisor, be submitted to the JFO Human
Resources Section for processing each pay period or at the end of a
DAE deployment. The Human Resource staff members process
the Form 30-50A and send a facsimile copy to the DAE’s assigned
timekeeper for validation. Program officials said that timekeepers
archive the 30-50A forms to maintain documentation that time was
approved by the JFO supervisor.

Figure 2. FEMA Paper-Based Process

Disaster field Joint Field Office Region timekeeper signs
supervisor signs Human Resources and reviews form against
form ection faxes form to WebTA
Region

Disaster assistance
employee signs and
submits form

Source: FEMA Instruction 8600.1

DAE:s are also required to submit a validated electronic time and
attendance worksheet in WebTA. Once the DAE submits the
electronic worksheet, a notice is transmitted to the DAE’s assigned
timekeeper for validation. Once this is done, the DAE’s Regional
supervisor receives and certifies the timesheet for processing by
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the Office of Mission Support, Management Division. Figure 3
illustrates the WebTA process.

Figure 3. The WebTA (Electronic) process

-
Disaster assistance employee Regional timekeeper receives Regional timekeeper
enters time and attendance in ‘WebTA notification validates WebTA

WebTA and certifies file electronic timesheet

\ 4
Regional Supervisor
certifier receives
WebTA notification

|

v

Regional Supervisor
certifier certifies
WebTA electronic
timesheet

'

Sources: FEMA, Office of the Chief Financial Officer,
Standard Operating Procedure, Payroll Process,
April 2007. Revised January 2009

FEMA, Human Resource Division,
Time and Attendance Program,
Instruction Number 3250.1-April 2001

The benefit of the two independent time and attendance tracking
systems is unclear. There is no formal guidance regarding how
each tracking system should be used to validate the reported data.
Several regional timekeepers said that they use Form 30-50A to
confirm time entered into WebTA.

Conclusion

DAEs are subject to redundant time-reporting requirements. The
WebTA system offers the most efficient and effective time
submission approach; however, the WebTA system does not
provide the needed verification for FEMA managers to have
reasonable assurance that the time submitted by the DAE
accurately reflects the time worked. If appropriate WebTA
guidance existed requiring the confirmation of electronic time
entries, there could be reasonable management assurance that time
submitted by the DAE is accurate.
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Recommendation
We recommend that the Associate Administrator, Mission Support:

Recommendation #2: Review time and attendance processes to
eliminate unnecessary duplicative reporting and implement
management controls to ensure that the time and attendance entries
reflect work performed.

Management Comments and OIG Analysis

FEMA agrees that it must identify an electronic way to allow
multiple certifications of hours actually worked during a pay
period. FEMA will forward this issue to the Department’s Time
and Attendance User Group for discussion/suggestions and
research current industry practices to identify possible options.

We agree with FEMA’s approach to research available options and
to raise the issue with the Department’s Time and Attendance User
group. We will determine the status of this recommendation once
we receive the detailed corrective action plan in FEMA’s 90 day
letter.

FEMA'’s Management of Disaster Assistance Employee Deployment and Payroll Processes
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WebTA Disaster Cost Code Management

Disaster cost code management processes are not adequate to
prevent older disaster or surge cost codes from being applied to
new disaster deployments. This could lead to inaccurate disaster
cost information reports distributed to FEMA managers, Congress,
and the public. In addition, inaccurate payroll expenses associated
with DAEs could lead to flawed management decisions concerning
DAE resources used for past disasters, DAE resources needed for
current disasters, and DAE resources estimates for future disasters.

As shown in figure 4, the Mission Support Directorate is
responsible for managing disaster costing for declared disasters in
the Disaster Relief Fund. Once funds are allocated, the FEMA
Finance Center (FFC) enters disaster funding codes into the
Integrated Financial Management Information System (IFMIS) and
generates WebTA disaster cost codes. The Office of Management,
Human Capital Division enters the codes into WebTA.

Figure 4. Office of Mission Support WebTA Cost Code Actions

Disaster Budget Division Relief Fund

l

. Assigns disaster funding in
IFMIS

L] FFC reviews IFMIS entry

L] FFC generates WebTA code

. FFC sends code to Human
Capital Division

l

[ Code entered into WebTA ]

Office of Chief Financial Officer [ Assigns funding in Disaster ]

Office of Chief Financial Officer
FEMA Finance Center

Office of Management
Human Capital Division

The disaster budget is administered at each JFO by a disaster
comptroller, part of the Chief Financial Officer DAE cadre. At the
regional offices, assigned timekeepers and Management Division
employees monitor all WebTA funding code entries. Program
officials said that at the beginning of declared disasters, some
timekeepers are not given the declared disaster cost codes in a
timely manner. In this situation, the timekeeper will either use
disaster surge funding codes or old disaster cost codes for DAE
payroll expenses. That places the timekeepers and managers at
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risk of charging time to incorrect disaster cost codes for specific
work assignments.

Conclusion
The disaster payroll cost code management process does not have

adequate controls or program guidance to ensure that DAE payroll
expenses are charged to the correct disaster cost codes.

Recommendation
We recommend that the Associate Administrator, Mission Support:
Recommendation #3: Implement and document procedures to

ensure timekeepers receive disaster cost codes in a timely manner
and charge payroll expenses to the correct disaster cost code.

Management Comments and OIG Analysis

FEMA Office of the Chief Component Human Capital Officer is
currently scheduling training with FEMA’s Office of the Chief
Financial Officer, in order to grant staff the access to directly
administer WebTA accounting codes. This will result in more
timely updates to the codes available in WebTA to employees.
FEMA agrees that there is a need to review its current timekeeping
procedures, to promulgate new Agency-wide timekeeping
procedures, and to increase awareness among timekeeping user
groups.

We agree with FEMA’s responses and the actions they are taking.
We will determine the status of this recommendation once we
receive the detailed corrective action plan in FEMA’s 90 day letter.

FEMA'’s Management of Disaster Assistance Employee Deployment and Payroll Processes
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DAE Program Benefits Policies and Guidance

In recent years, FEMA has issued new DAE Program benefits
policies and guidance; however, the new policies have not been
permanently incorporated into the existing overall DAE
administrative program guidance.

FEMA Instruction 8600.1 outlines the Stafford Act’s special hiring
authority, including DAE salary and benefits. The instruction
states that DAEs must work on a holiday to be entitled to pay for
that day and are not eligible for annual or sick leave. However,
since the issuance of FEMA Instruction 8600.1, conflicting interim
salary and benefit policies have been issued.

The Disaster Reservist Holiday and Administrative Leave Policy
issued in October 2008 provides deployed DAEs with pay for
holiday and administrative leave. This interim policy was
developed to eliminate a disparity in the administration of FEMA’s
competitive and excepted hiring authorities. The disparity was
resolved by allowing officials to offer DAEs (1) a maximum of 8
hours of holiday pay when a disaster worksite is closed to observe
a federal holiday or when management provides employees the day
off in observance of the holiday, within a 40-hour workweek and
(2) a maximum of 8 hours of administrative leave such as during
emergency closures of the worksite or during inclement weather,
within a 40-hour workweek. Although this interim policy conflicts
with FEMA Instruction 8600.1, it remains in effect until
superseded by permanent instruction.

The Interim Policy for DAE Sick Leave, issued in July 2009,
provided DAEs with sick leave benefits for the first time. FEMA
anticipated that this new benefit would increase DAE productivity,
reduce the spread of workplace illnesses, and reduce DAE
turnover. Like the Disaster Reservist Holiday and Administrative
Leave Policy, this interim policy conflicts with FEMA Instruction
8600.1, but remains in effect until superseded by permanent
instruction. The inconsistencies between the interim leave policies
and the overall permanent DAE program guidance leads to
confusion for managers. Program personnel said these policy
inconsistencies hinder them in making appropriate DAE salary
payments.

Conclusion

Recently issued, DAE benefits policies have not been integrated
with the permanent DAE program guidance in FEMA Instruction
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8600.1 and Director’s Policy No. 1-99. Any new program benefit
polices should be incorporated into that existing overall guidance
to ensure consistent application.

Recommendation
We recommend that the Associate Administrator, Mission Support:

Recommendation #4: Review and update key DAE program
benefits policies, procedures, and guidance to eliminate conflicts
and inconsistencies between interim policies and permanent
overall guidance.

Management Comments and OIG Analysis

FEMA fully concurs with the recommendation and currently has
efforts underway to finalize policies and increase awareness of the
new guidance on DAE leave policies. In addition, FEMA
Instruction 8600.1 is currently under revision and FEMA expects
the revised publication to eliminate any inconsistencies between
new policies and permanent overall guidance.

We agree with FEMA’s approach and the actions they are
currently taking. We will determine the status of this
recommendation once we receive the detailed corrective action
plan in FEMA’s 90 day letter.
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Appendix A

Purpose, Scope, and Methodology

This audit was originally intended to determine the effectiveness of
FEMA'’s internal controls to provide reasonable assurance that
salary, travel, and other expenses associated with disaster
assistance employees are charged to the appropriate presidentially
declared disaster or administrative account. The original scope of
this audit covered the DAE Program’s polices and guidance and
the payroll and travel processes for DAE expenses. Owing to
FEMA'’s inability to provide timely, complete, and accurate
information to our audit team, we modified our scope.

The revised scope reviewed DAE deployment and payroll
processes. We analyzed the DAE Program policies, procedures,
and guidance; interviewed FEMA headquarters, regional, and Joint
Field Office officials; and sampled FY 2005 through FY 2009
DAE time and attendance, and ADD records from four FEMA
regions to determine the effectiveness of these processes. The
fieldwork was conducted from February through October 2009.
Since the end of fieldwork, FEMA officials have provided
additional information to clarify key process areas.

We conducted this performance audit under the authority of the
Inspector General Act of 1978, as amended, and according to
generally accepted government auditing standards. These
standards require that we plan and perform the audit to obtain
sufficient, appropriate evidence to provide a reasonable basis for
our findings and conclusions based on our audit objectives. We
believe that the evidence obtained supports the findings and
conclusions based on our audit objectives.

FEMA'’s Management of Disaster Assistance Employee Deployment and Payroll Processes

Page 13



Appendix B

Management Comments to the Draft Report

MEMORANDUM FOR:

FROM:

SUBJECT:

U.S. Department of Homeland Security
500 C Street, SW
Washington, DC 20472

FEMA

SEART L

{f g}

+;,u Lig™

JUL 19 2010 e

Matt Jadacki
Assistant Inspector General

Office of Emergency Managemem Overgight
Department of Hom

.-d,
David Garratt ” l //”’”"

Associate Ad
Mission Supp
Federal Emergency Management Agency

Response to Draft Report: FEMA's Management of Disaster
Assistance Employee Deployment and Payroll Processes

Attached for your review are the Federal Emergency Management Agency’s (FEMA) comments on
Draft Report: FEMA s Management of Disaster Assistance Employee Deployment and Payroll
Processes. Comments provided are both general in terms of the information contained within the
report and specific to the report recommendations.

Overall, I find no reason for concern regarding the public release of information contained within
this report. If you have questions regarding the comments provided, please have a member of your
staff contact Mr. Phil Nowak, Deputy Chief Component Human Capital Officer. He can be reached
on 202-646-1955 or via email at Philip.Nowak @ dhs.gov.

Attachment

cc: OPPA

www.fema.gov
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Appendix B
Management Comments to the Draft Report

Agency Comments on OIG Draft Report: FEMA’s Management of Disaster Assistance
Employee Deployment and Payroll Processes

General Comments

Updating FEMA’s Disaster Assistance Employee Program Guidance. Beginning in
September 2007, when FEMA completed its assessment of the Disaster Reserve Workforce,
FEMA has recognized the need to renew its Agency-wide program and policy guidance for
Disaster Assistance Employees (DAEs). Those efforts continue at this time. FEMA fully agrees
with the draft report’s findings that updated policy is needed to eliminate conflicting and
inconsistent policies and, worse, conflicting and inconsistent application of those policies
throughout the Agency.

FEMA Realignment and DAE Cadre Listing. In December 2009, FEMA realigned its
Headquarters organization. For purposes of this draft report, Headquarters realignment bears
directly on this draft report in the following ways.

e The Disaster Reserve Workforce Division was integrated into the new Office of the Chief
Component Human Capital Officer (HC). This realignment enabled FEMA to consolidate
functions and to deliver human capital service for the entire workforce. Policy, system. and
business management functions were integrated elsewhere into HC; disaster workforce
readiness and deployment functions were retained in a new entity named simply the Disaster
Workforce Division.

e Headquarters realignment resulted in a realignment of cadres to new management
organizations. Please update figure 1 of the draft report by inserting this listing of cadres and
managing organizations:

M il
Alternative Dispute Resolution Office of t
Community Relations, Congressional
Affairs, and Public Affairs cadres have
been consolidated into one External

a (rog

he Chief

Counsel

Office of External Affairs

Affairs Cadre

Comptroller Office of the Chief Financial Officer

Contracting/Acquisition Office of the Chief Procurement Officer

Disaster Field Training Operations National Preparedness Directorate
e — Office of the Chief Component Human

Disaster Generalist Group Capital Officer

Federal Insurance and Mitigation

Environmental and Historic Preservation g :
Administration

Equal Rights Office of Equal Rights
Fadisil Coordinating Offices Office F)I Federal Coordinating Officer
Operations
Field Attorney Office of the Chief Counsel
. Financial Management Office of the Chief Financial Officer
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Appendix B
Management Comments to the Draft Report

FEMA
MSB-CH
7/15/2010

Cadre Name Managing Organiza

Office of the Chief Component Human

Human Resources Capital Officer

Individual Assistance Recovery Directorate

Information Technology Office of the Chief Information Officer

Logistics Logistics Management Directorate

Long Term Community Recovery Recovery Directorate

Mitigation chcga! Insu'rance and Mitigation
Administration

Operations Response Directorate

Planning Response Directorate

Public Assistance Recovery Directorate

Safety Office of Safety, Health and Environment

Security Office of the Chief Security Office

Note: The Comptroller Cadre is centrally managed by the Headquarters Office of
the Chief Financial Officer (OCFOQ), and the check mark indicating that there is a
Regional cadre management role should be removed from figure 1 of the draft
report.

Time and Attendance Process: While FEMA differs in its analysis of root causes which result
in dual entry timekeeping procedures, FEMA fully concurs with the OIG’s recommendation to
review the process, and to identify reasonable measures to improve the integrity, accuracy and
timeliness of timekeeping information.

The report implies that all Disaster Assistance Employees (DAEs) enter their time worked under
two separate systems, and that the pay system pays a substantial number of DAEs based solely
on a paper-based form. This is incorrect. Virtually all time is processed solely in the WebTA
system.

While the FEMA Form 30-50A is no longer part of the Agency’s forms library. it is commonly
used in the field only for those exceptional situations where an individual cannot access the
WebTA system. Examples of access issues include lack of physical access to WebTA (remote
location or lack of system access for the DAE), or timing-related access (the DAE leaves the
Joint Field Office early in a new pay period before the WebTA cycle has been opened for input).

In addition to occasions when DAE access to WebTA is limited, manual timekeeping processes
also result from the need of timekeepers and supervisors to have reasonable assurance that the
employee actually performed the duty for the days. times and disasters charged on the time card.
In the program’s present configuration in FEMA, WebTA is not flexible enough to accommodate
the numerous changes in supervisory personnel who monitor work activity at a Joint Field Office
(JFO). Timekeepers and supervisors are accountable for the accuracy of WebTA entries for
work performed by deployed DAESs even though they are located in Regional or Headquarters
offices hundreds of miles from the JFO. Manual processes operated by on-site JFO staffs
provide these far distant timekeepers and supervisors the reasonable assurance needed to
properly execute their payroll related responsibilities.

2
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Appendix B
Management Comments to the Draft Report

FEMA
MSB-CH
7/15/2010

WebTA Disaster Cost Code Management: Once an account code is established in the menu of
possible codes available to each employee, it is true that the employee can select any code listed.
It is incumbent on the “timekeeper” and the “certifier” (who is normally a supervisor) to ensure
through visual inspection that only the correct code is cited on each time card. FEMA concurs
that increased awareness training and other measures should be (and will be) undertaken to
prevent validation and certification of WebTA time cards citing erroneous account codes.

Response to Recommendations

Recommendation #1: Implement ADD enhancements to enable cadre managers and program
staff to monitor DAE current readiness, current location, and capabilities and provide additional
training opportunities to all appropriate FEMA managers to allow ADD access.

Response: FEMA concurs in part with the OIG. The legacy ADD system was established in
1996, and today’s ADD users require more and different system capability than is afforded by
the present system. Plans for a replacement to the legacy ADD system are underway within
FEMA. However, within the acknowledged limitations of legacy ADD, users have access to a
broad array of data and system support.

Currently there are over 560 employees who have access to specific functions within ADD
appropriate to their respective user group. ADD users have access to a Reports Utility which
allows managers to run reports on key workforce data elements, including DAE availability,
DAE duty location and duty status, and DAE capabilities (i.e., job titles and proficiency levels).

FEMA’s Office of the Chief Component Human Capital Officer (HC) recognizes the need to
offer training for new users, as well as the need to provide refresher training for highly
experienced system users. These experienced Staffing Points of Contacts exist in all Regions
and HQ Cadres. FEMA managers with authorization and a need to know are invited on a
continual basis to request greater system access and ADD system training both from assigned
Staffing Points of Contact as well as from the HC Deployment Branch.

Recommendation #2: Review time and attendance processes to eliminate unnecessary
duplicative reporting and implement management controls to ensure that the time and attendance
entries reflect work performed.

Response: FEMA HC must identify an electronic way to allow multiple certifications of hours
“actually” worked during a pay period. The current system only allows one certifier and one
timekeeper per employee record for any given pay period even though a DAE’s remote deployed
duty may require multiple entities to verify time and attendance. FEMA HC will forward this
issue to the Department’s Time and Attendance User group for discussion/suggestions and
research current industry options to see what’s available.

e
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Recommendation #3: Implement and document procedures to ensure timekeepers receive
disaster cost codes in a timely manner and charge payroll expenses to the correct disaster cost
code.

Response: FEMA HC is currently scheduling training with FEMA’s OCFO, the purpose of
which will be to grant OCFO staff the access to directly administer WebTA accounting codes.
This change will eliminate the need for OCFO to request accounting codes to be added to
WebTA by FEMA HC staff, resulting in more timely updates to the codes available to
employees in WebTA. However. as noted in FEMA’s general comments above concerning
WebTA Disaster Cost Code Management, FEMA HC agrees that there is a need to review its
current timekeeping procedures, to promulgate new Agency-wide timekeeping procedures, and
to increase awareness among timekeeping user groups.

Recommendation #4: Review and update key DAE program benefits policies, procedures, and
guidance to eliminate conflicts and inconsistencies between interim policies and permanent
overall guidance.

Response: FEMA fully concurs with OIG and the draft report, as noted above in the general
comments section of this reply. With respect to Recommendation #4, FEMA offers the
following additional information.

Two specific interim policies were issued that address concerns raised in the OIG Draft Report
"FEMA's Management of Disaster Assistant Employee Deployment and Payroll Processes."
They are the Disaster Reservist Holiday and Administrative Leave Policy issued in October
2008, and the Interim Policy for DAE Sick Leave issued in July 2009. Both of these policies
achieved permanent policy status in 2010.

The Disaster Reservist Holiday Pay and Administrative Leave Policy Directive 253-4, and
accompanying Manual 253-4-1, were signed on April 7, 2010 and May 7, 2010, respectively.
They are posted on the FEMA Directives webpage under the cognizance of FEMA’s Records
Management Division. The Disaster Workforce Division (DWD — formerly Disaster Reserve
Workforce Division) has used various avenues to increase awareness of this important guidance
to include publishing in the Disaster Reservist On Call newsletter, DWD Regional Liaisons, web
page, and email distribution.

The proposed Disaster Reservist Sick Leave Policy Directive and Manual were forwarded to the
Agency’s directives system for finalization on February 17, 2010. Both documents have been
vetted through the Agency for comments. FEMA’s Records Management Division indicated, on
June 30, 2010, that the documents were being prepared for final signature.

The above policies constitute current Agency policy, and they supersede the applicable sections
of Disaster Assistance Employee Program, FEMA Instruction 8600.1, dated June 21, 1991.
FEMA Instruction 8600.1 is currently under revision and its publication will eliminate any
inconsistencies between new policies and permanent overall guidance.
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FEMA Director’s Policy 1-99, March 1999

QFFICE OF THE DIRECTOR

Federal Emergency Management Agency
Washington, D.C. 20472

March 3, 199%

DIRECTORS POLICY NO. 1-99
SUBIECT:  Ihsaster Cadre Gudance and Direction

This policy establishes the basis for a systematic, formalized approach to ensure
readiness of FEMA’s disaster cadre workforce to respond wherever needed, quickly
and effectively. The workforce covered by this policy 1= all FEMA employees -
regardless of their type of appointment who are rostered to a position to support
FEMA’s emergency organizational stuctures and surge staffing requirements. It
does not cover employees assigned disaster responsibilities in FEMA's existing day-
to-day crganizational stucture, or those employees temporarnly activated to support
disaster operations on a short-term, peniodic, as-needed basis in an emergency
orgamizaticnal structure.

FEMA has in place emergency crganization structures and supporting systems that
are activated when needed to conduct its disaster operations. FEMA employees will
be orgamized and alipned in agencywide fimctiomal disaster cadres consistent with
thoze emergency stroctures. Agencywide cadres will be staffed based on operatiomal
requirements at headquarters, regional offices, and the field. Cadres also will be
established to meet surge staffing requirements at disaster fixed facilities.

Hmd;uﬂmmdregtmalsmm{ofﬁma]samrmponmhkfmensmmgagﬂxymde
fimetional cadres are orgamized and managed based on agemcy requirements and
policies. They will be held aceountable for overall cadre and mdividual member

readimess, and cost effectiveness of cadre operations.

FEMA will establish gmdelines and requirements for cadre management fimctions to
be performed by designated headgquarters and regional cadre managers. National
standards for traming, performance, and deployment will be applied to develop cadre-
specific policies, standards, guidelines and implementing procedures to be applied
consistently at headquarters and in the regions. Effective cadre management is a
shared responsibility, with headquarters and regional cadre mamagers working in
parmership to organize and manage agencywide disaster cadres. Based on the
agency’s operating philosophy, headgquarters will provide suppert and guidance for
cadre management and regional offices are responsible for implementing and
managing cadre operations consistent with the gudance.

resources will be commutted to support basic levels of miplementation of this
policy for all cadres. Support will be provided for developing and managing cadres,
training for cadre managers, establishing agencywide training standards for all cadres,
and conducting cadre evaluations. Based on availability of funds, additional budget
allocations will address prionty requirements and incremental support for each cadre.

All FEMA employees with an emergency assigmment to a position in one of the
emergency stuctures are considered members of a disaster cadre. They will be

rostered comsistent with cadre-specific guidance and the knowledge, skills, and
abilities required for a particular position. Any employee assigned to a cadre i1s
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10.

eligible for placement in program management and’or supervisory positions for which
theya:eqtmhﬁadmﬂmanmgmryurgmuahnmlmm Emplnjreesml]havea.n
n[g‘anmatmntuwhnhthejareamgued_

FEMA cadre employees must be highly skilled, well trained, and available to respond
when and where needed natiomwide for timely and consistent delivery of FEMA
programs and services. Demands are placed on employees to provide broad program
information and exemplary customer service, thus requiring comprehensive program
knowledge and positive commumications and people skills. They mmst be held
accountable for high standards of performance, consistent with established
requirements and cnteria for the emergency positions to which they are assigped.

FEMA will establish and support a system that ensures employees have the
credentials and training that qualify them for the positions to which they are assigned
Agencywide basic standards and proficiency levels will be established for all cadre
members. A credentials and training plan will be developed for each cadre as the
basis for consistent program and perscmnel management.

Anthorized baseline staffing levels will be established for each cadre. The staffing
levels will be based on such considerations as: anficipated oumber and seventy of
disasters anmually; geographic and other regional considerations that impact staffing
needs; agencywide operational requirements; and, amalysis of projected functional
staffing requirements for each organizational structure. A staffing template will be
defined for each level of response (Level I, massive; Level I, moderate; and, Level
0T, mmimal) that will be used as the basis for staffing decisions made by disaster
officials. The template will project staffing requirements during the initial operating
phase (72 hours) and for sustained operations for key positions and fimetions which
require sigmificant FEMA expertise. Authonized cadre staffing levels will be admusted
peniodically to reflect changing and projected disaster responsibilities and processes.

The mmber of Disaster Assistance Employees(DAEs) appointed by FEMA will be
specified, consistent with agency guidelines and suthorized cadre staffing levels.
FEMA will focus on developing cadres of well-qualified. more frequently deployed
DAEs m key positions and fimetions which require FEMA expertise. FEMA will
also continue to ensure diversity of its employees by expanding hirmg programs and
seekmg smtable candidates from its locally hired workforce.

The disaster cadre workforce will be augmented for all disaster operations by locally
hiring DAEs for positions that do not require FEMA-specific expertize, or when
limited advance training or minimal on-the-job orientation or training is sufficient.
FEMA employees who are not cadre members (becanse they do not have an
emergency assignment to a disaster cadre position) will also be activated on a
disaster-by-disaster basis as needed or to support their organizational responsibihities.
Staffing requirements above the baseline or in pertods of extensive disaster activity
will be met through mission assipnment to other Federal agencies, one-time DAE
recnuitment efforts, special appointments, and standby service and support confract
arrangements.
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12, The Antomated Deployment Database (ADD) will be used forall disaster
deployments, and will be the official source of agency data for deployment selection,
staffing of the emergency structures, and staffing reports. The ADD will also serve as
a management tool to monitor overall cadre readiness and capabilities of mdividual
cadre members, and to track DAE travel and activations notspecilically related to
disaster deployment.

13. DAE terms of employment are temporary, intermuttent or regular schedule, non-
competitive one-year renewable appointments in the excepted service. FEMA will
establish levels of compensation forDAEs similar to the grade strocture and pay
schedule (excluding locality pay) of the General Schedule. DAEs are appointed to a
primary cadre fimctional position for which they are qualified, which determines their
grade level, compensation, and performance and credentialing requirements. They
may also be assigned secondary job tifles in the same or other cadres for which they
are gualified but which are not grade or pay determining.

14 FEMA will mstitutionalize a personnel management system that provides policies and
puidelines for management of the DAE workforce. Whenever possible, the DAE
personnel management system will be consistent with the policies and gmdelines
governing the permanent workforce.

15 Cadres will be approved and validated by the Director based on defined evaluation
crteria. Each cadre will undergo an ammal review and approval process that assesses
cadre effectiveness, stams, size and composition, pnonty requirements, and budget
support needs.

16. The Office of Policy and Fegional Operations 15 assigned responsibality for providmg
guidance and direction to implement and oversee the provisions of this policy. The
Office of Human Resources Management is assigned responsibility for developing
and implementing personnel poidance that supports program management and
provisions of this policy. Other organizational responsibilities for implementing this
policy will be outlined in agency moplementing mstructions.

17. This policy provides puidance and direction to revise existing program management
and personnel policies and systems related to disaster cadres. Implementing gumidance
and documentation will be developed and maintained to create a solid foumdation for
managing and supporting dizsaster cadre workforce. Provisions of existing
policies and instractions are superseded, and will be rescmded or moedified as relevant
documents to mplement this policy are issued.
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ADDITIONAL INFORMATION AND COPIES

To obtain additional copies of this report, please call the Office of Inspector General (OIG) at (202) 254-4100,
fax your request to (202) 254-4305, or visit the OIG web site at www.dhs.gov/oig.

OIG HOTLINE

To report alleged fraud, waste, abuse or mismanagement, or any other kind of criminal or noncriminal
misconduct relative to department programs or operations:

+ Call our Hotline at 1-800-323-8603;

 Fax the complaint directly to us at (202) 254-4292;

* Email us at DHSOIGHOTLINE@dhs.gov; or

* Write to us at:
DHS Office of Inspector General/MAIL STOP 2600,
Attention: Office of Investigations - Hotline,

245 Murray Drive, SW, Building 410,
Washington, DC 20528.

The OIG seeks to protect the identity of each writer and caller.
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