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klog, Management Woes Fuel

GOP Drive To Dismantle Agency

Bat Immigration and Naturalization Service plan to streamiine

i

f

n recent years, the Im-

migrstion and Natural-

ization Service (NS}
s been about ag pnpopu-
jar on Capito! Hif) as any
federsl ageney:, 15 moxt do-
termined detrastsrs wank
to war i apars and stagt
over, {ts defendery «— ot
whal passes for sich - can
orly muster the faintent
pratse: that it esuld be
worse, and wifl be tf eritics
get their hands on it
* This year, Republicuns
in Congiress axe lntent on
respructaring the agency,
but, first they must dovelop
a congensns amony therm-
selves on how to do It, then

and restructure may counter Republican plans

mend charizes te Americin
immdgeation palicy. ts reo
ovamendation 15 splitug INS
wos its last before Sishang.
ing. (#4090 Abmanas, p. 483
The Clsdon adnddpistoa-
tion andg INE sfficials
" adamantly ongose the splin,
arguing thet thers is an in-
herant inter-teiarionghip be-
twveen enforcement g .
migrant procegsing, sad
splitting ther Into differans
departments would H# 4 dis.
aslen An agent sonsidering
4 Vi application, for exam-
e, needs to knaw inatime-
Ly mannoer if an applicant
hax antered the comnry file-
gally, oF benn convicied of 8

Tl KAREAATEL PRI

ayereame obiectiong from gerima. A split would caty
the Clinton sdministration.  teamigrants wait cotside the Immigratiol and Natursfization Service  «ompound the problems

Rep. Harold Rogers, B- Eullding In Los Angoles, Sopt. 25, 1897, The ING Is propaiing TN bas had in coordineting
Ky, clmivinen of the Appro- chynges of s own 1o countar GOF epitting up the agency. {ta work with ether agencies
priatlons subcommition within the Justice Depart:
that fomds the ING, which s partof the  to three other depayiments. Its barder  iment, Bwy argus.

Juztfce Department, has been soleiting
support for a proposal to teyminate the

ageney and hasd its functions to sther

parts of the government, Other Republi-
cans agree that an overhasi is nosded,
but they ward 4o move cagtiously, -
Huch proposals are rooted i years of
dissatizfaction with the sgency's perfor
rxaace in haading He dwd missions of
trying to keep out lepal Gnmigrants
whils welcoming those who 2ome here
awfully, Since Republicsns tool confral
of Congress (n 1095, they have boen tha
loudest erities of ING, lad by advovates
of stringent inunigration contyof sucks as
Rep. Lamar Smitk, R-Texas. But ruany
Demacrats acknowledge that seme of
tha conyplaints are nod unfounded,
Rogess' plag, which be hopes 6 in-
chude in the fiscal 1995 appropriations
5l funding the departinents of Cofte
merce, Justice and Siste, would split
the INS up and hand s ﬁme&iﬁmﬁ Gver

: By Dan Carnepy
i
f
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snforeemerd funcilons wold remain in
the Justice Departraent but woild be
better intograted with othey low en-
forcement agencles. Visas and ratursd.
fratior: would Do glven te the Sate De-
partroans. And policing of illegsl
imunigrants in the workpisce wonld be
glven to the Labor Department.

Rogers recommends the split for
twn reasons. Figt, he sald, the INS has
botched so mahy sussions Bt it isin
need of radical restroctudng. Senond,
its problems stem fram the fact that it
hig two distinet - afl sometines con-
ficting — Missions.

*They have o mived mission,” said
Rogeos, "AL once they are charged with
serving bomigrants and at the same
ﬁe entmﬁmg the laws szainss those

Bogers' proposal is based oa revom-
mendations made last yesr by the hipari.
san U3 Corunission on Iynigration Re-
form, A panel that was createst twough

1990 Ingislation (PL 1016403 to recom-

The INS is pushing = surber of man
sgement reforms 43 an alternstive O
Feb. 8, agerey officials announced +
pian to girexwline zrd Improve anahe
rdization programs. By Aprl, the INS &
expoctod to release a2 management pday
eovering the entire agenay.

Yours of Problems

I eriticiing the INE penerl opers
tiong, lowmakers cite the ageneys in
ability to reduce the maka of Hegad Jo
mipranis, metimaied at srousd b illios
and its growing backiog of legitimst
applications for visex and citizenship.

Mars spectiic critivism has centere
o an ING affort 16 beaf up nabursliz
tions, known ax Cigzenship UEA, duls
which approxinately 180,000 peep!

- wega prantad chizenship in Jate 1985 on

1998 without praper backgroond chedk
{ID97 Weekly Repent, p. 5335)

An oulside audit by the seeountiy
firre KEMG Poat Marwick, released e
9, said 366 bad boon convicted of arim
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and shouid kave their citizenship re-
voked. Another 5,954 hatt problemb in
their spplications that aoeuld lead o ve-
vacation of citizenship, Most of these
had been serestad for crimes and lied

- sbout it on their applications. The ar-
gests thenaeives would not be grounds
for denying an applcaton, but lying on
an ppplcation an such a serfous matter
would pornally disqualify the spplicant
an shie grounds that fie or she Iacked
*sood mord charater” Just what 10 do
with this £roup now that they have 0itl-
renstip is 51l being studied,

Afloy exaanining sl qualificatons for
citizenship, the accounting firm slse
suggesied the munber of people whi
were given eitizenship in ermor might be
guwan higliey. A random sampling of
5,408 of the roore than 1 riton natural-
izations foynd probloms with 8.7 per-
cent. B extrapolated Lo the entire poanol,
that would e 38,850 Most of thase
were gudlty of only techinical offenses.
Bt more than 11,000 could be congid-
ered te have failed the "good moral
character”™ tost. - i

Republivcans argus that these prob-
jems were cansed by pressure from the
Whits Houge to rupuralize as mang ot
zens A5 possible before the 1886 elag.
dan, with the thinking that the majority
of ¢hase voting wonld select Damocyot-
i eandidates, The INS vigorously dis-
putes this charge, but freely concedes

- the progrom was pdsmanagod,

Among people veliant on the INS for
their futury, the agency otmes under ats
tack for the oppdaite reasor. Thay orith-
gize it for not processing citizenship ap-
piicgtions fast =nough for the
vvarwholming percentags of the appli-
conts that are IBwabliding. Ths aprent
hackiog, suid Robedt K, Bratt, executlve
director of naturalizastion operations, is
more thar L1 million. The balk of the
bauldog: §5 the resalt of 5 surge fn appll-
cationg, he said. But the affort to 2o
Fect past errors hes conlibuted i well

A gimilar booklog oocurred i the ear
Iy sred ndd-1990s for permansny yosdend
visas, when applicstions slprocketed e
# result of the 1986 Immigmation Reform
aind Contrel Act (PL 89858 Inboth ine
stinces, citizanahip and visas, the INS
i not see the wave of applicatis sbowt
s bt them,

Lsckof candor has also enraged INS
aritics, In 1906, INS menagers ai the
Krome Detention Center south of Mis-
n:fs intentionsily decelved 4 congres-
sional fact-finding mission. In order to
redisce evarcrowding st the cetiter be-
fore the arrival of the delegation, sboat
45 detainees ware tranaforred to sther
faciliges and 88 wars released into the

CE) on the Web: wwwcg.com

coimmunity, secording to an inspector
penerals report,

With & list of problems this fong, -
terest iy reforming tha INS in wide.
spread. Bul agreement on how 1o pro-
ceed is nowhare to be found. Rogerg
has kad seme discussiong with the He
publican leagership 3t other meribers
e have jurisdiction over immigration

wolicy, and he hopes 10 writy an INSG
spiit into his appropriztiang bl this
year, But he &5 far from having the Kind
of suppost he wonld neod,
“There's no consensus yet,” axid
Rogers, "Bt we'vs just begun” -
Oppesition to his pian ia comingl

from some wniikely sources, namaty fel-
low ING eritios. Srajth, whe chalrs the
Judiciary Commitiea's Emmlgration
Suboommittae, and i one of the INY
mazt persisient foas, is urging 8 careful

Agsesement, 3

A Top-ta-Bottom Reviow

Brrith iz Aot npressed by snything
he constders a quick . He zaid the
agehoy'ns problams pead Lo be ronted
out through ongolng oversight and &
mansgement overhaul.

Any aterapt o rastenctyre the INS,

- e gaid, *neads % 5o Beyond just mow

ing people arvund o chaneing the orga-
wizations fow chart,”

Similariy, Spencer ﬁbm?zgm,;j;‘
Mich., cheirmen of the Senate Judiciary

[dona
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Iremigrations Subcomamittec, ks planning
heatings but expais ne bunediale ne- ‘
tion. Judd Gregg, RN.H., chainnan of |
the Appropriations subicomnittes that|
funds the INS, sgrees with Smith thae s
thorough assessmelt is needed bofore l
oeerhanting the agency, sn sido said
Adwocates for immigrants say the
soforcement 3nd naturalizalion branchs.
26 of INB need to work togaether and
that breaking the ageney apart wonld
undersnine its overall mission, They al.
so suspect an slterior, divide-andson-
guor motive on the part of those wha
want e break it up, saging ot sntidm-
migrant forces in Congross would be in
& better positon 1o manipalate inung-
gration policy i enfercowiant ware
placed e one part of the govemment
and paturalization in anciher,
Pro-trtaigrast groups alss gay thae

. those who wirt {e break up the agency

sre siraply typing 1o reduce bortigmation
by neutering the agency that ovorsees i,

“It sewing the INS serves s 2 proxy
for imroigreton,” said Frank Shamy, ex-
acaiive director of the Natiom Inutiges-
tion Forurs, a provimeaigrasias group,

The NS may be the only sgency that
s 5t ence urpopualar i Congress and
growing by leaps and bounds, ts bud-
gor keg gwelled by 166 pereani (n five
vears — pearly 34 billion s proposad
for fizca) 1989 . g5 Congress has
Pased greater emphasis o conmrolling
the fiow of iegal iTnmigrants inbs this
conntey. In somea casen, Congrons hasg
given the agoncy mork agents than it
has asked for and says it can properly
train. Thet is one indicaBion thar while -
the INE is 8 target of coticigm in Cane
gress, ity enforograend mission s <leasty
z poplar one oo Capifol HEY

The agenay, meanwhily, s proposing
changes on i own, inichading a beefed-
WY Bereening process 10 be undertaken
when an appileation for cidzenship is
#irnt reccived, and an enbanoed fnger-
printing syster, Under the fingerprint
ing syntear, the INS itself would ba rav
sponsible for sl of the prints, which
wouid be digtitally recorded and goent
electronically to the FRI for » back-
geaund check.

INS Commissioner Daris Meissner
said the agency was dotarmined to
“take every owep possible to make sure
the sarne reistakes sre MOL fxade again.”

A second report on the overadl mgn-
asgernont strocture of the IHE iy due by
April 1. That peport is expectnd to ad-
drens the divided mission problem
wuised by Rogers by more ¢loarly sepa.
rating the anforcersent and gervice porn
tions f Lhe INS, At the smne time, it
will appose any formal split. "

€ PEBRUARY i4, 1998 .. %85
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e Lauys EmmettMHOfEOP LWaane A. Shimabukuro/QPO/EOP
Subject: INS reform

£leng,
tn gt of your meeting tomorrow marming with Commissionar Meissner and OMEB, the folicwing
outlings 8 few questions that we think we should consider gt this 8198 In our reviaw!

1. Az vou know, there i an gulstandmg issug of whether we want the budgel document 1o
include any statement sbout INB reform. It is possible that the siatement could be very general
fialking abhout our cammitmant ta cresie & strong delineation batwaen services angd enforcament,
to better both, building on our sucesses, ete.} i 3 way that indicates our gosis, without commiting
to any specifics [though OMB may want it 1o be mors detailad.} Also, we should be mindful of gy
nossible desire {0 get congressional suppart for whatever we propose, and therafore not make a
hudget sta:ement that limits our aptions or that appears final. Either way, we should finalize as
SO0N a8 we can what the WH approach will be going into the and of January and the return of
Congrass, :

2. Related to the first, we should decide when (if ever?} we shauld begin our legisiative effart,

3. NS has aimost finalized a sontract bid process for an outside managemant assessment of the
gurrent INS szwcazw the IND proposal for reorganization, and other proposals {unclear on whether
thig inchudes CIR recommandation). According to Bob Bach, the gontrest could be signed as early
a% next waek xzﬁoug’i we had referrad 1o this as the Hooze Allen review, the sontract has not yat
iieen awarded)l. The assessmant will taks approximately 7 months.

While the assessment gould potentinliy help us 1o fiesh out details with the proposal flowing out of
ayr review process, we are coneernad that the assessment couid work at cross purposes with our




LI

ar

efforts. We want ta be sure that the assessment is 0ot 3 tool for INS 1o pradetermine the outcome
of our process, ;0: gomething they could use W Leal bisck cur recommendations, Bob has assured
us that their goal is not to simply 1¢ have this assessment rubber stamp thelr proposal,

[deally, the asseéssment could be a tool to help us (1© answer difficuit or technical management
quastions {s.g..llooking at other agency reorganizetions and management structures such as
Customs). We recommend seeking assurances from the Cammissicner that they will wark with us
once the coniract is awarded to make sure the assessrent complemsnts, not confliets, with aur
0rocass.

H

H
H

Thanks,

julie & leannsg

o
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INS Reorganization

In response to the September 1, 1997, release of the final report of the Commission on Immigration Reform (CIR), the President
directed the Domestic Policy Council (DPC) to review the CIR report and recommend ways to improve and streamline Federal
immigratton policy development and management. The DPC working group will use the President’s FY 1999 budget as the vehicle 1o
transmit the President’s proposal to the Congress. Towards that end, the following organizational option for the INS has been
developed. This reorganization proposal permiis INS to meet the fundamental programmatic challenges facing the agency in a way
that addresses the concerns identified by the CIR while permitting INS® core functions to remain intact. The Department and INS are
requested to address this organizational proposal as part of any appeal.

Restructure Headauarters:

Up until 1993, INS operated with insufficient resources, weak or non-existent management systems and processes, and lackluster
internal management. Since then INS has made progress implementing major changes to enforcement and benefit systems, improving
management practices, and upgrading staff capabilities at a time when resources and responsibilities have grown significantly. Instead
of dismantling an improved INS as recommended by the CIR, an effort should be made to build on the accomplishments of the past
four years. What INS requires is a streamlined organizational structure based on programmatic priorities and clear lines of authority.
responsibility and accountability. Such a structure would focus attention and assign responsibilities to those charged with carrying out
INS’ dual enforcement and benefit roles. We believe these dual but interrelated responsibilities should remain within one agency and
properly within DOJ. A future INS organization should have these features:

INS Headquarters, lead by a Commissioner and Deputy Commissioner, would focus on policy, strategic planning and management
support {finance, records, Information Resource Management (IRM) policy and R&D); budget formulation; and compliance with
policy and procedures. All line management and operational authority for agency-wide support systems like finance, budget, IRM
policy, R&D, and records management would be consolidated in Headquarters.

. Reflecting the importance of INS’ fee and fine account receipts ($1.4+ billion) and the deficient condition of INS’ financial
- .- - ..operations, a separate.Chief Financial Officer.(CEO)-would.be established and report directlv-to .the Commissioner.- The CFO
organization would include agency-wide budget formulation and execution.

. IRM policy and standards and all R&D initiauves would be consolidated within Headquarters. Operational and support IRM
functions would report to the respective program offices.

VA



. A small policy and planning office would develop long-range strategic plans, perform GPRA implementation and monitoring,
and {mprove INS’ impozj;an‘i statistically policy and measurement responsibilities.

.

¥

» Headquarters Administration should focus on consolidating records management, improving agency facilities, and managing 2
streamlined administrative service center operation o effectively meet the needs of field operations.
Assist Commvissione . Commissioner e Officns
Programs, Policy ang Dreputy Commissionay & - RS
N ?izmﬁﬁg F T — I 1 Eemernd oanned
E R ———— Cminf Financiat Assist, Comimenioner | o
” o EInERE for Adminisiation | railevePusic .
Bofy and Phinng . {Hfver ] Alers
" s ———— AgminfSeTimy Irtnera) Auda
%wﬁgm Human Resnurces
N ; Feremmna Records Managemsant :
4 IS Policy/mED
Expeutive Assaciate Commissionsr Exsculive Assoecials Commissioner
{or Enforcement for Services & Benefils
- : }
.. . Daputy Exrcuive Asgaciste Commissioner and Daputy Executive Associate Commissiqner
- Border Pairol Chiat for Services and Benefits
Bastern Regional Commissioner Assistant Commissioner
fur Evforcemant | Foreign Operations

|| Central Regional Commissioner Regional Service Gantsrs
far Enforsament . - ReY ’

| [Western Regional Commissioner o .
far Erfforcement District Banefit Offices

Bordae Paten] Chie!
Cireclar s pettinns
Ertsar Eolention
Efrector waastigstions

e Foens:

i

While the CIR recommends sphitting the agency, a programmatic split that maintaing the enforcementfbenefit ink necessary o function
effectively accomplishes the same goal. The reorganization would separate Enforcement and Services under the leadership of two Execntive
Assuciate Commissioners (EAC). The creation of these two EACs would ensure that clear lines of suthority, responsibility and accountability

exist in program operations, help bring a field perspective to Headnuaniers decision mwaking, and reduce stovepipe operations currently .



prevalent in enforcement operations. The CIR recommendation to merge INS™ enforcement agents (Border Patrol, inspection and detention) .
into one uniform service and a white-collar investigative service should be implemented. This reorganization supports this evolutionarv
initiative by putting the Border Patrol Chief in a direct line of authority for all enforcement activities and operations organized along Border
Patrol sector and regional.boundaries. The CIR also calls for higher visibility and focused management attention on the provision of services
and benefits to immigrants, and to ensure organizational safeguards exist so that fee account receipts support fee-related activities. The division
of responsibilities as proposed under this reorganization and improved financtal systems will help achieve these goals. Under this proposed
organizational structure, the EACs for Enforcement and Services would be responsible for the following:

Executive Associate Commissioner for Enforcement would coordinate all enforcement operations and staff (Border Patrol, investigation,
inspections, intelligence and detention).

. A Deputy Executive Commissioner, who 1s also the Border Patrol Chief, would have line authonty for all enforcement activities to

ensure coordination between enforcement components.

’ Three Regional Enforcement Commissioners would be responsible for coordinating INS enforcement functions within the regions, A
Deputy Regional Commissioner would also be the Regional Border Patrol Chief with line authority in that region.

. INS enforcement functions would be organized along the Border Patrol sector model with sector chiefs for each function reporting o
the region.

Executive Associate Commissioner for Scrvices and Benefits would be responsible for providing efficient service and effective and accurate
deliverv of benefits to the immigration community.

. Regional Service Centers, which will play an expanded role as direct mail benefit processing comes on line, will report to this EAC.

. Foreign Operations, which has dual benefits and enforcement responsibilities for refugees, asylees and international anti-terrorism
efforts would report to this EAC.

- — [ — e e e e e e i e et L e e e e e e o O, - . ———— - — e = - - [ —

. Al] existing District Office operations (31 district oftices or the expanded 80 suboffices currently under development) would report
directly to the Deputy EAC. This direct reporting refationship will ensure that standards are consistent agency- Wlde and these standards
and operating procedures are understood and applied consistently within all of INS” districts.




December 4, 1597 (Final)
STATEMENT OF WORK

Support to the Department of Justice to Provide Organizational

Structure Alternatives for the Immigration and Naturalization

Service to Rationallize its Continuing Enforcement and Serxvice
' Functions

I. Purpose and Obdectives
. !

The gurpasg of the geries of tasks listed in the following
statement of work is to work and consult closely with Department
of Justice and Immigration and Naturalization Service managers
and designated staff to: (a}) sxamine all pending INS
recrganization proposals advanced by both INS and major extsrynal
groups; and {b} develop alternative propcsalis} The obijective
of the proposal (s} should be maintaining, in a single agency,
rationalizing and wore clearly delineating INS' enforcement and
service mzaalangf and the development of management,
crganxzatzenal and structural approaches for ensuring their
compatlblllty, mutual support and productive interaction.

£
t
i

II. Statement of Work
i

A. Background,

The Immigration and Naturalization Service has one of the most
demanding missions in the Department of Justice and within the
entire Federal Government., The effective performance of its
critical border enforcement and benefit service functions
continue te be high Administration, Congressional, and public
priorities. As a public organization, INE has been confronted
with some of the most extracrdinary conditions in which to
operate in recent Federal public administration.

Since 1893, INS hap experienced a dynamic policy and gtatubtory
environment, including extensive increases in its duties
avthorized under new laws; large staff and budgel enhancements;
ever-higher public demand for gervices which is driven by factors
beyond the agency's c¢ontrol and which often cannot be
anticipated; and the commensurate subsgtantial executive and
management responsibilities to accommedate, plan and direcr
policy and operations according to these conditiong. An example
aof INS' forward-looking sexecutive initiatives in this environment
ig its undertaking and managing one of the most significant
national office autcmation and interconnected

enforcement /gervices information systems changes in government.



The Department of Justice and Immigration and Naturalization
Service leaderships have used many successful approaches to
atreamline INS' administrative infrastructure; ensure the best,
state-of-the-art technological support for its Border Patrol and
other law enforcement officers; and to implement a customex-
driven approach Lo its strategic planning and operational
decigions. Similarly, it has also significantly reformed and
transformed many slements of its organizational structures Lo
deliver better services and improve its enforcement capabilities
in response to complex challenges noted above. Implementation of
such continued and rapid structural innovationg is exceedingly
difficult in any public organization, as well as in private
firws. Of necessgity, however, INS has moved proactively,
although not without inevitable criticism and some dislogations
attendant upon any such decisive and ambitious structurxal
transformations, to create a national organizational design that
employs sophisticated information systems, sound publie
administration methodologlies, and state-of-the-art fiscal and
growth management atrategies to accomplish its mission.

At present, the Department and the INS wish to examine the
cumulative contributions of the recent reorganizations and
changes, which include those in progress such as the National
Fingerprint Centers, streamlined, effective naturalization
procedures, and international border technologies that are
successfully preventing illegal immigration. Together with these -
the Department and INS wish to examine pending reorganization
proposals including internal INS proposalsg, and external
proposals, such as the onesg set forth by the Commission on
Immlgratlon Reform, the Office of Management and Budget, and the
Reyes bill) (H.R. 2588 Border Security and Enforcement Act of
1897} . While these proposals and others share several common
reorganizaticonal elementg, they run the gamub from internal INS
streamlining to the separation and removal of certain INS current
functions, K such as enforcement and service responsibilities, and
placing them in different agencies, such as the Departments of
State or L?bar gy in another DOJ entity.

Given the diversity of such proposals and the reguest from
Congress to the INS vo develop a plan to effectively manage
immigration control efforts, the Department and the INS wish to
examine all rsorganization proposals and develop organizational
altexnative (s} which would uphold the organizational integrity of
the INS while accommodating any further proactive structural
changes that would sustaln and increase the agency's successful
performance of its enforcement and service dubies.



i
B. In response to this Statement of Work, the contractor shall
perform the following services.

The contchtor shall propose a scope and methodology for a
thorough examination of the existing organizational structure of
the INS, for the review of all pending proposals to recorganize
INS, and for the development of an alternative reorganization
proposal or proposals. The contractor shall develop a project
plan, with an accompanying schedule for its completion, that
includes a timeline and an estimate of resources required to
perform project tasks. The project shall include, but is not
limited to, completion of the following tasks:

Tagk 1. Review Phaase

Review, syﬁthesize and summarize all pending proposals to
reorganize INS, including those INS has developed and considered,
as well as those proposed by others, such as the Commission on
Immigration Reform (CIR), the Office of Management and Budget
(OMB), and the Reyes bill,

|

Task 2. Interviews and Data Ccllection

Consult with all parties advocating the various pending
reorganization proposals.

Conduct structured interviews with INS policy managers,
headquarters staff.

Conduct selected field site visits to INS field offices within a
250 mile geographic radius of Washington, D.C. to observe INS
field operations and conduct interviews.

: }
Conduct structured interviews with INS clients within the
Department! of Justice, such as the Office of Immigration
Litigation, Civil Division.

Conduct structured interviews with officials from government and
non- government outside organizations and interested parties,
including the Departments of State and Labor, the Office of
Management and Budget (OMB)}, the CIR, the Domestic Policy Council
(DPC) , the!General Accounting Office (GAQ), and the National
Academy ofi Public Administration {(NAPA).

Convene a series of focus groups in Washington, D.C. for key INS
policy and' senicor management officials, including field-based
officials, such as Regional Directors, District Directors, Chief
-|Border Patrol Agents, Regional and District Counsels, and INS
Headgquarters officials, including the Commissioner and other
genicr managers.



Task 3. Banahmarking

Consult w;th othaer Government agencies which have both
enforcement and service functions, such as the Social Security
Administration ($SA), the U.8. Customs Service, the Internal \
Revenue Service (IRS), and the Departments of State and Labox, to
gather pertinent information on how these agencies manage these
functions, how they are organizationally structured and theixy
appiicablility to INS.

Task 4. Development of Alternative Reorganization Proposal {s]

Develap an alternative reorxrganization proposal or a range of
propesals whﬁreby the current enforcement and service funections
of INS continue to be carried out by the INS under the authority
of the INS Commissioner. These alternative proposals should
puild upon the naturalization process redesign work currently
being performed for INS by the consulting firm of Coopers and
Lybrand, with particular attention paid to effective customer
gervice., In addition, any proposad alternative organizational
structure sghould:
L4 Zéennzfy che interconnecting relationships among . and
appropriate placement of INS' core enforcement and service
functiona, such as: {1} border and interior enforcement, and .
detention; (2) enforcement of immigration-related employment
standardsg; {3} adjudicarion of immigration and citizenship
benefits; {4} administrative review of decisions made by -
‘front line agents; {5} new INE initiatives; and {6} any
impact on INS based on its projected workload and related
factors over the nsxt several years. Each reorganization
proposal must clearly recognize bow these dual
responsibilities interrelate and demonstrate how they are
compatible and co-exist appropriately.

¢ Examine the management and field structures required,
including the roles and responsibilities of INS
Headquarters, Regional Offices, District Offices, and single
mzssmou organizations of the INS such as Asylum Offices,
gervilce Centers, and Border Patrol Sectors, and their
interconnectivity.

]
¢ ITdentify and analyze organizational proposal
implementation. issues, such as how position grade, pay
structures, career paths/development, between the
enforcement function positions and service function
positions would be affected. Seek equitable pay and career
opportunities for enforcement and service personnel.

H



ITE, ?radxesa Reports and Status Reporting

The contractor shall provide detailed, written progress reports
to, and meet bi-weekly with, a Senior Policy Board of INS
officials [to brief on preoiject progress, sclicit input, and
recelive guidance.

Performance

The duration of this project will bes two months, beginning on
Decembex 31, 13537. The contractor’'s final report will be due to
the Department of Justice by March 1, 1838,

¥, Govexnmant Support

The aontraator wiil receive the following Government support for
the parfoqmance of these taska:

A. Documentation. Access to reports, studies, data and relatsd
mataraals'necessary to perform these tasks,

B. TﬁéhﬁiCal Assistance. Points of contact will be designated
£rom applicable INS and DOJ offices to ensure ¢ongistency in
areas related to data exchange and verification and other liaison
mabters., Thzs assistance pormally will be available only during
normal business hours.

¢. INS Seniocr Policy Board Input. The contractor will meet bi-
weekly with a Senior Policy Board of INS officials to discuss
progress and problems related to the successful completion of
these tasks and deliverables in accordance with the approved
workplan and schedule. The INS policy board will provide
assletance and guldance to the contractor as necegsary. The MPS
Contracting Cfficer's Technical Representative will also attend
the Senior Policy Board meetings.

VY, Government Contaota

A antracting Cfficert's Tachnicsal Repressntative

Terry M. Simpson {primary)
‘Robert J. Comiskey {secondary)}
Managewment and Planning Staff
‘Justice Management Division

B. Point of Contact - Immlgration and Naturalizatiom Service

Robert L. Bach

Executive Assoviate Commissioner

, for Policy and Planning

‘tmmigration and Naturalization Service
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VvIiI. Deliverables

In parfaxﬁaneﬁ of the above tasks and in accordance with the
above purpose and objectives, the contractor shall submit the
following deliverables:

Deliverables
develop structure for.the review 1 week
define data requirements ‘ 3 weeks
develop/present draft report x ) 6 weeks
develop/present final repory ' 8 weeks

VIII, Proposals

Propogals should be gubmitted by C.0.B., Thursday, December 185,
1997, to the Department of Justice, Management and Planning
Staff, Suite 1400, National Place Building, 1331 Pennsylvania
Avenue, N.W., Washington, D.{. 20530.

Proposals will be reviewed by a pansl including representatives
of the Managewent and Planning Staff and the Immigration and
Naturalization Service.
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EVALUDATION CRITERIA
Criteris are listed in descending order of. importance.

1. Demonstrated comprehensive knowledge of the principles and
toels of orgamizational re-design and re~siyucturing.

2. Demonstrated understanding ¢of Federal governmental
organizations with extensive fisld structures.

3. Demonstrated staff of senior level consultants with axtensive
ex§$rienceiiﬁ iaw enforceument issues.

4. Corporate experience related te similar work with other law
enforcement organizatlions -- Federal, State, local, or private
sector and record of past performance.

| :
§. Coxporate capability to mount an effort of this magnitude
within a limited periocd of time.

6. R&aaon&biiity of estimated cost based upon the technical
proposal. -

7. Understanding of the issues related to strategic change
management' and demonstrated ability to design a strategy Lo
overcome the barriers to change.

8. Demonstrated undergtanding of civil service and law

enforcement personnel and compengation gsystems and professional
career developmant.
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