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Introduction

Purpose

The purpose of this Resource Allocation Plan (RAP) model is to
provide Federal Special Emphasis Program Managers
(SEPMs) a step-by-step procedure for developing a plan.

The Office of Personnel Management has determined that
agencies need a method by which they can identify a realistic
allocation of time and money that will assure a results-oriented
program. This RAP model was developed to address this need.
Generally. the plan is a method by which a SEPM can identify the
program needs of the agency. the planned actions necessary to
address those needs, and the minimum resources required to
carry out the planned actions during the year in the most cost
effective manner.

Since this RAP model is only a tool to help SEPMs it should be
used only as a guide to be adapted to the unique needs of the
agency. This model does not attempt to provide a definitive
treatment of all aspects of the special emphasis programs. It
does not attempt to explain how all of the Federal Equal
Employment Opportunity (EEO) and personnel practices and
procedures. and managerial and communication skills can be
applied to special emphasis programs. These necessary
knowledges. skills, and abilities must be learned through ad-
ditional training and on-the-job experience. We hope that this
model will help with the process of planning the allocation of
resources for an effective and successful program.

Resource Allocation Plan

The RAP consists of two documents: (a) a Work Plan which
includes an Assessment Report and a Report of Objectives and
Action Items. and (b) a Budget Sheet which includes the
estimated time and resources needed by the SEPM to implement
the various planned actions during the fiscal year. Generally. the
SEPM will estimate the total number of staff hours and costs needed
to implement each activity.

The RAP is a key document since the head of the agency or
installation, the EEO Officer or the appropriate official* and the
SEPM's immediate supervisor (if a collateral assignment) can be
expected to review the estimates before granting approval for
implementing the planned activities and percentages of time
requested. Techniques for negotiating the RAP are also discussed
in this model.

The process for developing a RAP can be described in a four step
outline:

*Not all SEPMs report to an EEO Officer. Some report to Directors of Civil
Rights. Directors of Administration. Directors of Personnel. Directors of Office
of Human Goals. Directors of Office of Affirmative Employment Programs.
and many others. However, we will use EEO.'AEP Officers or appropriate
officials throughout this document.

However. the SEPM should gain commitment and obtain preliminary ap-
proval from everyone involved in the final approval of the RAP from the very
beginning

Step I- Making An Assessment
Step 2- Developing Objectives and Action Items

Step 3- Completing the RAP
Step 4- Obtaining Approval of the Resource Allocation
Plan.**

The Resource Allocation Plan (RAP) and the
Federal Equal Opportunity Recruitment

Program (FEORP)

The RAP flows logically from the SEPMs participation in the
Federal Equal Opportunity Recruitment Program (FEORP) and
Affirmative Action Plans (AAPs). OPM's guidance for the
development and implementation of the FEORP calls for agencies
to conduct a detailed underrepresentation analysis in various
categories of civil service employment. EEOC's instructions for
the  development of multi-year AAPs also  require
underrepresentation analyses. The development of both plans
calls for the cooperative efforts among agency key officials -
agency officials - managers. supervisors. personnel and EEO
staffs, and the SEPM. As an integral part of the management
team. the SEPM should work with the agency officer at all
levels identifying the employment problems that affect minorities.
women, veterans and handicapped persons identifying solutions
and monitoring progress toward established goals_

There is an important relationship between the agency's equal
opportunity program and the SEPM RAP because:

1. The three plans (FEORP. AAP and the RAP) should serve as
a link between the SEPM and other agency managers.

2. EEOC Management Directives on AAPs require agencies to
identify the amount of resources to be allocated to each of the
special emphasis programs. Agencies should indicate the
percentage of time and costs which the SEPM has identified as
necessary to implement the special emphasis program for the
fiscal year.

3. The Assessment Report of the special emphasis program
should be submitted as part of the overall Assessment Report of
the agency's AAP. Adequate assessment of the special
emphasis program is critical to complete accurate FEORP
and AAPs. Again, the EEOC and the OPM will want to know
of special emphasis program accomplishments and
assessments.

4. The Report of Objectives and Action Items identified by the
SEPMs will be helpful in terms of the FEORP Annual
Report. It could also be submitted with the budget sheet to be
included in the AAP

Labor Management Relations

At agencies/installations where employees are members of
exclusive bargaining units. management should be mindful of its
statutory obligation (5 USC 71) to deal through the recognized
union on matters affecting personnel policies. practices and
conditions of work concerning bargaining unit employees.
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Step 1

Making an Assessment

The Assessment Report is a brief summary of the major
problems that the SEPM has identified in the special emphasis
program. The process of assessing a program involves statistical
analysis, review of other information sources, and writing the report.
Assessing the program should be a joint effort among
SEPMs. EEO/AA personnel, and other appropriate agency
officials. However, the written Assessment Report for each
program should be developed by the SEPM.

While the SEPM is conducting the assessment of the special
emphasis program, he/she is identifying- and listing real or
potential problems. It is important to emphasize that, at this point,
the SEPM is not suggesting remedies or solutions to problems identified,
but is only listing problems. The problem statements should be
specific, concise, and supported by facts. General or vague
statements should be avoided.

When a problem has been identified, managers should identify the
source of information. For example:

Not This: "Women appear to be concentrated at lower grade
levels.” (non-specific/source unidentified)

But This: “A March 1982 Agency-led evaluation report states that
85% of all women are concentrated in grades GS-2
through GS-5 compared to 13% of all men.”
(specific/source identified)

1. Making an Assessment Using Statistical Data
One of the most critical sources to review in making an
assessment of the special emphasis program is the agency's
employment statistical data. These data may be obtained from the
EEO/AEP  Officer. Personnel Officer. Selective Placement
Coordinator or any other appropriate official.

The initial analysis of data will be to: (1) determine the under-
representation of minorities. women. veterans and handicapped
employees: and (2' establish program priorities to increase the
representation of minorities. women. veterans. and handicapped
employees. A traditional data will be collected on hiring estimates
and from other sources as part of the program assessment to develop
objectives and action items. Under FEORP regulations*.
Agencies are required to establish targeted recruitment

*For further. more detailed information about FEORP consult FPM Letter 720.2 of
September 19, 1979. 3

programs based on determinations of underrepresentation. The
analysis of statistical data will not only produce determinations of
underrepresentation but will also indicate recruiting objectives
through assessment of hiring estimates and surveying the local
labor market.

There are no current Civilian Labor Force (CLF) data for the
calculation of the underrepresentation for handicapped indi-
viduals. Therefore, agencies should review their current em-
ployment of handicapped employees and use one or more of the
following benchmarks to assess their performance in the
employment of handicapped individuals:

--- own past performance

--- performance of agencies with exemplary records
--- overall government progress

--- census data

To the extent possible, agencies should adapt and apply basic
principles embodied in the Federal Equal Opportunity Recruitment
Program.

The SEPM may find that much of this information has already been
compiled and the determinations of underrepresentation
computed for the agency's FEORP and AAPs. The SEPM win simply
review the indices of underrepresentation and identify the
recruiting priorities which have been established for the
constituent group.

In other cases, the SEPM may be asked to assist in making
calculations of underrepresentation and developing recruiting
priorities. In either case, the SEPM should be knowledgeable of the
process for making an assessment using statistical data.

The following charts illustrate the various kinds of employ-
ment data which must be analyzed for developing recruiting
priorities.

A. Review of Agency Underrepresentation

The SEPM should first review the statistical representation of
minorities, women, veterans and handicapped individuals in the
various occupational categories as developed by the responsible
agency office. The chart on the following page is an example of
such a review.




Occupational
Category

Professional ...................

Administrative ...............

Technical ........ccoeceuennnen

Clerical .....ccvvvunvennennnnenn

Wage System:

Wage Grade .................

Total

201

23

74

98

76

10

12

500

185

Chart 1

Non- American
Minority Minority Black Hispanic ~ [ndian
M P M P M F M F M F
110 55 15 21 10 5 1 4 1 3
18 5 0 0 0 0 0 0 0 0
35 30 6 3 3 1 2 1 0 1
3 88 0 7 0 2 0 4 0 0
3 1 1 1 1 0 0 1 0 0
70 1 5 o 2 0 3 0 0 0
10 0 0 0 0 0 0 0 0 0
12 0 0 0 0 0 0 0 0
261 180 27 32 16 8 6 10 1 4
108 48 11 18 9 4 0 2 0 3

Additional analysis will be required by grade level or by grade grouping, in each occupational category. For example:

Chart 2
Non- American
Occupational Grade Minority Minority Black Hispanic Indian
Category Grouping Total M F M F M F M F M F
Professional .......... GS-9-11 75 41 21 5 8 3 2 0 2 0 0
GS-12 20 11 6 1 2 1 0 0 0 0 0
B. Reviewing the Underrepresentation Index Chart 3
An underrepresentation index is a comparison between (a) the percentage Agency
of a particular minority/sex group in a particular occupational Minormv Group CLF % Employment
category of Federal employment and (b) the percentage of that No. %
same group in the civilian labor force (CLF).
An index of underrepresentation is found by dividing an agency's Black: M 8.3% 3 4.0%
employment percentage of a particular minority/sex group in a F 6.4% 2 2.6%
given employment category by the appropriate civilian labor
fgrce percentage of that same group and multiplying the resulting Hispanic: M 2.7% 0 0%
figure by 100. To illustrate, the chart at right shows an index of F 1.4% 2 2.6%
underrepresentation computed for each minority/ sex group in professional
occupations at grades GS-9/11 from chart # 2 above. .
Asian- M 0.1% 2 2.6%
Pacific Is.: F 0.3% 4 5.3%
American M 0.4% 0 0
Indian: F 0.3% 0 0
Non-Minority: F 34.3% 21 28.0%

Asian
Pacific Is.
M F
3 9
0 0
1 0
0 1
0 0
0 0
0 0
0 0
4 10
2 9
Asian
Pacific Is.
M F
2 4
0 2
Under
Rep.
Index
48
41
0
100+
100+
100+
0
0
82



Chart 4

Current Expected Vacancies and Staffing Actions

Previous Merit
General Schedule Year New Promotion  Grade Comments
Turnover  Hires Plan Level
Clerical ..o, 60 45 5
322 Clerk-Typist .....cocevvveveee. (30) (3) GS-213  Additional positions will be filled if
321 Clerk-Steno ........cccceeeveeene (7 GS-315 requested ceiling is approved.
336 Card Punch Operator.... (4 (1) GS-213
356 Data Proc. Clerk .............. (4) (D GS-4
Technician .........cccocvevevnnnnne, 84 47 37
1153 Proc. Tech.......ccoeeeuveennee. (16) (10) GS-4/9
1205 Mail Carrier ................... (25) (24) GS-4/9
1215 Service Rep.....c.ceveenee. (4) (2 GS-4/5
525 AcCt TECH ..o, (2 (D GS-5/6
Professional ..........cc.ccccevvennnne 15 6 3
510 ACCOUNANE .........vrereee. (1) (1 GS-9
1225 Mail Inspector ............... (3) (D GS-9/11
201 Pers. Magmt. Specialist .. () (1 GS11/12
1081 Pub. Info. Specialist .... (1) 1 GS-7

Where the agency's employment percentages equal or exceed
civilian labor force percentages (i.e., there is full representa-
tion), the index is shown as 100 or 1001 (computations of the
degree of representation are not necessary). Where employ-
ment percentages are lower than civilian labor force percent-
ages, underrepresentation exists and is shown as an index
value between 0 and 99, with lower numbers reflecting more
severe undetrepresentation. The SEPM should list those
occupational categories where severe underrepresentation
exists.

C. Analyzing New-Hire Estimates

Once the SEPM has determined the-areas where the program
target group representation is low or nonexistent, the next step is to
identify projected hiring estimates.

The chart above shows hiring estimates for expected vacancies
and staffing actions for 143 positions. In these examples,
some positions will be filled internally through the agency's Merit
Promotion Plan while others will be filled from external
sources. The data therefore provide information for developing
internal and external recruiting plans.

The hiring estimates will identify the number and kind of
positions that have been projected to be filled during the year.
The estimates are not a commitment to fill the positions but
rather a projection of work force needs.

D. Analyzing Data on Handicapped Individuals

To measure the effectiveness of employment programs for
handicapped individuals, an analysis of statistical data such as
occupational series, grade levels, veteran status, new hires,
retirements, etc., is essential.

For example. one agency used the data to identify why, with

gains made in hiring handicapped persons. its overall rate of
handicapped employment was on the decline. The agency
conducted an analysis of the specific handicap code by separation:
disability retirement, other retirements, voluntary separations.
and involuntary separations. An analysis of the data
demonstrated that the majority of separations was due to un-
controllable factors, such as nondisability retirements, voluntary
separations and disability retirement. Therefore. the agency
concentrated its efforts on controllable factors, such as recruitment
and upward mobility for handicapped persons.

E. Analyzing Skills Available

Analyzing the skills available in the local labor market (or the
agency's recruiting area) enables the SEPM to determine
whether there are sufficient skills in the labor market to meet the
agency's hiring needs. Labor market data includes employment
rates and participation in the local labor market by specific
occupation, race, and national origin groups. The data (titled.
generally. "Labor Market Information for Affirmative Action
Programs") can be obtained from the U.S. Bureau of the Census,
the U.S. Department of Labor and in most states, from the state's
Department of Labor, or employment security offices.

Labor market data provides information on the skills of a
particular group in the recruiting area. In order to determine
the most appropriate applicant pool for these skills, a further
breakdown by state, county, and/or major city may be
necessary.

Additionally, each agency may develop a system for identifying
underutilized skills of agency employees. This information would be
particularly useful in planning for upward mobility program
efforts and assuring that the Upward Mobility Program is
supportive of the FEORP and AAPs.



2. Making an Assessment Using Other Sources

In reviewing the previous statistical data, the SEPM has now
completed the statistical assessment which identifies some
problem areas. Although statistical analysis usually con-
stitutes a major part of the assessment process, statistics are not the only
source for identifying potential EEO/AEP problems. Other
information can be obtained from:

A. Review of Federal Equal Opportunity Recruitment
Program Plan

Ideally, the SEPM has been involved in the development/
update of the FEORP plan. Nevertheless, the SEPM should
review this plan to ascertain: that determinations of under-
representation have been computed correctly for their constituency;
which occupations and grade levels show underrepresentation
and which have been selected as priorities for FEORP;
whether targeted recruitment has been correctly focused and
effective recruitment sources identified; and that priority
recruitment and underrepresentation problems identified in Step 1
have been addressed. If it has not been done previously, the
SEPM should make appropriate recommendations and offers of
assistance to the responsible staff office (EEO/AEP or Personnel)
and the agency's designated FEORP official. Otherwise, the earlier
recommendations should form the basis for the RAP.

B. Review of Agency's Affirmative Action Plan

In reviewing the Plan, the SEPM should look for any specific
problems relating to the special emphasis programs or in-
complete action items.

C. Training Records

FPM Chapter 411 requires that agencies establish a continuing
program of supervisory development. One of the key super-
visory functions and developmental strategies listed in Appendix A
of the FPM Chapter is "Understanding and Implementing Equal
Employment Opportunity Policies." Therefore, the SEPM will
at least want to review training records to determine how many
supervisory and management personnel have attended formal
or informal training courses which included coverage of their
EEO/AEP responsibilities, including the special emphasis
programs. A fact which should not be overlooked when
reviewing training data is whether the training of women.
minorities, and handicapped individuals is at a level that would
be expected. given their representation in the work force.

D. Discrimination Complaints

The SEPM will want to review the record of past discrimination
complaints filed by employees or job applicants against the
agency under the statutory or negotiated procedures as well as union
or employee grievances filed under the negotiated grievance
procedures. This can assist him/her in determining if any potential
EEO problems exist. This review should also include a review of
any court order or consent decree that the agency is operating under,
since these might have an impact on the SEPM's planning.

E. Program Evaluations

Under affirmative action plan requirements, agencies must
review various activities to determine whether the EEO
program (including the special emphasis programs) is being
properly evaluated.

Did the agency conduct internal personnel management
evaluations of the internal EEO programs? If not, this could be
considered as a potential problem or need. If they were
conducted, did the SEPM submit any input? What problems,
needs, and accomplishments did such evaluations reveal?
These should be listed. Additionally, the SEPM should
review any quarterly or semi-annual progress reports, special
studies, correspondence, and other documents which were
prepared by the EEO/AEP staff.

F. Discussions with Managers, Supervisors, Employees, EEO
Officials, Labor Organizations, and Community
Organization Representatives.

Where appropriate, informal discussions with the above persons
are among the most effective sources for assessing the
program. Often in such discussions, frank opinions or infor-
mation will be revealed which may suggest potential or real
problems for the special emphasis programs.

Once the SEPM has completed his or her review of the source
documents and discussions with knowledgeable program officials
and other interested persons, he/she will have a "shopping list"
of problems. At this point, he/she is prepared to begin writing
the Assessment Report.

3. Writing An Assessment Report

The problems identified in the Assessment Report provide the basis for
the number and kind of Objectives and Action Items which will be
developed in Step 2. Objectives and Action Items will, in turn,
justify the resources to be allocated for the special emphasis
programs.

In writing the Assessment Report. the SEPM should categorize
the problems into appropriate Action Item headings. For
example, assume that the SEPM identified twenty problems
while reviewing the sources discussed above (statistical and
others), and then found that four problems fall under Upward
Mobility; four under Recruitment; six under Supervisory and
Managerial Commitment; four under Community Outreach:
and two under Program Evaluation. (These are examples of
action item headings - there are no rules concerning the cate-
gorization of problems. The SEPM may group problems to-
gether in any manner appropriate to his/her program or
organization.)

The Assessment Report should have two sections, an introduction
section and a findings section. Frequently, a summary section
will be helpful.

The introduction should include a brief summary of the
sources used in making the assessment and a description of the
methodology. The findings should include, under the appro-
priate action item headings, the specific problem statements.

The summary section should be a statement of crosscutting
conclusions.

Once the Assessment Report has been written, the SEPM is
now ready to develop the Objectives and Action Items of the
RAP in greater detail. Proceed to Step 2.

An example of an Assessment Report on a special emphasis
program follows.
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