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INS Plans Management Changes and Resource Boost
To Improve Citizenship System

WASHINGTON - The Immigration and Naturalization Service (INS) today
unveiled a package of management reforms and new resources designed to provide

‘greater momentum to the agency’s efforts to revitalize the nation’s citizenship system
and reduce the backlog of pending cases.

INS is implementing major new initiatives designed to improve customer service
by making théprocess more timely and efficient. Key elements include:

¢ Creating backlog reduction teams to work in the five offices responsible for 65
. percent of-the caseload. This includes hiring 200 additional adjudicators, expanding
.support staff, and increasing overtime; _
» Building a new Immigration Services Division to focus special attention on
providing better services in field offices;
s Naming a “Customer Service Advocate” within this new division to oversee the
agency'’s efforts in improving service delivery and timeliness; :
e Developing a nationwide telephone customer service center to answer questions

about eligibility for citizenship and other benefits, application procedures, and
individual case status; and

o Continuing efforts underway to reduce the backlog and reengineer the
naturalization system.

The Clinton Administration has identified $171 million in additional funding to
- bolster efforts underway to improve the naturalization process and will seek
~ congressional approval of the request. This request includes $88 million in resources
necessary to maintain services at their current levels—due to a shortfall caused by fewer
applications—and $83 million needed to make further inroads. These new resources
will be key in helping the agericy complete a total of 1.5 million naturalization
applications beginning next year. This level of productivity, when combined with the

significant decrease in the number of incoming applications, will substantially reduce.
the backlog of pending cases.
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“These new resources, together with management changes we are putting into
place, will give us the momentum we need to attack the backlog and help rebuild the
naturalization system,” Meissner said. “We have made significant strides in restoring
the system’s integrity and modemizing it, and we are now redoubling our efforts to
deliver timely service to people who have been waiting far too long.”

Meissner also announced she is creating an Immigration Services Division within
the Office of Field Operations to provide better and more timely service in field offices
across the country. Within this new division, INS will name officials to focus on

backlog reduction, customer service, reengineering and other daily adjudications
operations.

The new division will be overseen on an interim basis by William R. Yates, the.
agency’s Eastern Region Director and one of its highest-ranking officials with an INS
service background. Yates will serve in this new role of Deputy Executive Associate
Commissioner while INS recruits a permanent official for this new position. This new
structure will build on the ground work laid by the Office of Naturalizations (ONO)
over the past year in creating a specialized focus on naturalization and integrity. This
step will expand that focus to all services within INS and strengthen the coordination

necessary between headquarters and the field to improve timeliness and customer
service, -

“The Administration is committed to rebuilding the nation’s naturalization
system and INS has laid a strong foundation for it,” Meissner said. “With this infusion,
we will be well on the road to meeting the needs of those frustrated customers whose
cases have not been decided. This is also good news for those considering applying for
citizenship in the future because they, too, stand to benefit from these enhancements.”

Meissner also announced she is delaying the implementation of a naturalization
fee increase until January 15, 1999. This fulfills a commitment she made earlier this year
to make greater progress on service improvements before raising citizenship fees. She
said, however, that INS must increase fees for all other immigration benefits as of
October 12, 1998 in order to comply with federal guidelines mandating that federal
agencies charge the full cost of fee-for-service programs.

-INS -
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FY 1999 Budget Proposal
Additional Funds for Citizenship

Background

Fixing the naturalization system is the Immigration and Naturalization Service’s
(INS) top priority. The agency’s focus has been, and will continue to be, improving
customer service while ensuring integrity in the process. '

‘While this aggressive approach is making the naturalization process more
efficient, more secure, and more convenient for customers, the increased costs for
making these changes far exceed the receipts in the agency’s Examination Fee Account,
the sole source of funding for these services. To cover this revenue shortfall and to
accelerate our improvement efforts in FY 1999, the Administration has proposed an
additional $171-million to support naturalization activities. This request includes $88
million in resources that are necessary to maintain services at their current levels and
$83 million needed to make further inroads.

This year’s budget shortfall will be covered by cost-cutting measures at
headquarters that will not affect naturalization or enforcement efforts and will have
little impact on field operations. Economy measures will continue to be implemented in
FY 1999, but additional funding for the Examination Fees Account will still be required
for INS to more aggressively attack the backlog and continue its modernization of the
naturalization process.

More Funding, More Improvements

The $171 million in additional resources will allaw INS to:

« Continue efforts underway to reduce backlog and re-engineer the naturalization
system. ($88 million)

e Hire 200 more adjudication officers and expand support staff to serve as dedicated
backlog reduction teams. ($27.4 million)

e (Create a nationwide customer service center with telephone service to answer
questions about eligibility for benefits, application procedures, and individual case
status. This initiative indludes almost 500 IN'S and contract positions. ($25.2 million)

» Complete test of Service Center file review system aimed at ensuring all applications
are complete at time of adjudication. This will reduce the number of cases
continued because of missing documents. ($5.6 million)

¢ Revitalize and modernize record keeping through greater automation and

centralization, targeting overdue file requests, lost files, and other problems in field
offices that contribute to the naturalization backlog. ($6.5 million) '

Prepared by the Office of Public Affairs (202) 514-2648 Internet: www.ins.usdoj.gov
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s Provide on-site computer support and training to help field offices take full ' {Hme
advantage of newly automated application processes. ($6 million) '

o Further develop re-engineering plan and implement key recommendations with
assistance from outside consultants. ($3 million)

o Pilot identification system that uses fingerprints to venfy xdenuty of the apphcants
throughout the process, from initial application to swearing-in ceremony.
($1 million)

e Improve customer $ervice by publishing “A Guide to Naturalization” that contains
comprehensive information on the naturalization process and eligibility
requirements. ($2.7 million)

e Consolidate review of medical waiver requests, currently done on a decentralized

- basis at district offices, at the four Service Centers. ($1.3 million)

e Pay Service Center employees the overtime necessary to reduce the backlogs in
certain non-naturalization applications that take precedence over naturalization
cases because they have statutory deadlines for adjudication. ($4.4 million)

These funds will be reprogrammed from existing source, including a $25-million
carryover from the Examination Fee Account, $25 million from Breached
Bond/Detention Account, and $121 million from unobligated balances from
Department of Justice and INS prior years.

~INS —
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Naturalization: Why Is It Taking So Long?

e

Naturalization applicants are rightfully frustrated by long delays—in some
locations as long as two years—to complete the naturalization process. These delays,
which also are of utmost concern to the Immigration and Naturalization Service (INS),
are the result of an unprecedented surg - in dtizenship applications coupled with the
agency’s need to rebuild the entire naturalization system. Building the most secure and
timely naturalization system is INS’ highest priority. '

Background—The Steps Involved in Naturalization Processing

Completing the processing of a naturalization application—from receipt to oath
ceremony—is, in itself, a time-consuming, labor-intensive process that requires a e
significant amount of time and a host of people within the agency. To ensure integrity,
quality assurance checks are made throughout the entire system, which involves five
basic processing stages: | '

Initial Processing, An INS Service Center receives the application and follows through
on a number of major steps related to:

e Data entry of application information;

e Requesting the applicant’s permanent file from all 80 INS locations (if the applicant’s
-file is not found after a diligent 90-day minimum search, a temporary file is created);
and

o Scheduling the applicant for fingerprinting at specific INS facility.

Fingerprinting, Involves three different entities:

e INS Application Suppor@,Center (ASC) takes fingerprints on card and sends the
card back to the Service Center; ' .

« INS Service Center transfers the fingerprint card information onto a “Machine
Readable Data” (MRD) tape and sends both tape and fingerprint cards to the Federal
Bureau of Investigation (FBI);

e The FBI checks fingerprints against criminal databases and sends response back to
the Service Center. The average wait time for a response from the FBI is 30 - 45 days;
and :

o . After FBI background check is received, INS Service Center forwards the applicam’ 5

-file to local INS office for interview.

Interviewing. The appliéaﬁon is reviewed and decided at the INS District Office. The
following steps are involved:

o Local office receives the case and assigns it to an adjudicator;
. ’ /

’

Prepared by the Office of Public Affairs (202) 514-2648 Internet: www.ins.usdoj.gov
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 Adjudicator interviews applicant to ensure he/she meets all eligibility requirements
(is 18 years of age, has knowledge of English and U.S. government, is of good moral 11 L
character, and has fulfilled specific residency requirements);

» Adjudicator recommends approval or denial;

e Supervisor reviews all cases in which a denial is recommended. The supervisor also
must review all cases with recommendations to grant citizenship in which:

— The applicant has a criminal arrest record,
- The applicants permanent fi'2 is missing and a temporary file was created, or
- The applicant has applied for a disability waiver. ' _
e Senior immigration officer reviews a quality assurance worksheet to ensure all
appropriate steps were taken; '

e If application is approved, the database is updated with the decision, and a
naturalization certificate is printed; and

 Applicant is notified to appear at oath ceremony.

Oath Ceremony. Depending on the laws of each locality, the applicant is sworn in at
either a judicial ceremony, which is scheduled by the federal or state court system, or- at
an administrative ceremony which is scheduled by the local INS office.

File Close Qut. The local INS office updates database to reflect the applicant’s
naturalization. :

Unprecedented Surge of Applications

While for the past 30 years INS had been receiving anywhere from 100,000 to
300,000 naturalization applications each year, in FY 1995 application receipts soared to
approximately one million. Last year (FY 1997), INS received nearly 1.6 million
applications, more than four times the number received in FY 1992. Despite this record
increase, there was no parallé] increase in staffing to handle the workload.

Moreover, in addition to naturalization applications, the total number of
immigration benefit applications received by INS during this same period grew by
nearly 60 percent, from 4.1 million to 6.5 million—a record volume that caused further
* processing delays, whether that be for naturalizalion, securing a Green Card or
obtaining an H1-B visa or any other benefits.

INS has had to quickly mobilize and completely rebuild the naturalization
system. INS' existing service structure, which was built to handle a considerably
smaller volume, was clogged by the avalanche of applications.
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The rebuilding process began last year by focusing on ensuring integrity and
making the system more secure. Some of these efforts have contributed to the delay in
processing the pending caseload of applications: :

e New Quality Assurance Procedures. Beginning in 1997, INS implemented a series
of quality assurance procedures to improve the naturalization process by helping to
ensure that all applications were peing handled in an appropriate and uniform
fashion. In December 1997, KPM.G Peat Marwick, an independent management
consulting and accounting firm, validated the effectiveness of these efforts.

o New Fingerprinting Requirements and Procedures, In December 1997, INS
reconstructed the entire fingerprinting process to improve its integrity. Instead of
relying on private entities for fin gerprinting services, INS began implementing new
fingerprinting procedures that required naturalization applicants, and eventually all
other immigration benefit applicants, to be fingerprinted by INS. Since December,
[NS has established 120 ASCs in communities across the country to handle this
major new requirement and provide convenient service to applicants.

Major Bottlenecks

Records Centralization. Despite INS’ significant technological strides, the agency is still
reliant on paper case files, with 25 million files located in 80 offices across the country. A
major step toward greater efficiency would be centralization of INS paper records. This
would allow INS to cut file retrieval time to a matter of a few days from the current time
of weeks and sometimes even months. It will result in more timely application
processing, not only for naturalization but for all immigration benefits. In November
1997, INS asked Congress to approve a comprehensive plan to move paper records out
of district office file rooms into a central facility. As soon as Congress endorses the
centralization plan, INS plans to move ahead with this key feature of reengineering.

—~TNS -
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New Ménagement Division to Focus on Improving Service

As part of its commitment to provide more timely, higher quality service to the

- public, the Immigration and Naturalization Service (INS) is combining offices into a

new Headquarters division that will focus exclusively on service to individuals seeking
ditizenship, Green Cards and other immigration benefits. The establishment of this
new division is consistent with INS' goal to promote greater accountability and focus in
its delivery of immigration services.

B Building a New Foundation

Since it was established 16 months ago, the Office of Naturalization Operations
(ONO,) has achieved its goal of restoring integrity and credibility to the citizenship
process. Building on that important ground work, the agency has decided to
incorporate the ongoing, day-to-day management of naturalization under a chain of
command that will now be responsible for overseeing all facets of immigration services.
This structure will facilitate the close coordination that is essential to building a
responsive, customer-oriented organization.

W Bringing Service Delivery Functions Under One Chain of Command

Beginning immediately, INS is establishing a specialized “Immigration Services
Division” to focus exclusively on service delivery. The new office, headed by a Deputy
Executive Associate Commissioner, will oversee the ongoing citizenship backlog
reduction effort and the re-engineering of the processes the agency uses to review and
decide cases. Consolidating the responsibility for customer service under a single chain
of command will bolster INS efforts to provide consistent, high-quality service at its
offices nationwide. The Immiigration Services Division will also be responsible for
ensuring that the agency’s adjudications resources are allocated in the most efficient
manner. : -

W Providing Experienced Leadership

INS Commissioner Doris Meissner has named INS Eastern Regional Director,
William (Bill) Yates, to serve as the Deputy Executive Associate Commissioner of the
Immigration Services Division on an interim basis until the agency can fill the post
permanently. Serving under the head of Immigration Services, the agency plans to
designate staff responsible for focusing on naturalization backlog reduction, customer
service, adjudications reengineering, and other information and benefits services. The
naming of Yates as the Acting Deputy EAC for Immigration Services is consistent with
the agency’s commitment to put service first. One of the agency’s top-level managers,
he has an extensive background in customer service. He formerly served as Director of
the Vermont Service Center, one of the INS' four highly automated application
processing facilities, and he began his 24-year INS career as an immigration adjudicator.

Prepared by the Office of Public Affairs (202) 514-2648 Internet: www.ins.usdoj.gov
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QUESTIONS & ANSWERS o .
Budget

1 Q: We understand that you are now projecting a major funding shortfall in your
Examinations Fee Account which is funded by benefits applications filed with INS. What is
your projected funding shortfall for FY ‘98?

A: While we initially projected the agenry would receive 1.6 million naturalization applications
this year, the same number as last year, we now expect that number will be considerably less —
about 850,000. As a result, we anticipate a budget shortfall of approximately $80 million in FY
1998. To offset this shortfall, we have identified a series of fourth quarter spending cuts. These
cuts will absorbed by Headquarters without affecting naturalization, enforcement or field

~ operations. '

2 Q: Will you have a shortfail for FY ‘99? If so, what is the projected shortfall?

A: The projected shortfall in FY ‘99 ranges from 158-170 million dollars depending on when
the proposed naturalization fee increase is actually implemented. The new naturalization
funding which we are announcing today will provide enhancement resources of $83 miillion, as
well as funding ($88 million) to partially offset this deficit. We will undergo a series of
budgetary reviews during FY 99 to identify funding to offset the remaining deficit, and ensure
that there is minimal impact on critical programs. :

3 Q: If the funding shortfall is caused, at least in part, by a dramatic reduction in the
numbers of applications being filed with INS, what is the reason for the decline?

A: . The pool of prospective eligible citizens increased dramatically beginning in 1994 when the
first of the 2.7 million alicns legalized under IRCA became eligible. In addition, the volume of
naturalization applications has increased from 1994 through 1997 due to a number of factors,
including the Green Card Repldcement Program and legislative efforts to restrict public benefits
for non-citizens. The recent legfslative changes restoring many welfare reform cutbacks probably
reduced the demand for naturalization among those who might have applied for citizenship in
response to potential cutbacks. There is also evidence now that the annual number of
naturalization applications filed by [RCA legalized aliens has peaked and will continue to
decrease each year.

4 Q: Why weren’t you able to predict this decline?

A: Projecting application levels for immigration benefits has always been problematic because
of the volatile nature of when and why people apply for various benefits. While our
naturalization receipts showed an initial decline beginning early this fiscal year, immigrant
advocacy groups and our district offices were indicating that there were potentially thousands of
applicants who were expected to file applications this fiscal year. Because of that disparity, it
was difficult to confirm that the downturn in receipts we began seeing earlier this year was in
fact a trend until recently.

Prepared by the Office of Public Affairs (202) 514-2648 Internet: www.ins.usdoj.gov
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5 Q: What are your projected receipts for FY 987 For FY 997 iwo
A: INS estimates it will receive approximately 850,000 naturalization applications this year (FY |

98) and roughly 700,000 in FY 1999 and 700,000 in FY 2000.

6 Q: If the number of applications for immigration-related benefits is dr.cliniuig, why are
you asking Congress for more money?

A: We have never received sufficient resources to fully address the naturalization backlog. Of
the $211 million INS recéived in FY 98 for new initiatives, only $14 million was allocated for
backlog reduction. The remainder of that funding was primarily used to improve the integrity of
the naturalization system. The $211 million allowed us to convert 400 temporary adjudicators to
term adjudicators, enabling us to retain them for four years. However, INS has never received
new, permanent staff to address the increasing backlogs.

What's more, the $95 fee collected from naturalization applicants does not come close to B
covering the cost of processing those applications. Based on our recent fee study, the actual cost

of processing a citizenship application is $225. This shortfall was temporarily offset by the

collection of penalties from the 245(1) applicants, but the fees have not been available since

January 1, 1997 for exams-related spending.

7 Q: Since 1993 you have asked for 179 percent increase in INS funding. For FY 99 alone,
a request of over 4 billion dollars was made by the Service, 10 percent higher than in 1998,
It seems that the money continucs to grow a faster rate than naturalization requests and
that service continues to deteriorate. How do you explain that?

A: While INS' budget has gfown dramatically, the vast majority of new resources have gone to
fund enforcement efforts. In fact, the amount of funding allocated for service-related :
improvements is one fourth that earmarked for enforcement. This year, INS added $211 million
to the budget to begin overhauling the naturalization system. That funding which was used to
bolster the integrity of the system and to begin decreasing the backlog and waiting time for
individuals seeking citizenship.. '

8 Q: What portion of the INS budget is allocated for naturalization purposcs?

A: The estimated expenditures for the Natwralization program for FY 95 - 99 are:

RSy ] EXa%96 | Fvioer | Evuee o EYISH
$75. 4 million $171.3 million $106.9 million | $305.5 million $397.2 million
"= Includes $83 miltion for maturalization initiatives

9 Q: Congress allowed you to use $14 million in funds to address the backlog. How is that
being used?

A: The funds given to INS by Congress to reduce the naturalization backlog are being spent on
a variety of initiatives. As of July 14, $10 million of the Naturalization Backlog Reduction

Project (NBRP) funds have been distributed.. That money is being used to pay employec
overtime, to bring on board stay-in-school students, clerical support, and to rehire retired
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immigration officers. It is also helping pay for the expansion of existing facilities, the movement ;
and set up of files, and other naturalization-related needs. The majority of funds distributed so iljpme
far have been spent on current INS employees, including $2.8 million for employee details and

more than $2.5 million for overtime.

10 Q: What part of the added resources in FY 1999 will have to approve?
A: Congress must approve this funding through INS' normal reprogramming process.

11 Q: Why will wait ti:'r:us only drop to 10-12 months even with new money?

A: In March 1998, INS testified that, at the cnd of FY 1999, the projected processing time for

citizenship applications would be 10-12 months. This projection was based on retaining all

current base and enhancement funding. Even with the new funding announced today, and the

implementation of the proposed fee increase in the future, it will take the better part of a year

before we can recruit, hire, and fully train the additional personnel needed to reduce the N
processing times further. The bottom line is that we anticipate it will be June of 1999 before we

see a significant increase production as a result of the new personnel these funds will enable us

to bring on board. Similarly, it was not until June of 1998 that we saw the results of adding new

personnel. :

12 Q: What is the new fee waiver policy?

A. INS is in the process of preparing field guidance on the processing of fee waivers. That
guidance will take effect at the time the first fee increases takes effect. Currently, District
- Directors have broad discretion in granting these fee waivers. The new guidance will provide
=~more specific parameters about the circumstances under which these waivers should be
approved. While INS is sensitive to the financial hardships faced by some of its customers, the
agency is also required by law to recover the full processing costs of certain applications for
immigration benefits, including naturalization.

12A Q: Why aren’t you doing a regulation, why only field guidance?

A. We want the flexibility to make sure than when we moré forward with a regulation, that we
are sure it is the right way to go.

Management Changes

13 Q: With Bill Yates on detail to Headquarters, who is acting Regional Director in
Eastern Region? '

A: Michael Devine.

14 Q: How long will Mr. Yates be assigned to Headquarters?
A. The duration of Bill Yates’ detail to HQ has not yct been determined.

/
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15 Q: Would you consider recruiting from outside the agency for new people. ; ‘ e

A. Yes. This position requires the kinds of skills which may be found within INS, but also
could be found among executives within the public and private sector who have run service or
benefits-oriented operations. We will be casting a wide net for good candidates.

16 Q: What is the scope of authority for this new position?

A. The new Immigration Services director will have full responsibility and be accountable for
all aspects of adjudicatiod operations which includes backlog reduction and customer service,
reenginnering naturalization and other benefits-related processes, and administering telephone,
fingerprinting, and service center operations. This position will have direct line authority over
district operations as part of field operations.

Backlog Reduction

17 Q: What is your current naturalization backlog?

A: Presently there are an estimated 1.9 million naturalization applications pending.

18 Q: How is INS attacking the backlog?

A: INS has instituted numerous steps to reduce the backlog. Some of the initiatives, already in

place or soon to be implemented, include:

s Developing backlog reduction plans in all 33 of INS’ district offices to identify and
eliminate processing bottlenecks. At selected offices, special teams have been put in place to
tackle the difficult cases and take steps to put the “old cases™ back on track. '

e Dedicating more personnel and resources to the naturalization effort - re-hiring experienced,
retired INS officers, detailing asylum officers to process naturalization cases; and hiring
additional clerks to decrease processing time.

¢ Implementing process improvements such as direct mail and the Application Support Centers
to increase efficiency and reduce delays.

e Working closely with community-based organizations and other external groups to ensure
that the process improvements are having a positive impact on applicants.

19 Q: In spite of your publicized efforts to improve scrvice to applicants, backlogs in
benefits applications continue to increase. At the same time, you are asking for dramatic
increases in fees for thesc applications. Aren’t you asking customers to pay more money
for much slower service? '

A: A comprehensive study in 1997 concluded that INS has not been charging as much as it costs
to process each naturalization application. This has ultimately shortchanged our ability to
properly fund the system. Commissioner Meissner has said that while we knew the fee must be
raised, she did not want to do so until key benchmarks have been passed:

« Progress in case backlog,

« Opening of all new Application Support Centers,

»  Uniform use of the direct mail process, and

« Installation of new software to process all incoming naturalization applications.
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We are now tackling backlog reduction and the difficult issues of how to further improve _ -
customer service and dmeliness. With the infusion of the new resources we announced today, {jpry
we will be well on the road to meeting the needs of frustrated customers who have been waiting

too long. It should also be noted that the naturalization fee has not bee significantly adjusted in

many years.

20 Q: How long will an applicant for naturalization or adjustment of status have to wait if
they file today?

A: Historically, INS’ goal has been to complete every naturalization application within 6
months of filing. However, the unprecedented increase in new applications filed in the past few
years has resulted in increases in the number of pending applications in FY 1997 and FY 1998.
Although INS processed significantly greates numbers of applications in the last several years
than it has historically, receipts far outdistanced completions, making the six month goal unlikely
under any circumstances. The average actual wait time experienced by applicants naturalized 1n
June 1998 was 16 months and 12 months for adjustment of status.

21 Q: Are youstill planning to move forward with a fee increasc--even though you haven’'t
had much movement on the backlog?

A: Yes, we are still planning to move forward with the fee increase, however, the fee increase
for naturalization will be delayed until January 15, 1999. INS is required to recover the full cost
of processing certain immigration benefits applications from the applicants through fees. We
know that for the last several years, we have not been charging citizenship applicants as much as
it costs to process each application. That disparity has ultimately hampered our ability to
properly fund the system.

22 Q: What is the status of Robert Bratt who had been the Director of Naturalization
Operations until March. Is he officially working somewhere else? Jim Angus has been
Acting Director of ONO. What will be his status?

A: Bob Bratt provided exceptional service 10 INS as head of ONO. In 12 months he was able to
significantly improve the naturalization process by implementing a series of enhancements and
positioning INS to successfully pass an exicnsive audit of its quality procedures. Mr. Bratt
returned to DOJ in early March due to Office of Inspector General proceedings not related to his
INS service. During Mr. Bratt’s absence, James Angus continued with the reforms put into place,
and has served very capably as Acting Director of ONO. We value his contributions and cxpect
that he will continue to serve in Immigration Services during the transition and beyond that.

23 (Q: What are you doing to expedite those applications submitted by people with
disabilities requesting exceptions from the English and Civics tests.

A: In an effort to provide more timely and consistent decisions for naturalization applicants with
medical disabilities, INS and U.S. public Health Service began a pilot program August 3 in the
three INS districts offices with the largest volume of these cases. During the pilot project,
USPHS will provide medical officers to cach of the three district offices which have been
receiving the largest number of citizenship applications accompanied by N-648s. Medical
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Centification for Disability Exception. USPHS officers working with adjudicators in the district

: X . - . . LY
offices will provide a wide range of services, assisting with the following: ‘“_ '

e Reviewing N-648s to ensure all information is complete and sufficient to make a fair
decision,

o Following up on requests to community physicians for additional information, when
required;
Helping INS adjudicators with medical terminology most often encountered on N-648s,
Preparing a medical cedtification manuai for adjudicators that will outline and further explain
common disabilities;

e Providing on-site review and training at the sub-offices within the Los Angeles, Miami, and
New York Districts;

e Providing a final assessment after completion of the three-month pilot project in order to help
INS determine how the program should be continued.

24 Q: How many citizenship applications do you think INS will ultimately process this
year?
A: INS expects to process a total of 637.000 citizenship applications in FY 1998. The

projections for FY 1999 will depend on the amount of funding available for naturalization that
year; however, based on the funding announced today we anticipate 1.5 million completions.

25 Q: A number of cities and countics have come forward to offer help with workers. Why
hasn’t INS taken advantage of those offers?

A. INS has received a number of offers from citics and counties and has aggressively pursued
every offer. To date, we have an agreement in Santa Clara County, California, and are working
on an additional agreement with the City of San Francisco. A number of cities have expressed
interest but have been unable to conclude agreements.

26 Q: What happencd with the idca to hire retired adjudication officers to help with the
backlog? Are you still considering hiring these people? ~.

A: A portion of the $14 million in funds to address the backlog has been utilized to hire retired
adjudication officers and clerks.

Citizenship Re-engineering

27 Q: Outside consultants have reccommended a host of changes designed to make the
citizenship process more secure and efficient. How many of those changes have you put
into place and what is the timeline for implementing future changes?

A. Elements of Re-engineering INS has already implemented:

e In-house fingerprinting program (Application Support Centers)

¢ Direct Mail of all N-400s to four Service Centers

« Development of single case processing systems - CLAIMS 4
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e Installed CLADMS 4 at four Service Centers and commenced installation at four large - L el
districts (NYC, Newark, Miami, Chicago)
e Internet access to naturalization information, N-400, information on eligibility, NATZ
News, sample citizenship test
s Developed and began distribution of free PC-based software for N-400 application
Developed records centralization strategy that is awaiting Congressional approval
Pilot with the Public Health Service to improve disability waiver processing

Elements of Re-enginc:ring Under Development
e New N-400 application for naturalization and eligibility worksheet
e New guide to naturalization '
e Implementation plan for comprehensive National Phone Center
e Convening a testing advisory group —_—
¢ Piloting live-scan fingerprint transmission directly to FBI (Spokane)
o Piloting complete file review at Service Centers to ensure cfficient adjudication at district
office
e Additional information on Internet mcludmg the ability to check application status on-line
e Standard operating procedures at Service Centers for high volume applications

28 Q: How has the Direct Mail program contributed to reducing the naturalization
backlog? Have you seen any encouraging results?

A: Theuse of direct mail shifted the responsibility for handling the mail and data entry to the
agency's highly-automated Service Centers, allowing the district offices to focus their clencal
and adjudications resources on completing current cases.

29 Q: Do you expect to see any results in the future?

A: Yes. Direct mail is a major element of INS® effort to streamline the front-end processing of
naturalization applications and, combined wuh increased automatson will help to reduce
processing times.

30 Q: How do you explain that even with the additional funding you received from
Congress in Novembcr, the agency will process fewer naturalization apphcatuons this year
than last year?

A: INS has focused this fiscal year on a two-pronged approach to naturalization: fundamental
restructuring of the naturalization process and improving the production capacity of offices for
cases already in progress. Restmctunng efforts completed this year include:

« the institutionalization of quality assurance measures, designed to enhance integrity and
standardize the citizenship process;

« the development and implementation ofan in-house fingerprint program, including the
opening of 119 Application Support Centers and 35 mabile routes;

TOTAL P.14
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e the implementation of Direct Mail for all new naturalization applications so that they are
mailed to one of four service centers rather than to one of 80 offices; and

¢ the development and deployment of a single case processing and tracking system to'the four
service centers and 7 largest INS district offices.

WHmy

31 Q: How do you respond to the charge that you are asking for more money to do less
work?

A: For several years, weiivere actually doing the work at about half the full cost. Even with the

unprecedented number of applications, the incoming fees could not suppart the workload in the

short term, much less the full cost of making improvements for the long term. Moreover, INS is
required to recover the full cost of processing certain types of immigration benefits applications,
including those for citizenship.

The public also needs to understand that the measures we have instituted within the past year to
restore integrity to the naturalization system have increased the amount of time it takes to
process these applications. We are confident, however, that the recent re-engineering initiatives
we have instituted, together with the new resources we are dedicating to naturalization, will
enablc us to make the system both timelier and friendlier.

32 Q: What were the completions (oaths and denials) servicewide in the top five cities in
FY 1993, 94, 95, 96, 97 and through 3rd quarter (June) in FY 1998, along with the
percentage changes from year to year?

A: See attached chart.

33 Q: Commissioner Meissner has said the agency was on track to compiete around 60,000
cases in June — did you meet these projections?

A: The agency projected it would complete 58,453 naturalization applications in June. The
service completed 54,341 cases or 93% of our projections. The agency did surpass its goal for
the number of interviews conducted. The completion goals were not met due to a varicty of
reasons including problems with new systems and bringing additional staff on board.

34 Q: What are the September projections, and are you on track to meet them?

A: The agency projects we will complete 99,044 naturalization cases in September. We are on
track to meet these projections.

35 Q: s this a onc-time cvent, or are you expecting to ask for appropriated resources in
the future?

A: This is a one-time funding to adjust a shorifall in revenue and begin to reengineer the
naturalization process. Although we cannot guarantee that we would never seek appropriated
funds for this purpose in the future, this is a one-time event to solve the immediate problem in
FY 1999 based on receipt levels and anticipated productivity improvements. Additional
appropnated resources are not envisioned at this time,
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Summary of Backlog Reduction Activity

During February 1999, the Immigration and Naturalization Service (INS or the Service) received
22,677 applications for naturalization, fewer than 10 percent of the applications it received during
January (253,105). At this time, the INS has not changed its official projection of 703,602
applications for naturalization to be received during FY 1999. In the next 2 months, the INS will
reproject the total naturalization receipts for FY 1999, once the Service can analyze receipt data
for the months following the fee increase.

The INS completed almost three times the number of naturalization applications it received
(64,460), but still completed 7 percent fewer than it had during January 1999. The number of
pending applications decreased from 2,032,279 at the end of January to 1,991,460 at the end of
Fcbruary.

The Projected Processing Time decreased from 25 months at the end of January to 24 months at
the end of February. The INS expects the projected processing time to rise next month as a result
of the increased number of cases received in January and a decreased 3-month completion
average.

The INS has had significant difficulty hiring and retaimng nonpermanent staff tor the 600 term
adjudications officer positions (400 authorized through the 1998 Appropriations Act; 200
authorized through the 1999 Appropnations Act). The INS has been hardest hit in the offices n
major metropolitan areas; offices which account for more than half of the INS’ current pending
level of naturalization casework. By allowing these offices to hire permanent staff, the INS will
reduce its high turnover rate and improve its ability to complete naturalization applications. On
March 23, the INS reguested that the Department of Justice (DOJ) allow the conversion of 300
term District Adjudications Officers (DAOs) to permanent positions. This request was granted on
April 6.

Summary of Achievements for March 1999

During March 1999, the INS achieved the following milestones for initiatives described in the
Conference Report:

Preparation and Service

Rmxd,s_Cj:mmhzanpn
Files and Forms Management (HQFFM) provided the final design specification for the INS
National Records Center (NRC) to General Services Administration (GSA) to initiate
negotiations for the lease

s Bepan recruiting INS core staff.

National Customer Service Center (NCSC)
¢ Thc Dcputy Commissioncr approved the strategic plan for the NCSC (March 25, 1999).
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Citizenship Testing

Naturalization Testing Pilot at Application Support Centers (ASCs)

- »  Completed report on results of the testing pilot at ASCs.

Information Technology

CLAIMS 4
* Deployed CLAIMS 4 to Tampa, Florida; Honolulu, Hawait; Orlando, Florida; and
Milwaukee, Wisconsin.

Adjudication

Disability Exceptions Processing
* Revised Form N-648, Medical Certification for Disability Exceptions was approved by the Office

of Management and Budget (OMB) (March 22, 1000)

‘:omplete (Pre-Adjudication) File Review
e The Service Centers have selected candidates for 75 of the 100 Immigration Information Officer
(I1O) positions.  Of the 75, 29 are on-board, 25 have cleared security, 20 are pending security
clearance, and 1 has declined the position.

Citizenship Audit and Review

Ongoing Naturalization Reviews

¢ Transmitted the Report on Transition Review to the Justice Management Division, DOJ
(March 5, 1999). Recommendations based on the findings of the report will be integrated into
the Service's quality assurance review process.

Other Milestones Achieved in March

Backlog Reduction

» Of'the 200 term DAO:s allocated to the field, approximately 60 percent have been selected.
The INS expected that more DAOs would be selected by this time, and believes that its hiring
efforts are hindered by the challenges of recruiting and retaining nonpermanent staff in the
current job market, The INS believes that the conversion of 300 term DAOs to permanent
status will improve its recruitment eflorts.

= Ofthe 357 contract clerical staff’ authonzed, 72 percent are on-board. For the 100 positions
still open, 135 applications have been submitted for securily clearance. Almost half of the
unfilled positions are in Districts that historically have had problems recruiting and maintaining
nonpermanent staff,

Temporary Protected Status (TPS) for Nicaraguans and Hondurans
¢ Began fingerprinting applicants (March 22, 1999).
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Part L. Immigration Services Caseload Processing Status

Naturalization Applications (N-400) (FY 1999)

N300 Applivstivns Received
(FY 1999)
l 1
Projected Amnual? [———= R ] 703,602
projeciea yro TN | 253,168
Actudl Y'ID 499,791 170% of Projecied YID
° 300,000 600,000 900,000

*Projected Annual nurnber of N-400 Applications Reccived is based on INS official projections as of July 14, 1998, by the Exams Fee

Group.
Notc: Applications Received includes those applications received by the INS but not yet data-entered.

» During February 1999, the INS received 22,677 applications for naturalization, a 91 percent
decrease from the previous month (253,105).

¢ Though the Exams Fee Group met on March 18, 1999, it did not reproject N-400 receipts for
FY 1999 at that time. In the next 2 months, the INS will reproject the toral naturalization
receipts for FY 1999 once the Service can analyze receipt data for the months following the fee

increase.




04/19/99  11:39 202 616 1903 DOJ BUDGET STAFF doos

Immigration and Naturalization Benefits Processing Status Report Page S

Data: Febr-;:ar:y' 1999

Naturalization Applications (N-400) (FY 1999)

N-300 Applications Completed
| (FY 1999) |
mjec‘ed Annual® T L A T R AL P ST T e i e R o -l 1\2()()‘()67
Projected Y'ID 431,067
Autusl YTD 37941 86% of Projected YID
0 500,000 1,000,000 1,500,000

* Projected Annual number of N-400 Applicatans Completed is based on projections as of January 1999.

During February 1999, the INS completed 64,460 applications for naturalization, a 7 percent
decrease from the previous month, The Service’s completions duning February 1999 were 46
percent greater than the number completed in February 1998 (44,024).

Staffing for Backlog Reduction

During December 1998, the INS allocated extensive overtime funding to fund clenical
processing, including closc-out of cascs. Contract clerical staff were to assume these
responsibilities beginning in calendar year 1999. As of March 31, 1999, 72 percent of the 357
authorized contract clerical staff were on-board.

Of the 200 term DAOs allocated to the field, approximately 60 percent have been selected.
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N-300 Applications Recelved and Completed
(FY 1998-1599)
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Note: Applications received and pending include thasc applicaions received by the INS, tut not yct data-catered.
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Poyecred Conpilctiors
Rojatal YO I 9,775 Qs 14513 95,000 00 00 108000 1@000 105000 NS00 12000 W 187
ictunl Actinety for 1Y 1999°"
Commpldiom Qans s 1661 K419 4360 -l amom
Rocapls @4 SR049 96046 23104 26n 4%, 51
Pakrg LE2SA008  LEN8S3 LRIKTIS 12 1.991.460 - 1,991,360

“Projectians os of Jantary 1999, Total completions arc projected at 1.2 million for FY 1999,
*4Source: PAS datn 05 of March 24, 1999,

o The number of pending applications for naturalization decreased by 2 percent from the end of

January 1999 to the end of February 1999.

o The change in the pending count of applications is determined by the difference belween receipls
and completions as well as other factors. These other factors include: differences between

transfer data, adjustments based on system reports or on physical audits ol case holdings, and

estimations of frontlog.

e The INS implemented the National File Audit in most offices by the end of December 1998 As
the INS analyzes the audit reports, validates results, and reconciles errors during the next scveral

months, the INS expects pending counts to change.
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Naturalization Applications (N-400) (FY 1999)

Average Watring Time (Retrospective). Most
«.—-  applications completed during February were filed
approximately 19 months ago. This estimate is based
on aggregating District Office reports of their estimated
waiting times. The INS is developing standard
procedures to calculate the N-400 waiting times, and
plans to implement the new reporting system in scveral
months.

Projected Processing Time (Prospective): Most
applicants filing during the month of March can expect
ENNCANEANE N £ P ef‘ to wait, on average, 24 months from filing to

& R & S .
o \6’ &Y W Yo *?" W completion based on current pending levels and the last
3 months' average level of completions.

o The Servicewide Average Waiting Time remained constant at 19 months.

» The Servicewide average Projected Processing Time for naturalization applications decreased
4 percent from the previous month (from 25 months to 24 months) chiefly because of the low
number of naturalization applications received during February 1999.

e The INS uses the projecied processing time calculation to measure its progress in meeling the
stated 12-month end of fiscal year processing time goal.

Variances in processing times'
s Average waiting time. Reported waiting times for individual offices may vary significantly from

each other and from the national average. The average reported above is a weighted aggregate
of all offices reporting. Because average waiting times arc reported based on applicants already
naturalized, and does not take into account the effect of planned improvements, this measure
may not correlate to future performance.

e Projected processing time. Projected processing times can vary significantly from month to
month and from the average waiting time. Projected processing times are computed based on
the current level of pending applications and the average level of completions during the last 3
months. Because projected processing times arc computed based on past completion levels and
do not consider the effect of planned improvements on completions, this measure may not
correlate to waiting times actually experienced by applicants in the future.

! Doth average waiting time and projected processing time mcasurcs have been used by the INS historically as
methods 1o report the estimated time nceessary for applicants o wait for naturalization.
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Adjustment of Status Applications (I-483) (FY 1999)

( 1-48S Applicutivns Received
(FY 1999)
o O L TP R N R BRI AT - - l .
hwc:led Annual® G A ik A L i e A e D T TR pEe LT R er ot . : . ] 333.308
rojoctedyTp TN 39,057
1
Actual YTD ﬁ 190,283 137% ol Projected YT
0 150,000 300,000 450,000

*Projected Annual number of 1-4R5 Applications reccived is based on INS official projectinns madc on July 14, 1998, by the Exams Fec
Group. The Lixams Fee Group met again on March 18, 1999; rovised projections for 1485 applications from that meeting will be included
1n the next report.

* Dunng February 1999, the INS received 8 percent more adjustment of status applications than it
projected.

* During the first S months of FY 1999, the INS received 37 percent more adjustment of status
applications than it projected.
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Adjustment of Status Applications (I-483) (FY 1999)

T-IRS Applientions Recetved and Completed 1185 Applications Panding
(KFY 199%-1999) (last 24 monthx)
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| oa98  New98  Dooos 99 Fob99  Mar99  Apr99 Maw9® hmr®  Juk9  Aug® Sp99|  FYID
Actual Activity for FY 1999*
Roooips 51478 41,300 39429 28,136 29,940 190,283
Complebans 32,208 30836 27574 23,598 23,861 . . . . 138,077
Pading 831,489 842 995 353,417 862,616 866,512 - - - 866,512

“Source: 'AS data as of March 24, 1999,

» During February 1999, the INS completed 23,861 adjustment of status applications, a 1 percent

increase from the previous month.

o The INS received more adjustment of status applications than it completed during February

1999. '

¢ The number of pending adjustment of status applications increased less than 1 percent from the

end of January 1999 to the end of February 1999.

+ The change in the pending count of applications is determined by the difference between receipts
and completions as well as other factors. These other factors include: differences between
transfer data and adjustments based on system reports or on physical audits of case holdings.
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Adjustment of Status Applications (1-485) (FY 1 999)

Projected Processing Time

Projected Processing 1ime (Prospective): Most
applicants filing during the month of March can
expect to wait, on average, 35 months from filing to
completion based on current pending levels and the
last 3 months' average level of completions.
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o The Servicewide average Projected Processing Time for adjustment of status applications
increased by 3 months from the previous month (from 32 to 35 months).
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All Other Applications and Petitions for Immigration Benefits (FY 1999)

All Other Applications Received
(FY 1999)
I [

|
Projected Anmual® el 3T e AN e L T e D s ]4,544,756
T

Projected YD — 1,893,648
Acmaal YID F | 457,486 4 Pt Y1

0 1,500,000 3,000,000 4,500,000 6.000.000

*Projected Annual mumber of All Other Applications Received is based on INS official projections as of July 14, 1998, by the Exams Fec Group.
The Fxams Fec Group met ugsin on March 18, 1999, revincd projections for "All Other” from that mecting will be included in the next report.

* Dunng February 1999, the INS received 23 percent (ewer applications than projecied. During
the first 5 months of FY 1999, the INS received 77 percent of the applications it projected.

o “All Other Applications™ includes such applications as I-765, Application for Emﬁloyment
Authorization; I-130, Petition for Alien Relative; I-600/600A, Orphan Petitions; and 1-821,
Temporary Protected Status. It does not include N-400s or 1-48Ss,
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All Other Applications and Petitions for Immigration Benefits (FY 1999)

Mlm:r,\priimlit'\mpcnivdudmnqined All Other Applicatinss Paraling
(FY' 199%-1999) (last 24 months)
O Recipts 1,600,000
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E 100000 §1.ooo.ooo
T 2000 S 500,000 1
% 0,000 2 600,000
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SRR ER R R RN EEEEEEEERENE
[ Oa98  Now98  Dec-58  Jar$9  Fab®9 Mard®  AprS9 Mayw$9  JomS9 SS9 Aup%  Sp-99) FYID |
| Acual Aativity for FY 1999*
iplz 312003 200,432 311,000 250.603 201,168 1457486
Cormplerions 276,787 W2 219,166 253367 259321 1317353
Pendbng 130459 1438152 135328 1350.487 1.389,649 1389643

*Source: PAS data as of March 24, 1999.

e« During February 1999, the INS completed fewer applications than it received, but completed 2
percent more than during January.

e The number of pending applications increased by 3 percent from the end of January 1999 to the
end of February 1999.

e The change in the pending count of applications is determined by the difference between receipts
and completions as well as other factors. These other factors include: differences berween
transfer data and adjustments based on system reports or on physical audits of case holdings.
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Projecied Annual

Projested YID

Acual YTD

e I T Y O
AL S P e 2y 1D

$237,672,136

$195,633,640

§570,413,126

82% of Projected YTD

200.000.000

400,000,000

600,000,000

*Includes revenuc from all program sourccs deposited in the Exams Fec Account. Projected Annual Revenue is based on INS official applicston reaipt
projections made on July 14, 1998, by the Exama Fec Group.  The Exams Fec Group met again on March 18, 1999, revised projections on revenuc from
that meeting will be included in the next report. These tevised projections may change sgoin after projections are revised for N-400 receipts.

¢ The collections through the month of February have been lower than projected due in large part to a
backlog of deposit transactions that had not been keyed into the Financial Accounting Control System
(FACS). The Administrative Center Burlington Finance Office is currently keying in the backlog of
deposits; these transactions will be reflected in the next report.

« During March 1999, the INS began working to reconcile FACS against application receipts by
location. The data from the chart above reflects partial resolution of the discrepancy. Efforts to fully
resolve the discrepancies from data sources continue. '

Obligation by Program (All Accounts. Dollars in thousands)

Acmal

Ot8 _ Nov:98  Deo98  Jn®  Fcb-9 Mw9) AprS9 Mno09 Jun$9 Jubt Aup Sep99) YTD
Inspections $1,147  S1,744 SLST 81562 S1,518 - £7,549]
Invoplizativns $304 $937 §539 $1,047 £548 £3.394
Intellipance 59 5115 89 $101 582 - 5436
Adi & Naz £12,632 $26.687  $36,668  $3L5A3 FITHUK - . - - - 5123418
Adj & Naz SAE $88 $10§ §149 £20,002 -£202 - - - §20,142
International 2,889 £5,448 $4,610 $8,902 §4,270 - - - - - - $26.179
Training 97 $15? $123 $120 5138 - - $632
Data & (Comm 36 $574 84404 54563 52828 - - - - 812,605
Info & Recarde £2,198 5,882 $13,130 $10633 §16.180 - . - - - 49323
Cunstruction 3 57 4 s8 54 - - - - 526
Legal 5437 5739 £568 $763 3603 - - - SA 1IN
Mpmt & Admin 5485 $1,038 $459 $1.071 $600 - - - $3.850
Acwsl Total® $208¥5 B4 352530 $30365  SdLisd - - - - <4 $252.684

*Obligations for Lepalization huve boc maxed into the Exams Fee Account.

 Obligations are funded from the Exams Fee Account ($635.7 million) and Salanes and Expenses
(SAE) Account (3176 million). Actual total year to date obligations include $233 million in the
Exams Fee Account and $20 million for the Adjudications and Naturalization program in the

SAE account.
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| 0c-98 Nov-98 Doc-98  Jan-99  Fcb-99 Mar99 Apr-99 Mav-99 Jun-99  Jul-99 Aug-99 Sep-99
Dixtrict Adjudicarnions Officers (Permanent)
Authorized 1,213 1,213 1213 1.214 1,214 1,214 1.214 1,214 1.214 1,214 1,214 1.214
Projected On-Raard 1213 1213 1,213 1214 1214 L2140 12140 1,214 1,214 1214 1214 1,214
Actunl On-Board 1.201 1.197 1,207 - 1,215 1.214 - - - - - - -
IScrvice Centeor Adjudizations Officers (Permaneni)
Authorized 433 433 433 933 4313 433 433 433 433 433 433 433
Projected On-Boaud 433 433 433 433 433 433 433 433 433 433 433 413
Actus! On-Board 422 424 427 428 427 - - - - . . .
Districr Adjudicarions (fficers (Term Enhancemant Positions fram FY 1998 and FY 1999 Appropriation Aas)*
Authonized 400 400 400 600 600 600 600 600 600 600 600 600
Prajactad On-Bonrd® 400 400 400 400 400 100 600 600 600 600 600 600
Actual On-Doard 323 326 359 365 375 - - - - - - -
Total Adjudicarions Of)icers
Authorized 2,046 2,046 2,046 2247 2,247 2247 2247 2,247 2247 2247 2247 2,247
Prujected On-Board 2.045 2,046 2,046 2,047 2047 2047 2247 2,247 2,247 2247 2247 2247
Actual On-Board 1,946 1,947 1,993 2,008 2,016 - - - - - - -

Nots: The TNS also employs temporary stafT as funding permits; temporary staff are not reflected in this chart.
*The INS estimates that the majority of the 200 term adjudicators will ha on-haard hy ,\pril. Because the adjudicalors must be trained, they are

nol expected la e fully productiva until! June,

= The total number of on-board adjudications officers is 98 percent of the number
projccted for February 1999, approximately the same as January 1999,

s On March 23, 1999, the INS requested that DOJ allow the conversion of 300 term
DAOs to permanent positions. This request was made in an effort to reduce the high
turnover rate in nonpermanent staffing for DAOs, a phenomenon that the INS believes
affects its ability to reach and mainrain a high production level. The request was
approved on April 6, 1999.



04/19/89  11:42 T202 616 1903 DOJ BUDGET STAFF @o18

Immigration Services Benefits Processing Status Report Page 15
Data: March 1999

Actual Date Fxpecred Date
of Completion of Completion
Implemented NQP4

Service Centers October 1. 1998
Field Offices November 1, 1998

Commissioner Approved Allocation of I1Os and DAQs
December 23, 199%

Designated Honduras/Nicaragua for TPS
December 30, 1998

Published Guide to Naturalization
December 31, 1998

arter FY 1999
Sin Fraoclsco

@ CLAIMS 4.0
Fresoa
QOaklaad
Sucramenlo
$4o Jore
(‘harlalte
Indignapolis

It

Published Guide to Naturalization on the Interact
January 1999

Began Accepling TPS Applications for Honduras & Nicaragua
January 4, 1999

Finalized Design for INS NRC
Februury 28, 1999

Revised Form N-648 Approved by OMB
Murch 22, 1999

West Pulm Beach

Fortland, OR
Tampa

Seatile
Spokane
Yakima
Honslule
QOtlanda
Milwavkee

=
-r
17
-
-
L
-
)
g

2nd Quarter FY 1999

Deputy Cammissinner Appraves NCSC Strategic Plan
March 25, 1999

IMMIGRATION SERVICES MILESTONES

Brief DOJ, OMB, Congressional Staff on NCSC { April / May 1999

Project 200 DAO Positions On-board Apnl 30, 1999

Regional Offices

Project 100 11O Positions On-board June 30, 1999

Distribute Revised Forn N-400 > September 30, 1999

Occupy INS NRC & September 30, 1999

4th Quarter FY 1999 3rd Quarter FY 1999

Denoles delay in milestone completion
Denotes mitestone tu be completed

4 Denotes compleled milestone

3

vk Deaoles change in milesione

‘ Dznofes new milesione
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Part IV. Planned Immigration Services Improvements for FY 1999

Preparation and Service

Project Objective: To ensure that accessible and accurate information and services are provided ro
the customer.

Development Plan
Milestones:

Rewvised Form N-400, Application for Naturalization
s Distribute Revised Form N-400 by September 30, 1999

Records Centralization

» Complete relncation of all retired A-Files from the Washington, DC, Federal Records Center
(FRC) located in Suitland, Maryland, to the FRC at Lee’s Summit, Missouri (April 30, 1999),

= Additional files will be relocated to the FRC at Lee’s Summit throughout FY 1999.

¢ Begin NRC coustruction (April 30, 1999).

s Complete development and deploy the National File Tracking System at NRC; install auromated
data processing (ADP) and telecommunications systems; install shelving for first 10,000,000 files;
complete recruitment for core INS and contractor staff for NRC (Scptember 30, 1999),

= Occupy the NRC (September 30, 1999).

National Customer Service Center (NCSC)

* Briefrepresentatives of the DOJ, OMB. and Congressional staff on the strategic plan outlining
milestones for the NCSC (April/May 1999).

» Contingent upon approval by DOJ, OMB, and Congressional staff, projected milestones and
timclines will include:

— Lease location for Temporary Site 2 (May 31, 1999).
— Begin hiring and training staff for Site 1 (Woodlawn, Maryland) and Site 2 (location to be
determined) (May 31, 1999).
Implement change of address for N-400s at Woodlawn Telephane Center (July 31, 1999).
— Expand NCSC’s toll free services to cities currently serviced by Western Telephone Center
(July 31, 1999).
- Expand NCSC'’s toll free services to Eastern states (September 30, 1999).
Complete hiring and training staff for Site | (September 30, 1999).

Citizenship Testing

Project Objective: To design and implement u stundardized citizenship testing program.

Development Plan
Milestones:

Citizenship Test Content
* Milestones are under development by the policy working group established for this project.

Naturalizarion Testing Pilot at Application Support Centers (ASCs)

* Milestones arc under development pending review of the tesling pilot at ASCs report delivered on
March 31, 1999. '
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Adjudication

Project Objectives: To standardize the interview and ceremany process, and to reduce the number of
case continuations.

Development Plan
Milestones:

Diy

ete (Pre-Adjudication) Fil lew
Implement preliminary phase of file review using a stand alone Access database in the California and
Texas Service Centers (May 31, 1999) and in the Vermont and Nebraska Service Centers
(June 30, 1999).
Finalize functional requirements for CLAIMS 4 module for file review process (May 31, 1999).
The INS expects to have all 100 11O positions filled by June 30, 1999.

ility Exceptions Processin
Issue a memorandum offering comprehensive guidance on disability waivers to field offices
(Apnil 7, 1999; delayed from earlier date of March 31, 1999).
Begin training on updated field guidance for six largest offices (May 31, 1999).

Adjudicators Field Manual (Adjudications Handbook)

Sections of the Adjudicators Field Manual covering parts of naturalizations and customer service
will be published by September 30, 1999. The complete manual will be distributed on CD-ROM,
and include process and policy overviews; hyperlinks 1o laws, regulations, and policies; sections
on customer service and career information; and training materials for CLAIMS.

Information Technology

Project Objective: Provide INS employees with needed automation and standardized systems to
process applications.

Development Plan
Milestones:
CLAIMS 4

Deploy a CLAIMS 4 workstation in each of the three Regional Offices (April 30, 1999).
Conduct follow up training at three California sites: Sacramento, San Jose, and Fresno (April 30,
1999).

The INS has reduced the deployment schedule for CLAIMS 4 to a maximum of six districts
during the remainder of FY 1999 in order to minimize the initial impact that deploying a new
system has on production of N-400 cases. In lieu of new deployment, the CLAIMS 4 team will
tocus on improving system capabilities and providing greater support to offices alrcady using the
system. New deployment of CLAIMS 4 is scheduled for additional sites, including Los Angeles,
dunng FY 2000,
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Citizenship Audits and Reviews

Project Objective: To ensure the integrity of the naturalization process.

Development Plan
Milestones:

Ongoing Naturalization Reviews
= KPMG audits of the INS’ compliance with the National Quality Procedures (NQP4) are expected

in April/May/June 1999,

Temporary Protected Status (TPS) for Nicaraguans and Hondurans

Project Objective: Make Temparary Protected Status available to nationals of Nicaragua and
Honduras as a result of the conditions in those countries after the devastation caused by Hurricane
Mirch.

Development Plan
» Beginissuing Employment Authorization Documents (April 15, 1999).



oborsctio
“)ﬁ S dohn Q&NW% fo b 1 f 7 A

'fi>l7l willion - fo hine prne /”L/[m)n cPP b e ferie f—

12 2t il FYE9 .

. ﬂwm
i L mlben - s — L sy i
ol F777.

lzumé4/<\w [AS prpim astinsts dadoy hur G mom Vg FEOL
rpphcatin fpo quan (bbbt Moo T8 bt oo e
(bl b b Pollis B G i ). sy
meﬂ"’%‘w 61 senite A S (6 Prprrst W«M\nﬁ o ke

S NS M5 g~ ﬁ%?”///}/b

:_%AC s ol Logn op reshuchg U Hf2  suppite A B

27\ prostie b redos 5"”‘&’/“) -

ll f

;melhm st
?Afwma 40
. Lodguo vons bl
G wt W flor
L5y - DI by K ”
pudruet= 53
e, B bt b Ll b e By e
5’ pele /V/,zf, pud A U 0~ G )E 5/47 ﬂ
65/14 P bﬁm\vm



f’“‘ﬁﬂ W lpuds
P " st
o P ’

B



' MAY=25-1993 1B:45 OFC OF THE COMMISSIONER 202 514 4623 P.B2/06

- "U.S. De.partment.of Justice
IMMIGRATION AND NATURALIZATION SERVICE

Bac kg rounder 05/24/99

Naturalization Program — FY 1999 Mid-Year Update

The Immigration and Naturalization Service’s (INS) top service priority is
reducing the naturalization application backlog. Over the past six months, INS has
worked diligently to redesign the naturalization process and increase the number of
naturalization applications completed while maintaining the highest standards of process
integrity. As a result, the agency completed 461,543 naturalization applications during-
the first six months of FY 1999 (October 1, 1998 to March 31, 1999) — a 91 percent increase
over the same time last year (241,766).

While this progress is significant, INS fell short of its application completion
target of 530,000 by approximately 68,500 cases during this period. INS has identified
numerous system performance and production management issues that have
negatively impacted production during FY 1999. Many of these problems have been
addressed; however, despite diligent efforts, additional problems persist.

With an aggressive plan in place to solve production problems -- and with the
support and oversight of the Attorney General and the Department of Justice — INS
remains committed to completing 1.2 million naturalization applications this fiscal year.
The agency goal is, by September 30, 1999, to reduce the national average projected
processing time to complete a naturalization application from the current 27 months to
12 months. INS will further reduce the national average projected processing time to

. approximately 6 months by September 30, 2000. These completion goals are based on a
projected level of 700,000 new applications filed per year for FY 1999 and FY 2000.

Production Initiatives

INS has determined that the single largest obstacle to achieving its production
goals for FY 1999 is the inability to move interview-ready work from INS service
centers, where data entry and initial processing occur, to district offices where
applicants are interviewed and cases are completed.

To solve this pfoblem and increase production during the second half of FY 1999,
the agency is:

* Allowing field offices the flexibility to adjudicate cases using a variety of computer
systems and even move work manually, if necessary, to ensure that all casework is
progressing towards completion;

* Improving the management of workflow by identifying and eliminating processing
bottlenecks; _

(more)

Prepared by the Office of Public Affairs (202) 514-2648 Internet: www.ins.usdoj.gov
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* Improving the performance of new automated systems and their interfaces with
other systems so that more cases can be completed faster while ensuring the
integrity of the process;

* Allocating an additional $4 million in funding to field offices and service centers for
contract support, overtime, and other naturalization needs;

* Hiring new staff that was authorized in the FY 1999 budget — 200 new adjudicator
positions to the eight districts with the highest backlogs, and 100 Immigration
Information Officers to the four service centers; and

¢ Converting 300 of INS’ 600 term (non-permanent) adjudicator positions to
permanent staff to reduce attrition and help maintain an experienced and
productive workforce.

* Appointing a permanent senior executive responsible for the direction of the
Immigration Services Division. The agency has appointed William R. Yates — one of its
highest-ranking officials with an INS service background— to serve as Deputy

. Executive Associate Commissioner for Field Operations, Immigration Services Division,

Naturalization Redesign and Customer Service

INS’ goal and the long-term success of the naturalization initiative is dependent
on establishing a streamlined application process that integrates automation and
provides accurate and timely information to customers in a user-friendly manner. Over
the past six months, a series of process and procedural changes have been established or
are being implemented to support this goal.

*» National Customer Service Center. INS will expand its contract telephone support
and information center operations and is creating a 1-800-telephone number to assist
applicants in notifying the INS of address changes.

* Records Centralization and Cleanup. INS will consolidate immigrant records in a
centralized location to ensure the accuracy of information maintained in case files
(A-files) and reduce application-processing delays caused by lost or missing files.

* Centralized File and Medical Waiver Reviews. INS service centers will conduct file
reviews [0 ensure that a naturalization application is complete and ready for
adjudication and interview, thus reducing unnecessary application-processing
delays. INS also will centralize the review of disability exceptions (medical waivers
for naturalization testing requirements) at the service centers to improve the
consistency of decision-making and speed application processing in district offices.

(more)
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* New Disability Waiver Guidance. In an effort to promote faimess and consistency
in the adjudication of naturalization cases of applicants with disabilities, the INS has
provided its field offices with comprehensive policy guidance that clarifies some of
the more complex issues related to the review of Forms N-648, Medical Certification
for Disability Exception.

* Electronic Citizenship Applications. To promote faster, more efficient forms
processing, INS has developed an electronic version of the Form N-400 that, as of
May 1, 1999, applicants may complete on a personal computer via the INS web site_
The electronic version captures key applicant data on a bar code that is printed on .
the application. Applicants complete the form, print it, sign it, and mail it to the
appropriate INS service center. The bar code can be scanned to automatically record
the data, ensuring better data entry speed and accuracy.

s INS Web Site. The INS has established a customer-friendly web site with a focus on
naturalization information that includes eligibility requirements, forms, a self-test
for the history/civics test, Selective Service requirements, the entire Guide to
Natyralization, and updates on new naturalization initiatives. Over the next several
months, the agency will be expanding its web site to include additional information
that is of interest to customers on INS activities, programs, procedures, and services.
A major enhancement has been posting homepages for INS five largest district
offices (New York City, Miami, Chicago, Los Angeles and San Francisco) and San
Jose, site of the INS customer service pilot. 1lomepages for all other district offices
will follow during the remainder the fiscal year.

* Feedback on Naturalization Guide. Between January and early March, the INS
received approximately 1,700 responses from survey cards that were distributed with

the new Guide to Naturalization to assess its usefulness. Approximately 97 percent of
the respondents characterized the Guide as either “very helpful” or “helpful.” A

number of those surveyed praised the Guide as a sign of the agency’s commitment to
improve customer service and reduce the backlog of naturalization applications.

— INS —
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* The Immigration and Naturalization Service’s (INS) top service priority is
reducing the naturalization application backlog while maintaining the highest
standards of process integrity.

* As aresult, the agency completed 461,543 naturalization applications during the
first six months of FY 1999 (October 1, 1998 to March 31, 1999) — a 91 percent
Increase over the same time last year (241,766). -

* While this progress is significant, INS fell short of its application completion
target of 530,000 by approximately 68,500 cases during this period.

* With an aggressive plan in place to solve production problems INS remains
committed to its goal of completing 1.2 million naturalization applications in FY1999.

* The agency goal is, by September 30, 1999, to reduce the national average
projected processing time to complete a naturalization application from the
current 27 months to 12 months. INS will further reduce the national average
projected processing time to approximately 6 months by September 30, 2000.
These completion goals are based on a projected level of 700,000 new applications
filed per year for FY 1999 and FY 2000.

Production Initiatives

* INS has determined that the single largest obstacle to achieving its production
goals for FY 1999 is the inability to move interview-ready work from INS service
centers to district offices. To solve this problem the agency is:

= Allowing field offices the flexibility to adjudicate cases using a variety of
computer systems and even move work manually, if necessary, to ensure that
all casework is progressing towards completion;

* Improving the management of workflow by identifying and eliminating
processing bottlenecks;

¢ Improving the performance of new automated systems and their interfaces
with other systems so that more cases can be completed faster while ensuring
the integrity of the process;

* Allocating an additional $4 million in funding to field offices and service
centers for contract support, overtime, and other naturalization needs;

* Hiring new staff that was authorized in the FY 1999 budget — 200 new
adjudicator positions to the eight districts with the highest backlogs, and 100
Immigration Information Officers to the four service centers; and

(more)
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 Converting 300 of INS’ 600 term (non-permanerit) adjudicator positions to
permanent staff to reduce attrition and help maintain an experienced and
productive workforce.

- & Appointing William R. Yates — one of its highest-ranking officials with an INS
service background— to serve permanently as Deputy Executive Associate
Commissioner for Field Operations, Immigration Services Division.

Naturalization Redesign and Customer Service

* INS plans to establish a streamlined application process and improve customer.
service. To support this goal, the INS is:

* National Customer Service Center. INS will expand its contract telephone
support and information center operations and is creating a 1-800-telephone
number to assist applicants in notifying the INS of address changes.

* Records Centralization and Cleanup. INS will consolidate immigrant records
in a centralized location.

¢ Centralized File and Medical Waiver Reviews. INS service centers will
conduct file reviews to ensure that a naturalization application is complete
and ready for adjudication and interview. INS also will centralize the review
of disability exceptions (medical waivers for naturalization testing
requirements) at the service centers.

¢ New Disability Waiver Guidance. INS has provided its field offices with
comprehensive policy guidance that clarifies some of the more complex
issues related to the review of Forms N-648, Medical Certification for
Disability Exception.

* Electronic Citizenship Applications. INS has developed an electronic version
of the Form N-400 that, as of May 1, 1999, applicants may complete on a
personal computer via the INS web site, ensuring better data entry speed and
accuracy.

* INS Web Site. The INS has established a customer-friendly web site with a
focus on naturalization information. Also, homepages have been established
for INS five largest district offices and San Jose.

» Feedback on Naturalization Guide. 1,700 responses from survey cards indicated

that 97 percent of the respondents characterized the Guide as either “very
helpful” or “helpful.”
— INS —

TOTAL P.B6
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Naturalization Update — Questions & Answers
5/24/99

Question 1

Q: Why is there still a backlog of 1.9 million naturalization applications
when you have been given additional staff and resources to resolve
naturalization delays?

A:  The additional resources we received in the FY 1999 Appropriations are
not expected to contribute to backlog reduction until June 1999. All new
adjudications officers must go through a comprehensive background check
before entering on duty and must complete more than five weeks of training
before they can be assigned adjudicative duties. Although we have not seen
dramatic reductions in our pending caseload, our completions have increased
dramatically (91% over 1st half FY 1998).

In addition, on January 15, 1999, the INS implemented a fee increase
for naturalization applications, from $95-$225, to cnable the agency to recoup
actual application processing costs. The rush to file for naturalization under
the old fee resulted in a tremendous increase in application receipts during
the month — INS received 253,402 new naturalization applications in
January. While this sudden influx of applications far exceeded agency
expectations, the INS anticipates that receipts will decrease significantly in the
next few months.

Question 2

Q: Why do you have a backlog when your District Offices are running out
of work? Is this an example of poor management?

A:  During some specific periods of time, some small offices did not
receive sufficient N-400 workload to continue interviewing at expected levels.
However, district offices will not run out of work. Adjudicators are
scheduled to interview various cases throughout their day, including but not
limited to naturalization (N-400), adjustment of status (I-485) and orphan
adoption (N-600) cases. District offices are supplied with new naturalization
cases for adjudication from their respective Service Centers as the cases meet
quality assurance requirements and have required FBI clearances. In order to
reduce the backlog, a great percentage of the effort has been focused on the N-
400, however, no resources will fall idle in the event the N-400 caseload, for a
particular office, is still awaiting clearance.
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In addition, INS is:

e Allowing field offices the flexibility to adjudicate cases using a variety of
computer systems and even move work manually, if necessary, to ensure
that all casework is progressing towards completion;

e Improving the management of workflow by identifying and eliminating
processing bottlenecks;

e Improving the performance of new automated systems and their
interfaces with other systems so that more cases can be completed faster
while ensuring the integrity of the process;

Question 3

Q  Considering the issues of the District Offices running out of work and
isn’t it true that your new automated tracking system, CLAIMS 4, has failed?

A:  The problems you have mentioned have been the result of errors in
systems interfaces, not within the CLAIMS 4 system itself. CLAIMS 4
incorporates data integrity, improved case tracking, management controls,
and reporting, and on these elements has been successful.

INS continues to work on difficulties arising from interfaces between
its multiple database systems, and particularly the linkages between older
systems and newer ones.

Question 4

Q  INS’ goal was to complete 1.5 million applications in FY 1999 and
reduce processing times to 12 months. Can you still meet this goal? If not,
why not? What is your new goal?

A:  INS originally projected that we needed to complete 1.5 million cases
during FY 1999 in order to ensure that we would meet the Servicewide
average projected processing time goal of 10-12 months at the end of FY 1999.
This level of completions would give us a protective “cushion” against an
unexpected increase in receipts and ensure we still met our processing time
goal.

We have eliminated our protective cushion against an increase in
receipts. If the annual receipt level stays steady at 700,000 applications, we will
still make our 12-month Servicewide average processing time goal. If receipts
exceed 700,000, we may exceed the 12 months.
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Questibn 5
Q: Why should the public be confident that you would meet your new goal?

A:  We have demonstrated substantial improvement in our productivity
during the first quarter. We completed 91% more cases during the 1st half of
FY 1999 than in the 1st half of last year. We processed 62% more applicants
for fingerprints in November that we did in August. We increased the
number of applicants fingerprinted again by 20% between January and March.
In addition, naturalization interviews increased 32% between August and
November and 45% between November and March.

We have experienced shortfalls to date, but with systems fixes working
properly, we are well positioned for production.

Question 6

Q It’s been a year since INS made naturalization a priority. The New York,
Los Angeles, and Miami districts continue to account for more than 50% of the
backlog, and yet they have the lowest productivity rates per adjudicator. Is this
an indication of poor management? Why aren’t heads rolling?

A:  These offices account for the highest volume of receipts. They have
also been the most heavily impacted by systems issues and high turnover in
staff. The INS has worked closely with Jocal management to increase
production and manage workload. We have seen these efforts begin to pay
off in Los Angeles and are using the lessons learned there in Miami and New
York City. Although we have not yet reached the level we want to achieve,
we continue to make progress.

Question 7
Q- What's happening to the processing of non-naturalization applications?

A:  Many of the improvements we have initiated for naturalization, such
as changes in the fingerprinting program, will benefit the processing of other
than naturalization applications as well. INS also continues to devote
resources to processing other than naturalization applications, such as
adjustment of status.

Question 8

Q What will happen to naturalization and other immigration benefit
application processing INS will have to take on the processing of Temporary
Protected Status (TPS) for Central Americans?
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A:  Applications are being accepted through the applicants’ respective

Service Center, so there will be minimal disruption to the naturalization
interview process being conducted in the District offices. Additional
fingerprinting needs will not pose a significant strain on the existing
Application Support Centers. INS has also set up a hot line specifically for

TPS, 888-557-5398.

Question 9

18 Did INS see a surge of naturalization applications as a result of the -
January 15, 1999, fee increase?

A:  Yes, we saw an increase in filings in advance of the fee increase. This

increase partially masked the productivity gains we achieved during the first
quarter of FY 1999. Receipt levels are evening out and INS has made steady
progress on backlog reduction as the number of pending cases decreased
during both February and March. Further progress will become evident
during the 3rd quarter of FY 1999.

Question 10
Q What do you expect the naturalization backlog to be by the end of FY 1999?

A:  Receipts for this year are expected to reach 700,000. INS expects pending
to be approximately 1.3 million and Servicewide average projected processing
time to be approximately 12 months at the end of FY 1999.

Question 11

0 How do we know productivity will continue upward during the rest of
the year?

A:  INS has instituted numerous steps to reduce the backlog while
continuing to improve overall performance. For example:

e Use all application processing systems to move work from the four
service centers, where initial data entry and processing occurs, to

field offices where applicants are interviewed and cases are
completed. If necessary, INS will move work manually from
service centers to district offices to ensure that all casework is
progressing towards completion.

e Increase the speed and efficiency of the new application processing
system, CLAIMS 4, so that more cases can be processed faster while
ensuring the integrity of the process.
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» Scaling back deployment of new automated systems for the
remainder of the fiscal year and using the savings for overtime,
contract support or other needs related to completing naturalization
cases.

» Deploying new staff that was authorized in the FY 1999 budget —
200 new adjudicator positions to the eight districts with the highest
backlogs and 100 Immigration Information Officers to the four
Service Centers.

o Converting 300 of INS’ 600 term (non-permanent) adjudicator
positions (the 400 authorized in FY 1998 and the 200 authorized in
FY 1999) — to permanent staff with the expected result of decreasing
attrition and maintaining an experienced and productive
workforce.

e Building on the success of production management approaches
established in Los Angeles which have increased mid-year
productivity in the district by 205% from the same time last year.
The strategy focused on:

e appointing a fully empowered backlog reduction site
manager,

e revising application processing procedures to eliminate
redundancies,

e implementing a team-based approach to management to
strengthen accountability, and

e ensuring that managers are held accountable for production
levels.

» Conducting site visits to other key cities and proceeding to
implement similar production management initiatives in the other
offices, as appropriate — recognizing that each INS district has its
own unique challenges regarding backlog reduction.

Question 12
Q If the new adjudicator positions won't realistically come on board until

the third of fourth quarter, won’t that have a negative effect on productivity -
— and consequently on waiting times?

A:  Our backlog reduction plans take into account the added production of
these new resources for the last four months of the fiscal year.
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Question 13

Q In delaying the deployment of CLAIMS 4 due to budgetary concerns,
doesn't that renege on a commitment the commissioner made last year as
one of the benchmarks that had to be met before fees were raised?

A:  INS will deploy CLAIMS 4 to a maximum of 6 additional districts
during this year. This decision was made to minimize the impact of
deploying a new system on production of naturalization cases. In lieu of new
deployment, the CLAIMS 4 team will focus on improving system
performance and providing greater support to offices already using the
system. Funding, originally earmarked for deployment, will be used to
supplement naturalization resources in the local offices and service centers.

Question 14

Q When will you name a permanent head of the Immigration Services
Division?

A: William R. Yates has been named as the Deputy Executive Associate
Commissioner, Immigration Services Division, on a permanent basis. Mr.
Yates has been acting in this capacity since August 1998.

Question 15

Q: What happens to your processing time if the number of applications
filed increases above your projections?

A: If receipts increase by only a minor amount, we will still meet our
Servicewide average projected processing time of 12 months. If receipts
increase substantially beyond the 700,000 projected, INS will not be able to
meet the Servicewide average projected processing time of 12 months.

— INS —
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Steven M. Mertens

06/25/99 05:26:31 PM
Record Type: Record

To: Michael J. Ahola/ONDCP/EOP@EOP, Kenneth L. Schwartz’OMB/EOP@EOP, David J.
Haun/OMB/EOP@EOP, Irene Bueno/OPD/EOP@EOP
cc: Douglas PitkinfOMB/EOP@EOP, Sherron Duncan/OMB/EOP@EOP

Subject: GOOD NEWS ON NATZ!

The AG wanted Colgate to call Michael to report that the preliminary INS naturalization completion
numbers for May are 142K -- or 7K above the May goal of 105K.

|
Colgate reported that ILIS is saying as a "worse case" scenario they will be able to complete 1.150M
applications by the end of the fiscal year. Justice feels Deich's trip to California was the turning point for
the program.

-~
MD need not call Colgate back. (ﬁ{\’i },\/( /l) M



