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executive SUMMARY

by t ^have also been designated as a Vanguard with each Federal agencies

sr rer^ittisrs:'-“Develop and meet a similar standard for land border crossings; and 

Use technology to strengthen enforcement

The INS’ response to the Vanguard challenge is the following:

Border Process ReenninPArirfq

A joint reinvention effort with the U S Customs «?prv/if.a 11 e n 
Agriculture Animal and Plant Department of

^ ^SgSS3=SSS

JrXel Si‘5,\™n Port Quality Improvement

ie aiolntrelnvention effodwith

~ „ i’r.sriStiKs 215.K.':
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national perfqrmamcp review nviiTiAn\/F.Q

tssK-ss 5 ss
g»Siomgr Sgrvifig ReinVgntiQn Laboratories - Detmjt Mfchinan anW eI Paso Tayac 
pprfo^ Detroit District Offices were designated by the bepa^ Jus^tfce*
Re^vln«nn^ Review as two District Offices within INS to become Customer Se^icl 
the objectives of these Laboratories are to improve
proces.^: :^^trprov? .hi oviSi KvTn«i
of*Ent™' deliwsry system for the Districts and Poi£

&rs s r
■ Citizenship USA is the iargest effort in history to heip eiigibie immiorants

nitSi^.h “ “*?•*• “>e INS ims to becorne cS 2
Citizenship applications nationwide by the end of September assure that the overall
Kerne!?/ through the oath ceremony is completed within 6 months-

r « SMsa s‘a?s,s-sgsf "“Ss r
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immigration AND NATURALIZATION SERVICE 

NATION^T. pWPirQRjVTAVrK RKVTfilW ACTTyT^TP^ta

Location- OTAYMBSa.

process for border inspections onow-risb tode“ iSs"*

Location - MIAMI;-

service at this port of entry. ^ specifically designed to enhance

Location - EL PASO AND nTCTRQrr mSTRTCT OFFrrES:

the quality and accessibility of services. ^ tacilitates and improves 

Location - Chicago, Los Angeles, Miami, New York, and San Francisco:

““ “"S'S.'sr
‘Bammer^ Award;
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11-1-95immigration and naturalization service 

BtAPONAT. pKRFqrm^NCE revtow

been offiv^-w^
in recognition of: ^ presentation of five Hammer" Awards. These were given

-ia- *»e«>l7 aua„H„d W.A.„

toWc7 also in tho Los Angelos

Roinventioa Laboratortes: INS has iniSaled the feUowing Eeinvention Laboratories:

travelers' Rapid Inspection

Sa°,gJ!E2rifgf to*°tacUitate, and improves «.e'o"hV^d''Lfe:iX?^es”'^“

S^sg^g frsSg;^:d“jtra“ ”r“'"trcommunity-based organizations. ^ creatmg partnerships with

S2SSC;;jSSKi‘3KL“assS'SS'tS“
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OCT 27 1995
immigration and naturalization service

national performance review activities 

INS-Beinventton t

anf.wr“”“5’ '^e';

INS SPONSORED LABORATORIES:

?ojeaffoc;,s^„’'p'roralrtha?‘’r'°^^^^^^^^ ™S. These

nrePECWON (SENTW) NETWORK FOR- TRAVELERS' RAPID

F-'SrlSrHr?
.he ‘pney'drtvVrs ‘“"hk/oT^ate/gerwnd^ rte” t'hict'“°Th

MIAMI - AIRPORT OPERATIONS

™ensr„d«i„^f"7e:e,°o%d"“'n°h'e^ NPR Bo7J:? P
Inma.;. ^ahd .oca. cecLh-eiSai ^/e^.Je^f'sh.^eT'.V M^asSf'

£r“H,S''^“ “ =”SiS-sS. ■is.'is:-'
f-n* .h. .s™ jVm'""’'"""

organiLtiona. s^^uc'e^'lert^hership ' °” ““
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EL PASO AND DETROIT DISTRICT OFFICES 

This Reinvention Laboratory will consist nf r,
employees working in the Detroit anrt ° separate teams of INSwill be to design and lest^Tic f Their objective
for their respe1tiv:1oc"LT?n\;der to 

.mprovc O.C quality and acc«.ibili.y of service. p'b^l:

r?/u?afo„s‘’':„d^t;tL"r.rlL lots..
Will be launched in reorganizing the office ^ h experiments
administrative processes. extendin| service hours
access to services and eirmrsufeari ” promote greater public
recurring and exigent problems Customer^^feedh"‘*v ®"'P/°y®^s solve 
elicited on all administrative processes. feedback will be continually

employee teams who are resoonsihle for District Office
needed changes in local practices and procedures'"”'”"'*^ implementing

s.,-“ y;r
NATURALIZATION

5S=4:5hs3s:=;s=sincrease. i„ demand tor other types of immigratio™ benefits

s°t?ea^?il 'tke'p’roce« 'aTrnalL^' ”“«ralira.i„„ initiative to
personnel, a union representatWr Ht? field
Process Re-Engineering consultants The teamfacilitated by Business

srar^io* p^rtf S “ ““t
completed on May 12, 1995^ ^ ngineer the naturalization process was

experiment with alternatives fSr achieving tL best result.

Svrrsterti:’ -
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interviewed on an excention hnci* r applicants will belargely performed outside the traditS 'iNS*'" nrocesT^^ standardized and 
be held to a minimum and all npr® c ■ ^ paper-processing will
al‘-hT”‘‘ . '‘■"“S*"*' »"-lina dau ia«™“'‘°"Tir“' int'

Md Ci"”’ San Francisco. New York, Chicago,

JOINT POT roMPniMFTtfT t ^RnPATnp^pc.

participates w"th oSier"DOr”omponentr°"'These^^^^^ initiatives in which INS 
various other government agencies or several DOJ cnm ^ common to
the following joint component Laboratories components. INS participates in

Freedom of Information and Privacy Act- 
Computer Security Technology;
Detainee Health Services;
Airfleet Management;
Debt Collection; and
Joint Automated Booking Stations.

employee INNOVaTTON

Worklife Issues;
Performance Appraisal;
Automation of Standard Forms;
DOJ Training Institute;
Internal Communications;
Asset Forfeiture;
Adverse Actions; and 
Background Investigations.

BEST PRACTICES AWATtns

INS is soliciting nominations from its workforce tr> enkmir ♦ .u t-.Justice those initiatives that demonstrate the NaUo^nTl Pe o*'
principles of putting customers fir«r rnrf- National Performance Review
to get results, and^ getting back to basics® ^employees
identifies and publicizes the verv k , j ■ • Practices Program
initiatives with a view toward replicadon at otherSonr
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JNS NATrONjAT PERFORMAIVrp RKVTFW
awards

o^Vese JobTfr?:

received the Innovations In Amefican Onvlr ^ ^as
Foundation and The John F. Kennedy School
University. untay acnooi of Government at Harvard

OTHKI^ NPR T]y|TfATTyF|g

numerous other effom°'ai the\m^u?”feld'^ocarto'"”'’^v’
principles. Currently, INS esTl shinl '“'’‘'h umphasiee the NPR

;:.r;." i»"ss.? t;-~
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On behalf of the Immigration and 
Naturalization Service (INS), I am proud to 
present our revised Customer Service 
Standards. INS serves United Sutes families 
^d employers by administering the 
imimgration and nationaUty laws. INS assists 

g jnose who have a legal riglit to enter the 
United States as visitors, immigrants, and 
rehigees. and grant them the benefits for 
which they are eligible. We also enforce laws 
against illegal entry and deport those who 
violate their terms of entry. Our goal is to 
build and maintain the public’s confidence in 
the Government’s ability to administer the 
immigration laws fairly but firmly.

g This brochure outlines the INS commitment 
to customer service. It is our responsibility to 
realize that behind every case is an 
individual, and this individual has the right to 
receive professional, efficient, and courteous 

^ service. Customer service is a top priority,
2 and we are committed to providing our best 
° service to our customers,
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Your ideas and suggestions are important to 
us..We welcome your comments at any time 
If you wi.sh to provide feedback on our 
services:

■ Contact an INS supervisor at your location
■ Deposit a comment card or any piece of paper 

m a comment bo.\
■ Mail your feedback to:

INS Executive Secretariat
Aftenlion: Cuslomei Service Comments 
Immigration and Naturalization Service 
425 “J" Street. N.W.
Washington, DC 20536

Your feedback will be referred to the 
appropriate official within 2 working days, 
ff you would like us to contact you, please 
melude your name, address, and/or telephone 
number. We need your views in order to 
serve you better, and we appreciate your 
cooperation.

M-418

Revised September 1995
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/. INS employees will provide high-quality 
services to our diverse customers. By April 
1996, Drstrici Offices will establish and 
implement an ongoing staff development 
program that emphasizes the following;

■ Cross cullural awarene.ss
• Consistent application of policy and procedure
• Multi-functional trainings

^ • Use of available technology to improve service.

2. INS will distribute informational materials 
and commonly used forms through 
community service providers, public 
agencies, and telephone systems for the 
convenience of our customers.

3. INS will provide improved service to 
requests for information through the 
ASK IMMIGRATION phone number 
(202) 514-4316. The recorded message 
format will be reduced from 58 items to 
10, and menu length reduced from nine 
minutes to one.
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The processing of all INS applications will 
be fair, accurate, and consistent throughout 
the Service. This will be achieved by re­
engineering the processing of naturalization 
and adjustment applications to accomplish 
the following;

■ Provide applicants for naturalization and 
adjustment with a receipt within 
30 calendar days

- Enhance computer .syslem capabilities so lhat 
status mqmi-ies can be completed within 
30 calendar day.s

• Complete action on adjustment applications 
within 4 months

>" ^P^plcte action on naturalization applications 
withui 6 months.

Re-engineering the processes for all other 
applications and petitions will include 
establishing timeframes for completion of 
actions.

5. INS will accelerate customers’ access to 
benefit service.s with Ihe prini£ir\' objectives 
being to;

'■ Greet customers promptly upon arrival
■ Direct customers to appropriate personnel
■ Deliver sers'ices in the community when 

possible.

By April 1996, INS wiU estabUsh a formal 
process for resolution of customer feedback 
and complainl.s. JnfoiTnation about this 
process wiL be posted prominently in public 
areas, wiL be translated into languages 
spoken by significant numbers of customers 
and will include the name and address of a 
designated official to whom feedback and 
complaints can be sent. All written 
complaints will be acknowledged within 
30 days and resolved promptly.

JNS/U.S. Customs Service
INS will uphold the following customer 
service standards at Ports-of-Entry:

• Treat you, our customer, with professionalism 
and respect

■ Work with customere, facility managers, and 
other Federal agencies to provide excellent 
customer service while erdorcing Ihe laws of 
Ihe United States

• Provide a supervisor to address your 
inspection-related concerns before you leave 
the inspection area

■ Make every effort to minimize your wait for an 
inspection

• Respond to your written inquiries as quickly as 
})ossible. INS will mail you a written response 
within 10 working days, or respond by phone 
within 5 working days

• Improve inspection processes while providing 
you with the highest level of customer service.

8. INS will ensure that local, sute, and other 
Federal law enforcement agencies are;

■ Able.to contact INS Investigations units during 
both duty and non-duty hours. To accomplish 
this, each District Office will:

Develop a lisi that includes conlaci names and 
telephone and fax numbers for both duty and 
non-duty hours

• Disseminate these contact lists to alJ enforcement 
agencies within the District Office's jurisdiction 
by December 31. 1995. with updates as needed.

■ Aware of the response capability of INS 
Investigations units. To accomplish this, each 
District Office will:

Prepare guidelines describing INS Investigations 
uniK response capabilities

* Disseminate these guidelines to all law 
enforcement agencies within the District Office's 
Jurisdiction by December 31, 1995, with updates 
as resources and policy changes require.

■ Provided with an ongoing open exchange of 
information. To accomplish this, each District 
Office will establish a formal mechanism to:

' Exchange intelligence information related to 
criminal alien activity within the District Office’s 
jurisdiction

» Periodically offer formal training on INS law 
enforcement activities.



On behalf of the Immigration and 
Naturalization Sei-vice (INS), I am proud to 
present our revised Customer Service 
Standards. INS serves United States families 
and employers by administering the 
immigration and nationality laws. INS assists 
those who have a legal right to enter the 
United States as visitors, immigrants, and 
refugees, and grant them the benefits for 
which they are eligible. We also enforce laws 
against illegal entry and deport those who 
violate their terms of entry. Our goal is to 
build and maintain the public's confidence in 
the Government’s ability to administer the 
immigration laws fairly but firmly.

This brochure outlines the INS commitment 
to customer service. It is our responsibility to 
realize that behind every case is an 
individual, and this individual has the right to 
receive professional, efficient, and courteous 
service. Customer service is a top priority, 
and we are committed to providing our best 
service to our customers.

Doris Meissner 
Commissioner
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Your ideas and suggestions are important to 
us. We welcome your comments at any time. 
If you wish to provide feedback on our 
.services:

Contact an INS supervisor at your location
Deposit a comment card or any piece of paper 
in a comment box
Mail your feedback to:

INS Executive Secretariat
Attention: Customer Service Comments 
lmmi5ration and Naturalization Service 
423 “I" Street, N.W.
Washington, DC 20336

Your feedback will be refeired to the 
appropriate official within 2 working days.
If you would like us to contact you, please 
include your name, address, and/or telephone 
number. We need your views in order to 
serve you better, and we appreciate your 
cooperation.
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/. INS employees will provide high-quality 
services to our diverse customers. By April 
1996, District Offices will establish and 
implement an ongoing staff development 
program that emphasizes the following;

■ Cross cultural awareness
• Consistent application of policy and procedure
■ Multi-functional trainings
• Use of available technology to improve service.

2. INS will distribute informational materials 
and commonly used forms through 
community service providers, public 
agencies, and telephone systems for the 
convenience of our customers.

3. INS will provide improved service to 
requests for information through the 
ASK IMMIGRATION phone number 
(202) 514-4316. The recorded message 
format will be reduced from 58 items to 
10, and menu length reduced from nine 
minutes to one.

The processing of all INS applications will 
be fair, accurate, and consistent throughout 
the Service. This will be achieved by re­
engineering the processing of naturalization 
and adjustment applications to accomplish 
the following:

• Provide applicants for naturalization and 
adjustment with a receipt within
30 calendar days

. Enhance computer system capabilities so that 
status inquiries can be completed within 
30 calendar days

■ Complete action on adjustment applications 
within 4 months

■ Complete action on naturalization applications 
within 6 months.

Re-engineering the processes for all other 
applications and petitions will include 
establishing timeframes for completion of 
actions.

5. INS will accelerate customers' access to 
benefit services with the primary objectives 
being to:

■ Greet customers promptly upon arrival
■ Direct customers to appropriate personnel
■ Deliver services in the community when 

possible.

€. By April 1996, INS will establish a formal 
process for resolution of customer feedback 
and complaints. Information about this 
process will be posted prominently in public 
areas, will be translated into languages 
spoken by significant numbers of customers, 
and will include the name and address of a 
designated official to whom feedback and 
complaints can be sent. All written 
complaints will be acknowledged within 
30 days and resolved promptly.

INS/U.S. Customs Service
7. INS will uphold the following customer

service standards at Ports-of-Entry:

■ Treat you. our customer, with professionalism 
and respect

■ Work with customers, facility managers, and 
other Federal agencies to provide excellent 
customer service while enforcing the laws ot 
the United States

■ Provide a supervisor to address your 
inspection-related concerns before you leave 
the inspection area

■ Make every effort to minimize your wait for an 
inspection

Respond to your written inquiries as quickly as 
possible. INS will mail you a written response 
within 10 working days, or respond by phone 
within 5 working days
Improve inspection proces.ses while providing 
you with the highest level of customer service.

8. INS will ensure that local, state, and other
Federal law enforcement agencies are:

■ Able to contact INS Investigations units during 
both duty and non-duty hours. To accomplish 
this, each District Office will;

- Develop a list that includes contact names and 
telephone and fax numbers for both duty and 
non-duty hours

■■ Disseminate these contact lists to all enforcement 
agencies within the District Office's jurisdiction 
by December 3 1. 1995. with updates as needed.

■ Aware of the response capability of INS 
Investigations units. To accomplish this, each 
District Office will;

► Prepare guidelines describing INS Investigations 
units response capabilities

► Disseminate these guidelines to all law 
enforcement agencies within the District Office's 
jurisdiction by December 31. 1995. with updates 
as resources and policy changes require.

■ Provided with an ongoing open exchange of 
information. To accomplish this, each District 
Office will establish a fomnal mechanism to:

- Exchange intelligence information related to 
criminaTalien activity within the District Office's 
jurisdiction

► Periodically offer formal training on IN.S law 
enforcement activities.



NAPA Recommendations 
that are addressed by INS Reorganization

Talking Points

Recommendation 1: INS should make the successful execution of field operations the 
primary focus of its planning and budgeting processes. It also recommends giving the 
regional directors a greater role in determining future priorities, goals, and performance 
expectations.

• In conjunction with the reorganization proposal, the Office of Budget proposes to 
revise the budget team concept. The Office of Budget will draft an initial budget 
document, and then convene team meetings in each region, as well as with 
Headquarters management, to review and discuss the preliminary draft budget 
proposal.

• The Office of Budget will request appropriate stakeholders to submit INS-wide spring 
budget initiatives that are based on priorities, annual performance targets, and 
workload as defined by the Executive Management Team and approved by the 
Commissioner. Appropriate stakeholders are defined as Regional Directors (who will 
gain input from their respective District and Sector offices) and the Headquarters 
Management Team.

• Requesting preliminary written input for inclusion in a draft budget document will 
allow management at the regional and field level the opportunity to prepare a 
document that is reviewed and prioritized in advance of the process, and provide them 
with a second opportunity to refine their input at the team meeting stage.

• Focus groups have been conducted in each region as part of the FY 1997 Priorities 
Rollout on (1) FY 1999 priorities and (2) Strategic Planning.

« FNS is working towards creating a comprehensive performance cycle in which the 
experience of the Field serves as feedback for development of future plans and can be 
systematically considered.

Recommendation 4: INS should develop a strategic plan and commissioner's priorities 
with detailed assumptions leading to action plans by major program areas with five-year 
dollar projections.

• The Office of Plaiming has assumed a leadership role in development of plans and 
measures in partnership with the Office of Programs through provision of guidance 
and technical assistance, performance monitoring and tracking, and oversight of the 
planning and measurement process.



• The proposed 1997 reorganization consolidates the Offices of Programs and Policy & 
Planning into a new Office ot Policy and Programs. The consolidation of these 
programs under one Executive Associate Commissioner will promote greater 
coordination of policy, planning, and program development and evaluation activities 
and facilitate a continuous cycle of planning, program development, measurement, 
and evaluation as required by the Government Performance and Results Act.

Recommendation 5: INS should develop performance measures tied to accomplishing 
the Commissioner’s priorities and the five-year program plans, and also develop its 
program evaluation capability to ensure that the agency can effectively determine 
whether it is moving toward its goals.

• The Office of Planning has turned its attention to the multi-year, long-range planning 
needs of fNS.

• The Office of Planning is revising the 1994 Strategic Plan according to the standards 
required by the Government Performance and Results Act, and is strengthening the 
cultural support and participation of managers in planning. The Office of Planning 
has provided technical assistance to program offices to develop multi-year plans that 
link the Strategic Plan with the annual priorities and with non-priority cross-cutting 
activities.

• The Office of Planning has assisted with development of program performance goals 
and measures to ensure that measurements are tied to long-range plans rather than 
driven by resources.

® The proposed 1997 INS reorganization includes the establishment of the Office of 
Statistics and Evaluation. In addition to the collection and maintenance of high level 
statistical information, this office will also be responsible for providing technical 
support and expertise in program evaluation and analysis for existing and/or proposed 
INS programs.

Recommendation 6: INS should clarify the roles and relationships of headquarters 
policy and planning, budget, programs, and field operations offices with regard to 
planning, budgeting, and performance measurement.

• The principles of the proposed 1997 fNS reorganization are designed to:
* clarify roles and responsibilities between programmatic and operational 

branches;
* consolidate policy and program development, review, and planning;
* strengthen the chain of command by strengthening the regions and increasing the 

roles and responsibilities of the Regional Directors and the Office of Field 
Operations.



With GPRA implementation in the fall of 1997, each office’s role will become more 
defined. As HQOPP takes a leadership role in GPRA, particularly in developing 
planning capability throughout the Service, the teamwork between the Office of 
Budget and HQOPP that has been ongoing will continue to be essential.

In addition, the 1997 reorganization consolidates the Offices of Programs and Policy 
& Plaiming into a new Office of Policy and Programs. The consolidation of these 
programs under one Executive Associate Commissioner will promote greater 
coordination of policy, planning, and program development and evaluation activities 
and facilitate a continuous cycle of planning, program development, measurement and 
evaluation.

Recommendation 7: INS should consider formally assigning responsibility for GPRA 
implementation to the OPP. INS should also equip OPP with the leadership, resources, 
and skills needed to effectively carry out this function.

• HQOPP has the leadership of key functions related to GPRA implementation, 
including planning, policy, statistics and data integrity, and customer service.

• HQOPP is currently engaged in activities that will address GPRA strategic and annual 
plan requirements. Specifically, HQOPP is:

* Developing the FY 1999-2005 INS Strategic Plan;
* Providing technical assistance to program offices in development of multi-year 

program plans, and
* Developing the FY 1998 and FY 1999 annual priorities.

• With the proposed reorganization, the Office of Policy and Programs will establish an 
Office of Statistics and Evaluation. As the Office of Policy and Programs expands its 
evaluation capacity, it will be able to fulfill GPRA’s requirement that evaluations be 
used to improve program effectiveness.

Recommendation 8: The Deputy Commissioner should ensure that INS create a long­
term management agenda and calendar that outlines specific actions in areas such as 
planning, budgeting, performance measures, accounting, and information technology 
that are required to effectively fulfill the INS mission, meet the Commissioner’s priorities, 
and produce credible data for both executive and legislative branch decision-making.

• INS is working towards creating a comprehensive performance cycle in which the 
experience of the Field serves as feedback for development of future plans and can be 
systematically considered.

• The Office of Planning has developed a recurring calendar to track major events in 
the Priorities, Budget, and GPRA cycles. The calendar, along with other related 
materials, are under development and review by the Executive Staff and the



Commissioner. Further consultation and refinements will be needed to 
institutionalize the process and provide appropriate support to Field and Headquarters 
management to enable them to use these tools to integrate activities within INS.

Recommendation 9: INS and reviewing officials in the administration and in Congress 
should adopt a simpler decision unit structure by consolidating decision units on a 
programmatic basis.

• The NAPA straw man proposal for 5 decision units is an excellent starting point for 
consolidating decision units. In conjunction with the proposed reorganization, the 
Office of Budget will develop a simplified decision unit structure to allow field 
managers more flexibility in the use of their funds. The current decision unit 
structure places too many constraints on INS field managers and limits their 
flexibility to use their resources effectively.

Recommendation 13 ; INS should establish a rigorous selection process for team 
members, using criteria such as expertise in given areas, perspective and prior 
experience, and advise team members of their selection and duties well in advance of 
their service.
• INS agrees with this recommendation. The Office of Budget proposed and 

implemented several changes to the process specifically intended to enable the team’s 
work to be both meaningful and effective. Specific examples of reforms to the budget 
process included, but are not limited to: development and distribution of a Budget 
Team Orientation book; training in advance via a conference call; improvements in 
the team member selection process; and most importantly. Executive Staff approval 
of an enhanced role and responsibility of individual team members.

Recommendation 14.' INS should plan now to change the formulation process for the 
inevitable day of zero-sum or cut-back budgets.

® INS agrees with this recommendation. As part of the FY 1999 process, INS expanded 
on the concept of base reviews to a limited extent. INS will attempt to e.xpand on this 
function for the FY 2000 process.

• The spring call for budget proposals will also request that, where appropriate, offsets 
be provided, and base projects be re-prioritized to allow for new projects.

• However, until a new financial management system is in place, it will be difficult to 
access more than the capital expenditures in the INS budget with any precision.

Recommendation 15: INS should consider both the base and enhancements in a budget 
formulation process focused on accomplishing goals within the context of a strategic plan 
and five-year program plans.



• INS agrees with this recommendation. As part of the FY 1999 process, INS expanded 
on the concept of base reviews to a limited extent. INS will attempt to expand on this 
function for the FY 2000 process. However, until a new financial management 
system is in place, it will be difficult to access more than the capital expenditures in 
the INS budget with any precision.

• The Office of Budget is using the strategic plan and priorities framework to drive the 
formulation and execution of program budgets. HQOPP has worked with the Office 
of Budget to establish linkages between performance targets and resources, but more 
work needs to be done at each level of the organization to prevent day-to-day 
operational concerns from detracting from strategic direction.

Recommendation 17: INS should review major components of the base and 
enhancements budgets, for example, large procurements, to specifically consider them 
during the formulation process.

• fNS agrees with this recommendation. FNS has recently merged the advanced 
procurement planning process with the spending plan information. This will allow 
the budget office to have information in advance of the development of the budget 
execution plan. For the FY 2000 process, this information will be made available to 
the budget teams for consideration in the budget formulation process. In this way, all 
procurements in excess of $300,000 will be available for review at the earliest stages 
of the process.

Recommendation 21: INS should build upon its initiative of having the field provide 
input to the enhancement staff deployment plan by also soliciting their input to the base 
budget execution plan. Field input on both plans should be within headquarters provided 
guidelines on resources limitation to prevent the wish lists.

® [Response tasked to Office of Budget, Execution Branch and Office of Field 
Operations, ORMB.]

Recommendation 22: INS should develop a means to allocate the PS&B j'unds based 
upon realistic hiring and attrition rates. Alternatively, INS should consider retaining all 
PS&B funds (other than overtime) in the Budget Office and allocating only FTEs or other 
appropriate staff resources to the field.

• Beginning with the FY 1998 Budget Execution Plan, all PS«feB funds would be 
managed by the Office of Budget and not allocated to the EACs. Instead, all 
organizations would be given positions based on the Table of Organization, full time 
equivalents (FTEs) to fund Other-than-Permanent staff, and overtime. This would 
allow for quicker redistribution of surplus resources for other priority requirements.



Recommendation 23: INS, should, in conjunction with new procedures for PS&B 
allocation and a revised budget formulation procedure, identify major spending items, 
plan to allocate funds for contracts, procurements, and other non-personal service items 
when possible at an earlier point in the year.

• [Response tasked to Office of Budget, Execution Branch and Office of 
Administration, Procurement Branch.]

Recommendation 24: INS should eliminate the current spending plan concept and 
develop, under the procurement office’s direction, a new advance procurement plan 
which will meet the needs of both the budget and procurement offices.

• While the advanced procurement plan has been instituted for FY 1998, elimination of 
the spending plan items is contingent upon the implementation of the new automated 
procurement and financial management systems.

Recommendation 31: INS should establish a process for deciding the bulk of its program 
changes at an early stage of the year, consistent with the operating plan process 
recommended above.

® [Response tasked to Office of Budget, Front Office.]

Recommendation 32: INS should make clear that when the Budget Office issues 
instructions, it is speaking for the Commissioner.

o [Response tasked to Office of Budget, Front Office.]

Recommendation 35: INS should create a new CFO position, responsible for the budget 
office, financial management, and financial reporting.

• Under the proposed INS reorganization, the Office of Management will be 
restructured to focus management responsibility and reduce a layer of oversight. The 
Executive Associate Commissioner for Management will facilitate improved 
communications between the Offices of Budget and Financial Management, and serve 
as INS’ Chief Financial Officer. In that role, the EAC will continue to improve and 
enhance financial management within fNS by streamlining the authority, 
responsibility, and span of control for budget and financial management.

• In addition, implementation of proposals submitted by the Office of Budget would 
substantially improve the efficiency and effectiveness of the INS budget process. 
These proposals include:
* All PS&B funds would be managed by the Office of Budget (and not allocated 

to the EACs), beginning with the FY 1998 Budget Execution Plan.



Provide Regional Direetors with greater flexibility in managing their general 
expense funds by eliminating the recurring accounts and giving those resources 
to Regional Directors as additional general expense funds.
Transfer responsibility for management of the Mandatories to the Office of 
Budget.
The Office of Budget would manage Set-Asides for overseas rotations and 
employee relocations, and allocate quarterly based on the operating plans 
submitted by the EACs, Regions, or Foreign Operations.
Allocate general expense funding by quarter and monitor its usage.
Eliminate the use of Spending Plan Items and instead develop and implement a 
Service-wide Advanced Procurement Plan.

• The single most important factor affecting the successful implementation of the 
proposal recommended above is the redefinition of roles of the Office of Budget 
and other resource management staffs within the reorganization plan.

Recommendation 36: INS should transfer from the MRS to the Budget Office the 
responsibility, together with the necessary staff, for estimating and allocating all 
mandatory overhead items.

• The Office of Budget proposes to transfer the responsibility for management of the 
Mandatories to the Office of Budget. Mandatories are uncontrollable costs that must 
be paid and cross all EACs. The Office of Budget will develop its own calculation 
for mandatories based on prior years’ costs that are adjusted for annualizations, 
reprogrammings, transfers, and costs changes and would consult with the EAC- 
Management, Management Resources Staff before final decision are made.

Recommendation 37: INS should review the process to estimate, allocate, and manage 
recurrings and set-asides, and assess whether responsibility should be transferred to the 
Budget Office or remain with the MRS. The review .should also determine whether 
recurrings .should be included in regular GE allocations.

• The Office of Budget proposes eliminating the recurring accounts and giving those 
resources to the Regional Directors as additional general expense funds. With the 
consolidation of the Administrative Centers under the Regional Directors, and the 
additional general expense funds, the Regional Directors would have more flexibility 
to manage all of their general expense funds to best meet their mission requirements.

• The Office of Budget proposes that the set-asides for overseas rotations and employee 
relocations be managed by the Office of Budget and allocated quarterly based on the 
operating plans submitted by the EACs, Regions, or the Offiee of Foreign Operations.

• The Office of Budget proposes allocating general expense funding by quarter and 
monitoring usage. EAC’s would be required to provide operating plans for the use of



general expense funds. Funding that could not be justified based on spending rates 
and operating plans would then be used for the Commissioner’s priorities such as 
facilities build-out, vehicles, etc. (This proposal would not be implemented until a 
new financial management system is in place.)

Recommendation 38: INS should delegate authority for determining all sector and 
district allocations to the RDs and transfer from the ORMB to the Budget Office 
responsibility for allocating and managing funds designated for field use.

• The proposed FNS reorganization provides for increased spending authority and 
flexibility to Regional Directors and decreased dependence of Regional Directors on 
HQ Field Operations budget decisions. Increased authority will be accompanied by 
closer monitoring of milestones, operational performance, and the use of quarterly 
priority reviews to hold the Regional Directors accountable for the use of funds.

Recommendation 39: INS should clarify the roles, responsibilities, and authorities of 
headquarters program and field operations offices and assess whether resources are 
adequately distributed to each of the offices to enable them to fulfill their responsibilities.

• The proposed INS reorganization addresses this recommendation directly. The 
reorganization consolidates the non-operational aspects of the Office of Programs 
within the Office of Policy & Planning into a new Office of Policy and Programs. 
This realignment is consistent with the principles guiding restructuring of the Office 
of Field Operations.

® The reorganization proposes not only to move some residual operational activities 
from the Office of Programs to Field Operations, but also to clarify and integrate 
programmatic efforts. This will be accomplished by realigning units along functional 
lines rather than along operational lines as in the past. New divisions reporting to the 
Associate Commissioner for Program Development include; Border Management; 
Enforcement Programs; Adjudications and Services; Status Verification; and 
Information Systems Requirements.

• The reorganization establishes an integrated structure within the Office of the 
Executive Associate Commissioner for Field Operations. The Executive Associate 
Commissioner is supported by two Associate Commissioners - for Enforcement 
Operations and Service Operations — each of whom serve a dual role.

* The Associate Commissioner for Enforcement Operations will be responsible for 
Investigations, Removals, Intelligence, Detention, Asset Forfeiture, and the Law 
Enforcement Support Center.



* The Associate Commissioner for Service Operations will be responsible for 
Inspections, Adjudications and Naturalization, Service Center Operations, 
Telephone Centers, Forms Centers, and the National Fines Office.

The reorganization delegates greater authority and accountability to Regional 
Directors and provides them an expanded role in planning and budget processes.

As the reorganization proceeds, organizational and manpower analysis will be 
conducted as functions and personnel are aligned with the new FNS organizational 
structure.

Recommendation 40: INS should formally integrate the program offices into the budget 
execution process by requiring that their staffing, overtime, and GE distribution 
recommendations on base and enhancements be submitted to the Budget Office prior to 
making the regional distributions.

• [Response tasked to Office of Budget, Execution Branch and Field Operations, 
MRS.]
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Transfer of INS Functions to State

Implications for Consular Affairs

J_HS

If the recommendations of the Commission on Immigration Reform to transfer the 
benefits functions of INS to the Department of State are accepted and acted on by the 
Administration and the Congress, the changes would have a major impact on the 
Department of State. This paper analyzes in general terms how the Bureau of Consular 
Affairs (CA) and INS overlap in some functions relating to immigration and U.S. 
citizenship, what transferred INS functions would be completely new, and how we might 
reengineer the immigration system to maximize efficiency, while assuring the integrity of 
the services provided. A more detailed analysis of the impact of combining certain INS 
operations with State will only be possible with close cooperation with INS. The 
recommended changes would also have a significant effect on the Bureau of Population, 
Refugees and Migration, the Bureau of Democracy, Human Rights and Labor and the 
Office of the Legal Adviser, that are not addressed by this paper. Report language in the 
House version of the CJS Appropriations bill directs the Attorney General to review the 
Commission’s recommendations in consultation with State, Labor and 0MB; and 
requires an 0MB plan to transfer some of the responsibilities of INS to other 
Departments and Agencies in FY 1999.

The taxpayers and the Administration would be ill served if the impact of moving 
INS benefits programs to State only resulted in transferring the same problems cited by 
the Commission to a new organization. This change only makes sense if we can 
dramatically improve the level of service to the public by streamlining functions, 
eliminating redundancies, and reducing fraud.

Scope of the Merger

The Immigration and Naturalization Service maintains four service centers and 34 
district offices. The service centers, which process most of the services related to aliens 
in the U.S. and prequalification for visa applicants abroad, are staffed by about 2,000 
employees. Half are INS employees and half are contractors. An undetermined number 
of employees of the district offices, who perform benefits adjudications, would also be 
transferred to State under the Commission’s recommendations. In FY-1996, INS 
approved 1.7 million visa petitions, 45,000 changes of nonimmigrant status, 505,000 
permanent residents, 875,000 employment authorizations, and 1.1 million naturalizations. 
INS also processed 60,000 refugee applications worldwide and 62,000 applications for 
political asylum by aliens in the U.S.

By way of comparison, the Bureau of Consular Affairs has 1050 direct and 300 
contract employees in the U.S. Most of these (860 direct and 140 contract) are involved



in passport issuance in Washington and at the fifteen regional offices throughout the U.S. 
These offices issued 5.7 million passports in FY 1996 and expect to issue 6.3 million in 
FY-97. About 185 employees in Washington support citizen services abroad or provide 
policy guidance and support for visa operations. Four CA employees and 140 contract 
employees staff the National Visa Center in New Hampshire. Abroad, 464 Foreign 
Service officers and 1,647 Foreign Service nationals provide a number of consular 
services. In FY-96, our officers abroad issued 6.2 million non-immigrant visas and 
423,000 immigrant visas. Consular staff overseas also issued 300,000 passports and 
assisted several thousand Americans in emergency cases. They also provide voting 
assistance, administration of federal benefits and other services to over 3,000,000 U.S. 
citizens, who reside abroad.

Immigrants and Visitors

Application for an immigrant or temporeuy worker visa generally requires at least 
two principal steps. The applicant’s sponsor must file a visa petition, which is 
adjudicated by the INS. Then, if INS approves the petition, it is sent to the State 
Department. The applicant then applies for a visa with a Department consular officer, 
who often may review whether the initial petition was properly approved.

Under the Commission’s proposal. State would adjudicate both the petition and 
the visa application, thereby creating an opportunity to:
- streamline the process,
— avoid redundancies, such as consular review of previously approved petitions,
- achieve greater consistency in adjudications, and
— initiate anti-fraud investigations at the beginning of the process, when they are most 
efficient and cost-effective.

There are two broad immigrant visa categories: family-based and 
employment/skill-based. The process of immigrating to the U.S. usually begins when a 
close relative or future employer files a petition with INS on behalf of the alien to 
establish entitlement to an immigrant visa category. Petitioning employers, in most 
cases, must first request certification fi-om the Department of Labor that there are no 
available workers to fill the position. Visa petitions are generally processed by mail at 
one of the four INS service centers, but some are submitted in person at INS district 
offices, or at U.S. consular offices abroad. Except in some cases where the beneficiary is 
already in the U.S., INS forwards all approved petitions to State’s National Visa Center 
(NVC) in New Hampshire. Once the case is ready for processing, NVC then forwards the 
petition to the appropriate overseas consular post. Paper thus changes hands many times 
under the current process.

Once an immigrant visa is available, the alien beneficiary applies at a consular 
office abroad or, if the alien is physically present in the U.S., he/she may be allowed to 
apply at a domestic INS office for “adjustment of status.” After adjustment of status is



approved or the alien is admitted to the U.S. with an immigrant visa, INS generates an 
alien registration card (“green card”) and mails it to the alien’s U.S. address. Visas for 
temporary workers are processed in a similar way, although the alien does not receive 
permanent residence.

Although State and INS have worked to reduce duplication of effort, many 
redundancies for both applicants and the government remain. One advantage of 
consolidation would be the opportunity to develop more efficient information systems 
that would eliminate the need to reenter data, or even to retain a paper file for most of the 
process. Having one agency process all immigrants, regardless of whether they apply 
abroad or in the U.S., should help ensure greater consistency in eligibility determinations 
and would facilitate the process of allocating visa numbers and complying with annual 
numerical limitations on immigrants.

One area that would need closer examination is the labor certification process. In 
performing the certification function, the Labor Department must analyze the domestic 
labor market. Labor Department officials rely heavily on the labor departments in the 
fifty states, with which they have regular contacts. The State Department, however, does 
not have the necessary state-level contacts or the domestic labor market expertise 
required to perform the labor certification function. While we might take on the 
employees from Labor, this would add to the burden of absorbing the INS employees and 
would bring us far afield from the Department’s traditional diplomatic and consular 
functions. It should be noted that the Commission on Immigration Reform has separately 
proposed replacing the current labor certification process vvdth a system that relies largely 
on the good faith of the employer to meet certain stated commitments. This would 
simplify the process and make it easier for State to take over the function. However, 
there appears to be little enthusiasm on the Hill for the Commission’s proposed labor 
certification reform and, in the absence of such a reform, moving the labor-certification 
portion of the immigrant visa process to State would pose many hurdlesi

The process of issuing visitors visas for business or tourism would change little 
since this process is now performed almost entirely abroad at consular offices. The 
difference would be that, once in the U.S., an alien who wanted to extend a stay or change 
activity, i.e., from tourism to study, would seek permission from the Department of State 
rather than from INS. Having State adjudicate both the initial visa application and 
subsequent requests in the U.S. to change or extend status should help ensure greater 
consistency in eligibility determinations and would more readily ensure that all necessary 
security checks and other background checks are done — a step which INS sometimes 
overlooks with aliens already in the U.S. An important objective of joining INS and State 
immigration functions would be to assure access to computerized alien immigration 
records by U.S. officials at any time, anywhere in the world. Such a system would 
improve service for legitimate visitors and make it easier to detect fraud. INS or a 
successor organization would still retain authority for the apprehension and removal of 
overstays, but their efforts would be enhanced by better record keeping to provide leads 
to the alien’s activities and whereabouts.



Naturalization and Passports

The adjudication of claims of nationality at birth and naturalization are logical 
areas for consolidation. In fact, in the area of nationality at birth and derivative 
naturalization, INS and State administer the same law. We currently work closely with 
INS, and have periodic meetings to attempt uniformity in interpretation and 
implementation of laws. In addition, we clear on each other’s instructions and guidelines. 
Even though we differ on only a few issues, without consolidation, there is a better 
chance for inconsistency in interpretation and forum shopping. State adjudicates claims 
of nationality at birth by an objective documentary review. The adjudication for 
naturalization requires a similar review of statutorily imposed objective requirements. 
Cross training of passport examiners and consular officers in naturalization work, and 
INS adjudicators in passport issuance, would be relatively easy. The challenge would 
come in improving procedural steps for naturalization such as file location, fingerprinting 
and scheduling of applicants for naturalization.

In processing naturalization cases, an adjudication officer must look for four legal 
requirements: sufficient residence/physical presence; good moral character; the ability to 
read, write, and speak English, and understand the fundamentals of American history and 
government; and support for democratic principles of government. The review is 
objective, and usually adjudicated by review of evidentiary documents. INS contracting 
with private organizations for testing in English and civics and the designation of private 
businesses to take fingerprints has been problematic in the past. There are a number of 
testing services with a national infrastructure and proven results that could probably 
perform these functions wdth integrity and at no expense to the government. Likewise, it 
should be possible to contract for support services such as data entry and file maintenance 
as the Department of State already does for immigrant visa applicants.

The current backlog in naturalization cases is a result of two major factors:
1) a wave of aliens, who became permanent residents after the amnesty of the 1986 
Immigration Act, became eligible for naturalization, and 2) changes in federal programs, 
which have cut benefits for non-citizens, creating a financial incentive to naturalize rather 
than to remain a permanent resident. The surge in demand for naturalization occurred at 
the same time the INS received statutory authority to adjust the status of over 400,000 
illegal aliens who had managed to qualify for legal immigration. Prior to FY 1995, these 
applicants were required to apply for immigrant visas at consular offices abroad. 
Although INS services are fee funded, INS used a large portion of the retained fees to 
support immigration enforcement rather than investing heavily in systems and people to 
improve adjudication services. The result was a dramatic increase in backlogged work 
and public scandals over irregularities and misperceptions in the naturalization process. 
This is one of the most compelling lessons for State as we contemplate taking 
responsibility for INS functions.



INS district offices in New York, Miami, San Francisco and Los Angeles all 
handled well over 100,000 naturalizations in FY-96. This compares with some doniestic 
passport agencies, which process hundreds of applicants daily (although the 
naturalization process is more cumbersome and time consuming), or with large 
immigrant visa sections abroad, which process 300-400 applicants daily. Applicants who 
meet all requirements on their naturalization appointment date are then scheduled to take 
an oath of allegianee, either in court or at an INS administered ceremony. By 
incorporating the issuance of the naturalization certificate into the application process, as 
we do for passports and visas, we could greatly streamline the process. Since most 
naturalized citizens apply for passports, we would incorporate the passport application 
process into the naturalization procedures for those who wanted a passport, thereby 
eliminating the need for a separate application.

When an application for naturalization is denied, INS supports a review process 
which includes both statutory and regulatory reviews of adverse decisions. These include 
appeals from determinations to administratively revoke naturalization; appeals from 
decisions to cancel a Certificate of Citizenship; and hearings on denials of naturalization. 
The INS by statute sues in Federal Court to revoke naturalization. Like State, INS may 
be sued by an individual who challenges a holding of non-citizenship in Federal District 
Court for a declaration of citizenship. Passport revocations, which usually involve people 
abroad are subject to administrative review, followed by appeal to an independent board 
for individuals challenging loss of nationality. Most of the few cases involving loss of 
nationality or denial of passports are resolved without going to court. Although the 
Commission on Immigration Reform has recommended an independent appeals board, 
there should still be an internal appeals process to resolve as many cases as possible 
before seeking recourse to an outside body.

The naturalization file and the passport file, eurrently stored separately and by 
agency, should be consolidated into a “citizens file," located at one place, easily 
accessible and identifiable. The current naturalization certificate is a large paper 
document with a photograph and signature. It does not incorporate modem security 
features such as those in the U.S. passport or alien registration card. It is not convenient 
to carry around, which poses a problem for the naturalized citizen who may be asked to 
present evidence of citizenship. We would look at modernizing the documentation of 
naturalized citizens to make it fraud resistant and more convenient to carry. We would 
also look at all citizenship documentation to streamline the process, automate the 
recordation and eliminate duplication.

Insuring Integrity

Consolidating State and INS’ Anti-Fraud Work

INS’ current anti-fraud work suffers from poor management, a failure to integrate 
the work into normal application processing, and very spotty intelligence sharing.



Separation of authority between adjudicators and investigators and a break in the chain of 
processing when petitions are sent abroad for final action hinders fraud detection. These 
impediments have demoralized FNS service center persoimel dealing with fraud and 
encouraged the filing of visa petitions that should be easily detected as spurious, but 
which have been routinely approved.

The State Department’s fraud prevention program at our 15 regional passport 
agencies would serve as a model of how to properly integrate anti-fraud work into 
adjudication. Each passport agency employs a Fraud Program Manager (FPM) who 
integrates intelligence, training and operational support into the process. The FPM can 
count on effective policy coordination, training and intelligence support from Washington 
via CA/FPP as well as automated anti-fraud data base systems created and maintained by 
the Bureau of Consular Affairs. Together with investigative assistance from the Bureau 
of Diplomatic Security, this system is relatively seamless in deterring fraud throughout 
the passport process. While the INS “product line” is more varied than our passport 
operation, there is no reason why the FPM model could not be applied with equal 
efficiency to INS’ benefits work.

INS is a very good collector of intelligence on fraud patterns, alien smuggling, 
and other criminal activities that count on fraud to succeed, but they are poor at getting 
the information out to the line adjudicators who can do something about it. State is better 
at moving such information to where it is needed expeditiously, and using it sensibly to 
make eligibility decisions. Better training of INS adjudicators is essential to detecting 
and deterring fraud. We would look to the National Foreign Affairs Training Center that 
has taught consular officers the basics of their trade (including anti-fraud work) for fifty 
years to provide training for INS employees joining State.

Consolidation of fraud work would bring synergy and allow for regulatory 
streamlining to reduce the redundancies caused by two agencies having jurisdiction over 
the same process. Merging State and INS databases would provide adjudicators with 
more rapid and accurate information on foreign applicants, while bringing the entir;e 
process under one roof would eliminate the discormect between visa petition adjudication 
in the United States, and the visa approval abroad. The domestic adjudicator would then 
have support for anti-fraud work prior to petition approval, where it is most effective.

INS and State bring different strengths that would combine to enhance the 
integrity of the final product. State officers have language skills and foreign area 
experience that cannot be replicated by a domestically based service, and which are 
invaluable in adjudicative work on everything from visa petitions to asylum claims, while 
INS officers are strong in legal and evidentiary standards and criminal intelligence 
collection. State’s overall management structure and culture are both more centralized 
and less hierarchical than that of INS, with more frequent and more open contact between 
operations and policy makers at all levels. Working together, the two sides would 
sidestep turf battles and separate chains of command that have frustrated cooperation in 
the past.



Reviewability of Consular Decisions

One of the most controversial aspects of the Commission’s plan is its proposal to 
allow appellate review of certain visa refusals. Under current law, visa refusals are 
subject to review by a supervisory consular officer at post, but there is no formal appeal 
beyond that point. However, the applicant is free to reapply and seek to overcome the 
initial decision. The applicant may also request that CA’s Visa Office review the case. 
Although the Visa Office can only issue an “advisory opinion” to post and has no 
authority to direct a consular officer to issue a visa, the Visa Office’s advisory opinion 
on legal issues is binding on the consular officer. The advisory opinion process thus 
allows the Visa Office to help ensure uniform application of the law and provides an 
opportunity to correct legal errors at post. The current system places the decision and 
principal review in the hands of overseas consular officers, who understand the alien’s 
culture and the context of the application and are therefore in the best position to 
determine the alien’s eligibility.

Under the legal doctrine of consular nonreviewability, courts generally will not 
hear suits based on overseas visa denials. This doctrine is based on the principle that 
Congress has broad powers to control entry of aliens into the U.S. and that such powers 
generally should not be limited by judicial review. Because Congress vested consular 
officers abroad with exclusive authority for adjudicating visa applications, the 
Department rarely faces visa-related suits and, when it does, these suits are usually 
quickly dismissed. In contrast, aliens already in the U.S. enjoy much greater procedural 
protections. INS enforcement actions and many benefits-related decisions, such as 
employment-based and certain family-based immigrant petition cases, are subject to 
administrative review by bodies such as the DOJ’s Board of Immigration Appeals (BIA) 
and INS’s Administrative Appeals Unit (AAU), and such determinations ultimately may 
end up in federal court. Consequently, INS and DOJ must devote substantial resources to 
the administrative appeals process and litigation.

The Commission proposes the establishment of a new Board of Immigration 
Review, which would be independent of DOJ, INS, and State, and would hear appeals 
from both INS enforcement actions and State benefits decisions. The proposed Board 
appears to be patterned on the structure of the current BIA. The Board would have 
several levels of review, with decisions of the highest level subject to review in the 
federal courts. The classes of cases subject to review would generally remain the same, 
with one very critical exception: the Commission proposes allowing U.S.-based visa 
petitioners to appeal consular decisions to deny visas to aliens sponsored by the 
petitioner. Allowing appeals in petition-based visa cases would be a radical departure 
from current practice, and would lead to increased workload and litigation.

The Commission proposes permitting review in petition-based visa cases because 
it believes that the U.S. petitioner has a valid U.S. interest that needs protection through



appellate review. However, it is questionable whether the Commission’s petition-based 
distinction would survive judicial scrutiny. First, many applicants in non-petition cases 
have U.S. sponsors or other U.S. contacts, and it is likely that such U.S.-based individuals 
would argue that they have an equally compelling interest and should have the same right 
of review as U.S.-based petitioners. Second, the Commission’s proposal would allow 
appeals in any petition-based case, even if the basis for the refusal had nothing to do with 
the petitioner, but instead, related to some ineligibility on the part of the alien, such as 
drug trafficking, prior criminal history, or excludable medical condition. An alien 
refused on one of these same grounds in a non-petition case might rightly ask why he/she 
has no right of appeal when the same determination would be subject to review in a case 
involving a petition. Based on these arguments, courts may find the Commission’s 
petition-based distinction arbitrary and might well allow review in non-petition cases.

If this were to happen, it might lead to loss of consular non-reviewability across- 
the-board, which would have a chilling effect on consular processing and would greatly 
increase workload and resource requirements.

Personnel, Facilities, Systems, Budget and Fees

State and INS have similar domestic operations which separate services for which 
personal appearance is required, e.g., first time passport applications, and large 
processing centers for work that does not require personal appearance, such as, passport 
renewals. We would have to look closely at how to reconfigure current State and INS 
operations in the U.S. Operations at the State Department’s National Visa Center in New 
Hampshire would blend well v^th INS service centers that handle primarily immigration 
related work for which no personal appearance is required. The Commission strongly 
recommends moving the INS benefits adjudication out of District Offices to separate INS 
enforcement functions from benefit adjudication. Finding new facilities and designing 
them to efficiently accommodate large numbers of customers would be challenging and 
costly. One approach would be to combine INS and passport regional offices at some 
locations into consular service centers that would share facilities and personnel. Service 
centers would need to be in all major urban areas with high immigrant populations. We 
would want facilities designed to accommodate large numbers of customers efficiently 
and comfortably. Benefits work at INS offices abroad would be handled in expanded 
consular sections, but INS or its successor would continue their enforcement related 
missions abroad, for example, countering immigrant smuggling.

One way State makes it more convenient for Americans to apply for passports is 
to enlist a network of approximately 4500 acceptance agents, who accept applications on 
a part time basis in return for a portion of the passport fee. These agents are specially 
designated U.S. postal clerks, county and state court clerks and personnel technicians in 
the U.S. Armed Forces. Two-thirds of all passport applications in the U.S. are made to 
acceptance agents. The acceptance agents make sure applications are completed 
correctly, take oaths, accept fees and provide information to the customer. A similar



arrangement for providing immigration services might also be feasible. Contractors 
perform extensive non-adjudicative services for both State and INS. For State, these 
functions, which include fee collection, data entry, mail handling and file retrieval, are 
performed under the supervision of State Department personnel with excellent results. 
We would explore new possibilities of extending outsourcing to improve service to 

customers.

The integration of State Department consular employees and INS career 
employees would be a major challenge. True integration will require developing a 
leadership cadre of Civil Service and Foreign Service employees who have served in both 
domestic and overseas immigration/consular positions. We would need to expand and 
strengthen our personnel offices to support a much larger employee base and develop the 
policies to facilitate integration. We would also have a union \vith which to negotiate any 
changes in performance standards, job descriptions and working conditions. We expect 
that early efforts to streamline INS/State visa operations would free up a nvunber of INS 
adjudicators to be available for deployment in consular positions overseas. We would 
want to crosstrain INS and State consular staff through overseas and domestic excursion 
tours and other programs. INS employees would naturally be wary of being transferred 
to another agency in much the way employees of ACDA and USIA are. Unlike these 
agencies that perform similar and complimentary functions, INS and State perform 
functions much more alike and under the same statutes. The key to reducing the natural 
anxieties of INS employees is to focus on the mission of improving service, increasing 
professional opportunities through training and new assignment possibilities, and offering 
employees the opportunity to participate in reinventing their organizations.

INS benefits programs are principally fee-funded; user fees are offset against 
appropriated funds. User fees collected for benefits services also support INS 
enforcement activities. To make integration work, it would be essential to extend INS fee 
retention authority to State and to negotiate an equitable distribution of those fees to 
offset the cost of improved services. This thorny issue will require legislation. INS and 
CA fee issues raise the over-arching questions of whether the new consular and 
immigration operations should be fully fee-funded. Operationally, fee-funding would 
require development of a cost-based accounting system, which the Department does not 
currently have. Whether a cost-based accounting system would be integrated into or 
operate parallel to the Department’s financial management system would be a major issue 
to be resolved by Congress, 0MB, State, INS, and Treasury.



Systems Integration

INS has a plethora of independently designed systems performing various 
functions. Many of these systems are not immediately compatible vvith other INS 
systems and will probably be costly and difficult to integrate with each other and with 
State Department systems. It is not clear where INS stands in ensuring that its systems 
are Year 2000 compliant, but given the large number of applications and systems 
involved, it seems likely that INS’ Y2K effort is more complex than that facing CA. The 
high cost of systems integration and Y2K concerns make it likely that in the near to 
medium term CA would need to run INS applications and systems in parallel to existing 
consular applications.

In the long run, an INS/State merger provides CA with an opportunity to integrate 
and rationalize systems in ways that should promote efficiency and lower recurring costs. 
Although potentially facing a major system redevelopment effort, the reward could be 
high because CA could control access to data (central index) currently unavailable to the 
Bureau. Given the role of inspection and enforcement personnel in generating and using 
lookout information, it is not clear that the proposed reorganization will have any impact 
on CLASS or on the architecture of DataShare, other than possibly to simplify the flow of 
DataShare information prior to overseas adjudieation.
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LRM ID: IMS371 SUBJECT: JUSTICE Draft Bill on Immigration anO Naturalization Service 
Rastructuring Act of 1998

nCSPONtt TO
legislattvb refbvm.

MEMORANDUM

If your r»»er\M to this let viowt )■ ihen enneurJno eommont), wa |prtf»r t*wt you respond by
Jna or by fBxhtg ua lKi response sheet. If the response is ehoft and you prefer to call, plow cell the 
hr»neh.wMe Pne shown below (NOT the enalyafi 9r«) to leave a message with a legislative Msistam.

You |]no (yjg be connecud W voice msil if the analyst does not

answtr): or
(2> sending us a memo or lacier

Ptoate Indudo the LRM number ehewn above, and tte auhlact shown below.

FROM;

mgrM M. Sehroeder Phone: 339>S8M P«*- 895-3109 
Office of Managament and Budget
Brnneh-wWo Une (M reaeh lagialeihi* esalatonl); 395-346'J

V/2y?jS,\L lAorr 

.SW-C

_________iD»t.|

Itfi^ iWamcl 

_ — lAganey)

(Telephawl

The fonowlng is thu responta Cf OUr agency to your raQUMt tor wtewa on ihe ■howe-eaptionnd subject:

, Concur 

No Objsction 

Ns Comrrwnt

___ 6«e praposod edits on Pages,

Other:_____________

4: PAX RETURN Of . pagea, anaahed to this response sheet
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United States Department of State 

Wa^lngtony O.C. 20520

dune 25, 1998

subject : JUSTICE Draft Bill on Iranigrat.ion
arid Natural i/Ation Service Restructuring c -

We do not belieue that the drafters of this proposal 
■n-^nri to liSt in ary wav the law enrorcement authorities

a»endir.9 soctior. 102 to add I'.he following:
ig) uepatoment of Sosto. Boohing in this A« «h«ll 
rorstrued to procluds or limit in any way the powers, 
artfori??ea, L dutieo ox speoial agent, of one 

n.nartment of State and the foteign Servios 
sectlnn 2709 ol title 22, United States Code, ol ox ehr = r=rorLv of stnte nnder aeotior. 4801, et eeq. ot 
tUlH::'united States code, to investigate illegal 
passport or visa ibsaancc or U3C.
We propose that the foiiowirg be added to uhe section 

by-section 540^1 ysis at the appropriate place:

Section 102(a). This section r.l^frifics that nothing 
ir"ris Lt Shall be construed to limit in ibl'“e 
law enforcement authoriL.es of the .Secretary o:. Stat .. 
and the Diplomatic .Security Service.
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m
ILS. Dqiutnint of Jnstka 

Office of Lcg;ulative AfEun

nmernafl

lyisA-

The Honorable Albert Gore 
President
united States Senate 
Washington, D.C. 20510

Dear Mr. President:

Enclosed herewith is a draft bill, the 'Iznniaratlon and 
Naturalisation Service Restructuring Act of 1598* which contains 
previsions to ixnplonent drosnatie and fundamontal refonoa itfithia 
the XNS.

This bill will untangle the ZKS* overlapping and confusing 
organizational structure and replace it with two clear 
organizational ohaixxs of oeamand -- one to acconqplioh its 
enforcement mission and the ether to provide imidgration-related 
services, ay retaining both of these functions within a single 
agency, the Administration's reform plan will ensure that both 

enforcement and service opcratione are appropriately 
coordinated and supported. )(ln addition, this legielation vxll 
strengthen accountability and improve performance by allowing 
each of the two chains Of comnand to focus on its tmique 
requirements.

The key p-rovision of the bill are tot

Effect on operational split between enforcement and 
services, resulting ln,>i06 distinct, clear lines of 
authority from the field to headquarters, with an INS 
Coinznlssioner continuing r.n he responsible for overall 
agency operations.

f
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Honorable Albert Gore 
faye 2

Eliminate the enrrent field atiuottare in vbieh diatriot 
offices serve both enforcement and service functions, 
and replace It elUi separate enforcement and service 
offices that bring the right mix of staff and skills to 
local service caseloads and enforcement needs.

Improve the quality of the %ferk£orce by creating separate 
enforcement and service career pa this for 3NS employees, 
so that the ^st employees can move up the ladder and be 
rewarded for high performance.

Restructure management operations to ensure an effective 
■shared aesvices* operation (e.g., records tuid data 
management, technological support, training, and 
administrative support) that will serve both the 
enforcement and the service sides of the agancy.

Satablisb a Chief Pinaneial Officer to Improve financial, 
acco'jnting, and budget execution systems.

ivelop a new form of overtime pj 
enforcemenl ocdUpatlfirr ru Ai-litava parity with other 
Pcdcral^gw- eiif urcemant nirnrl ■■ mil I I n m 1 Hijjiil i a the use 

Cnistrativaly’ uncontrollable overtime.

The bill fundamentally changes the way the ZNS conducts 
business. Most important, it will greatly improve the ability of 
tha IKS to offeotively and efficiently parfom its duties and 
provide measurable changes to the immigrant community.

It appreciated if you would lav this draft bill
before the(^Dts^. An identical proposal has been transmitted to 

the House of Rsprasantatives.

The Office of Management and Budget has advised that there 
is no objection to the presentation of this proposal to the 
Congress from the standpoint of the Administration's program.
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The Honorable Albert Oore 
Paye 3

We look forwar<^ hn working with you and other ^axebars of 
Congress to implement this legislation and successful,
loag^texa izr^xovemants In gur Nation’s immigration system.

Sincerely*

Attachments

L. Anthony 55wt.1n
Acting Assistant Attorney General

cc: Honorable Trent Lott
Majority Leader
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A BEX

To provide for the restiuctioiDg of the Tmmigrarion ud NauraliratioD Servios, and for other 

purposes.

Be ti enacted ty Pie Sencae and House of Ripmentaavesqf the Uriitea States qf America in 
Congress assembled,

SccnON I. Short TTIIE,—Thu Act may be died as tho *lmmigrBdan and Katualization 
Service Restrocturing Act of 1998".

Section!. PuRPOSES.~The pinposo: of this Act ate to—

(a) Advance (lie eCreedve epfoicqneni of our hnmlgTaiion laws at our borders and 
i& the isterior. aad the efficient provision of hmoigtatioii and cidzensliip services.

(b) Untangle INS^ovalapping and frequanily oonftuing orgasizstiaaal strnoture 
by replacing it with two clear opetatiODhl chaiss of command-one for enforcement and one for 
providing services-from the highest level of the agency to the lowest.

(c) Create two parallel eperaticmal diviaions which can each focus on is unique 
maDagcmcat, knowledge, sk^ and ahUMea, while aim retainiiig the essential fouctions foi 
guiding and coordinaiing diese openixfns.

(d) Improve eustosner-orifloted hamigrant setvieec by:

(1) Creating new local service offices;

(2) Establishing new, distinct lines of accountability of authority for
•etvicee;

(*i) Setting clear standards for customer service; and.

(4) Using technology to mq)iove efl^enqr and customer service.

<e) Strengthen enforcement pperatioDs by:

(1) Establiahing a dsglt, coordinated enforoament miuioe;

(2) iDiegnODg enliaicemeni. and strengthening accountabiliQ';

(3) Organizing enforcement areas by function. Including Border Patrol, 
mspeetloss, investigatiozu and removals, deteuLion and enforcemem
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npporuand,(4) De^loplflg oveitfane pay pail^ with odjei- Fcdcuil law cuTunxuuad.
ageocies:

(f) Fmvidft for efBcksr imegntlon of service and enfoccement

(1) CmdnginBdmlxdsvaiive and technical backbooe of nq^port for 
enforcemest and senice; and,

(2) Devaloplng and nwineing immigralicm recorda, oonyptBr
systems, tninmg and shai^ administrative ftoctions.

Section 3. PEPlNmoNS.—For purposes of diis Act, tbe foUowlng definidoos shall
apply-

e

(a) the tam ”INA" refers to the Immigration and Nationality Act of 1932, as 
up to foe effective date of foil Acl

(b) the term *1NS” means the Immigradon and Namializatlon Service.

Section 4. Effective Date. Except as otherwise provided Vy dus Act, this Act shall 
take effect on October 1,2000.

TITLE I-AGENCY ORGANIZATION

SECTION. 101. AGENCY Organization.—The Immigr^OD andNarmalizadon Service 
[the Service] shall be responsible for admlnlatering foe immigration laws of foe United States. 
The Service will be organized is a way foit eosuxes foe e^dv* implementatios of enfasDement 
strategies at the border, the mterior of foe cosatiy, and overseas, and foe timely and efficient 
provision of immigrant services and benefits with complete Integrity. The Service will be 
stmerured along programmatic lines and eoraposed of an: (1) Office of Imisigrant Services, (2) 
Office of Enforcement Opeiafions, and (3) Office of Shared Services.

(a) Headquarters Operations - The Service will be lead by a Commissioner and 
Commissioner who will fbcus on immigration enforcement and service policy and establish a 
framework to implement national primities. In addition, headquarters operations wUI be 
re^onsible for policy foimnlation, strategic planning and foe development of agency goals, 
objecdvec and p«rformane« UrgvtE: agency-wide management suppon and coordinodos; budget 
formnlatioQ and execution; public affairs; Congmssional relations; general coudbcI; and intemal 
audit
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(1) Chief Financial OfGcer - A Chief Financial Officer (CTO) will be established for the effective 
•ad efficient maiugemcst and •ecouiitabUil)' uf Service resomoes. The CFO will cootdiiuie 
budget fonnuladoD, execution and agen^>wide flnmciai fflanagemeDt operations. To address the 
Service's diverse binding soujces, tbe CTO will ensure sound agency*wide fmandal management 
systems and processes. The CFO will ensim thst immigTRDt services and enforeeaxent opentions 
have clearly separeied and defined nsootee streams.

(2) Strategic Planning and Statistical Measures A director of tbe strategy unit wiU be responsible 
for policy foimuUtion, developing tbe long tana-strategy for the Service and fadlitating the 
process ^ designing programs to exeente Aar strategy. Tbit office will ereato long-ranga strategio 
and performance measurement plans, in cooperation with relevant program componeotB. b 
mldiiiun. ihls office will be responsible for establishing and strengmenlng Federal immigrahan lsi>
statisticalpoUcyandmeasurememoperatioDS.
(b) The Office of Immigrant Sendees will be h»»6tdLy a Senior Bxecative who will report ^

directly to the 5! Oa Commissioner. Tbe;diiaaqff of Ae Office of Immigrant Seryiees will 
be responsible for eatablis^g an operadonal chain of commend dedicated solely to tm^grabon 

services, focusing comprehensive^ on providing quality, timely and efficiat services to the 
iimnigrant community and institutions requiring immigrant ser^oes. Ihe>di{aeior'wfif15&
lespoxuibl* for all aspeeu of INS service and benefit operadons and the Office of Immigration 
Services vdll be organized around four flmctional goals: (1) ensuring timely processing and 
courteous serviee for the immigrant cornmnnity through nadonally-establisb^ customer service 

standards, (2) providing efficient, acenraie benefit processing from remote service centers and 
service area operations, (3) ensuring secure documents with uncompromising integrity, and (4) 
landng the refugee and asylae population tbroo^ humane and dmdy service and benefits. 
Additionally, tbe diweter of tbe Office of Iminlgram Services is respcosible for coordinating, with 
the Office of Shared services, tbe etYeebve acquiaitiem and utilization of shared support items 
including informatioi technobgy. financial management, facility construction, personnel and 
training. The respon ibilities and duties of tbe^iaaetor of the Office of Immigrant Services shall

(1) Serviee Area Operations-ServiM^ea opentions will be located in immigrant communities 
around tbe United States. Tbe dimasdr of the Officft of Immigrant Services will develop and 
maintain peifonnance measures to otsure diet offices within each area provide effidat and 
consistent service, while maintaining the liUegiUy of spplicution processing. These offices will 
provide a variety of services to applicants, including fingeipiintmg, photognqihlng, and 
interviewing applicants. Some offices will be configured as ftiU>aervice offices and othera will 
serve as satellite locations. All will have a standard appearance with customer-oiianted fbobiiBa

(2) Service Center Operaiiotui — Service center operations will include centralized aatoaated 
processing and adjudication for applications and petitions that do not require immigrant 
interviews. In addition, the service centers will provide iroct<end fee receipt, entry and 
scheduling for applications and petitions diat require mterviews. The diuietet will be tespoosible 
for die collection of all management reporting information relative to the wrvice centers, for

l£CkL-
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budget fonnuladOD and execution for the sendee center budgets, for ensuring Uie accmacy and 
qoali^ control of die adjudication of beuefits al Uic service ceulcn, fur all eanplu^ee hiring and 
grievssce issues at the eenten and for monitoring, overseeing and executing the mail file and data 
entry operations.

(3) Telephone Center Operations - Hie Sendee wm operate a coordinated tdqihone assistance 
8]ntem to respond to customer Liquiries. Hie iluaaw of the Office of Immignint Services vUl be 
responsible for designing and operating a telephone system that relies on all assets of the Service 
to ensure fiiat customer inquiries axe promptly and accurately addressed. This wiH include 
operAting rad nuuntsining the tdephane eenten, any eootraet call>answeiing facilities, and 
utilizing an overflow telephone call assistance cipadQ'designed to access infonnation officers at 
the service centers as needed. f^$OCiCrtL

(c) The Office of Enforcement Operations will be headed by a Senior Executive who will i^rt 
directly toyliu OffiU ^lie Conmussioner. The diweteecf the Qffiea of Boforeement Operadons 
will be responsiblfi for establishing an operational chain of eommand dedicated solely to 
iminigracion enforcement, focusing comprebensively on illegal immigration problems at the 
border and in the interior of the U3., and ensuimg better U^ges of epforcement opgatiops — fJcr 
through a single point of accountability for perfomiancc.- The diiuUui 5l me Omee oT 
Enforoamant Operations will ba raeponaibla for all aspoote of the Sendee's esiforeament and border
management operative including mtemadon^ enforcement efforts and will be organized around 

'L four fiinctionBl goals^auagisg by the Border Patrol of the border between poits-of-entty;
I conductino insnectioiu and managing all Bott of en&v OTserations: overseeinc investiaalions and

(1) Border Management <

conducting inspecdons and managing all port of eolxy operations; overseeing investigations and 
removals; and coordinating and managing detention and eoforceu ent support. Additionally, the 

of the Office of Bnforoetnent Operations is responsible fc: ooordiruitmg, wltii tiie Office 
of Shared Ser> ices, the effective acquisition and utilization of shs ed support items inchiding 
information te^ology, finandai management, faciliQ^ coustructi >n, personnel and training. The 
respon5ibilities\nd duties of the din^ar of the Office of Enfoice^m Operations will include:

By placing both Border Patrol and Inspection activities under a single dgeataf of the Office of 
Enforcement Operations, the Service «dll be able to provide uainless bonier enforrament along 
the Nation's borders, and will be better aUe to coordmaie operations with other Fdieral and 
govcmisental agencies along the border.

(a) The Border Patrol will peifonn its eunent border management and control functions of 
deterring illcga] immigrarinn and iqipreheoding illegal aliens between ports of entry. In addition, 
the Border Patrol will continue to work with Federal, State and local law enforcement agencies to 
cffectivd^ adiuiuislcr laws related to the Interdiction Of drug trafficking activities.

(b) Port of Entry managemem is a key component of border management due to the ( ^
uiterre1alir>nAbip hATwenn activities at and between land border ports of entry. The ditWtor will be 
operationally responsible for carrying out these duties in compliance whh applicable law and



JUL-06-199G 17:22 □NB/LRD/ESGG 202 395 3109 P.12/15

/

utd loea] anthies to «i£U» the 

Executive who will npon due^ to

poli^ and will be responsible for effectively monitoria^ lesoufoe utilization and maintaining 
accurate pcrfomiancemeasmes for ibcBc activities.

(2) Interior Enforcement and Removals - The diaqlpr of the Office of Eaforeement Operations 
will be responsible for consolidating investigations, intelligeace and depoztation functions into one 
coordinated multi<discipUnaiy convonent to focus on illegal alien lemovals and to vigorously 
combat lauulgieliou Uucuiiiciil fraud, amoggling and Illegal employnseot in the woi^dace. This 
consolidated approach will ensue swift and proper apprehension, incarceration and removal of 
Aose illegally residing and working in Ala conntty, ^ ^7^^^

(3) Detention and Enforcement Support - The dkeetei of Ae Office of Enforoement Operations 
will be responsibb for ensuring logtsdeal coordination for Ae bearDeratlon and transportatiaa of 
CTiminal and illegal aliens. Tha dwyr will be responsible for effectivdy managing the Service’s 
bed space at bo A Service-owned ano contract detention facilities. Additionally, the direptor will 
be responsibb for effectively aequmg bed space from State and local antities to msu^Ae 

Service can detain and transport in lividuals it appiehmds.

(d) Tj» Office of Shared Services will be heade^.b7TSeaior Executive who will re^ri ouecuy to v.
Aepffiee of ti^Commisslonef. The darfftor^Ae Office of Shared Sendees will be lesponabb 

far Mtabiictitng an oparatiopal chain of oommimd drtticfliBd to meeting Ac support gequfaeineots
for boA the enforcement and service operational cemponents. The difu.lui uf Ae OfflWQf-------
Shared Services w A be responsible for the effective provision of shared administrative and ^ ^ 

sDppoit services to ensure that each side of Ae agency has Ae appr^aie adnMstrative and 
technological tools to do its jobs in Ae most ^ectlve and cost-effideat way. The dfrecforwill— O rfl 6€T 

^ acceniplish this through four functional goaliL*«tabluhmg and maintalnlitg a records management 
I system that aceoiately and effickatly documents immigratioa stanui^hsuring information and 

' eaforeement technology e^ancemeats and initiatives are developed and maintained to operational 
component speeificationi^ildlng and maintaining a reeruhing, hiring and training
operation to meet Service empbyment lequiienients; anajailding and managing a Service 
physical plant to adequardy support agency bousing needs. Tlae respoiudbilides and duties of the 
daeeter Ae Office of Shared Services wA include:

— - ‘ f
(1) Automation and Technology - The diiunir nf thA OfTice of Shared Services will be ^ PPI ^
responsible for ensuring that Ae Service estabUshes and maintains siate-of-Ae*ait ____________ ^
zcaourcca capabili^ to cany out agency eofoiociucni and sbiyIgc functions. The dfreeier'^Tlilte 

te^nsible for deploying and nutnitoring technology and eosuxing that Ae Service's workforce
operates as effectively as possible wiA Aese tools. The dhe^ wA also establish and 
promulgate agency-wide policy relative to Ae aequititicxi tod deployment of teehoelogy 
capabAties in coordinaiiag wiA the operatiooBl components/Df Ae Service.

(2) Centralized Records Management — The dqeeter will be responsible for malnhiipinf a
wA be responsible for establishing a \

tdfi and managing the transiticn to on electronic
centralized repository for all Service records an 
level of data intagrity in existing electronic race 
records ceviromnenL
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(3) Fenoonel and Training - Ibe diwater will be responsible fot UwJuug Itie Iiiring of idl ,
categories of Service pe^nnel and ensuring that all employees receive proper traning in a timely / 
manner. Specialized ttainiag courses and a full spectrum of basic, advanced, and ^tinuing /
^ucadoo willbees^lish6dtocnsureaprofeiwkmalwnTW(nree.<1V

porsinfVAJel yjin AtS(iCe i /v/K^V .
(4) AdminisaratiYeSt7poit«>Tte<dicac^willb6iespoiisiblc,mGuunliiuillon wUhibe
operational components of the Service, »r planning, consoucting and renovating all required 
S^ce fadlMes and equipment, indu^ ig Border Patrol stations, detendoo facilities, Inunigrant 
Services offices and general ssppen offi ae Rpaee. The will also be lesponslble for
logistics: procuicioent; and cnvirooffleDt il, eecnpadonal and 09^ activities of the Service.

SEC. 102. SAVINGSPROVISTONS V.

(a) Legal DOCUMENTS.—All orders, detexmnutioiu, rolos. zegulatioos. peosits, 
grains, bans, contracts, agreemots, certificates, licenses, and privileges—

(1) that have been issued, made, granted, or allowed to become eSixtive by 
die President, the Attorney Oeneral. die Commissioner of the INS, or any ether 
Oovemmest official, or b^ a coort of competent jeriodictipn, m the performance of any 
fimedon that is transfoiied; and

(2) dut are in effect on the effective date of aoch. ttunsfei (or become 
effective after sn^ date pursuant to their terms as in effect on sodi effective dote); iball 
centinue b effect according to Thek tenns luidl modified, tenninated. sapeneded, set 
aside, or revoked b accordance with law by the Presidezit, any other authorizaiion 
official, a court of competent Jurisdiction, or operation of law.

(b) Proceedings.—This Act shall not affect any proceedings and any applkadon for 
any benefits, service, license, penult, certidcate, or financial assistance pending on the date of 
^ enaecnent of diis Act before an office whose fonedons are transferred by this Act, hut «uch 
proceedings and applications ahaP be contimied. Orden shall be issued b such proceedbgs, 
appeals shall be taken therefrom., and paymesis ahaU be made pursuant to sudi unleis, «s If this 
Atnhad not been enacted, and orders isnied b any aichproceedbg sbaii confinue m effect tmdl 
modified, terminated, superseded, or revoked by a duly authorized official, by a court of 
conn^etent jurisdiedon, nr by i^stion of law. Kothisg b this subsection shall be considend to 
prohibit the discontinuance or modification of any such rmr^ing tmder the tame terms and 
conditions aul lu the same extent bat such proceeding conld have been disconttnued or modified 
if this Act had not been enacted.

(c) Surrs.—This Act shall not affect suits eoauneocod before the cf the
enactment of this Act, and b all such suits, proceedings shall be had, appeals taken, and 
judgments rendered b be same manner and with the same effect as if this Act had not been
enacted.

6
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one,

p. 5 In 101 (d) that describes the Office of Shared Services, there is no provision describing the 
role that this office will play in supporting centralized information resources management, including 
oversight of Paperwork Reduction Act responsibilities. Information issues are hinted at but not 
made central, and this seems a critical need for this office. Recommend that INS develop such a 
provision.

In addition, should any mention be made of a policy office that will cut across the agency for 
regulatory development?

p. 10 In (e) why is it necessary for the statute to tell the AG to regulate on internal matters such 
as callbacks and overtime? Doesn't the AG have this authority already?

TOTfiL P.15


