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February 29, 2000

In July 1998, the Department of the Tnterior issued the first High Level buplementation Plan
{MLIPYfor Indian Trust Management Improvement. That plan sepresented the first step in
implementing the strategic plan required by Section 303 of the American Indian Trust Fund -
Managemant Reform Act of 1904, ’ ’

Eliminating Indian trust management deficiencies continues o be my highest management
priority for the Department of the faterior. To plan and evaluate our progress, and (o
determing if we are meeling our expectations for {mproving frust managoement, we have
produced this revised and updated HLIP.

This HLIP catlines progress made toward complefing improvensents in trust managemest and
fays wut additional steps thot must be taken 1o reach the goals and objectives that we have
established. Significant headway has been made in establishing new trust management and
financial systems that will handle the hundreds of thousands of records that are the foundation
of & reliable trust management program. The Trust Funds Accounting Sysiem (TFAS) is
operational in all but three offices and those sites will be converted 1o the new system shortly.
The Frust Asset and Accounting Management System (TAAMS) 18 operational at the pilot site
in Billings, Montana, and we are currently working towards nationwide deployment in other
BIA locations.

We aiso have completed tasks that support the TAAMS and TFAS system improvements such
as a reinvention laboratory that will belp us streamline and establish a new process for handling
the probate cases that bave become seriously backlogged. The Department i3 enisuriog that
advanced trust management systems that ere being instalied will be used properly and to their
full potential by taining employees before these systems are made opertional In their offices.
We are also {ostering a greater dedication to customaer service, and are conuniited 1o serving
our trust clients in u way that will resolve their concerns and carn thelr confidence,

In such a complex undertaking, not all aspecis of the initial implementation plan have met with
equal success. Much remaing to be done in assessing end amending policies and procedures
that affect most, if not all, subproject arcas of the trust management project. We have
redirgeted resources to this effort to insure that we meet our objectives and impart greater
continuity to the entire trust mesnagement project. As, expected the introduction of new
information systems has proven 1o be formidable for BIA. We are addressing clifficult
challenges, including data munagement, welecommunications nfrastructure, human resource
shortages in both governmient aad the private sector, systems integration, competing



demands within our trust responsibility and the need 1o achicve institutional changes. The
Department has assessed each HLIP subproject and, i many cases, made sigmficant
changes in light of our experience 1o date, We have taken steps to identify and improve any
areas that may be lagging behind the agpressive schedule articulated i the July 1998 HLIP.

The probloms that beset frust management span many decades, However, we are making
stgtificant progress and wo are on the verge of a major transformation in Indian trust
management, Last year, the budget incrense for the Office of the Special Trustoe was 1he

* single largest percentage increase in the President’s Budget request for the Depariment, and
was fully funded by the Congress. For FY 2001, with the exception of a few one-thue costs,
we have maintained those increases in the Office of the Special Trustee while requesting an
additional $35 million and 349 employees for the Bureau of Indian Affairs to sustain trust
soprovements for the long term,

Completing the sieps outlined in this plan will restore integrity and confidence in our trust
management responsibilities. For this plan to be fully successful, however, two additional
clements are eritical: first, the continued dedication of Literally thonsands of carper Department
of the Interior employees natiomvide; and second, the continued suppor, oversight and
enactment of reforms, such ag Indian land consolidation initintives, by Congress.

Bruce Babbitt
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RODUCTION

This is the second High Level
implementation Plan (MHLIP) prepared
since the Speciat Trustee for American
indigns published, in 1887, the Stralegic
Pian o implement the Reforms Required
by the American indian Trust Fund
Management Reform At of 1884, The
first HLIP, published in July 1888,
featured action plans for thirlgen maior
subprojects that comprised the Trust
tanagement Improvement Project, The
amended WLIF for 2000 has preserved
original giements of the first HLIP o the
exteni possibie to track progress that has
occurred to date. Howaver, two
subproigcts have been merged with cther
subprojects feaving a {otal of gleven in
the new HLIP, The decision {o merge
glements was based on a reavaiuation of
their interrelationship and
interdependeance.

A High Level Implementation Plan for
Trust Management was necessitated by
longstanding concems over the
managoement of Indian trus! funds. These
concerns have been laid out in numerous
General Accounting Office and Inspector
General sudits and reports, and
Congressional reports and testimony over
the vears. The HLIP sels out the course
for resolving the concerns associated with
the Uepartment of the Interior
management of some 1,400 acecounts for
315 Tribal entiies and over 285,000
ingividug Indian trust fund asoounts by
implementing a stringent and tmely plan

of action covering the major aspects ¢f
trust management. The revised and
amended HLIP includes agtions for the
following subprojects:

+ Administrative Data Cleacup -
Office of the Special Trustee
{OST)

+ Resources Data Cleanup -
Bureau of Indian Affairs (BIA}

» Probate Backlog Elimination -
BiA and Office of Hearings &
Appeals {CHA)

+  Appraisal Backlog Elimination
BiA

s Trust Fund Accounting System
{TFAS) deployment - Q8T

s« Trust Asset and Accounting
Management System {TAAMS)
depioyment - BIA

+  Systems Reengineering -
Mingrals Managemen! Service
MMS)

+  Records Management

. improvement - OB

+ Policy and Procedures
Improvements - BIA

»  Training - 8T

» Internai Controls - O57

OVERVIEW

The Department of the Interier (D01} is
pursuing a three-pronged approach o
address issues refated o its
administration and management of [ndian
Trust funds.

First, DOl is warking closely with the staff
of the Senate indian Affairs Committee
and Tribal and allottes groups to end the
increasing fractionation of Indian allottee
lands. This effort builds on legistation

gt
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introduced during the first session of the
108" Congress. This fractionation of
interesis not only undermines the vitality
of allottee-owned land, but it also
severaly comgplicates the government's
management of trust assels and
FESOUICES,

Becond, the Department is preparing new
tegisiation to address ciaims thal Tribas
may have with regard to the Depariment’s
past management of Tribal trust
accounts. The Department is continuing
ta work with tribal groups on exploring
options for Tribal Settiement legislation,
Whila progress is deing made on key
igsues, the indian Community has
advocaled g lagisiative propossal that nat
only addrasses disputed balances, but
also examings the management of the
uridertying trust assels. The Depariment
believes that the legisiative approach
does not lend itself to addressing these
types of ¢laims. The setttement
legislation is the culmination ¢f a five-year
gffort to reconcile Tribal trust accounts as
mandated by Congressional directives
beginning in 14987, and reconfirmead in the
American indlan Trust fund management
Reform Act of 1884,

Third, the Department is taking action io
improve the underiyving frust management
and accounting system, Amendmeants to
the plan and target milestones arg
identified,

indian Trust Funds Qvearview,
Currently, the Secretary of the interior,
ihreugh the Office of the Special Trustee
{O8T), maintains approximately 1,400
accounts for 315 Tribal endities with
assets in excess of $2.5 billign. Each

Introduction

yoar, more than S800 million passes
through the Tribal trust funds sysiem.
The O8T alse maintains about 285,000
individuai indian Monies {IIM} trust fund
accounts through which over 3300 miliion
pass each year,

Concerns about the management of
Indian Teust funds have been 2
fongstanding issue. As early as 1028 the
General Accounting Office {GAD b-the
investigative research armm of Congressem
issued reporis documenting waak
acoounting practices and cther problems
in Bureau of indian Affairs (BIA) trusgt fund
managemnment,

Prior to 1881, accounting activities were
undertaken at each BIA Agency Office
{typically located on Indian reservations),
using handwritten ledgers and journals,
and the GAD was responsible for annusal
reconciliation of accounts,

Irn 1951, an accaunting system designed
and approved by GAC was instatied in
BIA Area (regional) Offices. All fund
types--lIM as well ag Tribal--were
integrated in this system. GAO released
reports in 1882 and 1955 describing
managemeni concems with the systems,
Beginning in 1955, BlA began
ceniralizing its accounting functions on a
mainframe compiiier in Albuquergue,
New Mexico. The conversion lo the
computer system was completed in 1867,
A new aulomated accounting system was
developed and implemented in 1268 angd
modified in 1974,

Beginning July 1, 1872, all Tribal
Treasury appropriation accounts were o
be consolidatad into a single Treasury
account {aboul 1,100 accounis were

Depariment of the Interior
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combined}, Prior {o this dale, Treasury
mairtained separate accounis for each
Tribat trusi fund, typically with separaie
accounts for principal ang interest,
These duat sals of accoums would
generally make it easier 1o datect
differences; for example, if Treasury.
received a cash receipt that was not
posted by BIA, a variance would show up
petween the specific account on BIA's
books and the specific acaount on
Treasury's books, Such differences were
not evident when the acoounis were
collapsed inte one actauni,
Nevertheless, consolidation ocourrad 10
alieviate the adminisirative burden on
Treasury to maintain a dual system of
Trinal trust acgounts.

Additionally, effeciive in Fiscal Yesr 1873,
Treasury no longer posted semi-annual
interest income to trust fund acoount
balances - samething that had been done
from 1928 to 1972. BiA Ofiices
deposited and posted inlerest earnad
fram investment activity outside of
Treasury, Beginning July 1, 1972, BIA
was also responsible for computing and
distribuling the Treasury interest on
uninvested funds.

in 1882, GAD once again issued reports
critical of the management syslems.
Congressional approprialors wers
gconcerned as well, In 1087, after a geries
of oversight reports by the GAD, 8
supplemental appropriations il siated
“The Bureau of indian Allairs shall nol
transter funds under a contract with any
third party for the management of tribal or
individua! indian trust funds until the
funds held in trust for such tribe or
individual have been audiled and
reconciled ang the tribe or individual has

been provided with an accounting of such
fungs, and the appropriate Committees of
the Congress and the ribes have been
consuited with as to the lerms of Ihe
propused confract or agreement.” The
FY 1950 appro-prigtions language further
required that “ihe resulis of such
recenciliation [bel certified by an
indeperident party as the most complete
reconcitiation of such funds as possible.”

The Environment, Energy and Natural
Resource Subcommittee of the House
Committee on Govermment Operations
initiated a three-year investigation into the
issue, leading 10 a report issued on April
22, 1992, entitied, "Misplaced Trust: The
Burcau of Indian Affairs’ Misimnanagement
of the indian Trust Fund.”

American Indian Trust Fund
Management Reform Act of 1994, In
1884, Congress passed the American
indian Trust Fund Management Reform
Act of 1994, 25 Uniled States Code
{U.8.C.) §84001-4081, which astablished
the Offica of the Special Trustee for
American indians. Under this tegisiation,
the Special Trusies, wha reports direclly
to the Secretary of the Interior, i
responsible for oversight, reform, and
coordination of the policies, prosedures.
systems and practices used by various
Departrnental agensies in managing
indian trust assets. Spegifically, the
Special Trustee was charged with
preparing and submitting a
comprehansive strategic plan for all
phases of the trust management
business cycie that would ensure the
proper and efficient discharge of the
Secretary's rust responsibililies to Indian
Tribes and individual Indians in
compliance with the Acl. The Agt also

Department of the Inferigr
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defined the following as prospective
actions required of the Secretary
necessary to properly discharge the trust
responsibilities of the United States:

v Providing adequate systems Yor
accounting for and reporting trust func
hEances;

. Providing adeguate controls over
recaipts and disbursements;

. Providing periadic, imsly
regoncilistions 1o aesur the acCuraey
of acuounts;

«  Delermining accwrals cash balances:

. Preparing angt supplying ascount

hoiders with periodic staiemenis of
their aocount perfarmance and with
Datances of thedr account which shal
b avaitable on a daily basis;

. Establishing congisient, written
policies and procedures for trust fund
management and accounting;

. Prosviding adeguate staffing,
supervision, and training Tor trust fund
management and accounting:

* Appropriately managing the natural
mpsourees ipcated within the
Bourslanies of Indisn reservations and
HEE TR e

» 7 Properly accounting for and investing,
gz well 85 maximizing, in g manner
consigtent with the statudory

» rpsirictions imposed on the
Secretary's invesimen options, the
returrs on the investment of ali trust
furid monies;

* Freparing acourate and timely reports
o aceount holders {and others, as
required) on a periodic basis
regarding all collections,
disbursements, investments, and
retur on investmenis related 1o their

trust accounis;

. Maintaining complete, accurate and
timely data regarding the ewnership
and |ease of Indian lands.

The Special Trusise submitted a
Strategic Plan for Trust Improvement in
Aprii 1887,

Notwithstanding the Secretary's
reservalions aboul certain aspects of (he
Strategic Plan, the Secretary agreed that
the rugt system improvements and dala
cieanup elforis in the plan could and
should procesd 35 5400 85 possible
within ithe organizationsal sttucture of the
Departiment,

The Secratary's decisions on system
improvements and data cleanup were
organized into separate but
complemantary subprojects, which
comprise the Trust Management
improvement Project (TMIP), and the
ariginat HLIP which was approved In July
1908,

in arder to ingrease the frequency of
Deparimental aversight and o surface
and rasoive problams among and
betwaon the operational enlities, the
Becraiary, on April 18, 1888, requesised
the Assisiant Secratary for Palicy,
Managemaen! and Budgel to meel with
burgaus and offices on a regular basis.
More than 8 dozen meetings have
occurred. Representatives of primary
DO offices invelved (Bureau of Indian
Affairs, Office of Special Trustee, Office
of Hearings and Appeals, and Minerals
Managemaent Service) have interacted on
a daily hasis to resolve issues and
accomplish milestones. Early in the Trust
Asset and Accournting Management

Department of the Interior
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Sysiem {TAAMS) scquisition process, BIA
managemant docided that the
components of the Land Records
hformation System (LRI8), the official
title system, should not be modernized as
a separate systam but rather shouid be
integrated inte ihe TAAMS effort.
Integration ook place and this document
refiects folding LRIS into the TAAMS
suboroject. In a similar faghion,.in 1999 it
was determined that the BIA probate
effort and the Office of Hearings and
Appeais [OHA probate effort should not
pe kept separale since the two programs
were 30 clossly intertwinad., Those
subproiects have been cambined into a
single effort, Therefore, 1his repori covers
the fpllowing 11 subprgjects which now
comprise the ravised HLIP |

OS8T Trust Administrative Records
Cleanup. in this subprojest, C8T is
standardizing and verifying HM system
data for {rust financial records, and
correcting and establishing an inventory
of hard copy recoards for each trust fund
aceount,

BIA Trust Resource Records Cleanup.
BIA frust records will be cleaned up o
snsurg accurate land fitle and resource
management information. This will be
codrdinated wilh the eventual deployment
of TAAMS at gach impiameniaiion site,

“Data Cleanup” Defined. The Cawe
Claanup subpralscls withim Q8T and BlA are
shnsd gt ersuring thal data houset nexisiing
o mEw aysiems @ aonurafe snd complete,
awt wimed @ eiminaling  lransathon
prosessing batklogs o enswig reconds are
perdeaepartiouiatdy  lmnd swneship
nforaton and  mosords. Thersfore,
retgrenges o "dels oledneg’ in his teport
shioilt be viewed broadly, ae ingluding both
data puridication  {corrsstisn], and  data
updntas (dats and infgrmation Fansaction

Probate Backlog. Under this subproject,
BiA and OHA will inventory, identify and
develop action plans and procedures to
aliminate the probate backloy. BIA and
OHA will 280 implement reinvention lal
recommendations to streamiine and
inprove the enlire probals progess,

BIA Appraisal Program. This sub-
project includas an assessment of the
present BIA appraisal program, policies
and procedures, reviews of staff qualifics-
tions, determinalion of the adherence (o
unifor Standards of Professional
Appraisal Practices, and development of
corrective action plans, as appropriate,

Trust Funds Agcouniing System
{TFAS). Using a service bureau
approach, the Office of Trust Funds
Management acquired, installed and site-
tesied a proven commercial off-the-shelf
rust accounting system {o repiace the
present BIA UM accounting moduie,

Trust Assel and Accounting
Management System {TAAMS), TheBIA
has svaluatad, acquired, and 8 piloling
proven commaercial off-the-shelf land
management system technoiogy. The
B4 1a modifying this sysiem o reflect the

Department of the Interior
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unique aspects of indian ttust )
requirements for the system including
master lease, billings and accounts
receivable, and collection subsystems.
Following successful testing and pitoting,
e TAAMS system will proceed to full
implemeanialion acress BiA, replacing the
present BlIA infegrated Records
Managemen! System (IRMS}, In addition,
ihe Land Record information Sysiem
{LRIS) function has been incorporated
into TAAMS,

MMS System Reengineering. The
purpose of this subproject is to design,
deveiop and implement new core
business processes for the MMB's
Raoyaity Management functions and ‘
supparting systems. improvements will
address the HLIP objeotives of accurale
accounting, timely reporting and
transactions, and appropriate
management of resources an Trust lands.

Racords Management. Under this sub-
project, a joint Recerds Management
soiution for inlenior rust records involving
QET, BIA, MMS, 8LM, OHA and other
relevant DO offices has been developed
and i being implemented. The scope |
includes Indian trust records
management, storage, access, control
and disposition, and sontemplates
electronic record keeping, including
imaging technology.

Policies and Procedures., DOl rust
policias and progedures will e

Training. The Training subproiect will
pian and daliver both trus! management
and employee skills Iraining relevani v
delivery of Interior's trust fiduciary
responsibilities to American Indians,
Training will be provided acrogs the
interior {rust workforce and will include
Tribes anc participating contractors.

iternal Contrels. This subproject will
systematically address documented
internal control deficiencies in Indian trust
managemsnd, item by item, that have
been identified through internal and
external audit, Congressional oversight
and outside reviews. Corrective actiong
will be validatad and/or designed to
assure resclution of all internal control
waaknesses, Further, a parmanent frust
risk management office is being
asiablished 10 conduct continuing
revisions of trust aperations across DO
to ensure performancs of indian trust
management responsibilities.

While the Secrstary's decigion on Trust
Management Improvement was {0 ooour
within a three-yaar period, the task has
proven io be formidable, Consequently,
the plan includes milesiones thatextend
beyond 2001,

A number of issugs and
resommendations in the Special
Trusteg's Strategic Plan were deferred,
including:

inventoried, reviewed and, where ‘ New managefmsat and organization
appropriate, revised or established for the structures oulside of the DOX
purpfase‘ of improving the ma?r?agement. . Introducing nes trust products o
accaunting, investment, auditing and services based on the prudent
reporling of indian rust assets. investar rule:

Department of the Interipr
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. An fredian Develppment Bank.

in oiher areas, the Secrelary decided thal
the Cffice of Special Trusiee wauld
initiala the trust sysiem and records
cleanup efforis gutlined above with funds
approprigted to the Special Trustee in FY
1897 and FY 1998, Similarly, the BIA
trust systems, records management, and
datafprobate cleanup initialives were
funded with FY 1987 and FY 1888 funds
appropriated for those purposes. in
addition, a consolidated budget was
devetoped angd coordinaled under the
oversight of the Spacial Trusiee, who
reviews and certifies plans and bureay
budgeis in accordance with the American
Indian Trust Funds Management Reform
Act of 1994, Budgetary requirements
refating to this effort in the FY 2000 and
2001 time frames have bgen coordinaied
with and addressed to the Congress by
the Department, the CST and {he BIA

Oversight monitoring and accountability is
provided internalty through the
Secretary's Trust Management
Improvements Steering Comimitiee, the
Special Trustee for American indians,
and the Assistant Secretary - Policy,
Managemenl and Budge!, and externally
irom the OMB and cognizant
Congressional committees, in addition,
the District Courl has retained jurisdiction
for 5 years to oversee the implementation
of the Depariment’s trust reforms.

This revised and amended High Level
fmplementatian Plan for the TMIP
provides information on and describes
each of the 11 subprojects, responsible
Bureaus, Offices and officials, and

Badget {Dollem in milllons)
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describes supporting tasks, oritical
milesiones, work plans, and resource
astimates. This version represents a
significantly improved plan, incorporating
changes predicaled on the lessons of the
past two years of trust reform, This plan is
aise richer in delall and spacificity.

Each of the 11 subproiects may be
modified during implementation (o reflegt?
changed andior unantivipated
circumslancas, including, for eample,
the availabiity of funding and personnel
provided by the Congrass.

A summary of the TMIP budget, which
folais $200.4 million for this pericd, &
depicled below,

Appropriations through Fiscal Year 2000
total $133.8 million.

Department of the Interior
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OST Data Cleanup

%
OST DATA CLEANUP

I  Responsible Official

The responsildle ¢fficial is the Special
Trustee for American Indians, Doug Lords,
Deputy Direcior, OHfice of Trust Funds
Management, 08T, 1§ the project manager
responsible for compileling this subproject,

Il Statement of the ?robiem

Bocumentation and supporting data in the
Individueal Indian Monies {IM) module ¢f the
BiA's Information Resgurces Management
System and IIM {ile jacket folders were not
maintained consistently throughout BiA and
OTFM field offices. !

Numerous deficiencies exist in the data
because of nconsistent application of any
*standard” method of data input,
accountidala review, or standardized use of
Trial Codes, Alpha Codes or Managemsn
Codas. Specilic examples of some
problems which exisled in February 1886
and required oleanup include the fcliowing:

+  5.500-plus 1M accounts axisled for “minors”
who had reached he age of majority;

AN UM jacket folder is a physical e foider
coentaining basic information regarding the account
and account beneficlaty.

« 48 0G0-plus HM scoounts did not have a
current addrass for the acoount holder;

« 123 00H-plus M acoounts lacked a social
security o tax identification number;

+  23.000-pius specis! deposit accourts
containgd undistritided funds;

v« 2,788 IM accounts contained Tribal funds.

Il Statement of Objectives and
Qutcomes

inn this subproject, the OST is standardizing
and verifying M system data for trust
administrative records, and recommaending

© corrections and establishing an inventory of

hard copy records used daily for each trust
fund account. These tasks oflen involve
the BIA in policy decisions, review and
implementation,

A critical aspect of the trust fund reform
effort is the Cleanup of [IM data in the
system, along with compiling accoeuniable
JIM jacket folders. The project to Cleanup
the IIM database is designed to standardize
and verify the data housed in the current
M system,

Agditionally, the project provides an
nveniory of the hard copy records
deiprmines s condition and racommaends
any comractive actions. A qualily review
leam checks and verifies the cortective
actions, The desired resulis are that

s Bvery Reglonfagency/Tribe wi use &
standard set of codes 1o open and mstntein

Department of the interior
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acgounts in e Trust Funds Accounting
Bystam (TFASY;

+  Bvery Region/Agency/Tribe will obtain the
rrost complete and aoeurate information
possible for each account holder and this
information will be reflected properly in the
TFAS,

Every IM gecount will have a jacket folder

with documentation regarding the
management of that individual account.

The work on this subproject invoives
several BIA Regional and Agency Offices.
The pringipal sile forthe efforiis in
Abuguerque, New Mexico, al the sile
lgased by the Cleanup contradior.

IV Relationship to the Reform Act
of 1994

The OST Data Cleanup subproject is
essential to providing accurate and reliable
information to account holders. This effort
spacifically addresses the following
requirsments of the Trust Reform Act of
1884:

+  providing adeguate systems for accounting
for and reporting trust fund balances;

»  providing adequale conirois over reogipls
and disbursainents; .

«  providing periodic, Umely reconciliations to
assure tha acouracy of accounts;

+ determining accurate cash balances;
v preparing and supplying account holders

with periodic staternents of their accourd
performance and with balances of their

acoourt which shal be avaiiable on 3 daily
basis,

»  esiabighing congistent, willten policies and
procedures for rust fund management and
. aceournding;

« providing adequaie stafling, supervision,
arwi frairing for tust fund management and
accounting;

+  properly accounting for and investing, as
well a8 maximizing, in & mannar consisient
with the statutory restrictions imposed on
ihe Secretary's invastment options, the
selum on e invagtment of all trust fund
monies,

s+ preparing accurste and timely reporis ta
atoount holders (and ofhers, as reguireg) on
a pariodic boasis reégarding ai collections,
dishursements, investments, and retum on
investments ralatad (o thelr rust accounis,

¥V Relationship to Other HLIP
Projects

This subproject directly supporis Trust
Funds Aceounling System implementation,
Improvements that are produced in the
Probate, Records Management, Policies
and Pracedures, Training and Internat
Gontrot subiprojects will have a positive
impact an and influence the effectivenass
of the Q8T Data Cleanup effort and IIM
data mansagemeant in the future.

Vi Subproject Budget

The estimaled subproject budget for this
affort follows:

Department of the Interior
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The project organization and sefeclion of
SUBPROJECT BUDGET temporary stafl was compieted December

OST Data Cleanup 31, 1996,
| o=

Fiscal FY FY FY FY ’
Year 1997/ | 1099 | 2000 | 2001

1998 C. Select and Cleanup a Test

$3$ in Agency i
midions 5% 39 2] 1.

=3

Vil Subproject Action Plan The initial pilot office, the Fiathead Field

Qffice, within Northwest Regional Office
jurisdiction, was selected as the pilot for the
Cleanup project as it was expected to have
a sample approgriate {or an average office.
The Fiathead office has approximately
4,400 accounts #1 the IIM system, All attive
A. Establish Project Charter and inactive lIM jackst folders were
reviewed, As records werg reviswed, new
policies and procedures were developsd to
institute the standard codegs ags wellas io
documeni that the review procedures were
being followsd. The work af the initial
Clearup site was completed March 34,
1997,

The paricular tasks and milestones
necessary to successiully complets this
subproiect are outlined in the following
pages.

The charter-established purpose of the
subproject is to! 1) standardize and verify
the data housed in the current M sysiem,
preparatory to conversion to a new trust
fund acceuniing system; and 2) build an
inventory of the hard copy records for each
account and identily deficiencies in

documentation from established standards, D. Select Additional Test Site
and Cleanup Records

This task was compieted November 30,
1698

The Southwest Regional Office in
Albugquerque, New Mexice was the first site
g chosen for review after the pilot office.

B. Organize Project and ‘ Basged on findings and documentation

: relrieved from ihe pilct agency. it was
Temporary Staff to Conduct | determined that the inllial review did not

Records Cleanup Pilot provide for a complete and thorough
3 accourni management examingtion,
Proeesses ware added andior medified (o

Department of the Intarior
0.



HIGH LEVEL IMPLEMENTATION PLAN - 2000 08T Data Cleanup

accommodate a complate and thorough « 14,800 Zevo Balance accournts o research

examination. These processes were and close, if appropriate

applied to the pilot site’s 1M accounts R _ .

including Special Deposits, Overdrafts, and ::gﬁ%;’f:éﬁ;i;ﬁf;i;:;:ﬁ; to,

House accounts. Additionally, an Estate

Accounis Review was added. s 28,100 accounts with no activity for 18

monihs to research and resoive

The Southwes! Regionat Office Cleanup

was compieted In June, 1897, The initial pilots for the Q8T Data Cleanug
project were finished June 30, 1997,

The table below illustrates the number of

E. Develop and Refine Cleanup | [IM accounts by BIA Region in the IRMS (1M
Procosses Module, and includes a figure for current
ribal acoounts,
As records were reviawead for the piigt Accounts by Region
agency, new policies and procedures were Hited w“wj‘;*
deveioped o document the raview Triekd 28,034 Grant
procedures as well s to ingtituta the DITEN Torars

Southwein

standard codes. The types of problems ixing Eentein
addressed by new polickes and procedures 28,884 " 3010
inctude Dormant Agcounts, Small Balance : Esstorn
Accounts, Whereabouts Unknown, and ’ Woentain - Sktanoms
Zero Balance Accounts, Policies and ie.262 : Atsara
Proceduras were developed to address pacitic / L AN
new anomalies. The results as of January $.534 - \ ~ su.302
1997 in the Cleanup effort and associated SN Hauaio L5TY TRt
research revealed the foliowing with regard 9,837
1o existing {IM accounts on the i system.
e 748000 potential files {0 research and

eherk for documents
+ 45800 (otaling 327.7 Million) Table statistics as of 1731400

“Whereabouls Univiown?” acocounis io

regenrch

= 128,400 Tax dentification or Social Securnily
Numtsrs (o obtain

+ 48,800 Duplicele Acssounts and 6160
Spacial Depost accounts 1 research

Department of the lnterior
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F. Acquire Contractor to
Perform Cleanup of
Administrative Records in
18 Months -

A performance-based statement of work
was developed utilizing information
discuvered in the pilot agency and area.
The contract consists of seven steps of
project work ingiuding:

1, Planniag: Project planning, including
process analysis and
deveiopment of technical
training package;

2! Phase I Statistical reporting *Before”;

3, Phage i: Qmganization of files and data
vesification;

4. Phase il Individua!l account reviews;

& Phase IV, Slorage of records Jempoary
and elscironicy,

& Phass v, Slalistical repariing "After”,

7. Phase Vi Follow-up angd condinuous
irnprovements,

The OTFM worked with the Small Business
Administration (SBA) Offices in Denver,
Phoenix, Athuguergue and Qkiahoma City
10 obtain information on 8{a) certified firms

capables of compleling the contracling work,

OTFEM and BiA contract parsonnel traveind
to Oklahoma City in August 1987 10
negotiate the terms of the contract. The
contract was subsequently awarded as a
cost-plus-incentive performance-based
contract {0 DataCom Boiences, Inc, under
revised, simplified acquisition procedures
gsiablished for the Federal government.
Acquisition of comntractor support was
compigted August 27, 1997,

G. Select Pilot Site for Pilot
Test of New Trust Funds
Accaounting System

A decision was made o pHot and lesl the
naw Trust Funds Accounting System
{TFAS) initially at one or more BiA Regilonal
Cffice looations befors rolling out the
system o all M and Trbal accounts agross
all BIA ang OTHFM locations. The O8T Dala
Cleanup project was aligned with the TFAS
Pilot effort. The BIA and OST jointly
developed critéria for selection of a suitable
system pito! site, including the following:

«  Whether the Region was representative in
terms of Toibal, 1M and Special Deposit
aoos, bust assets and fand
management issues, Trbal conlracting and
income ivpes;

« ' nformation sbout e status of previous of
on-going records cleanup afforts inthe
areas of trust management records, BIX
trust agset and land title records, and
Haarings and Appeat probate bagckiogs,

+  The general receptivity of Regional
Management and Indian representatives,

Department of the Interior
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«  Staff knowledge of avtomation, policies
ang procadures, trust management, etc.;

»  Logistical considerations such ag
telecommunications, geography and costs,

This task was approved on November 13,
1987, by the Sevrelary's Trust
improvement Btaering Committee, with the
selaction of BiA's Weslem Reglon Office in
Phoenix a8 the Filpt site for the TFAS.

H. Task Contractor to Perform |
Methods Study, Project f
Planning and Production !

Gear-up

The first task order was issusd for a three
week period to brainstorm and evalyate the
bottom ling needs of the proposed effort
and the most efficient and elfective
aiternalives for accomplishing the Cleanup
projact. Five options were studied ranging
from compieting the Cleanup work in the
field al each office to complating the work
in a centralized location, Budget estimates
i support each oplion were also
deveioped, Estimated oosts ranged from
approximalely $7 to $18 million, depending
on the appreach chosan, The hingl repont
from this first task was delivared o
management on September 12, 18%7. The
decision was mate by 05T management to
centralize the Cleanup effortin
Albuguerque, New Mexico. Ths intlial
budget estimale prepared for this oplion
was ihg contract budget for this project.
The contrastor inftiated planning and work
o prepare the gperation or production.

This included locating ang oplaining spate,
communications, equipment, and .
ampioyees. The coniraslor was also
tasked to work with the goverpmern o
finalize the analysis of each process used
in the Cleanup effort, and to davslop the
project training manual, These efforts were
tasked o the contracior by September 30,
1987, and the contractor completed all
phases of the work in late December 1997,

I. Task Contractor to Plan,
Initiate, Conduct and
Complete Cleanup

The task order was issued {o begn
production of the cleanup work and the
coniraclor began cleanup work on January
g, 1998, OTFM employses provided the
quality assurance compliance checks for
the condractor's work under this
performance-based conlract. The cleanup
is organized into four basic work activities
controfiing the fiow of IM records through
the cleanup. These aclivilies are slorage
and inventory control, arganization and
filing, data verification, and ascount review,

A help desk was organized to control
documentation and respond to both field
and OTFM Inquiries. A designated
contracior supearviser manitored the
warkfiow during each acilivity, assisted
assigned contracior staff with problems and
answerad guestions. From time 1o time,
the contractor ratated or alternated both
workers ani supsrvisers among the various
aclivities to provide cross raining and 1o

Department of the Interior
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establish backup capability, This effort was
complsted in Seplember 1988 excopt for
clganup of the jacket foiders that have
been withheld by three Tribes {see Sedlion
N, Dalow),

J. Gather Western Region
Administrative Trust
Records Centrally in
Albuquerque

Records soligction in the Westem Region
Dffice was imitiated on December 8§, 1997.
Teams of OTFM employess were
cispatched {o Western Region subordinate
offices to coliect, box and ransport OTEM's
active liM account jacket folders and unfiled
documents to the confracior in
Albuquerque, New Mexico. Controlied mail
and precise inventories of the number of
boxes and jacke! folders shipped and
received weare used (o ensure dacument
condrpl, OTFAM's active HM Hiancial trust
racords were fransported from Westem
Region and Agency Offices.  The fast
shipment of boxed #M jacket folders and
unfited documenis based on this task was
raceived in Albugueargue on Fehruary 3,
1998,

K. Finish Cleanup of Western .
Region Administrative Trust
Records '

1
#

Over 33,000 M jackels folders, supporling
an equal numbar of acoounts, were
processed, examingd, and verified by the

contractor. 1M systems datla was validated
andfar corrected under strict guality conirol
standards. Processing of Western Region
financial records commenced on January §,
1994, and was completed on March 29,
18548,

L. Continue Gathering IM .
Administrative Trust Jacket
Folders and Trust Records

Fljom Other Areas

Records were ransported, received and
clgaped up from all 12 BIA Regions, Once
received gl the cleanup site, Datalom
made copies of the records avaiiabie 10
Ragion andior Agency stalf as neaded,
While under Dalalom's control, the IiM
recosds wers subject 1o sirict contidentiality
and safety policies and procedures.
Records were only seen by authorized
employees performing prescribed cleanup
work processes. Visitor access o the
DataCorm facility was controlled. Removal
of M records from the facility without
writien consent of O8T was prohibited. To
the extent that addilional adminigtrative or
financiat trust records are found during
fuiure trust reform efforts, those documents
will be transterred to O8T records faciiitiss
as part of the Records Management
subproject,

M. Oversse Confractor’'s
Efforts and Report on
Progress

Department of the interior
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A full-time contracting officer's technical
representative interfaces daily with
DataCom. Weekly progress report
mestings are held between the Conlracting
Officer. OTFM management and DataCom
managers, Appropriate progress and
managament reporis are provided by the
contractor. THis will condinue through the
fife of the vontract for data cleanup, and is
an ongoing activity.

N. Resolve Jacket Foldar
Retention / Production lssue .
with Tribes ;

Three Tribes have registerad objections to
removal of the nglve 1M jacket lders o
Albuguerque for cleanup by DalaCom
Sciences, Inc., and storage in the 08T
records centers, Tribal leadership cites
previous problems when valuable files were
removad from the Agency. The three
Tribes are the, Pine Ridge Agency (Oglala
Sioux Trike), Standing Rock Agency
{Standing Rock Sioux Tribe), and Umatilla
Agency {(Confederaled Tribes of the
Umaltlia Indian Reservation). A fourth
agency, Red Lake {Red lake Band of
Chippewa Indlansg of Minnasota), retains
trust fingncial records bul not M jacket
folders. Attempisto date lo reach g
suitable, mutually agresabls solution that
meets (he operational neads of both the
Tribes and the Depanment have not been
successiul. DisCussons have aken place,
but as yef, no resohiion has ocourred,

0. Complete M Jacket Folder
Cleanup

The OST coniracior, Datalom Sciences,
Inc., compieied the TFAS pre-conversion
cleanup of trust adminisirative dosuments
contained in the 1M iscket folders iIn
September 1993,

OST jacket folder cleanup was completed
as indicated in the foliowing tabie:

QST DATA CLEANUP SCHEDULE

i cre A,
COMPLETION DATE %

Wasiam Region Kok 1984
Alzska Rsgion , A 1558
Panific Ragion Apnl 1§48
Southwest Region Agd ekl
tavaa Region by 1908
‘Sauhern Plains Region uly 1098
Eastem Oxiandena Hogion Augue 180k
Easter Region Augudh 1958
Rocky Mourain Region Doverber 1438
Mutwest Ragion Hnudy 1938
Gieaf Plains Hagicn by 188
HNorthwest Region Septorter 1558
Close out Septarnber 1594

However, saveral items have peen
identified as needing correction prior to the
TFAS system conversion. To ensura a
“clean® and smooth transition from one
sysigm ip anothar, extensive rasearch was
completed o reduce or eliminate exception
items.-Thase exceptions, as ientifiad by
CGTFM are described in detall in saction P,

Department of the intarior
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P. Identify, Report on,
Organize and Initiate

Eliminate Duplicats Acoounts, M

Follow-on Cleanup Efforts

The trust adminisiralive reconds cleanup did
not resolve all deficiencies nor effect g 100
paroent cleanup of OST fnansial trust
documents, in some cases documentation
i$ absent or missing from active files or
local procedures have created special
cleanup actions unique 1o a particular
Region or Agency. In other cases,
management codes need 10 be reevakuated
for many M accounts, the use of Special
Daposit accounts must be reconciled with
mguiation and taw, and existing accounis
cleansad up in cogrdination with BIA. This
lask includes exampies of known post-
conversion Data Clganup actions that have
been identified as needing corrective action
sfter the Region has converied {o the TFAS
system, Under Task 4 of the OST Data
Cleanup contract, the 08T Datg Cleanup
contrasior, DataCom Scignces, nc. is
assisting with pre.and post conversion
cieanup mailers,

Cleanup work includes ftems such as
identifying and modifying name and
address records for those with two or more
names and address records, clanfication of
accounts using malden cames, correction
of coding contradictions including invalid
dales or sort characlers, These pre-and-
post-cleanup activities will iikely be
parformed by a combination of conlractors
and Interior staff, Examples of continuing
cleanup efforis that will be underaken
foliow:

account holders and the 8IA have, in the
past, established duplicate accounts i two
or more BIA Regions, uging the same
account number. Q8T, in ¢oordination with
BiA, is working {o eliminate and consotidate
account business into a single numbered
ascount in TFAS, For edample, in a two-
month effort immediately praceding ihe
convarsion of Great Plaing Region, over
11,500 duplicate acoounis werg identified
and consolidated. This efferf will continue
through the March 2000 ¢onversions of the
Eastern Oklahorna, Southerm Plains and
Naorthwest Regional offices.

Transfer Tribal IM Accounts. Review of
M account files indicate that largs
numbers of "HM" acoounts have beean
established by and for Tribat trust funds,
Guring the coursa of the TFAS conversion
effort, such Tribal M aeoounis established,
under an impreper management code are
heing researched, dispersed, or moved out
of the IIM investmant pool 10 a proper new,
or existing Trikal trust account(s) in
consultation with BIA and Tribes. This
sffort will continue through the March 2000
conversions of the Eastern Qkishoma,
Southem Plains and Northwest Regional
uifices.

l.ocate Missing Documents. An aid to
[pcating missing mandatory documents in
HiM jacket folders is being evaluated. The
approach uses a document invenlory
database to produce a spacific list of
missing decuments required 1o complate
ihe jacket folders, This information is being
provided to agenciss as a resource o aid In
aceumulating the necessary documenis.

~ Department of the Interior
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Missing mandatory documentation Qoours,
in the following categories:

« Tribal Enrollment

- Bocial Security Card

~ Birth Ceriificales

- Acount Holds

- Court Qrders on Account holder's

hehalf

- Official and unofficial death notices
- Qrders prohibiting distribution of funds
- Qrders deiermining heirg

- IM acoount establishmant forms

~ Change orders

« Disbursement authorizations.

Far gxample, approximately 188,000 iiM
jackel folders have missing mandsiony
documenis.  Effons (o igcats these
documanis o date have proven expensive
and time consuming. OST and Datalom
Sciences, Inc. are investigating the usa of
account stratification to focus this effort on
the more critical and high value accounts.
For instance, less than 800 flow-through
ascounts cycled more than $5,600 during &
12-month peripd, These actounts have
been established as 2 prionty for locating
missing dosuments. Another 1,800 fiow-
through accounts cycled between $1.000
and 54,988 during a 12-month period,
These sr¢ being addressed as the next
pricrily. A decision on the practicaily of
pbtaining documentation from account
holders for lower-value accounts will be
made in tha next few months. For
accounts other than flow-through accounts,
centralized accounting requires all
decumentation fo be ghlained prior o
processing and disbursement.

Revise Management Cadin;z.‘ Pogt-

cleanup includes Change Crders generated
in the [IM Clean-Up Process. The Change
Orders fall into three major categories: 11
Tribal Code Changes, 1,672 Alpha Code
Changes; 82,2066 Management Code
Changes; 2 total of 81,149 mscommended,
changes to the UM masler record. The
OS7T andd BIA will compigta a plan 10 deal
with revising management poding by
September 2000,

Whereabouts Unknown, Maintaining
curent addresses has beer a longstanding
problem as {he number of rmissing account
holders grows every year, many of which
are allributable to fractionation. As of
January 2000, there are approximately
61,000 Wharaabouts Unknown accounts,
ironically, the number of bad addresses
has grown as a result of reform initiatives
that are increasing the amount of
correspondancs géngrated to the highly
mobite aceount holider population.

Q8T and DataCom are seeking an effective
and efficient method of locating
“whereabouts unknown” account holders.
To dale, O8T has relied on correspond-
ence, atendance at indian gatherings,
postings at Tribal headquarters, publishing
lists in newspapers and on the OST wah-
siie {p make contact with account hoiders
with Incorrect addresses. The use of 8
computer file search on-site at Indian
gaiherings hag mat with some success. In
a recent iniliative, Q8T has generatsd
‘whereahouis unknown” compuier name
listings coupled with the individual's social
security number, and processed this
information through a commercial credit
bureau. At a cost of $1 perinquiry, QST
has exparienced a "hit” factor of upwards of
75 percent. Similar processing has been

Bepartmant of the Interior
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conducted with the Indian Health Service,
also with some success,

OTFM and DaisCom Scignces, Inc, gra
rasearching procedures o imprave the
chance of fingding valid addresses saon
aftar & document is retlurmed a8
unideliverable, By working new
undeliverable mail, it is thought that the
number of Whereabouis Unknown
accounts will not wncrease substantially,
Allernative approaches to dealing with
Whereabouts Unknown, which will be &
continuing problem, inglude new policies or
legislation ¢ provide authorily o address
his situaiion. A re-svaluation and decision
on the costeffectiveness of prasent
approaches is scheduled for Seplembear
2000,

Special Deposits Accounts. Numereus
OIG findings have cited the significant
misusge of special deposit accounts for
purpases other than those established in
28 CFR 114.2 as temporary "suspense”
avcounts. Over the years, the number of
apecial deposit accounts which have bgen
openad and remained inactive over 18
months has profiferated. Approximately
200 new accounts open each month
gensrating incraased adminsirative and
TFAS costs . The BIA, DOffice of the
Solicitor, and O5T will jointly: &) establish a
policy to address current deficiencies and
problems; b} define which accounts are
appropristely categorized as trust fund
geoounts: and ¢} begin a new process of
handling collections. The Office of the
Solicitor ig (0 adirass issuas regarding
special deposit cases which have been -
refarred 10r logal review and
determinations, An implementation plan

will be developead by Seplember 2000 for
cleanup” procedures based on a Ragion-
hy-Region assessment,

Resclve Accounting Discrepancies. As
part of the Depariment's efforts to address
past management of Indian trust accounts,
the Deparimant proposed legislation in
1808 aimed al sliminaling historic variances
between and gamong the Department angd

reasury’s accouniing racords. The
proposed legistation required researgh
effarts to determing ihe cause of the
variances, and appropriated funding to
clear the discrepancies in the event the
cost of research would exceed the cost of
clearing the discrepancies. Congress did
not enact the legiglation. While this
initiative is largely related o rectifying the
past, it 18 aiso an integral part of the
Depariment’s reform efforis because these
variances impact the day-to-day
management of Indian trust funds. {&.4.
complex inlerest distribution]

Prospective Efforts, The prospective
aspect of regolving accounting
discrepancies chiefly invelves securing
funding necessary to eliminate any
continuing impadt on account benaficiaries.
A 86.7 milion aslimate is included in the
2001 President's Budgel fo increase the IIM
investment pool 16 the aggregate tolal of
the positive balances in the underiving 1M
accounts. The Administration had
proposed g similar appropriation in ifs Apnl
1998 tribatl trust fund settement legisiative
proposal which was not enacted by
Congress.

}?ermspac{fve Efforts. The refrospective
aspedct of rasolving sccounting

Department of the Inlerior
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discrepancies involves determining the
historic impact of these accounting
discrepancies on account beneficiaries and
rectifying specific variances (for exampla,
rue gverdrafis in trust accounts),

In Aprit 1489, the Oice of Trust Funds
Managemen! completed an inventory of
known accounting discrepancies that
includes descriptions of the research efforts
performed o dale. A briefing was hekiin
May 1948 for Department, 05T, Solicitor,
inspector General, OMB and Treasury staff
to describe the major accounting
discrepancies: 1M fund balance with
Treasury, HM subsidiary ledger with fund
balance; tribal rust fund balances with
Treasury, and pudget! clearng accounis,
During the summer, OTFM provided funther
briefings for Treasury staff to determing
alternative golutions fer rectifying the
variances between Treasury and fund
balance accounts. it October 1999,
Treasury proposed that OTFM either
conduct furthar reconciliations or seek an
appropriation fo bring OTFM's fund
balances inlp agresment with Treasury's,
an approach similar to the Depariment's
1988 legigiative proposal.

Resolution of indian trust accounting
discrepancies is complex, and involves
multiple offices within and ouiside the
Department, including Congress. Potential
interest impacts are particulary difficult to
resolve dueg o lack of clarity regarding {he
obligation io pay inlerest on HM accounts,
and complex distribulions challenges
atirinutable to limded avtomated historics!
data and variability of account hoider
compaosition aver time. In arder 1o
determine the precise impact on agcount

beneficiaries, substantial reconciiation
eficris may be required.

The immadiaie Office of Speciatl Trusies i&
securing additional experiise to caordinate
the resolution of these account varignces,
inciuding determining the need for
additional reconciliation in @ manner
consistent with the Department's trgst
responsibiiities. Hinng of additionat staff for
this effort i3 expected io be compleied by
June 2006,

=

Department of the Interior

-19-



HIGH LEVEL IMPLEMENTATION PLAN

- 2000

BIA Data Cisanup and Management

2.

BIA QATA CLEANUP
AN{} MANAGEMENT

I Responsible Official

The Responsible Gificial for this subprojadt
is the BIA Depuly Commissioner for indian
Affairs. The subproject manager is Dominic
Nessi, Special Assistant to the Assistant
Secretary for indian Affairs, The work of
this subpraject wil ocour at BlA
Headquarters, Regions and Agencies,

Il Statement of the Problem

Legacy Systems

The BIA s implementing a new Trust Agset
and Accounting Management System
(TAAMS]) throughout all Regrons, Agencies,
and participating Tribal Offices, TAAMS
wili rgplace the current legacy systems that
arg used 10 support the and title and
rasource management functions performed
by BIA. The legacy sysigms do not
adeqguately satisfy BIA's noeds, Most use
oid tachnology that doas not faciliitate data
integrity. The reliance on muiliple
auiomaled systems raguires duplicate data
eniry and increaseas the potential for
inconsistencies with the information
contained in each system,

Thea data found in the legacy systems
varies considerably in terms of quality,
completeness and timeliness. Soms
offices use the systems regularly, others
use them rarely, and stilt others have
redefined the legacy system to fit thair gwn
negds. Finally, some offices have creatad
their own systems in place of the legacy
systerns. For example, due to the legal
regquirgments to maintain hard copies of
gertain land related documents, both the
Land Title and Records Gffice (LTRO) and
Agencigs maintain voluminous manual files
and foiders, and in numMersus cases have
geveloped pcal auiomated and manual
applications supplanting IRMS.

The legacy sysiems discussed above
include the Land Records Information
Sysiem {(LRIS}, the inlegraied Records
Management Sysiem {(IRMB} for gwnership
and lease funclions, and the Royalty
Cistribution and Reporting Syslem {(RDR5}
for @il and gas leases,

Migrating Data to 3 New System

As part of the implementation process, dala
frgm the legacy systems must be migrated
to TAAMS. Data in this conlext includes
individual pieces of system-housed data as
well as data included ir documeanis
affecting the title and encumbrances on tille
for individual Indian and Tribal lands held in
Trust by the United States. The data is
used in the following BIA functional areas.

+ Land Tiles and Records
+ Reaflty
- Burfaca Leasing/Range Permits
- Sub-Surface Leasing
- Rights of WayClher encumbrances

Departinent of the Interior
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- Asquisitions and Disposals

¢ Forestry
*  Appraisals

Need for Data Cleanup

The scope of the BIA Data Cleanup effort is
sxtensive, Al present, the BIA is managing
an estimated 170,000 tracts of land
SNCOMPassing:

58,000,000 acres
360,000 Indian owrers
2,000,000 owner interests
100,000 active ieases

# * % =

A multitude of dotuments that generate
changes (o the ownership siatus of the lang
are aliecied by Data Clesnuyp including
those perdaining {6 eontradis,
ancumbrances, probale orders, timber
sales, etc. These
documents are

stored as BIA TITLE RECORDS
physical records
orin legacy Mumber of
systems or both. Decade  Documenis
For examgple, 2
frequency Eggg ?g
distribution ;3?3 26
prepared from the 1R85 14
Billings LRIS 1880 218
histc,ry f;|e 1800 16,726
produced the 190 25167
fﬁgowmg resuits: 1450 1 1:443
1940 9,448
The adjacent 1850 12,888
table lotals 1560 18747
A 18970 30.247
220,848 records
X 1580 38,580
related to title oy 1990 24 044
and does not Total 220,943
inciude records

perfaining to conbracts and igases.

The BIA Data Cleanup effort 8 focused on
land title and resource managemeant
information maintaingd by the bureau in
automated systems, microfitm/ microfiche
and physical hardcopy files/folders,

Those files and folders associated wilh
surrent leases are generally well organized
and indexad, and conipin adegquale
associated information on tilles or leases.
Howeover, nistorical isase infermation &
knowr to be in inconsistent states of
completeness and availability. Preliminary
assessment indicates the files/folders are
currently organized in @ manner that will
support the Qaia Cleanup effort and do not
generally nesd a preprogessing exearcise to
erganize the data.

The date maintained elecionically in
support of land titte and resource
management requirgs cleanuy and
reconciliation across systems. Incorrect or
inconsistent data is the result of, among
‘other things, a) muitiple manual entries of
the same information into the automated
system, b} the tendency (0 use the same
information inconsisiently or
unsystematically across aulomated
sysiems and functions, and ¢} the use of
different automated systems for the land
resource managemeni function. Specific
issues associated with incorrect or
inconsistent information in the automated
and manual files are being assessed as the
Data Cleanup astivities are infliated al a
specific geographic location.

Additionally, many BiA offices experience

Department of the Interior
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backlogs inthe enlry of probate
information, as well as information from
other doguments, Data Cleanup wil
address extensive data entry backlogs
where they exist and reduce the workloads
0 a level where the iocal BIA office is able
1o assume s novmal processing
responsibiiifies,

OBSERVATIONS OF DATA CLEANUP
PROGRESS .

One of the difficult aspects of the BIA Data
Cleanup task is that the data neaded o
properly plan the effort from beginning to
end, including pregise miestones, are
essentiaily unavailable, When the Data
Cleanup process began in January 1889,
the exient (o which this facior would impact
pianning had not yel been determingd.
While the BiA has leamed a great deal
about the character of its data, it is difficult
to quantify the extent of the data problem in
any comprehensive manner. We have
found thal: 1) each BIA and tribal site's
Data Cleanup issues are very different; 2}
the nature ¢f processing backiogs s
difficull 1o assess; 3} the fack ¢of uniform
nation-wide lagacy systems magkes
gatharing information difficult; 4) data
definitions differ from region to region and,
in some Ccases, agenacy to agancy within the
same region; and 5) the BIA's business
process has permitied regional variation in
its data rules to the extent thal key
information such as the format of Indian
owner Kentfication numbers differs
considerably from ¢ne region o another,
To perform a Tull data assessmeni would
{ake s tong ihat by the ime the final ofiice
was completed, the information gathered

w——————

from the first office would no longer be
valid.

As a result, the BIA has organized the Data
Cleanup initiative in a manner that allows
for correction in sirategy and approach as
new challenges arisa. A preliminary step,
compiefed in January 1999, was to identify
g general appraach for Dala Cleanup that
is describad in greater detall later in thig
pian, bul I8 sumnarized here,

When the Data Cleanup contractor initiates
Data Cleanup in an office, the first slep s
to conduct a full assessment of the office
and its over-all environment: the local staff
is interviewed; files are reviewsd,;
documents counied; special concerns
noted; et In the saecond step, the office
assassment i§ reviewed by e conlracior,
melrics for Daia Cleanup esiablished and 2
iceal cleanup staff hired. The logistics
issues for hiring the iocat cleanup stalf and
time recuirgd must not be minimized, This
process is lengthy as the contractor
advertises for personnel, performs
interviews, makes hiring decisions, and,
finally, traing the new staff. Concurrently,
the contraclor is also securing physical
space, inslalling the necessary hardware
for Data Cleanup {personal compulers,
local arsa nelworks, elg.), as well ag
oiaining desks, chairs, file cabinels and ail
of the other basic requiremenis for an |

office,

I rmust also be noted that in some
geographic lecations, it is not even possible
o find a sufficient number of qualified
personnel 1o properdy siaff the Dale
Cleanun office. There will De insiances

o R —

R ——
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where the dyration of time reguired o
complete the Data Cleanup will be haavily
infiuenced by the number of contract staff
that can be hired. This cannot he pregicied
in advance and can only ba delemined as
it acours,

The third step is the pre-implementation
Data Cleanup. it was initially believed that
& minimum standard for readiness could be
estabiished for ali Data Cleanup sites.
Howsver, experiencs in some sites has
proven plherwise. Some BIA sites present
such greal Data Cleanup challenges that it
could be yoars before the dala is
sufficiently ready for system deployment
using our initial standard. Asaresull i
was determingd that a separale sirglegy
would ba determined for each Data
Cleanup site, concentrating on ensuring
that the most basic requirements of data
integrity were mat, such as the elimination
of duplicate records in the legacy systems.
fFurthermare, these initial "cleanup” efforts
would be aimed at facilitating the data
migration from the legacy systems to
TAAMS,

In some regions, we have discovered thal
date migraiion would be inefficient ang
ingffective since the existing systems were
in such poor condition and used so
sporadically. In these cases, the contragior
i entering the entire TAAMS database
directly from hardcopy records,

Furthermore, it has become very clear that
it would not be possible to conduct a long
pre-mplementation Data Cleanup using the

existing legacy systems. The legacy
systems lack any data integrity features
such as filters and edits, they operaie
siowly and are frequently unavailable due
to system and network issues. Whila the
Department doas not wish (o enter data
it TAAMS thatl is not thoroughly
analyzed, there is an advaniage Wwusing
TAAMS for data enlry and data correction
with i3 grapnical interface, bulitin fillars
and edit routines.

Thus, the challenge for the Depariment
was to develop a process whereby an
office could deploy TAAMS lo take
advantage of its data entry capacity, but
delay implementation (actual use) unti it
could be determined that the information
comained within was sufficient 1o conduct
business. To accomplish this, the
Department is developing a significant
number of data quaiity repuris, data
anomaly reports and dala istings thal fully
exarcise e data and that can he used by
the local office to rmake a decigion on the
adaguacy of the information o perform ils
business tasks. As described undgr the
TAAMS subproject, each site will have a
periad of time between deployment and
implementation to conduct this review and
make this determination,

Onca TAAMS is deployed, the Data
Cleanup contractor will conduct data
assessmenis using a separals leam of
statisticiansg and resesrchers to eslablish a
level of data guality, Depending on the
past data managemant practives of the
office, this assessment may be conducied
before or after system implementation at
which time TAAMS becomes the system of
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record, Where data management praclices
have been lacking in the past, it is highly
fikely that the assessment will occur prior o
system implementation.

In any eveni, the assessment will be
condusted during the post-gepioyment
Data Cleanup phase. When TRAMS was
first concaived, it was difficult 1o ascertein
precise data cleanup steps that would
aeour in this phase because the database,
figlds and data definitions had not yet been
determined, Now, with TAAMS nearing
completion, it is apparent that a significant
level of new information will also be
necessary to enter. Depending on the
griticality of the data o the core
funclionzlity of the business process, some
of the dats will be enlered afler
implementation. Other figids, essential io
conduct business. will ve entaered before
TAAMS is implemented,

In surnmary, the Department continues to
iearn from the Data Cleanup experignce al
. &very new site. Strategies are continually
raviewad and ¢changes made as warranisd
by the dircumstances. While it s difficult 1o
astimaie g tolal cost and duration for the
entire pleanup offorl at this time, 8 few key
observations can be dearived. Firgt, the
gata is not getting any belier and
immediate action is necessary. Secaond,
the Data Cleanup conducied at sites dver
the past yaar has already produced a
significant improvement in the data, Third,
ihrough careful managemant attention, the
Dapartment can minimize any negative
impact by Inpading data into TAAMS before
it is completely verified, Fourth, greater
management atiention in the ares ¢f dala

guality is essential to maintairns the level of
data quality as ® arises. Finally, the data
problems are the result of a lack of
resources over an extended period of years
that cannot be reversed without a
permanent infusion of resources ang the
cominpance of Data Cleanup activities over
an extended peried of time.

Il Statement of Objectives and
Outcomes

The uvitimate goal of Data Cleanup and
Management is to ensure correct and
updated daln such that Indian trust records
are accurate, meel management and

- operational standards, and estabiish

permanent dals inlegrity at all BiA lavels,

The proper adminisiration of BlA's daia
consists of bwo mapr functions: 1) the
cleanup of existing data in BiA's aulomated
sysiems, as well as initial entry of dats not
previously automated into an electronic
format and 2) the continuous,
comprehensive management and cara of
data afisr the initial Data Cleanup is
accomplished,

The former is accomplished through an
intensive application of Dala Cleanup
resources and technigues, The alleris
accomplished through heightened
organizations! awarenass of the ssues of
data integrity. This will roguire additional
resousces 10 properly manage the frust
function and establish organization poticies
and procedures that ensure data accuracy
and dala gualily,
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The BIA Bata Cleanup adlivities disoussed
telow are concamed with the specific
process of preparing the TAAMS for
successiul implementation and establishing
g level of dala accuragy and compleleness
that can readily De transferred 1o existing
BiA sigll

Data Cleanup iz a process that hegins prior
to depioyment of the TAAMS at each sife in
order to insure & dalg quality loval sufficient
for a successful implemeniation. Tha
process continues with an nlensive post
imgiementation Daia Cleagnup effort that
includes crealion of new dats flelds, as well
as loading of data that had nof been
entargd in the currgnt legacy syslems.

Upon compigticn of the formal Data
Cleanup process, BlA program
management initiates BIA dats integrity
practices that are subject o independent
audit and evaluation. Data Cleanuy
activities are conducted by the Data
Cleanup contractor and BIA staff,

The BlA Data Cieanup effort will be
parformed wherg the title and lease
documents are maintained and used,; will
be performed by a combingtion of BIA staff
familiar with these records/documents and
contractors; and will foous primarily on
active data. Appropriaie research will be
conducted wheraver historioal information
s & necessary basis for ensuring that
gurrent records are agourate.

Foliowing cleanup of data and informalion
essential to the TAAMS Pliot in Biliings,

addiliona Data Cleanup will be performad
afler migration t the naw TAAMSE when 5

madern database and tools are availabie to
support such an effort. The initial site
assessment will determine which Data
Cleanup approach is needed {o
succassfully complete the task.

Tha BiA Dats Cleanup subproject will;

+  ldentify missing documents/data and enter
the pertinent data into the appropriate
SYSIBMNS; :

+ nsure that data in existing legacy
systemns are consistent prior 1o migration to
e new system;

»  Perform manual research and data eniry
at siles;

»  Verflyirecongile current and hislorioal dale;
+ Prepare data for conversion [0 new TAAMS
winch inchudes LRIS capabliies:

+ Establish effective data adminishation
aohcies and proceduses:

v Cuordinate the BIA deanup effort with the
other cleanup afforts (g.4., 08T, OHA)

»  Provide claan land records and Bla data in
time for the initial impiemaniation of the
TAAMS system pifot and full deployment o
BIA Regions;

¢« Minimize impact fo gn-going lard
management activities at the LTROs,
Agencies, and Tribes,

+  Maximize contractor support to ensure that
current daily operations are not adversely
impacted and service remains responsive

-are the records updaled as appropnale,
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IV Relationship to Reform Act

Verifigation and validation of data is
essential {0 providing accurate and reliable
information to account holders. This effort
specifically addresses the Reform Act
provisions that concerm providing adeguate
systems for accounting for and repoding
trust fund balances, groviding periodic and
timely reconciliations and statemenis of
accounts, and delermining acourate cash
baiances.

Specifically, the Reform Act ¢iles the
additional requiraments iisted below

«  Appropriately marnaing the natural
rasourcas locatad within the boundanas of
indian reservabions argl trust tareds,

*  Praparing accurale and Himely repoads (o
account holders on g periadic basls
regarding ali collections, disbursements,
investments, and retura on nvestmants
refated to their trust accounts.

»  Mainjaining complele, accurate and fimely
data regarding the ownership and lease of
Indan lands.

¥V Relationship to Other
Subprojects

The BIA Data Cleanup effort has a direct
impact and bearing on the TAAMS
denlayment, The TAAME poteniial for ¢cost
savings and opsrations! efficiencies willhe
negated if the underlying dala qualily is
poar. Consequantly, pre-deploymeni Dala

Cleanup is critical,

As is the case for O8T. Dala Cleanup,
reform i the areas of recods
management, policies and procedurss,
training and internal cantrols will sliminats
underlying causes of inacourate daia tha
necessitated the cleanup of BIA and O8T
data.

Vi Subproject Budget

SUBPROJIECT BUDGET
BIA Data Cleanup

Fiscal FY Y FY £y
Year 19977 | 14488 2080 20
10998
$$in . 1408 8.8 R
millions

Vii Subproject Action Plan

The panticular tasks and milestones
nacessary to successfully complete Data
Cleganup include the Inlowing;

Department of the Interior
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A, Assign BlA Data
Administrator and Data
Administration Team

Anindividual famiiar with the breadth of
land management data requirements was
assigned responsibility as team leader for
the BIA Data Cleanup effort. In addition, a
Data Administration Team was formed o
gstablish the requirements for the Data
Cleanup effort. This task ensures ihe effort
has an individual who is focusad on and
responsibls for ensuring the complation of
thig effert, This individual will aiso
conrdingie BIA dals cleanup with other
Trust Management improvement eflonts.
The Data Administrator has the
responsibifity to insure that dalabases
maintain an acceptable level of data
quality. A BIA Data Administralor was
selecied in August 1998,

B. ldentify Data Elements,
Standards, Metrics, and *
Resolve Data Ownership
Issues

The Data Administration Team defined the
data elements {i.e., title data, owngrship
data, and lease data) and the attributes of
each data element currentiy maintained in
the legacy systems. The Data Administra-
tion Team members and selected
interesied parties identified and resolved

any overlapping of data elements,
differences in data elemaent defintions, and
data ownership issues. A draft TAAMS
data dictionary was provided for inclusion in
the TAAMS RFP.

This task was parfially completed on
schedule in Auguat 1898 for legacy
systems. A drafl listing of data fiekds and
shirbutes was included in the RFP. A
complete isting of dals fiplds, reflacting
system design team inpul for TAAMS, was
complefed on March 28, 1989,

C. Perform Data Quality
Analysis

An Initial analysis of BIA ust and land
management datefrecords was performed
by Regional Office personne! 1o define {g)
the types of datafreCords (& be analyzed,
{b} locations where data should be
analyzed, {c) numbers of tems to be
analyzed, {d} individuals to perform the
analysis, and {g8) development of analysis
pracedures and checklists.,

This analysis was used to develop "macro”
level siatistics for identifying the extent and
scepe of the Data Cleanup sffort.

For example, the resull of the analysis
indicated that the Eastemn Regional Gifice
had sufficiant problems associated with s
record-keeping that the BiA decided o
maove its Title Plant aperations from the
Eastern Region to the Southern Plains
Region (Anadarko).

Bepartment of the Interior
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The analysis also identified the scope of
the backlog associated with Babbill v,
Youpee, 518 U85, 234 {1987 and Hodel v,
Irving, 481 U5, 704 (1987) and indicaled
ihat a more direot resolution of these issues
would need o be accompiished oulsiie of
ihis Data Cleanup effon. (See discussion in
Probate subprojecty, This issh was
completed in Dacember 1958,

0. Procure Data Cleanup
Contractor Assistance

i order 10 perform the Data Clesnup lasks
associated with the deployment of TAAMS,
it is essental that the BIA acquire the
assistance of qualified experiise in the arsa
of Data Cleanup and records management,
The BIA will identify potentiat Data Cleanup
contraciors and take the necessary sleps o
secure the services of a contractor that has
relevant experience in the area of trust
records.  This was accomplished March 1,
1988

E. Develop Data Cleanup
Strategy, Policigs and
Procedures

Based on the resulls of the data/record
analysis tosk, BIA developed an overall
sirategy for performing Data Cleanup. This
strategy addresses how Data Cleanup will
be performead, what dataliscords are

clganed up duting the TAAMS pre-
depioyment and posi-deployment panods,
wherg Data Cleanup is going {0 be
performed, and who is going {0 perfonm the
datafrecord ¢leanup (e.g., current BIA staff,
new hires, condractor support).

The cleanup strategy was divided inlo
seven phases {four of which are
accompiished by the Data Cleanup
contragion,

. Office Praparation for Data Cleanuyp
Activitios - Tha locat BIA office prepares
its files, records, tegacy systems, eic, to
the greatest extent possible within its
resources 1o insure that the Data Cleanup
contractor san begin work effectively and
efficiently,

. Data Cleanup Assessment - The Data
Cleanup conlracior perfonms 3 fommal
ausossmant of the deployment ¢itey’ datn
argt gxisting records 1o determing the
gurrent eondiion of date quality and
whether any special data issues ¢xist
which must be addressed,

* Establish Data Metrics — The Data
Cleanugy contractor establishas “goals” for
Dats Cleanup, determines how and when
the Data Cleanup Wil be performead and,
gonarally, estabishes g bageling upon
wiich cleanup activity can be measured.

. Prowdeployment Data Cleanup -~ The
Cata Cleanup coniractor uses &
comparison of legacy dala using “data
integrity {ools” te dentify hconsistert or
incamplete data; research rrissing of
incorrect crilical key field information; and
manually enter data into “holding files” for
ater convarsion inte TAAME, and sample
information 1o detenmine additionsl post-
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gdeploymeni requifements.

. Post-deployment ¢leanup — Post-
deployment deanup beging with the
official cepioyment of TAAMS ang
continues untll the dala achipves a Quality
rate sufficient o tum over iolal
responsibility 1o the local BIA
management. A key facet of this acthvity
is the enfry of naw dala Inlo TAAME that
had not been previously sullected n the
legagy systems.

Paost-deptoyment activilies inglude a
sampgling of dala ¢ ascenain 8 “dais
guality” rate. I casses where the data
guality leveis are unaccepiable, the BIA
and the Daila Cleanup coniracior wilt
reevaiuaie the local plan and may require
further Data Cleanup by the contradtor,
Upon achieving a level of data quality
acceptable for completing the conlractors
work, a specific Data Cleanup sirategy will
be prepared by the confractor and wrmed
over to BIA management for completion of
all necessary activities,

. Data Auditing — The BiA will contrast
with an independent chsarver 1 audit and
verify that the data is being maintained in
a proper fashion at selected deployment
siles. Typically, the audit witt ocour after
a period of six months after the Data
Cleanup centractor has congluded its

- effors. '

+ Data Management by BIA - The BIA
staff will engage in all practices necessary
to maintain the integrity of the data as
measured by accuracy, complatengss
and timeliness.

A strategy was completed on schedulfe by

the end of Janvary 1988 and a full Data

Cleanup and data managemsnt plan was

finalized in August 1989,

F. Training on Data Cleanup
and Data Quality Policies
and Procedures

Belore actual Data Cleanup eHors began,
the Dala Cleanup coniractor who is 10
perform the Data Cleanup was trained on
axigting realty practices, data slandards,
policies, and progedures. Tralning was
partarmad by the ipcal rasity staf{s and bhe
Data Cleanup Team Membars, Training
will conlinue 1o ba given 10 contractors and
staff at the LTROs, Agsncies, and any
Tribes that enter and use Trust
Management data as they becoms parl of
the Dala Cleanup process.

As Data Cleanup is iniliated in regions after
the Rocky Mountain Region, addifional
training witl be performed on unique or new
issues in thal paricular area,

For example, in the Northwest Ragion in
Portland, Qregon, there has tean a
historical issue with the assignment of
general Indian identification numbers to
Indians not associated with g particular
fribe. In order (o prepare the Northwest
data for inclusion into TAAME, these
individuals would need unigue identifiers
associated with a specific iribe. The Dala
Cleanup contractor was fasked fo provide
its staff with specific instruction an this
issLIe 8¢ it pertains to the Northwest
Reagion. An estimated 3,224 indian
tdantification Numbers will need {o he
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addressed in Porttand, Training began in
March 1998 and is ongoing.

G. Perform Pre-Deployment
Data Cleanup in Current
Systems

Based on the results of the analysis lask
and the developed Data Cleanun Strategy,
datalrecords needing cleanup prior o
deploymant of TAAMS will be addressed
during this task at each geographic
iocation. This inchudes necessary Data
Cleanup to suppor the TAAMS Fiot and
deployment, as well as all subsequent
iocations.

Pre-deployment Data Cleanup focuses on
ensuring that "key” data fields such as tract
number and owner 1) are unique and
correct, inconsistencies betweean the legacy
sysiems are ressarched and amended as
necessary. Eliminating these errors
ensures that TAAMS data conversion can
ke processed effectively.

For exampie, in the Rocky Mountain
Ragional Office, more than 2,000 records
from LRIS, affecting over 16,000 tracls,
were analyzed, researched and corrections
made i the legacy sysiems befpre
conversian, Similarly, for IRMES, over 2 004
records impacing 2,300 iracts were
analyzed, researched and corecied.

A very different condition exisis inthe
Alaska Ragion, where no legacy sysiems
gxist. In this region, Data cleanup has

entailed the copying of all pertinant rust
records, shipping of the coples o & central
facility in Albuquergue, NM and direct entry

_ into a new TAAMS databass.

The pre-deployment Gata Cleanup task for
the Pilot site was completed in August
1999, The Pilot Region includes the Rocky
Mountain Regional office and saven
agency offices,

Tha BIA Data Cleganup scheduls is
integrated into the over-ali TAAMS
deploymaent schedule, Data Cleanup is
scheduled for compiation immediately
preceding the impiementation at gach
patlicular gite,

Regions Where Datg Cleanun Hus Hogun

- adaska * « Easters - Great Plaing
- Worthweost - Pacific - Bouth Plaing
- Southwest - Rocky Min,

Data Cleanup is schedided to ba initinted i
all 12 BIA regions by June, 2000,

For more information on the scheduia for
Data Cleanup it is necessary tu see Section
& -Trust Asset and Accounting
Management System.

H. Monitor Data Integrity For
Each BIA Office
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i prider 1o establish more pracise metrics
angd measure the lovel of data sccuracy
during the performance of the Data
Cleanup task, the BIA wifl utilize # statisticat
assessment for delermining the accuracy
and completeness of the dala slored in the
TAAMS system.

The assessmeant will be conducied by a
separate team under the management of
the Data Cleanup contractor and overseen
ly a statistician, The actual assessment
will be sonduciaed by professional document
researchers.

The statistical resulls will be divided inlg
five independent sublasks:

1. Ownership Assessment {Tracts/Titles)

2. Realty Assessment {Lease Units)

3 TAAMS Payout Assessment (RDRS io
TFAS)

4, RealyfLease Dala Correlation
Assessmant .

5, Reverse Data Agsessment

Data accuracy and dala compleleness
statistics will further be subdivided by
historical and active records. The universe
of records tncludes the tolat number of
TAAMS records for various categories of
documants in the TAAMS systern,

The net result is to verify the rediability of
the dala in TAAMS compared 1o actual
hardeopy source documents, When
disorepancies are found, the review team
will further ientify whether the discrepancy
was introduced during the convarsion of
data to TAAMS or was inheriled from the
lsgacy system.

The following sections provide a broad
overview of each assessment process for
the individual types of TAAMS documants,

" Qwnership Assessment

Samples will be randomiy selected from the
tolal popuiation of 2l conveyance
document types or sampled from gach
individual ype of conveyance document.
This sample size will be depsndent on
several factors including the numbaer of
current documents inciuded in the
CONVersion process, stratification by type of
documant, and the estimated propartion of
defectives, Audit document lists will be
generated from TAAMS iable data utilizing
a random number generator or similar
random selection device generally
accepied under slandard audit praclices,

The following fist will give a brisf depiction
of tha audit process afier the gensration of

audit sample frorm TAAMSE,

] Acoass individual assessment record on
tha tracking database.

’ Frirt Documeant Search Report (DSR)
from TAAMS.

’ Verify ownershipiitie convevante data
againet information contained on the
printed DSR,

» Track accuracy and complatenass of

gach individual data slement conlained
on tha DSRK in the fracking database,

As a secondary assessment grocess, any
physical records that do not indicate a
match against the dala confained in
TAAME wili be compared {o the dala
comtaingd in LRIS, This step will indicate
whetharn

o ————
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1. The error existed In the legasy
system and was "aocurately ©
migrated to TAAMS, or

£, Tre error was created during
the CONVErskin process.

Realty A_gsess:ﬁent

Encumbrance documents will also be
sampled directly from TAAMS, Randomly
selscted encumbrance dacuments will be
pre-populated into a tracking database in
the same manner as the Ownership
assessment dalabase. Assesameant
poersonnel will visit field lcoations 1o acoass
physical lease records mainiained st the
agency level.

Again, the iracking dalabase will mirror the
encumbrarnce document soreens §o that
system verification may be completed data
glement by data element. Since reports do
not currently exist in TAAMS that wouid
gserve the same verification function as the
D8R in ownership, print screens of TAAMS
ancumbrance document data will be utilized
during the audit procass,

The foliowing list will give a brief depiction

of ihe assessment process afier the

generation of random samples from

TAAMS.

» Access individual assessment record on
the iracking database.
Print screen of repor from TAAMS
Verify encumbrancs dogument
information contained in each physical
record.

. Track accuracy and complelenass of
each individual data element contained
in the reccrd tracking database

As a secondary assessment process, any
shysical encumbrance records that do not
indicate a match against the data contained
in TAAMS will be compared {o the dala
conlained in IRMS. This step will indicate
whether:

1. The error existed in the iBgasy
system and was “agourately”
migrased o TAAMS, or

2. The error was creatad duting
the convarsion process,

TAAMS FPavout Agsessment

Accounting and payoul information will also
be randomly selecied duting the
assessment process.

1M records and payments submilted o
those acoounts via TAAMS will be randomiy
sampled o verify that financial payoul
information is corrgct, This step may aiso
invelve TAAMS 10 number verffication so a
full assessmeant involving hath conveyance
and encumbrance documants may be
completed. '

Accounting and reporting structures will be
assessed based on the format of TAAMS
accounting reporis as they are developed.
if errors are encouniered, secondary
assessmenis will aiso be performed against
exisling legacy sysiems such as RDRS that
currently produce payoul data, This will
insure that any errors found during the
COMPATSON process are true conversion
arrors and not ¢ata enlry errors inherited

e
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feom ihe legacy payout syslems.

Realtyil.ease Data Cotralation

Assossment

This audit sample wilt involve auditing all
documents related to a single tract number,
This proceass will involve randomly selecting
a small number of active TAAMS tracts,

Roverse Data Assessment

The final slep of the posi-conversion
asseasment will be a2 raverse assessment
trail derived from 2 imited number of
randomly selected M account numbers to
verify a complete assessment irail,

focating ali gncumbrance and conveyance
documents related {0 the tract, while also
verifying correct payoul. This will provice a
separale samplé crilerls 10 Compare

M
Acoont

TAAMS
Fayaut

Realty
Lease
Lait

Crnprskip
Titlg

against the individual documen! sampled
from bolh the realty and ownership poriions
of TAAMS,

The dala derived from this process will then
e compared and analyzed with data
derived from the previous individual
docurment audits 30 that consistent
confidence levels may be inferred via
unique sampling methods.

The foliowing list briefly outlines this
sampling/audit process:

* Generste random sample of all active
tragts in TAAMS
* Yarify ol conveyance documents

gsoianted with parent racls
» ~ieify 8 oncedoranos dodements
assocated with parent tracis

» Verify ol payouts on all accounts
associnted with parent fract
. Perform secendary assessment on all

arrors found in conveyance,
encumbrance, and payout with
correlating legacy sysiem data

. Report stivistical comparison against
individual document samples in
previous assessments in order 10 derive
overall level of confidence.

This reverss assessment process will
reflact a8 complete record comparisan
stemming from the payout process while
varifying all current documents in TAAMS
that may affect the final gistribution of
funds,

The process will be derived from 2
culmination of data collected during the
preceding assessment processes,

. TAAMS Post-Deployment
Cleanup

Afer deployment of TAAMS, additional
sleanup activities will be required. Subject
1 data inmtegrity goals, Data Cleanup
activilies thal can be pedormed more
effectively in the new environments will be
accomplished in this phase.

Department of the Interior
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Examples of posl-deployment Data
Cleanup include reviewing slandard BIA
reports, such as the Tille Siafus Repord,
from the legacy syslem agains! TAAMS
reports, addressing inconsistencies,
researching and making corrections o data
errors found dunng the conversion process,
using dala anomaly reporis o identify
errors and entering dogument precgssing
nackings, such as compieted probatas.
Data for new fisids that were not collected
in the tegacy systems will be added to the
new TAAMS data files. For example, the
fegacy systems did not support “meiss and
bounds” legal descriptions and diract entry
for tracts with such descriptions must be

- completed after deployment.

With the deployment of the core TAAMS
functions implemented using modern
database management togls and data
architecture, BIA wilt have an environment

and suppordt toals to complete the

necessary Data Cleanup requirements.

The depleyed TAAMS system will be an on-  »
line relational database system whers dala

is entered once and storad only once inthe ™
system. The Post-deployment Dala '
Cleanup effort will be execuied by a team

of contracior staff supporied by iocal BIA

staff.

The Post-Deployment Data Clesnup lask is
schedule to be compieled af all sites by the
and of Fiscal Year 2063,

J. Post Data Cleanup Auditing

An indapendent contractor has been
sslected 1o randomiy select BIA offices
which have complgled Data Cleanup in
order to ingure thal data integrity is being
raintained and that ail Data Cleanup
goals have been achieved. The audit
process will stiize accspled practicss angd
standards for statistival sampling and
randorm decument seiection.

The meihodology emploved will use the
following steps.

. identify the universe of records for
major categories of BIA documents {e.g.
title documents, contracts, leases, ele.);

- Employ cammon statistical techniques

to devetop the number of documeants
that must be tested to ensure a
representative sample,

v Usirg random selection, choose an
aqual number of TAAMS records and
documents from BIA files,

¢ Perform a comparative analysis
batween the two sources of documents
and review every fisld that is resident in
the TAAMS database,

* Calculate a percantage of atcuracy
using gach dala Hisld as an individual
gada piint. A percentage of 985 %
accuracy will constiluie an acceptabis

. $eore for aff data inthe database,
However, the above percentage targst
should rot be conslued 25 @ target for
frangactions resulting from using the
gota. When determining
landownershin, distribution or
scontragiual obligations, e standard of
100 poreant ascuracy has been and will
ramain the BIA slandard,

Depurtment of the Interier
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* Securily

Where TAAMS cata does not match the . Program Management
physical record, the data auditor will note (
iha discrepancy in a report to the local Data Administration
office management and 1o the system dala
administrator, ’ The system owner, the Office of Trust
Responsibilities (OTR}, created and filled a
¥ the audilor determines that the office's TAAMS gystem data administiglor position
data has not reached g lsvel of inlegily fo provide national leadership in this effon,
sufficiant to meet BIA data standards, the Agditionally, full-time data adminislrators for
Data Cleanup contractor wili return to the TAAMS and trust data will be hirsd al the
site and address outstanding issues, The regional offices with oversighd
auditor will also make an assessment as to responsibilities at associated Land Title
the reason for the sub-standard data . Records Offices (LTROL The TAAMS dala
accuracy rate, including whether or not dictionary will set forth cansistent
management altention 10 dala igsues is definitions and rules for use that will be
sufficient, necessary slafl is available, etc. required without exception across the BIA,
‘ At this ime. the First draft is finished and
Data auditing is conducied the initial review has begun. The dictionary
approximiately six monthg after the will also map cut when data are 10 be used
release of the site by the data and into what fields and screens it s
cleanup contractor, This pocurs aliowable, Deviation from the diclionary is
individually and in conjunction with ' not altowed, Another key aspect of this wil
the Data Cleanup schedule of the be the data validation and checks and
TAAMS deployment. (See related TAAMS balances that are built into the TAAMS,
subproject for schedule.) t
: Security

: : : The BIA has established security
K. BIA Data Management reqguiraments for the varying levels of
TAAME access and employees’ current
securily levels ars being assessed and
brought up to required lsvels d found lo be

The Burgau has begun the post TAAMS facking. The abilify 1o manipuiate dala in
data management efforts to insure the the system has been and will conlinue to
integrity of data and consistency of the be tightly monitored to ensure proper
processes throughout the Bureau-wide controls within the system,

systerm. The key elements of the BIA data

management program arg Program Management

* Data Adminisiration The OTR has begun as56s8menis af the

Department of the Interior
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LTRO's, to review for cansistent business
processes, analyze regional differences in
workload, and moniter progress in the
implementation and management of the
TAAMS. After the initial round of
assessments, BIA management will
consider recommendations on possible
realignment of offices to more evenly
distribute the national land title workload.
The assessment will also make
recommendations dealing with overall
management of the land title program to
improve services, and insure consistency
and accountability both inside and cutside
of the TAAMS environment. Periodic
reviews of LTRQ's will be required as part
of the data management program.

The Bureau has carried out periodic trust
program reviews within many of its trust
programs. The ieviews, which are done by
BIA technical experts from outside the
targeted office, will be formalized and
expanded to all lrust programs as part of
the internal controls that are necessary to
monitor for compliance and to correct
deficiencies that are found. After full
TAAMS implementation, the Field Users
Group will be made permanent with a
similar mix of field and management staff to
advise upper BIA management on
necessary changes as they may arise.

Department of the Interior
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3. PROBATE BACKLOG

. Responsible Official

The responsible officials for this subproject
are the Deputy Commissioner Indian Affairs
and the Direcior, Office of Hearings and
Appeals, Office of Policy, Management,
and Budget. Larmy E. Serivner, Depuly
Dirantor. Qffice of Trust Responsibilitiss,
Burasu of Indian Affairs and Charles
Breace, Depuly Direclor, Office of Hearings
and Appeals, are joint managers of this
subprojed,

. Statement of Problem

The Secretary is charged with
administering trust or restricted resources
ang funds for the benefit of individual
Indian owners, Federal law permits Indian
resouUrce owners 1o pass title 1o their frust
assets by testamentary devise or by
intestate succession and imposes upen the
Secretary the duty of determining the legal
helrs 1o the frust assels after the death of
an ingian trust asset ownser. See the Adl of
Jung 25, 1910, 35 8iat. 855, 25 US.C. §§
372,373,

As each generation passes, Indian heirg
hecome owners of undivided interests in
the trust and restricied asseis. The
multiple common ownership is referred 10
as "fractionated heirship”.

Regulations set forth at Title 43 Code of
Federal Regulations, Part 4, require the BIA
o obiain information regarding the identity
and wheraabouls of presumplive heirs and
o provide an inventory of the frusl assels
o an Administrative Law Judge of the
Depariment's Office of Hearings angd
Appeals (OHA)L! Additionally, the BIA has
delegated authonty 1w determing the heirs
in estates containing only trust funds of
less than $5,000. The cash only estates
are referred to as “summary distributions”,

Due in large part to the great numbers of
fractionated Interests in trust assets,
probate cases in BIA regions with high
soncentrations of alloded lands have
beceme backiogged, The Indian Probate
Reinvention Laboralory found that this
situation is further exacerbatled by the fact
that both BIA and OHA lack sufficient siaff
exclisively dedicated to probale case work,
and that thers exists no uniform agengy
procedures far faciiilating tmsly
proCessing.

During Dacember 1959 the BIA Central
Oftice requested the eleven Regional
Offices with prabate programs {o assess
the case workload of the BiA agency
offices under their administrative
jurigdiction, and to recommend strategiss
for the glimiration of any backlogs, Ten
regions responded to the request with
information that revealed that
approxinalely 34 BiA {ieid staff are
axclusively dedicated o agency probale

i Daspiis the fact that the heirghip
information B to be obiained from soirges oculside
the B4 the reguialicns mandale that the niormadion
be furnished lo OHA within 9C days from the date the
BIA is notitied of the death,
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case processing. Caseioad data, which
included a projected estimate of future
deaths, was that approximately 15,500
cases are pending in the en BIA regions.
The information specificaily reveated:

»  Appresimately 1,700 cases in which the
death notification was received within the
previous 80 days,

Approximately 5,400 cases in which 90 days
had elepsed since the notification of death
Was recebad;

Approvinzdely 100 cases that had been
relumiod from OHA for additional file wark;

Appromimaiely 4,800 ciossd sslales that
rgoptdre posting, recordalion of tlle
inforration and amendment of agency
paymeni records;

Approvimately 1,000 cash only estates that
require heirghip detarmination and
distribution;

Apprasimately 2,700 new probate cases
rgsulting from deaths.

Agditonally, OHA repoits that it has
approximately 8,000 pending cases, which
inciudes hoth undecided cases {hat have
been carried over from prios years and new
casss raseivad from BIA in the current
year,

Early in 1936 he Department sought the
assistance of the Office of Personnel
Management {OPM} (o loeale federal
Administrative Law Judges {ALJ} who could
ba delailed to OMHA fo eliminate the probale
backlog. OPM surveyed ali federal
agancies, and advised OHA to mest with
the officials of the Social Sscurity
Administration (58A) to discuss the

availability ¢of 85A AlJs, After extensive
discussion batween the two agencies
regarding the feasibility of an interagency
detail of personnal, the Depadment leamed
on February 24, 2000, that the 58A ALJds
would hot be made available. Accorgingly,
the Doparimean! will exercise #s new
statutory authonly & hire new indian
probaie judges.

[l Statement of Objectives and
Outcomes

The objectives of the subproject are

to: {1) eliminate BIA summary distribution
and BIAJ/OHA estate backlogs, including
the pesting and recordation of title and
pwnership information and (Z) prevent
future backiegs by developing and
implementing streamfined processes for
probate case work,

4+

The subproject cutlinas g number of tasks
designed (o meat the objectives. Among
those ara the crealion of g BIA/OHA
ntegrated Indian probate system that
envigions hiring additional probatle judges
and BIA atlornay dacision makers,
oblaining contractors ta eliminate the
posting and encoding backiogs, and hiring
dedicated staff to continue thig ongoing
wark. The anticipated sutcome of the
subproject is a streamlined Departmental
system that permits Indian trust asset
owners (o be identified and to receive trust
assels and income in a timely manner,

Becaysa his subprojest invelves funclions
gerformed by two Deparimental agencies, it
is bifurcated inte two distingl, yet
complemanmary components: {1} the
elimination of the axisting probale case

Department of thg Interior
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backlogs in both agenciss, anid (2} the

. creation of an interrelated probate
infrastructwre envisioned by the
Reinvention Lab. Because of the
Gifurcation, the tasks and milgstones in this
subproiect are presented topically, rather
than chronologically.

V. Relationship to Reform Act

Title 1 of the American Indian Trust Fund
Management Reform Act of 1899 {(P.L.
103-412) requires the Secrelary o
establish policies and procedures 1o
maintain complete and accurate records
regarding the ownership of indian lands.
Timely completion of probate case work
designed {o identify the owners of trust and
restricted assets is essential w fulfiling that
mandate.

V. Relationship to Other HLIP
Projects

Thig subproject has an impagct on, or is
contingent upon, completion of varous
lasks in the Policies and Procedures,
TAAMSE, Data Cleanup, Training and
Racords Managemaent subprojects of the
HLIP, The relationship of these
subprojects (o the Probate subproject and
the coordination necessary in each
instance is discussed in detall below,

V1. Subproject Budget

SUBPROJECT BUDGET
Probate
Fiscal ) 4 Y FY FY
Yaar 1867 | 885 1 2000 20
1698
$5in
milkons £ 14 88 g0

Note: 2001 funding for ehe probate subprojest inchudes
53.0 mitlien requested in the Burvaw of ndisn Affairs
Budget to phase in permancent staffing for the probate
Progras.

Vil. Subproject Action Plan

A. Strategies to Reduce
Backlogs

An examination ¢f the probals caseload,
described in Sections H and i, againsi the
backdrop of the prasent processing -
structure requires the conclusgion that the
caseload {ar exceeds the BIA's and OHAS
abifity to process new cuses in & timely
mannear, and simultangously eliminate the
backlog. The Indian Probate Reinvention
Laboratory Team recommaended redesign
of the Department's existing probate
program in a manner that would delegate
decisions o the lowest level, eliminate
non-valye added steps, and reduce the
pracessing time front the official notice of
doath io the issuance of the Administrative
Law Judge's decision, from 3-8 years to 18
months,

Depariment of the interior
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Based upon the consolidated information
concerning the probate Cassload provided
by the ten BIA Regional Offices and the
OHA, and the recommendations of the
Reinvention Lab, the following strategies
will be smpiloyed: )

BIA - Establish Attorney Decision-Maker
Positions as an Allernative Means of
Deciding Cases

in Augus! 1899 the BiA and OHA initiated
the administiative work nacessary for the
creation of an integrated indian probate
casg management process that will
promate prompt distnbuation of trust assets
and income to Indian heirs who are legally
gntifted to recsive the trust assets. The
naw system provides two avenues to the
potential heirs for expediling nrobale cases:

+  Decisions by Attomey Dacision-makers
If the cases meets fixed criteris and heirs do
not pbject, the case will be decided by a B/A
attomey decision-maker without a hearing.
The BIA atiormey decision-maker will make
on-the-record decisions in those cases that
mes! apecific oriteda and therefore will be
decidad without & Bearng.

«  Decisions by Administrative Law Judges
Cases may go before an administrative law
dge. Polential heirg and davisees will also
e given an ppportunity o indicate prefersed
sitemale melhods of decision-making by the
ALJ The preferences are {1} p-person ’
heanng, {21 on-thesecord decision (3} video
corferencing for arans that are difficatt o
access fraquently, and {(4) on a imiled
basis, elecorfersnce.

In February 2000 the BIA drafted
regulations that established the policies
and procedures for the BIA Indian probate

program and the duties of the BIA attorney
decision-makers and paralsgal spacialists.
The draft reguiations wil be published as
proposed niles by June 30, 2000, 1 i3
anticipated that the final rule will be
published by Dacember 2000,

The BIA wilt hirg altorney decision-makers
and support staff by July 31, 2000,
Thersafter, approxirmately 2 wesks wilt be
devoled to training the new stalf, Following
the training period, the attorney decision~
makars and staff will address the summary
distrizution backleg in each of the elaven
Regional OHices as describad in greater
detail in the following subsection,

The policy decisions to implement the
BIAJOHA inlegrated probale system
iollowed ihe recommendations of the
Reinvention Lab, and the recommendations
of the 8IA Regional Offices who responded
in December 19498 that the only effaglive
mechanism for addressing the BIA probale
caséload was o hire additional permanant
staff io be dedicated full time to probate
Case processing,

BlA - Elimination of Summary
Distribution Backlog

The great portion of the 1000 pending
estates contain only trust funds, and thus
are ready for summary distribution. They
are iotgted in the Midwest Regiona! Office,
Minneapolis, Minnesota; the Rocky
Mountain Regional Office, Biliings,
Montana, the Western Regional Office,
Phoenix, Arizona; and the Northwest
Regional Office, Portland, Oregon.
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To address this backiog, federal
requtations that ransfer authority to
determing these cases fromthe BIA
Superintendents (¢ the newly created BIA
aliorney decision-makers will be published
a8 an interim final rele in June 2860, The
naw positions wili be recruited and filied by
July 31, 2006,

The BIA, in conjunction with OHA, will
develop a raining curriculum, lo be
conducted in August 2000, that ulilizes
hackiogged probate casework as-
instructional materials, The aliormey
decision-makers and siaff will receive
training on the preparation of probate
packages and Departmental processing of
probate records, A practicum poerlion of the
currictlum wilt focus on elimination of the
summary distribution backicg.

Once the two-week training is completed,
the backlog will e divided and assigned to
the 10 attorney decision-makers for
completion of all probate proceedings and
matters. Altorney decision-makers,
pursuant to the authority in the interim rule,
will address all remaining tasks, such as
contacting the apparent heirs to scheduls
informat hearings, conducting informal
hearings, issuing written decisions that
determine the heirs and distributing the
trust funds.

it is anticipated that this backlog clearance
work will commence on or about August 1,
2000, and be completed by December 31,
2000.

{HA - Complete Decisions on Current
Docket and Incoming Cases

OHA will hire ten lemporary Indian probale
judges 1o conduct hearings and decide
cases in the current OHA docket as wall as
new €ases caming in fram the BIA, As OHA
AlJs and support staff are brought on
board during FY 2000 for newly opened
OHA offices, OHA will use tempgarary
paraiegals and legal olerks and aiso
authorize overtime {0 maintain groduction
as well as decide older cases. By using
this strategy, OHA intends to sondugt
hearings and renger decisions in
approximately 2 BOO cases during FY 2000.
Because OHA will reassign three of ils
permanant judges, hire and train new
judges and open new offices pursuant io
the reinvaention implemenalion procass, the
number of cases decidad in FY 2000 will
not reflect a significant change from FY
1989, In FY 2001 and 2002, howaver,
OMHA expecis 1o hesar and degide
approximately 8500 cases annually,
assuming the anlicipaled BIA backiogged
cases are racaivad during thig period,

OHA - Complets Decisions an Pending
Cases

During Fiscad Year 2000, OHA ALJs will
concentrate on rendering dedisions on
cases on the cumrent docket oider than
twalve months. By implementing this
strategy, OHA AlJs will issug orders for
approximately 800 cases older than 12
months that have atready been heard, but
undecided, In FY 2001, OHA will decide all
cases in its docket that are older than 12
months except in ynususi cirsumsiances
when the facts of the case prevent

LR AR R R
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resglution in that peried. By FY 2002, OHA
axpects to reduge averaga processing ime
for substantially ali new probate cases so
that all cases on QHA's docket will be
decided in 12 months, except in unusual
circumstances when the facts prevent
resolution in that period.

BIA - Posting and Recordation of
Probate Ordears

The dala submilted by BIA Regicnal
Cffices in December 1989 indicaled that
approximately 4,800 cases have baen
closed and arg awailing BIA administrative
actions. These aclions include analysis of
the final probale order lo delerming the
proper distribuiion of the trust assets under
varying applicabls tribst and federal laws
and recordation of new ownership
information, encoeding slecironic files and
posting information in various BIA agendy
files. :

The greatest portion of this work exists in
the Midwest Region (Minnaapolis,
Minnesola), the Graat Plaing Region
(Aberdeen, South Dakota), the Weslemn
Region {Phoenix, Arizona), the Rocky
Mourtamn Region (Billings. Montana), and
ihe Northwest Hagion {Portiand, Oregon).
By May 2000 the BIA will modify its existing
contract {or the BiA/dala cleanup 1o include
posting and engoding BIA files al the
various fisld iocations with gurrend
ownership information contained in the
probaie orders.

This work will commmence in the BIA regions
with the grestost bagkiogs. 1t is anticipated
that all posting and encoding backiogs will
be eliminated by Decernber 31, 2001,

BiA - Contract for Eliminalion of Probate

Case Processing Backloa

The BiA will modify it existing dala
cleanup contract {o include services for the
elimination of the approximataily 5,400
cases identified in the BIA December 1398
probate caseload assessment that must be
processed for referral to QHA.

The scopse of work for the contract will
include the assembly of probate packages
and all tasks necessary for referral of the
cases to OHA. The conlracior's workforce
will be deployed 1o the BIA lield offices
within the five specified regions 1o work in
the ipcal communities,

Additionally the contract will require
deliverables of probate caseisad
inventories listed by decsdents’ names and
tribal affiligtion, which are {¢ be complied al
the commencement of the work at ¢ach
field instaligtion. The dala contained in -
these inventories will be used in
establishing a nationwide (ndian probats
tracking system, as defined in Section K
herein,

Thea contractor will initially addrass those
reqgions whith were reported as having the
fargest numbers of ouistanding cases as
summarized in the foliowing tabie:

Number-of ]| Percentage

Backiog _§j: of Total
' Backlog

Midwaest 1,230 23%
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Great

Piains 914 17%
Westem 687 . 13%
Rocky Mt 867 16%
MNavajo 808 11%

An additional 1,100 cases, which represent
20% of the iolal reported backing, are
spread amony the remaining five BIA
regions, The scope of work will provide
that this 20% badkleg will be addressed by
the coniractor gftsr compigtion of a
significant amount of the casewsrk inthe
five critical Regions, as determined by the
Ceputy Commissionsr - indian Aflairs.

As BIA casework is complgled, OMA may
utitize BIA Decigion Makers to canduct
hearings and decide cases that are ready
for decision,

The contract will he modified by July 1,
2000 and will require elimination of the
5,400 backiogged cases by December
2002,

B. Address Probate Backlog
Created by Youpee v. Babbitt

Backaround

(1 1983 Congress enacied the Indian Land
Consolidation Act, 25 U.S.C. §§, 2201, et
seq., {ILCA) ong section of which provided
that upon the death of an indian rust

resource owner, any fractionated inlerest of
2% or less escheated ¢ the bribs having
jurisdiction gver e iand or rgsoure, The
formuia for detemining escheat wis
amenged in 1981, Therealier in 1887, the
Supreme Court in Youpee v. Babhilf ruled
that the escheal grovisions in L.CA were
uncensitutional,

On February 19, 1899, the Secrelary
crdered that escheated inferests ne
relurnad to the estates of the decedents
whao previcusly owned the intgrests, and
thergafter distributed {0 the proper heirs.
Based upon a gol of the BIA Land Title
Plants in 1997, ihe BIA estimates that
approximatety 178,000 reslricied and trust
interests involving 13,000 estates, must be
redistributad. Casework necessary 1o
accomplish the redistribution ingludes:

+ issuing modifications {or all affected
estales;

« lssuing orders detgrmining heirs in Cases
where detesminations of legal hairs ware not
made,;

¢ Procassing subsequent probates when a
death ocourned during the period of
escheatment;

«  Changing LTRO land ownership records and
gther records as appropriate,;

»  Coordingling with OST to ensure that 1IM
sooounts are established for all affectad
inddividuals;

= Deternining the incomg thal wag ¢amed
during the period of escheaiment; and

+  Determining viable methods of reimbursing
the legal helrs for monias paid 1o Iribes from
eschaaled nterasts,
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Develop and Evaluate Youpee Pillot
Project

The Pragident’s 2001 budget includes
furdding 1o redelarmine and redisinbule
sgchested inlorests, 8y June 30, 20600,
the BIA will select a BiA regional olfice o
conduct g piiot project o delerming the
scope and cost of the effors required o
retiaterming and redistribule eschested
intergsts in that ragion. Aller the pilol
project is complated, the BIS will analvze
the pilgt experience and BIA region
workigads to determine a mathodology for
processing the remaining Youpee Ccasas.
The BIA will also axaming altomative
means of resolving thege cases, such as
tha purchase of the fractionated interests.

This task will be complated by September
30, 2000. The work on the remasinting
Youpee cases will be on-going untit
compietion, which Is anticipated o oceur in
September 2004

C. Conduct Two-Phased Indian
Probate Reinvention Lab to
Develop a Reengineered
Probate Process f

Interdisciplinary leams of Bureau of indian
Aftairs, Office of Hearings and Appeals,
Departmant of interior - Policy,
Management, and Budget. and Social
Security Administration and the Department
of Veteran Affairs representatives
performsd an indgpendent review of the

BiA and CHA probale processes
natianwide under a Deparimental National
Performance Review Reinvention Lab
iniiative. As a resull, reports with
recommendalions on management
improvemenis for more effective probate
processing ang eiimination of all aspects of
the probate backlog have been issued, The
effort resulted in 12 recommendations for
implementation by the BiA and 18
recommendations for implementation by
QHA. The Depariment of the Inlaror
Managemsnt Advisory Group {which
includes the Assisiant Secretary and
Deputy Commissioner for indian Affairs,
Assistant Secretary for Policy, Management
and Budgst, and Director of Ofice of
Hearings and Appeals) substantially agresd
on implementation of 11 of the BIA
recommendations and 10 of the OHA
recommendations {one was deferred). This
task was compipted on November 29,
1988

D. Establish OHA/ BIA
Implementation Team to
Coordinate Implementation
of Redesigned Probats
Process

Cn November 28, 1988, the Depariment
sstablished a joini BIA/OHA prebate
implementation team to overses the
coordination of the agsncies' backlog
elimination activities and the
imptementation of the redesignad probate
process. The team s led by two senior
level managers who will routinely report to
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the Departmant Management Advigory
Group. Additional stafliing will be
compietad by September 2000 and ¢o-
logated in Washingion, 0.C.

E. Authorize Increased
Summary Distribution
Thresholkd for 8IA Agency
Superinlengents

Te enhance the oppontunities 1or resolving
probate cases faster and more efficiently,
the Departinent has revised ona of is
regulations found in 43 CFR Part 4 o
permit BiA Superintendents 1o make
summary disiributions in estates
containing only restristed funds amounting
to less than $5.000. This dollar fimit was
previously $1,000. This regulatory revision
will facilitate the resolution of more probate
cases by BIA Superintendents, theraby
reducing the volume of cases for decision
and hearings by ALJs, This task was
completed on August 24, 1999,

F. Legisiation to Authorize
Hiring of Indian Probate
Judges

Congress has enagled legisiation that
authorizes the Secrstary authorily 1o secure
Indian probate junges s necessary, i
sufficient adminisiralive judges are
unavailable from other Federal sgenuies or

from retired Atds, This Isgisiation provides
the Secretary more flexibility in securing the
requisite number of judges needad to
handle probate adjudications, This task
was completed in November 1998,

G. Hire Additional OHA Staff
and Reopen Probate
Offices

To sliminate the probate backlog/caseload
and maintain acceptable workflow of
gurrent probales cases, the Prolgle
implementa-tion Team will courdingle
required actions by tha OHA and BlA in
astabliishing an adequale and competent
workiorce 1o suppori eslale adminigliation
and the probaie adjudicalion processss,

Basged on the Reinvention Lab recom-
mendations, OHA has advertised to hirg
additional ALJs. The Probaie implemenia.
tion Team wili oversee the reopening of
four OHA fietd offices iocated in close
proximity to BIA agencies in indian
communities. Those OHA offices will be
focated in Billings, Montana; Bismark, North
Dakota; Phoenix, Arizona; and Rapid City,
South Dakota. Three of these locations will
be near BIA Regional ofiices. Thess two
BiA regions (Great Plains and Rocky
Mountain} have the largest number of
fractionated land inlerests and the largest
number of triba! members residing on the
reservations. The new OHA field offices
arg expacted 10 be upened by Seplember
30, 2060,
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H. Complete Staffing Needs
Assessment to Determine
Staffing Levels at BIA
Field Offices

The number of staff required to timely
perform Indian probate processing,
including posting and other related duties,
varies from BIA region 1o region depending
in large part on the velume of probate
activity, the complexity of applicable state,
tribal and federal laws, and the nature of
the trust and restricted rescurces being
administered. The December 1999 BIA
probate caseload assessment revealed that
‘approximately 214 BIA employees
nationwide work on probate matters, but
that only 34 are exclusively assigned to this
work with an average grade level of GS-7.
The wide variance in regional backlogs
emphasized the necessity for the BIA to
analyze staffing needs to prevent
reoccurrence of backlogs in the future.

This analysis will be completed in two
phases by contract sources:

Phase 1 - By June 1, 2000, a contractor
retained by the Deparntment will analyze the
information reported in the December 1999
BlA probate caseload assessment, Using
metrics from the dedicated probate staff to
determine case processing time, the
contractor will project the range of required
staff positions needed at the various BIA
field offices.

Phase Il - A contractor retained by BIA will
develop field location staffing levels tailored
'to meet the unique location needs based

b

upon the information obtained in Phase |
and after factoring the death rates at each
location, Phase I wilt be completed by
March 31, 2001.

Based upon the results of the staffing
needs assessment, BIA staff members,
including any new hires who have been
employed to initially address backlogs, may
be permanently reassigned to BIA regions |
with the greatest continuing needs.

I.  Hire BIA Probate Staff and ,
Establish BIA '
Professional Corps

The Reinvention Lab recommended that
probate clerks and probate specialists
positions be upgraded to reflect the level of
knowledge required by the positions, and
that no collateral duties be assigned to
these positions. In response to the
backlogs identified by the BIA in the
December 1999 probate caseload
assessment, and projections of ongoing
probate casework, the BIA determined that
the level of staffing was inadequate to
maintain current ownership records.
Pending the outcome of the needs
assessment, some new hires will be
initiated by June 30, 2000. Once phases |
and |l of the staffing needs assessment are
completed, as outlined in Section H., the
BIA will realign and supplement staffing
needs as mandated by the needs
assessment.

Department of the Interior




HIGH LEVEL IMPLEMENTATION PLAN - 2000

Probate Backlog

All gtaffing needs gre antivipated 10 be met
by June 2007,

J. [Identify indian Probate
Training Needs

A contract with the Department of interior
Universily will be used to develop the
comprehensive OMARIA probate training -
strategy needed for newly hired staff and to
mpleman sirgamiined probate procedures.
The contractor will be charged with
coosdinating the probate braining
muuirgments with the High Leve!
Implernentation Plan Training subproject to
develop strategy that includes the
deveiopment of a probate paralegal
centification program, as well as short lerm
and leng term taining needs for all
Repartmantal staff mambers with indian
probate related dulies,

The Probate implementation Team will aiso
utilize contract sources to deveiep materials
that meet the protiate tunction -
requirements recommendad by the
Reinvention Lab. Determinations wilf be
made for training needs of BIA and OHA
staff, in the areas of cultural sensitivity and
probate law. Five hours of continuing legal
education hours in estates administration
and probate law will be required for ALJs,
attorney decision-makers, and BIA probate
specialists annually,

This project will ke initiated during the third
guarter of FY 2000, Completion of the
short term interim training for BIA attorney
dacision-makers and paralegal specialists

will he completed by August 31, 2000.
Long term perigdic Iraining needs will be
identified in the comprehensive training
strategy and will be developed in
coordinaiion with the HLIP Training
subproject. The sfreamiined process
training curricufa will be developed by
August 31, 2000

K. Expand Existing OHA
Caseload Tracking into a
Joint Interim System

OHA currently uses an in-house aulomated
tracking system whereby cases awailing
decision can be tracked 1o determineg
staius. The BIA mainiains prohale
caseload information that s primarnily
focused on backiogged cases over 3¢ days
oid. Onoe a probate case is sent 10 OHA,
the RIA no longer traces it. The BIA
caseipad data is not aulomaled and does
not provide a uniform tracking application
which can be used o delerming the extent
of the probate caseload or the sialus of
pending cases. :

The Prabate implemeniation Team will
benchmark {racking sysiems in other
Faderal agencies which adminigier simitar
programs, such as the Social Security
Admipistration, and based upon that
information, wil expand the OMA cassioad
tracking into a joint interim system for BIA
and OHA, The systern will be designed ©
enable managers to assess (he worklcad
and status of cases in both agengies
throughout the complate probate process.
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This task will be completed by December,
2000.

L. Convert Interim Probate
Tracking into
Comprehensive Probate
Tracking and Caseload
Management System

The Probate Implementation Team will
coordinate the development of a national
database within the TAAMS system to be
utilized by BIA and OHA to track the
progress of probate cases. The initial steps
in this development are: adaption of the
OHA's tracking system to accomodate
BIA's information and use thereafter by
both agencies on an interim basis;
designation of an inter-agency user group
to monitor the usefulness of information
contained in the adapted system; and
establishment of the parameters of the
TAAMS module based upon the
recommendations of the users group.
The Prebate Implementation Team will
coordinatle this project with the HLIP
TAAMS subproject on an cn-going basis
until completion.

The team will also undertake other
information technology initiatives to'improve
probate processing procedures and
communications, including the development
of a web page to facilitate information
sharing with internal and external users as
directed by the Reinvention Lab. This task
will be initiated by August, 2000.

In addition, to ensure that BIA and OHA
have adequate information technology
equipment to perform their respective
duties, the Probate Implementation Team
will coordinate an equipment needs
assessment of the OHA cffices with the BIA
Information Technology CIO.. The OHA
assessment will include automated mailing
systems, recording equipment, computer
systems, software, and photocopying.
Based upon the results of the assessment,
the team will make recommendations for
purchase of compalible equipment to OHA
and BIA,

Expected completion of the equipment
needs assessment is Oclober 31, 2000.
Other tasks will be performed on an on-
qoing basis.

M. Amend OHA Regulations '
and Promulgate BIA :
Regulations that
Establish Policies and
Procedures for the Indian
Probate Program

Following inter-agency distribution of the
BIA draft regulations in February 2000, the
BlA met with OHA program staff, including
representatives of the Probate Implementa-
tion Team, to identify interagency policy
issues presented in the draft regulations.
Thereafter OHA program staff identified
possible OHA regulations that require
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amendment 0 accomodate the redesignead
probate process.

The Probate implementation Team will
coardingte with the program siaff of bolh
agencies, and the HLIP Polidies and
Procedures subproedt staff, 10 complats
this task.

The BiA draft reguistions will be published
&$ proposed rufes by June 30, 2000, #is
antivipated thai the final regulations will be
promudgated by Decembser 31, 2000,

By Aprii 30, 2000 OHA will identify those
pottions of s reguistions thet need to he
revised, LHA will pubiish an inferim fingl
rila to acoomodate the BIA's assumption of
jurisdiction cver those probate cases
described in Section A by June 30, 2000,
Additionally, by Apri 30, 2000, OHA will
publish an interim final ridg to permit the
BIA atfomey dacision-makars 1o make
sumimary distributions as described in
Section A,

Fromulgation of alf QHA regulatory
amendments is anticipated ta be compleied
by July 31, 2001,

N. Continue to ldentify and
Implement BIA and OHA i
Best Practices through
Implementation Phase of
Reengineered Probate
Procass

As the implementation phase of the
redasigned process takes place, the
Probate lmplementation Team will:
¢courdinaie the search for bast practices for
nerforming prebale dulies, standardize BIA
ant OHA materials requised for
adjudication, revise the forms used in
refarring cases (o ALJ's, and obtain review
by the Solicitor's Office of ali major lega!
ssues. The team will also develop
standard operating proceduras, which may
in¢iude the oreation of standardized
checklisis, handsook and other materials o
enabie the BIA and OHA {o implament the
recommendations of the Reinvention Lab.
The standardized operating procsdures for
ihe OHA and BIA probale positions will be
contingent on complation of the staffing
needs assassment described in Section H.

" in the inferim, the Probale implementation

isam will coordinale inleragency exchange
of most successiul practices that will be
incorporated into the standard operaling
prosedures.

The time frame for this {ask is based on
coprdination with the HLIP Policies and
Progedures subgroiect and the tims

frame established in that subproject, Best
practice procedures will ke implementad on
an on-going basis and will be caplured in
an annyal repert 1o be completed and
made available on the websile at the end of

- each calendar year.

Q. Coordinate Implementation
of improved Probate
Record Keeping Strategies
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Upon completion of Phase 1 of the
Reinvention Lab, the BIA teok the inltiative
to assess the ways in which probates waere
being processed. The assessmeant
revealed administrative obstacles that
prevented the efficient processing of
prebates. For an example, file record
keeping practices were inconsistent, and
records were, in $0me instances, difficult to
arcess.

The Probale implemeniation Team wil
coordinate with BIA and OMA to deveiop
joint record Reeping siralegias for the
orderly and consistent mainfenance of
probate documants and other information.
The record keaping sirategies ¢dl alse be
caprdinated with the HMLIP Records
Managemsant subproject, Standards for
BiA probate file maintenance witf be
developed by Julv 31, 2000,

Initiate Customer Service
Qutreach

P.

In response o informal surveys in [ndian
communities conducied by members of the
Reinvention Lab, several deficiencies in the
prasent probats process were identified by
the customers * The customers’ first and
foremost request was that probale cases
ha processed in a timsly manner. They
also requasted that they be lreated with

The term “custoraer is defined as “triba
members including heirs andfor family membars of
the Indian decedent.”

P ———

courtesy and respect and that their
concerms be answered In plain languayge. -

The Probate implemeniation Team will
coordinate the development of brochures
and other materials i inform customers of
the Depanment's integrated probate
system, The implementation ioam will aiso
coordinate informational activities in Indian
communities regarding the probate
process, handbooks, web page, and
parinarships with tribal governments,
Infermation will be provided on estate
pianning and options that are available for
diractng the distribution of trust lands,

- . The goal ¢f this lask will be ¢ ingrease the

number of wilis in prder 1 further timit
fractionation of ltust properly. The
customer outreach program wiil be iniliated
by September 30, 2000, antd will an on-
going effort,

Q. Initiate Partnerships with

Other Federal Agencies

The success of the redesigned probate
system will depend in large part upon
gaining access (¢ information maintained
by frilzal governments, local and state
govaernmenis, and other Faderal agencies
ke the Social Security Adminisiration,
Dapartment of Velerans Affairs, Census
Bureau, and Buresu of Vilal Statistics. To
affactively implament the inlegrated indian -
probate system, OMA and BIA must build
upon the relationships that they have with
tribal organizations and other federal
agancies.
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The Probate implementation Tean wil
coordinate with the OHA and BIA actions
that will lead to strengthening these
relationships. Those actions will include
working with other Federal and state
agencies on possible racord keeping
strategies, astabklishing protocols, and
sharing daia.

Cutreach Is viewed as a continuing achivity.

it is expected thal key refationships and
agreements will be well established by
Auvgust 2001 and will be maintained as on-
going parnerships thereaftar,

R. Establish Partnerships with
Indian Tribes

The Reinvention Lab recommended the
establishment of partnerships with tribal
organizations 1o enable sharing of essential
information. Such partnerships are
impariant io disseminate vital information
regarding the an.going activities envisioned
inn the Indian grobale progess, Further, the
Reinvention Lab recammendsd that an
offer of technical assistances 1o tribal
governmenis be made by providing a
model inheriance code for their use.
Enaciment of iribal inhamtance codes would
aid the efforl to prevent further fractionation
of gwnership nterests in indian slisiments.

in accordance with these recommend-
ations, the Probate implementation Team
will compife arn ioventory of indian tibes
that parform probale functions under P.L.

§3-638 voniracts and sell-governancs
compacts by December 31, 2000, A mode!
memorandum of undgrstanding that will
putling the parameters of the kibaliederal
partnership wiif be prepared by Septamber
30, 2000. Aninventory Of currant tribal
inhertance codes will be compifed by
March 31, 2001, A modet inheritance coda
will be deveioped by Juneg 30, 2001,

All inventories, inheritance codes, ard
models will be provided to BIA and OHA
fieid offices with-guidance lo establish tnbal
culreach relgtionships. The tribal outreach
will be initiated by July 2000 and wilf be on-

going.
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a. |I$m APPRAISALS

I Responsible Official

The responsibie official is the BIA Deputy
Commissioner for indipn Affalrs. Gabrigl
Sneezy, Thisl Appraiser, Office of Trugl
Responsibilitigs, BIA, i3 the proiect
managsr and s responsibie for compleling
this subproject.

Il Statement of the Problem

in gangral, he reguiations governing the
processing of trust resource ansactions
require the Secretary 1o obiain fair marked
value for Tribes and individual Indian
ownars on trust and restricied land and
resources. To meet this requirement, an
appraisal or other valuation is used as a
management ool to ensure that fair and
ust compensalion is received by the Indian
landowner on tansactions including, but
not imited to. leases, rights-of-way, land
szlas, mber sales, land exchanges,
grazing and range permits,

Al the end of Fiacal Year 1989 the BIA
astimated s appraisal backlog to be 2000
requests. The result of ihis backlog is that
a similar number of resily transactions have
not been consummated forlack of
valyation of the rusl resource. Soms
ransactions have besn pending for as long
as ihree years, A delay in the timely

compietion of a trust really lransaction has
potentially adverse impact on the resource
owners in terms of lost economic
opportunities.

Il Statement of Objectives and
Outcomes

The objectives of this subproject are to:
(+} eliminaie the BIA appraisal hacklog
through staffing, training, and intreduction
of new methods, (2) davelop a tracking
and monitoring system for appraisal
sequesis; {3) deveiop BlA-wide
¢comprehensive valuation practices which
arg in accord with the Usifarm Slandards of
Professionat Appraisal Praciice; and (4)
update of generate pertinent provisions in
trust program manuals that culiine
appraising options and adminisirative
procedures for ensuring the timely
campietion of appraisals.

The aniicipated outcome of this subproject
is a consistent BlA-wide policy for the
valualion of trus! resources. This policy will
provide the internat mechanisms for
appropriaie, limely and comprahensive
valuation of trust resources 1o assist BIA
managers and tribal and individual indian
landowners in making mformed degisions
with regard to the disposition of the trust
lands and resources.

IV Reilationship to Reform Act of
1994

This subproject supports the Secretary's
rasponsibility to agpropriately manage the
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natural resou rcesllocated within the SUBPROJECT BUDGET
baundaries of Indian reservations and trust BIA Appraisals

and restricted lands held by individual
indians,

¥ Relationship to Other Subprojects

This subproject is indirectly retated {o the
TAAMS subproject in that TAAMS will be
ulilized {0 track and monitor appraisal
requests, I is likewise indirecly related to
ihe Policies and Procedures subprpject with
regard o the deveicpment of BlA.wide
policies regaiding the various laveis of
valuation tha! are apprapriate for BlIA really
fransactions gnd the revigion, or
deveiopment, of reguiations and intemal
guidelines for the consistent conduct of the
appraising function. The success of this
subprojact is not, however, dependant on
the success of these oiher subprojects.

VI Subproject Budget

The estimated project budget for this effort
is gepicted in the following table. i should
be noted that within BIA's base funding for
Tribal Prierity Allocations, $3.4 million is
ncluded for real estate appraisals in fiscal
yearg 1687 1468, 1998 and 2000, and a
iike amount is assumed (o be additive 1o
thase subprajest estimates, The $2.2
million denoled below is reguesied in BlA's
FY 2001 budget and is Tor permanent
funding of the BIA appraisal grogram,

Fiscal FY FY FY 453
Yeaor 1597 18489 2000 | 26
1998

$%in
millions - A 1.3 2.2
HNote: A 2001 funding for the appraisa!l subprojedt is
requested under the Bureaw of Ingdian Affairs to
support permanent funding for the appraisal
SrOCTan,

Vit Subproject Action Plan

The following updates the status of tasks
which were previously discussed in the July
1868 HLIP:

A. Ensure Certification of BIA 3
Appraisers

I Aprit 1988, the Land Apprasal Work
group conducted a survey to determing the
qualifications and experience of BIA
appraisers. Of the 43 appraisers, 24 ae
State Cerlified General Appraisers. This
represents approximately 56% of the BIA
appraisal staff. There are six vacant
appraiser positions and six trainee
appraiser positions, which represaent 28%
of the BiA appraising capability. The BIA
Appraisal Technical Board (ATB) projects @
30% loss in appraisal staff in the next three
to five yaars dug to allrition,

in FY 1989, the Office of the Special
Trustee providad $200,000 under the
{raining budget © fund training and
professional fees for BIA stalf appraisars,
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These funds wera ussed in part  defiay the
costs of continuing sducation for stalf
appraisers o maintain state certifications
and professional fegs. The annual fees
consist of slate appraiga! board cerification
fees and membership fees in professional
appraisal organizations such as The
American Society of Farm Managers and
Rural Appraisers, The Appraisal institute,
and The Nalional Association of Master
Appraissers, .

The task of snsuting BiA certification will b
QRGOIRG as new apgraisers arg hired and
current staff appraisers sam cedification
through course work and on-the-ob
fraining.

B. Develop a Real Estate
Appraisal Handbook

To ensure BlA-wide comphanse with
appraopriate industry appraisal standards,
the Real Estate Appraisal Handbook (52
BIAM, Supplernent 1) which considers ihe
1889 Financial Institutions Reform,
Recovery, and Enforcement Act and
Uniform Standards of Professional
Appraisal Practice requirements, was
issued on Qolober 14, 1888,

The Appraisal Mandbook will be updated by
the ATB perodicaily {0 include the
incorporation of Advisory Opinions and
Statements preparad by the ATH, The
Statements will address the BIA'S
appiication of professional appraisal
standards and will be issued for
clarification, interpretation, explanation, or
eiaboration of periinent provisions in the

Real Estate Services Appraisal Handbeok,
The Statements have the full weightofa
Standard Rule and will supercede the
appraisal standards published in the Rea/
Estate Services Appraisal Handbook.

The Advisory Opinions prepared by the
ATE will not establish new standards or
interpret existing standards, but will be
issued to illusirate the applicability of
appraisal standards in specific situations
and to offer advice from the ATB for the
resaiution of appraisal issues and
problems. The Advisory Opinions shali be
added as an addendum 1o the Real Eslate
Sevices Appraisal Handbook.

The Advisory Opinions and Siatements will
ba formally issued by the Depuly. -
Commissioner, Bureay of indian Affairs, to
iina officials fo snsurs uniformily in the
application of appraisal methods and the
interpratation of the Real £siale Services
Appraisal Handbook,

C. Develop and Maintain
Database for Tracking
Appraisals

GAQ report #89-165 dated June 30, 1996,
found inconsisigncies in the data being
stored in the current appraisal log database
maintained by the BIA Regional Qffices and
racommended that the BIA review the
current appraisal log database sysiem to
enstre that the entries of data are
consistent and complete.

The BIA review of the appraisal log
database system revealed that each -
Regional Office maintains an appraisal
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status log with similar data fields, bt
identified inconsistent codes and
parametars usad in the systems,
Incomplate status 'ogs ware also locatad,
To ramedy this situation, the BIA will
implament a standard appraisal log and
data system (0 monitor appraisal produchon
and processing time,

The review further reveaied thal thers are
currently no performancs measuras in
place to cakbrate perfommancs levels 8t
gach Regianal Office, 1o idantify program
periormance deficiencies, and o gllocate
human resourcss 1o meet programmatio
negds.

TAAME {Varsion 1.0) containg appraisal
tracking functions that identify the date an
evalialion request is mads and compleled,
a8 well as the value placed on the trust
rasource that is the subject of a realty

transaction. A TAAMS appraisal subgroup

has submitled funclional requirernents io
the TAAME project manager for
incorporation in 3 subsequent TAAMS
Version,

The completion of the TAAMS appraisal
modude with the inflfel and entanced
requireiments Is expected to be completed
by Sgptember 30, 2000, This task is
dependent on the TAAMS subproject.

D. Evaluate Appraisal
Requirements

The ATRE wili raview and analyze the BIA's
appraisal workload to determine the nesd
for appraisals and other valuation services,

and will deveiop recommendsaiions for the
types of valuslion methods to be employed
to inform and support the BiA's disposition
of trust iands and resources in really
transactions.

The BIA Chief Appralser is working with the
BiA trust program regulatory review teams,
i conrdination with the Trust Policies and
Procedurss subproject, to ensure that BIA
trusl management programs apply
consistent resource valuation methods as
they rgvise regulations and develop internal
manuais and handbooks. {See Section 9,
Poicies and Procedures subproject),
necessary the Deputy Commissioner may
issup interim guidance by June 30, 2000,
regarding BIA valugtion practices pending
completion of the ruls-making process for
the feasing, grazing and probalte programs.

The ATH will also work with other
Deparimental offices and bureaus to
develap or revise regulations and internal
manuals that perain to appraisals
perfarmed by those agencies in support of
the management of tribal and individual
indian trust lands and resources,

E. Hire Bureau-wide Chief
Appraiser

The Chief Appraiser reparied fér dhsty on
June 21, 15889,

F. Establish Appraisal Technical
Board

Bepartment of the Interior
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The BIA Appraisal Technical Board was
established to enhance appraisal program
leadership, recommend training, share
information, ensure consistency in report
types and formats, assist in program
reviews, resolve complex appraisal
assignments, and advise the BlA's Chief
Appraiser. Similar to the U.S. Forest
Service's Technical Board, the beard
representatives consist of Chief Appraisers
from within the BIA and one BIA Regional
Director. The ATB was established on April
27, 1999,

G. Implement a Standard

Appraisal Request Form

Current appraisal request forms being used
throughout the BIA are inconsistent, A
uniform appraisal request form will promote
consistency in data gathering and provide
assurance that the realty transaction is
viable and will most likely be consummated.
A standardized appraisal request form will
also help to eliminate the appraisal backlog
by ensuring that all data required for the
appraisal is furnished and complete.

The Bureau Chief Appraiser developed a
draft standard appraisal request form and
guidance for its use. After comment by the
Regicnal Offices, a standard appraisal
request form was implemented by the
Deputy Commissioner through the issuance
-of “Statement on BIA Appraisal Standards
No. 1" to all Regional Offices on November
22, 1999.

H. Implement An Automated
Comparable Sales/Lease Data 1
Base System

An examination of the present practices of
the BIA reveals that there is no uniform
system for maintaining historical
comparable sales and lease data for BIA
agency and regional offices. An automated
system that is accessible by the appraising
staff at each of the Regional Offices will
allow appraisers {0 analyze historical real
estate market activity and trends in a more
timely manner. Ulilization of the avtomated
system will result in less time spent in the
field by appraisers collecting identical data
from courthouse records and other outside
resources. This system will also contribute
to the objective of the subproject to achieve
consistency in appraising program
operations and has the potential to reduce
field work by two to four days per
assignment.

The TAAMS appraisal subgroup has
submitted functional requirements to the
TAAMS Project Manager for incorporation
in a subsequent TAAMS version. The
completion of the TAAMS appraisal module
with the initial and enhanced requirements
is expected to be completed by September
30, 2000.

[ |

. Contract On-Line Real
Estate Data Providers In
Locations Where Available
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I some areas, access to privete real estate
data information services is available on
the intermnel. The BIA Is negoliating a BIA.
wide contract {or these on-iing services that
will ba available 16 those Regional Gffices
ihat will benatit from the Jozal real estale
gata that s reporied through the service.
Access 1o a privale dats provider will
anabie the appraisers 1o conduct data
outiection prior i performing field
inspaciions. This will expedile the
appraisal process and reduce travel
gxpenses normally incurred in field work,
This measure, along with the automaled
internal system previously described in
Section M, will reduce the appraisal
processing time and pravide protection
against backioy buildup,

The Bureau Chiel Appraiser is working with
First American Real Estaie Sclutions, an
on-line real estate data provider, 1o contract
services for the Regional Offices. The
Regional Chief Appraisers have identified
the states and counties under their
junisdiction. The Chief Appraiser is
scheduled to request a BlA-wide contract
with First American Real Estate Solutions
by April 30, 2000,

J. Upgrade of The Bureau’s
Automated Systems

The ATB conducted an equipment survey
to delerming the capabilities of the
glagtronic systems in April 1999, The
survey indicated a need o ypgrads
guipment, such as the personal
computers, prinferg, scanners, and laplops,

being used by the BIA appraising staff.
The Chief Appraiser conducted a follow up

- assessment in August 1899. Equipment

will be upgraded to handle the proposed
automated enhancements such as tha on-
line data services and comparable
satefiease database systems, as these
systems become available for use. Alf
equinmant is expected to be installed and
vpgraded by September 30, 2000,

K. Realign Line Authority to
Ensure Consistent
Management and Overview
of The Appraisal Program

The gppraisal program at most Kegional
Offices is a subordingle unil under the
reaity or natural resources programs. in
some fegions the appraisal program has
been placed at the agency level, An
analysis of the BlA-wide appraising backiog
reveaied that those appraisal programs
located at the agency level have the
greatest appraisal backlog. This appeared
e be the resuli of the lack of authority on
the part ¢of the Regional Chiel Appraissrs
to shift appraisa! siaff as the need within
ihe region aross.

The analysis also reveaisd that {he reglons
where the appraising funciion is locatad at
the agencies have the highest level of
inadequately trained appraisal staff.

The ethics provisions of the Uniform
Standards of Professional Appraisal
Practice require the appraiser to perform
assignments with impartislity, objectivity,
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and independence. The ATE will examine
the BIA organizational structure, with
particular focus on the supervisory authority
of real estate managers over appraiserns. A
briefing package was submitied by the ATB
to the Deputy Commissioner on Fedruary 3,
2000 that recommended the establishment
within the BiA of a separate Branch of Real
Estate Appraisals. The Deputy Commis-
sioner is examining the feasibility of this -
proposal. Official administrative action is
schedulsd 1o be taken by May 2000,

.. Appraisal Technical Board :
Reviow of Billings Area
Appraisal Program/Began
Implementation to Reduce
Billings Appraisal Backlogs

The Bureau formally initiated the appraisal
backlog efimination project at the Rocky
Mountain Regional Office on July 18, 1889,
A team of Bureau review appraisers was
daployed {1 the Rocky Mountain Region to
complete B0 appraisal reviews, The team
successfully campleted all reviews,

A second isam of appraisers and reviewers
were geployed o Wind River Agency, a
subordinale agency office of the Rocky
Mountaln Regional Office, on August 22,
1888, Tha team of appraisers and
reviewers compleled and approved 220
appraisal rencnis in two weeks, The entirg
packiog at the Wind River Agency was
gliminated by Qclober 1, 1889.

The gther agencies within the Roacky
Mountain Region also have backiogs. As
of December 30, 1998, the regional

backiog was raduced B approximately
1,208 appraisai requests. By Avgust 2000
the remuaining appraisal backicg al the
Rocky Mountain Regional Office i
expected lo be completely eliminated,

£
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5. TRUST FUNDS
ACCOUNTING SYSTEM

(TFAS)

I

i Responsible OHicial

The responsible official for this subproject
is the Special Trustes for American
Indians. Dianne Moran, Trust Operations

Officer, Gifice of Trust Fund Management -

(OTFMG, Ofice of the Special Trusies
{OST}, is responsibie for complsling (his
subproject.

it Statement of the Problem

A new M accounting system was critically
needed and long overdug. The axisting
BIA legacy system under IRMS i
incapable of fully performing trust
accounting functiops mandated by the
Raform Act

M Statement of Objectives and
Qutcomes

The OBT, in coordinalion with the
Department’s Chief Information Officer
{CI0) and the Office of information
Resources Managemenl, is instaling a
Trust Funds Acgounting System {(TFAS)
module {3is0 relemred o as the IIM
Accounting System), suilabls for both

Tribal and ItM accounts. TFAS is to
provide the basic collection, accounting,
investment, disbursing, and reporting

© functions comunon to commercial trust

funds management operations. The
system is commercially operated and
maintained by SE| nvestments, Inc. The
implemeniation approach uses
prosurement and piloting protocois
apprapriale 10 8 proven, commercisily
leasad, contrally operated and
maintained off-the-shelf standard trust
accounting system served by trust data
generated nationally from over 204 field
iocations. Following appropriate data
cleanup, sucoessiul implementation and
piicling, the Trust Funds Accounting
System module is being extended o both
Tribal and IIM accounts nationally.
Caonversion of approximately 285 000
accounts on the current M system is
sceurting aver a ihreg-vear period.
Conversion yses both internal and
condractor support.

The work of this subproed is ocourring at
OTFM s Adbugquergue and at BIA
Regional and Agency offices nalicrally,

IV Relationship to Reform Act of
1994

The TFAS subproject is essential to
providing accurate and reliable
infgrmation 10 account holders. This
effon specifically addresses the following
requirements of the Trust Reform Act of
1994,
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+  Providing sdequaie svslems for accounting

* for and reporting tust fund balances;

«  Providing adeguale conirols over receipts

and dshursemonts;

v Providing periodic, limely reconciliations to

assure the acpuracy of accourds;

¢ Determining accurate cash balances;

v Proparing and supplying account holders
with penadic statements of their account
perfummance and with kalances of their
aceont which shall be available on a dally

basis;

« Establishing consistent, wiillen policies and
orocedures for tnust fund managemend and

ancounting;

»  Providing adequate staffing, supervision,
ant fraining for trugd fungd management and

accounting;

+  Properly accounting for and investing, as
well as rmaximizing, in a manner gonsistent
with the statutory restrictions Imposed on
the Secretary's investment options, the
retum on the Bivestment of all trust fund

monies,

+  Praparing accurate and timely reports (o
accaunt holders {and others, as reguired}

o1 @ perindic basis regarding afl

aobactions, dishursements, invastiments,
and retun on investments related o thair

frust aoeounts,

v Relationship to Other HLIP
Projects

‘ The Trust Funds Accounting System

subproject is reliant on successful Q8T
ang BiA data cleanup effonts. In addition,

tha TFAS gystern will be served
cordinuously by data and information
maintgined in the TAAMS system in an
geourate and timely manner. Records
management practices, revised policies
angd procedures, and improved lraining
resulling from relevant subproject plans
will support and supplement the TFAS
subprojedt.

VI Subproject Budget

The estimated subproject budget for this
effort follows:

SUBPROJECT BUDGET
TFAS

Fiscal | FY | EY | FY | FY
. Year | 1997/ | 198@ | 2000 | Z0O%
’ 1698

5 in
milions | 8.2 92 | 170 @ 142

Vil Subproject Action Plan

The particular tasks and milesiones
recessary o successfuily complats this
subproiect are outlined in the bllowing:

A. Obtain DOl Approval for the
System and Approach

The OBTHOTFM staff prepared and
submitied to the Depariment a

Department of the Interior
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Technology Investment Analysis that
justified the proposed rust system and
acquisition approach. In line with Federal
and Congressional guidance on
aoopiisition of information Technoiogy, the
QBT plan cailled for g commerdisl off-the-
shelf {COTS) trust funds sccaunting
gystem provided through a service burgau
approach, consistent with the Special
Trustee's Strategic Plan, Following a
November 1997 presentation {o the
Depariment information Resources
Managemeni Council, the CIO issued the
formet Deparimentd approval for
goguisttion of the new Trust Funds
Accounting System on Nowember 23,
1997,

B. Develop and Submit a
Request for Proposals
{RFP) and Statement of
Work

The G8T, in coordination with
reprasentatives of the BIA Procuremeani
Qffice, the CIO, and the Departmant’s
Acquisition and Property Managemant
Office, developed a performance-based
REP during the period April - December
1897, The RFP called for a service
provider to furnish the services of a COTS
_ trusi accounting package able 1o manage
285,000 individual Indian and 1,400 tribal
aceounts, The contracior was charged
with operating, mainiaining and supporting
the COTS product, working with the
governmantal team to map existing data

and processes o COTS package format
using a test pilot site, training O8T
parsonngl on the new system and
working with an OTFM governmental
team to prapare the COTS package to
accept interfaces from OST/BIAMMS
subsystems. This task was complated on
Dooember 30, 1887,

C. Select Pilot Site From
Among BIA Regional Offices

A decigion was made 1o pilot and test the
new Trust Funds Accounting System
initially at one of more BIA and OTFM
Regional Glfice locations before the
systemn was rolled oul to all iIM and Tribal
accounts agross all BIA and OTFM
locations. The BIA and OS8T jointly
developed criteria for selection of a
suitable system pilet site, considering the
following:

* Whather the Region was
rgpreseniative in terms of Tribal, IM
and Spedial Deposit accourits, irus!
assets and land management issues,
Tribal coniracting, and income jypes;

' information abaut the sistus of
previcus or on-going records clean up
gfforts in the areas of trust
mariagement records, BIA trust asset
andd fand litle records; and Hearings
and Appeals probate backlogs:

* The general raceptivity of regional
management and indian
reprasarigtives;
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March, and the Contracting Officer

: Staff knowlsdge in tems of proceeded to final negotiations, This
automatian, policies and procedures. work concluded March 26, 1998,
trust management, alc,; ’
. Logistical conskierations such as
telecommurscations, geography, and
oosts. F. Award TFAS Contract
This task was completed on November 13,
7897, with a decision 1o use the Westem On March 265, 1668, the Contracting
Region for the pilot site by the Secretary’s Officer awarded the contract for the new
Teust Impraverneant Steering Commiitiee. Trust Funds Accounting System 1o SE|

Investments of Qaks, Pennsylvania, a
major industry provider of trust

‘ ‘ management systems to the commerciaj
D. Publish RFP for TFAS : seotor.
:
Following the successfud development of G, Complete OST Data

the Statement of Work and RFP described
in B, above, the REP was released on
Janvary §, 1898, with responses received
February 5, 1948,

Cleanup for the Western
Region

FProcessing of OST's Westsm Region
X administrative records commenesd on
E. Receive and Evaluate January 5, 1988, and was completed on
Proposals March 29, 1898, by the data cleanup
contractor, DataCom Sciences, inc.. M
syslem's data was validated andfor
sorrected under strict quality control
standards. The Wastern Region task
was complefed March 25, 1988,

Written proposals wers received February
5. 1998, The solicitalion also called for
oral preseriations, and for Qperational
Capability Demonsirations by sslected
proposers, providing eviderce thal the

proposed system could handie a minimum H. Select and Train Conversion -

of 150,000 accounts. A techpical .
gvaluation team evaluated the proposals and Iimplementation Team

against established criteria, using a pre-
determined Source Solicitation Plan,
Evaluglion work was cempleted in eal’ly OTFEM's Trust convarsion team led the
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conversion/implementation effort, assisted with OTFM sigff on pre-and post-
by a stalf recruited for the effort, and conversion efforts.
supplemeanted by permanent staff from

operational and systems support elements
within QTFM. The OTFM conversion and J. Develop and Implement
implementation stafl worked on a daily Conversion Strateqy
basis with SE Investment's professional
gonvaersion teans in the OTFIA's ¢central
office in Albuguergue, New Maxico, and in
the Weslern Regional office in Phoenix,
Arizong, the pliet site, The initial
conversion and implemsntation leam
ctanning sassion ocourred during the week
of Aprit 13 . 26, 1888, During this session,
frrn Conversion dates for ¢fl BIA Regions
werg establishad and, based on conlracior
achvice, the decision o add two addilional
small Regions 1o enabie ©8ling of inter-
Regional provesses weas mada, This fask
was compieted Apri 20, 1988

Conversion teams from OTFM and SEi
invesiments worked together {0 develop a
comprehensive conversion strategy,
using SEi vestmenis’ proven models
fram previous ocgnversion efforis in the
Commanial sactor, coupled with OTFM's
expaience gaingd in the conversion of
Tribal aocounts in 1885, The team
mappad data noaded {0 popuiate the 3EI
trust funds accounting applicalion and
developad automated routines for data
conversion. The conversion slrategy
inclugded e "mook” nonversions as tesd
beds belors final convarsion in August
1998, iIn addition, a formal "dress

rehearsat” involving all field staff using
formal scripls with test transactions was
conducted for a fult day shortly before

. Acquire External Professional
Consulting Services to Assist

in Implementation each Regional conversion to familiarize
staff with TFAS. Conversion planning
OST uses the services of external was compleled June 23, 1998, and
consultant services during the conversion gxecution of the strategy hegan July 31,
and implementalion etffort to provide third 1890,
parly oversight and advice regarding the

efior,

. ¥
in February 1889, an existing contrac! with K. Train Support and Use

Macro, Intgrnational was amendad to Personnel

provige technical assistance on the TFAS

conversion efforts, A consuitant frem As of February 2000, 285 OTFM, 275
Macro with extensive SEI product BiA, 114 Tribal, 30 contractor, and 8
gxperience has heen on site in © Farmington Indian Minerals Office
Aluguerque since March 1999 working personnel have been trained. User
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training is scheduled and complsted
approximately ong month prior o
implementaiton of the new Trusi Funds
Accounting System i each Region, ina
“just-indime” approach to ensure user
retention of the {raining information and
skills, Refresher training is also provided
on an "as needed” basis. Additionally, all
Q&T employess arg provided "hands on”
exparience gt OTFM in Albuguergue prior
1o conversion of their Regon. An
gxtgnsive help desk was provided by Skl
Invesiments and lraining of the Westemn,
Pacitic, and Alaska Regions, and OTFM
staff was completed on schedule by
August 31, 1488,

L. Verify and Convert Data

In conjunction with the Conversion
Strategy and execution described in J
above, HM account data that was
converted to the new Trust Funds
Accounting Syslem was verfied, and
converted in 8 deliberate, controlled
environment 1o 8ssurd high gquality data.
This aeffort was compisted August 31,
1388

M. Acquire and Distribute End
User Work Stations to Field

planned for use is 8 combination of
gxisling equipment available, upgraded o
spacification, and newly purchased
aouipment,

The configuration for these workslations
inciudes user software {word processing,
spreadshest, data nase, presentation, e
mail, elc.y and software required o
communicate with both Local Area
Networks and Wide Area Networks. i
also covers the hardware reguired for
local use, printers, communications,
security, and user documentation,
ingtailation, and on-going maintenance
costs. HMelp Desks were organized by
application discipline {i.e., TFAS, TAAMS,
LRIS) and established to provide on-
going technical and application support
for Tribal, O8T and BlA system users via
a ol frae plephone number,

The OST has ensured that all of iz siaff
in the Fiald and Cantrat Office have
adequate PLC's for the TFAS/TAAMS
systems, All OST/OTFM siaff have at
least & £33 MH2 Pentium 1 PC with s
standard office suite and emuiation
software. These machines meet the
standards established by the Information
Resource Management Review Council,
This task was completed August 31,
1998, Procurement action is underway 1o
srovide similar hardware and software to
the asppropriate Tribal endities.

The existing inventory of hardware was
found to be inadeqguats to meet functional
requirgments. The worksiation eguipment

Initiate and Pilot New Trust
Funds Accounting System

N.
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Conversion of the Western pilol sile to the
new Trusl Funds Accounting System was
compigted August, 1898, An added
contrad feature was introduced into [ndian
trust accounting operations with the
conversion to TFAS. This includead
centralization of accounting, data entry,
and quality assurance functions in the
CHice of Trust Funds Management's
Albuguergue headquarters. Such cash-
antry caniralizalion is considaragd a
starwigrd in the commergigl segtor. This
change nacessilaled realignment of the
field stalf and their job duties, and siaff
increases to OTFM's Accounting Division,
based on formal studies by an external
contractor, Macro International.
Conversions of the pilot sites were
planned to oncur at the month-end and
during weekends to promote easigr
interfacing with SEi investments and DO
support systermns, as wsell as o aliow
mmaximum fime for conversion, testing.
raconoiling and last minute dats clesnup.

TFAS gonversion af the Scuthwest and
Navajo Regions sies werg complgted in

January, 1998,

Q. Convert Tribal Accounts
and the IM Pool to New
Trust Funds Accounting
System

The 1,322 Tribal Accounis thal resided
on the OMNITRUST st accounting
sysiem, plus the M Invasimend Pogl,
were converted to the naw Trust Funds
Accounting System operated by SE!
Investments. As of February 28, 1989 alf
tribal accounts and the IM pool account
were succassfully converted fo the TFAS
sysfem operated by SEI invesimenlis,

R. Convert Eastern Region

Q. Convert Alaska and Pacific
Region

Conversion of the Alaska and Pacific
Regions was conpleted concurvent with
conversion of the Western Region on
Awuggnsi 33, F9V4.

The Eastern Region was converted in
April, 1998,

8. Convert Rocky Mountain
Region

P. Convert Southwest and
Navajo Regions

4

The Rocky Mountain Region was
converied May, 1898,
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The Great Piains Region was vonveried

Colober 30, 15438,
T. Complete Data Cleanup for ctober

Remaining Conversion

Sites W. Deploy TFAS to Remaining
Sites

The Q8T comtracior, DataCom Sciances, .
Inc., completed the cisanup of IM tust The current schedule provides for a
agministrative documents contained in the deployment in line with the conversion
M jacket foldars i it possession in July schedule below, To date, over 191,000
1999. A quaranting imposed duetoa accounts have been converted in the
Hanta Virus threat prcﬁu«:zgd a two week Western, Alaska and Pacific Region pilot
delay at the Datalom facility. However, areas, Southwest, Navajo, Eastemn,
net all Agency rocords were r:e%easeé to Rocky Mourtain, Midwest, and Great
OTFM as scheduled due to tribal Plains Regional offices, and for Tribal

intervention, The Winnabago, Standing

nis.
Rock, Pine Ridge and Umatilla Agencies acoounts
dtd.nm ship thsir Ilf‘sd jacke! folders. TFAS DEPLOYMENT SCHEDULE
{Winnebago has since released the HM
jacket folders.} The Office of Trust ——
Litigation Support and Records negotiated - ..
with the remaining three Tribes at those BIA REGION DATE
Agencies in an attempt to secure the
retease of the 1M jacket folders for data Alaska Ragion Rugust 1998
prios to the conversion of tha files for their e PR
Areas, Discussions took place but no Pacific Region
resolution hos oocurrad, orestem Fegion —
Southwast Region January 1698
U. Convert Midwest Region Navajo Regien January 1999
CNVINT Tras? firibal st wecounts
ant 18 posl agssunt) ¢ Febraary 1899
The Midwaest Region was converied July Sasterm Fagion Apnl 1995
29, 1998,
Rocky Mountain Region WMay 1529
’ i July 1889
V. Convert Great Plains Region Midwesl Regioo

Department of the Interior
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Great Plains Region Ceigher 1995
Southern Pialns Region March 2000
Eagtern Oklaboma Reglon March 2008
Naritswest Ragios Mzroh 2000
Aprii - Bay 2088

Stavilizing and Adjustrent

As reflacted in tha table above, conversion
of the Southem Plains, Eastern Oklahoma
and Northwaest Regions is scheduled to be
complated no later than March 31, 2600,

X. Stabilize and Adjust

The period April - May 2000 will be
used to stabilize and make any final
adjusiments with regard to the TFAS
system and the overall convearsion
effort.

!
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o. TRUST ASSET AND
ACCOUNTING

MNAG EMENT SYSTEM
{TMMS}

I Responsible Official

The BiA Deputy Commissioner {or indian
Affairg is the responsible official for this
subproject. Dominic Nessi, Special
Assislant to the Assistant Secrstary for
Indian Affairg, is the subproject manager
responsible for coordinating work opcutring
ai BIA Headquarters, Regional and Agency
offices.

It Statement of the Problem

The basic tools that DO uses o manage
Indian {rust assets must be upgraded,
Proven automated application sourcas for
many of these basic trust functions are
commercially available,

Tha Trust Agse? and Accounting
Managemant Sysiem {TAAMS) that will
replace gxisting systems is comprised of a
modified commercial off-the-shelf general
trust asset management system. The
TAAMS syslerm will ingclude mastar lease,
bifling and accounis recewvaile, collection
subsystems, and land title fungtions,

Legacy Systems

There are currgntly two BlA-wids
avtomated systers used to manage Indian
frust assets; the Land Records Information
System {(LRIS), and the Integrated Recoids

Managemsnt System (IRME],

LRIS supports the land title funclion by
providing land tite-relalad information g.q.
ownership and encumbrances. |
calculates ownership inlgrests {in fractions!
and decimal forms} used by Agencies for
distribution of land revenue.

IRMS supports the land resource
management function and is primarily used
at the Agency level for generating lease
bifis and for incomefrevenue distribution to
Indian owners. it contains information on
Indians {People File), Leases (i.e., pasture,
range, timber, mineral mining), land
ownership, il and gas royalties, and {IM
accounts.

Several of the Regions use locally develop-
ed and mainlained sysiems 1o support the
leasing and disbursement process. Others
perform this funclion manually and do nol
use any aulomated systems,

Legacy System Shortcomings
The information conlained i sach of thass

madules is enterad manually, containg
duptiicate data elements, and is not
integrated or cross-checksd for
consistency. As a result, the sams dala
has the potential of being inconsislantly
maintained by each module.

LRIS and IRMS are not integrated, hava no
elecironic inferfaces and duplicate much of
the same information (i.e., ownership, land,
and leasesiencumbprances), This increases
tha chance of data-entry errors and the
potential for incangistency in the
informalion ocentained in each system.
Neither LRIS nor IRMS fully or adsquately
support all the activities of the {and litle and
resource managemant functions gerformed
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ai the Land Title Records Office {LTRO) or
Agangy levels,
Obseryations on TAAMS Initiative

The oniginal plan for modification and
depinymani of TRAMS has undergone
considerable change since the unvetlling of
the initial prototype in June 1889, Much of
this change has occurred as the project has
evolved and the system requirements have
secome better defined by the user
CoOMmMunity.

The onginal HLIP and the TAAMS contract
forasaw the purchase of an off-the-shelf
sysiem with minor modification. This
approach was intended to “jump-start”
development aclivity as quickly as possible.
Frorn that perspactive, the Departmeant's
approach was effective, However, initiating
such a quick development effort required
that a special effort be made 10 ensure that
eritical information engineering tasks be
sonducied concurrently of, in some cases,
pul of sequence with 3 raditional syslem
geveiopment method. Because the
cantract lacked spedcific dasign
raguiraments, the Depanment
acknowledged tha! its risk could be far
greater than would normally be found in a
more traditional informaticn technology
initiative, However, when weighed against
the risk of delay associated with traditional
systom development methads, the
Depariment believes that it chose the
proper course of action and that proper risk
mitigation could be accomplishad, Listed
balow 15 3 senies of observalions based on
ihe experiencs gained during the first year
of the TAARMS initiative.

Ag a result of a fimited amount of pra.
planning and development of a precise

design specification and requirement, the
BiA chose o modify TAAMS using an
“evaiutionary profotyping” method for rapld
development. This method is a user-cenlrs
design effort that allows for the
daevelopmernt of numerous systen: releases,
each ong closer to the final target than the
last. Thiz is an accepted process for rapid
system development and heips (o ensurg
that the user community has a significant
opportunity for input on the design.

One of the most imporiant cbservations
made aftar the first protoiype was released
in mid-gummar 13848 was that the initial
design meatings did nol fully caplure the
enlire spopg of the BIA's needed
functionality. Furtharmore, it became
apparent that the lack of consistent
business rules and processes across the
BIA (rmany resulting from statutes and
probate laws that vary from stale to state)
placed the software vendor in a very
difficuit position as # attempted to modify
the software 1o mesi the BIA's needs.
Althpugh it was always assumed that
additional adiusiments would be necessary

. altgr the firgl prototype, it was initially

believed thal a large part of the basic
furctionality was present in the late-June
1959 release ¢f TAAMS. This was not the
case and it became apparent during the
system tests conducted with BIA users
during July and August 1939 that a
significant level of analysis and system
madiication ramained in order 16 ensurs
that all of the BiA's unique business
functions were addressed.

The combsingd impact of theso two factors
wasg that many more releases wouid be
nacessary than originally anticipated when
the initial prototype was releasad.

Repartment of the Interior
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Throughout this period, the TAAMS team
would project that the "next” version would
satisfactorily meet the core functionality of
ihe users, only o find that the users
datermined that additions! modification was
necessary. it should be notad thal BIA
stalf have limited experience in syslem
design and it is not surprising that they
would not be able lo artticulats their needs
without a significant level of interaction with
the software vendor — a level of interaction
that often competed with other pressing
demeands for their time.

As a rasull, in order to more clearly define
the cors requirements, the software vendor
and TAAMS team began to focus primarily
nn the aeeds of the Billings Regionat Offics
with a reduced level of input from other BIA
regions. Chosen as the pilat, Billings
represanted a good targe! for TAAMS
because their workload represented the
pverwhelming majority of types of realty
ransactions angd thelr workforce followed
the most common BIA really practives,

An unanticipated resul; of the frequent
versian reloases was that the dats
migration did not have a consistent targst
from July 1889 through apgreximately
September 1995, As a resull, test
conversions would have 10 be adiustad
every time the underlying data steucture
was adjusted. With versions being
released in a rapid mannes, there were
times when system tesling was difficult
because the data did nof propedy maich
the dais struclurs,

Furtharmorg, while the Billings data was
sufficient for the lagacy systems, it required
significant mod¥fication for the TAANS
database structure. For example, fee

owners in the legacy system did notneed a
unique identifier, However, in TAAMS, a
unique identifier was necessary to ensure
database normalization. This necessitated
both an immediate business rule decision
and a conversion process that would create
a unigue identitler. Each time a new
version was released, all of these features
would nesd 1o be reviewed o ensure that
they did not confict with some agpect ¢f
TAAMS pravigusly decided upon.

Anacther unanticipated resuit of the design
effort was that it did not lend itseif {o
system testing in the traditional sense.
Testing was conducted continuously after
each version was relgased. However, the
data conversion issues discussed above
oftentimes inferfered with a full test. Unit,
infegration and sysiem lesting was
conducted roulinely by the software vendor
throughout the madification process,

Similarly, training was conducted frequently
during the surmmer and early fail 1998 for
Bla regional personnel with the expaciation
that the last release would be the final
relase, Training often illustrated that the
iatest ralease did nol maet the user's needs
ang aiso hatl business rules continued
need refinemeant.  An imporiant lesson
legrned during the training effort was that
the legacy systems and TAAMS wers 80
differant in approach, technology and
concept that longér, more intensive raining
classes than originally considerad would be
required. A new concept for training
emerged that is now being implemenied. A
central facility will be used for all training -
the Applied Terravision System, Inc. (ATS)
faciily in Dallas - with the ingtruclors
provided by ATS. BIA co-rainers will be
available 1o angwer questions abput the

-
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husiness aspects of TAAMS, whereas ATS
ingtructors will teach the proper use of the
software,

The net resull of these svenis during the
tate summer and sarly {al was that the
deployment schedule outlined in the
TAAMS contract souid not be achieved as
originally planned. n retrogpect, the
Repartment concedes that the plan was
gverly oplimistic given the complaxity of the
task at hand. Nonetheless, the progress
achigvad could not have been
atcomplished without this direct attack on
the probiem and, of course, the iniliative
and cooperation of hundrads of BIA staf
and contractor employess across the
country,

Qther Observations

Art agpect of the TAAMS indtiative that does
not fall under TAAMS per se, but cerlainly
has & major impact on the performance of
{he system, is the BiA's
telecommunications infrastruciure. in the
process of being upgraded as TAAMS was
heing deployed to Billings, the BIA's wide-
area network (BIANET) has posed some
nerformance lssues. The frame relay wide-
area natwerk should eventually provide the
ngcessary framework for a successiul
telecommunications siructure. However,
“Band-width” 8 not e only part of the
gruation ihal must be addressed. BlA ipcal
ares networks, routers, and sven the
dasktop PCs must be properly "tuned” {0
meet the requirements of a high
performance software proguct that
transfers large quantities of data for
processing. This analysis and upgrade
continues 1o the axtent hal resources are
availabie. Continued improvament in the

BIANET must be an integral component of
a successful TAAMS initiative. In erder o
address the pedformance issues of
BIANEY, the Department is developing a
comprehensive approach o addressing
network issués, using Deparimental, BIA
ant contracting staff to thoreughly review,
analyze and coerrect outslanding natwork
issues. An initial plan has been delivered
1o the BIA and the coniractor has begun
Qathering initial network information.

The Depariment’s trust business processes
need subsiantial review and
standardization in order 10 oke advantage
of the efficiencies and flexibilities provided
by modern software. This revigw process,
fike TAAMS, is on a fasttrack for
completion. However, given that the
policies and procedures subproject has not
yet reached key conclusions, the TAAMS
design team working with the system owner
and user community had 1o make basic
programmatic assumplions that may
aveniually require turther sysiem
modification. The henefil of TAAMS is that
its flaxidle design will aliow for such
chang‘es‘

The inlarface betweean TAAMS, TFAS and
MMS is complicated, nol from a technology
nerspactve, but because the three systams
have different owners, different software
vendors and different program chieclives,
it ratrospect, the plan 16 purchase two off
the-ghelf systems indgpendsntly {TAAMS
and TFAS) and interface them with an
existing system (MMS) had inherent
difficulties from its inception, This
challenge will be met, but it will require
significant interaction between the
grganizations al both the upper
management and sysiem lgveis in the naxd

A"
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fwo to three maonths.

The information management culture in the
BIA must e modernized 1o undarstand
how modem informalion systeras arg
managed. The TAAMS initialive has
spawned the creation of configuralion
management and contro! boards, 3 field
user group, the BiA's first full-time syslem
manager and a system of regional data
administrators. While these componenis
will some day be commonplace in BiA,
taday managemeant and staff are just
beginning o learn new concepts and
pracessas and aking on new
responsibiites for data and system
management,

Through TAAMS, the BIA created an
internal capacity for IT project management
that i did not previously have. The
Gepartment of Interior doas nol have
standards for IT project management,
necessitating the BIA to develog is own
standards as the initiative proceeded, As a
rasult, BIA will reap future benefits as it
continues 10 develop and manage (T
proigcts. The “cost” was that the TAAMS
Promct Managemen Team was required to
create g series of plans and documents for
the management of TAAMS, Thiswas a
time and resource consuming aclivily that
fulure project rmanagement effers will not
have to undartake.

Data conversion at future BIA arud tribal
sites will continue to be a challenge.
Because cach BIA office modified the
legacy systems to fit their own needs and
gach legacy database s different, the
TAAMS team cannot develop st one “dala
map” 1 it all cirpumstances, Tribes which
have aiready developed their own systems

will have an even graaler challenge,

The challenge will be for the TAAMS
project team to develop a replicable
process based on the experignces from the
Rocky Mauntan Region pilot. This task is
achievable, but it will take & significant level
of coordination between different
contraciors and the BIA users.

I Statement of Objectives and
Outcomes

Over the last several years, BIA has
undertaken several efforts to evaluate
updating or replacing the current LRIS
system, In 1988, & decision was mags -
predicated on an LRIS study by TRW and
Lockhead-Martin - 10 repiacse LRIS with
modem softwarg, indfially LRIS was to
have been devenped in tandem with the
new TAAME, Subsequantly, 2 decision was
made i eliminate LRIS completely and
include its functionality in TAAMS based
on the following:

. The current LRIS system does not
“efficiently suppott BIA processes and is
partly responsitie for bottienecks and
backiogs relaled (o title information,

* Sigralant problams are caused by the
fack of inlegration of the cursnt LRIS and
FAS sysiems (TAAMS is now planned as
the repdacament for IRMS and LRIB)L For
Sxample, swnership and lease informalion
Traest Be gatered manually in both systerns
.as separate efforts;

. There ig significant duplication of data
etesen these tvo systemns withaut any
capability {0 transfer or synchronize data

Department of the interior
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automatically. As aresult, the dajais
inconsistent between the two systems and there
is no efficient way at prasent o resolva thess
incansistencies,

. The LRIE system is based on obsolete
techncipgy that is very costly to enhance
o rapalr

Thae BiA, in cooperstion with the Office of
the Special Trustee (O8Tyand in
cogrdination with the Dapartment’s CI10 and
Office of Information Resourceas
Management, BLM and MM, 8 acquiring,
modifying {as ngcessary), esting and
piioting standardized, commercial off-the-
shelf land managemant sysiem software.
Interfacing with the Trust Funds Accounting
System descrived abova, s trust
management system wili comprise TAAMS.
The TAAMS system will include an asset
management sysiem with a master lease
subsystem, a biling and acoounis
receivable subsystem, and a coftection
subsystem, TAAMS will also have a
probate tracking system in a future release,

A pitot site {(Rocky Mountain
Region/Billings, MT} was identified and the
site's data has been cleaned and
converted. The conversion process used
both infernal and contractor support. The
approach used procurement and piloling
protodcsis sporopriaie 1¢ & proven, modified
commercially lsased, opergled, and
mairitained off-ihe-shell standard trust
asset management system, {0 process frust
data generated nationally from over 221
BIA and Triba! field iooations. The system
seleclad will ba commercially operaled and
maintained. Prior i the decision 10 exlend
the system nationally. the sysigm will be
piloted successfully al the Rocky Mountain

Regional Office.

IV Relationship to Reform Act of
1894

TAAMS will halp ip address the following
provisions of the American ndian Trust
Fund Management Raform Act of 1954
(Section 101):

*  Providing adequate systerms for accsunting
for and reporting trust fund balances.

*  Providing adequaie controls over regeipts
and disbursements.

*  Providing periodic, limely reconciliations to
assure ihe geouray of accounts,

*  Detlemining acourate cash balsnces,

s Pregaring and supplving scoount holders
with periodic siaiements of their acoount
pariarmance ang with balances of thelr
account wiich shall be gvaiabie on a daily
basis,

+  Appropriately managing ths notural
resources cated within the boundaries of
lewctian reservations aryd trust fards.

*  Preparing accurate and timely repoets {0
account holders on a periodic basis
regarding all collections, disbursements,
nvestiments, and return on investmenis
relatad to their trust accounts.

*  Mainiaining compiete, accurate and timely
data regarding the ownership and lease of
ehan fargds,

V Relationship to Other HLIP

Subprojects
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BIA Dala Cleanup and TAAMS activities
are closely refated and for that reason
thess two subproiacts are being intly
managsd.

From a system perspective, TAAMS has iis
closest link to TFAS owing to the need for
consistent data for individual Indian or
Tribal accounts that are common to both
syslems and to accommodats transaclions
that have an impact on accounts in both
sygtams,

Cther subiprejects that have significant
affects on TAAMS include Probale
{changes affecting slatus of data and
acceunis), Records Management (slorage
and gisposition of information}, Policies and
Procedures (multifaceled effects}, Training
{proper use of syslem, reporting protocols,
date entry ruies, efc.}, and Internal Controls
(findings and recommendations for
improvement and risk reduction).

VI Subproject Budget

The gslimated projedt budget for TAAMS
includes system modification, development
and depioyment; raining services; service
bureau sperglions andg other ¢osis
associated with the on-going operation of

TAAMS.
[ SUBPROJECT BUDGET
TAAMS
Fiscal £y FY Fy FY
vear | 1987/ | 1580 | 2000 | 2001
1998

5$ in w | 81 | 184 | 129
millinng

VIl Subproject Action Plan

The particular fasks and milestones
necessary to successfully complete this
subproject include the following:

A, Seiect Pilot Site

A decision was made in 1587 o piot and
fest the new Trust Asset and Accounting

© Management Sysatem (TAAMS) initially &t

one BiA Regional Office location before the
system is instailed at all BIA and OST
locations. The RIA and OST jointly
developed onteria for selection of a suitable
system pilot site, considering the following:

+  Whether the Ares was represeniative in
lerms of Tribal, M and Special Deposit
accounts, irust ssssls and land
managaant issues, Trikal contraciing, and
inceme types,

+ Information abowt the status of previous or
on-gring records cleanup effods in the
areas of trust management records, BIA
frust asset and land title records; and
Hearings and Appeals probate backiogs;

+ The general recoptivity of Arca
Managemeni and Indian reprasentatives;

»  Siaff knowledgs of aulpmation policles ang
procedures, rust management, elc.;

« togistical considemlions such as
telecommunications, gecgraphy, and cosis,

This task was completed on November 13,
1887, with a decision by the Secretary's
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Trust Management Improvement Steering
Commiilee to use ihe Rocky Mounlan
Region for the pilot site.

B. Acquire External Professional
Consulting Services

Three Native American 8(a) management/
technology firms were seleclied n
December 1888 to provide day-o-day
suppor 16 ihe TAAMS project leam. An
additional firm was procured 1o provide
assistance in developing data dictionaries
ard data conversion techniques. The BIA
wilt continue to utilize outside assistance as
it becomes necessary 1o supplement
internal resources. AM sxtemal consulting
services were procured on schedule by
March 31, 1993

D. Prepare and Publish
Request for information
{KF1) for COTS Systems

Working with the sarvicing procureément
office, the joint BIA/ICST taam and the
systerns consultant prepared and published
a formal RF1 for applicahle commercial off-
tha-shell applications thoughi to mest the
functional requirements defined in
preceding lasks, Th/S lask was complafed
on schedule June 18, 1998

E. Organize Joint Technical
Team to Develop Functional
Requirements and RFI

C. Assemble Senior BlA and
O8T Management Team to
Develop Requirements

Senior BIA and O8T managers and
represeniatives of BlA’s rust resource
operations, the Department GID, BLM,
MMS and senvicing procurement officials
oullined and documented, at 3 high level,
the TAAMS functional requiraments. The
product was handed off 10 8 technical
group of information technology specialists
and trust resource managers. This fask
was completed on schedule by April 24,
1998

A technical team elaborated on and refined
the high-level regquirement definition,
evaluated commercial oHf«he.shelf
applications, prepared a prefiminary
sysiems dasign, developed acquisiion
dagumentation, and obtaingd Departmental
approval for proceeding with @ procurement
action,

The team inlerviewed a number of polential
contractors, exchanging information
regarding the BiA's specilie infarmation
neads, logistical requiramenis for
depioyment, arganizational issues and
rasource consirainis.

Two vendors submitied fina! bids which
were evaluated according to a
pre-determined contract ranking system.
This task was completad in September,
1998,
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F. Obtain DOt Approval for the
System and Approach

The joint BIA/GST staff prepared and
submitted to the Department a Technology
investment Analysis {TIA) 1o justify the
proposed TAAMS system and acquisition
approach. The Department epproved the
TiA on September 11, 1§88,

G. Develop Procurement
Documents Using Joint
BIA/OST Technical Team and
Systems Consuitant

Using the resulis of inlamal research,
review of existing automated nations! and
local systems within BIA, and feadback
from the RFI, tha joint BIA/OST tearn and
the system consultant prepared the
necessary procurement documents and
supplemental justification for the TAAMS
system acquisition. This lask was
completed August 27, 1988,

H. Select TAAMS Project
Management Team

A BIA project manager was sslected and 8
project team slrugiure and project
managemant approach was deveiopad.
Team composition in¢gluded program
experts from BIA and 08T and information

technology specialists from consulting
firms. This {ask was completed on schadule
Novemher 30, 14356,

i. Award Contract to Successful
Bidder

BlIA awarded a confract o the successhul
bidder based on pre-defingd Criteria by a
source seleclion board consisting of BiA,
OST and Deparimertai staff. The 8/A
issued a performance-based contract lo the
successful offerer on December 2, 1998,

J. Develop System Modification
Strategy with Contractor

The BIA project management tgam worked
with the selected TAAMS provider o
develop g comprehansive gyslem
modification strategy. BIA syslem users
met regulary in pre-defined functional
teams with the software vendor in order o
further define and outline user nesds and
requirements. Users participsted in the
actual design of the graphical user
interface. As implemented, TAAMS i best
described as a modified off-the-shelf
sysiem {(MOTS},

Using the legacy data from the Rocky
Mouniain Region, the teams mapped data
negded o populate the selecied rust asset
management application and developed
auiomatied routings for data gonversion.
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The actual system modification was
conducted between Janugry 1883 and May
1985, The TAAMS protolype was unveifed
on schedte in Jung 1988 in the Rocky
Mountain Regional QOffice in Biffings.

K. Complete System
Modification Effort

The BiA is working with the software
vendor (o moedily the off-the-shelf product
through an Herative process of developing
system proiotypas. Each prololype is
reviewed by the user and furlher revisions
are made until the protstype is acourate
and refiects business needs.

The software vendor and the BIA
collaborated on a series of test scripis that
could be used during system testing. The
actual seript was developed by a third-party
contracior, As the TAAMS software
avolved, the scrpt underwent continual
change. The scripts can continue (o be
used for future regression testing of
TAAMS.

The initial system modification effont
includes ali development requisrements of
TAAMS including developing the interfaces
with TFAS and MM, mandatory reporis,
ang alf contract functional requitements
that were determined to be mandaiory in
the original contract (as amendad by
gontract modifications that were necessary
to reflect the dynamic system development
that has baen undertaken by the
Dapartment), As the initiative progressed,
i becams apparent through direct

discussion with the user that cerlain
TAAMS features could be deferred and
gthars would need {0 be accelerated.
Contract modificalion was necessary 10
ensure that the raquired core funclianally
was praperly entified in conlrac! form,

Becausa TAAMSE provides fungiionsiity i
diffarant BIA reaity operations, i is
consistent with infermation lechnoiogy
"bast practices” to consider depioyment of
TAAMS on a functional basis as opposed
to waiting for the entire system {o be
completed. As such, the BIA plans to
depioy TAAMS to its tille plants while
continuing to test and solidify all aspects of
the leasing modules, inciuding the interface
between TAAMS, TFAS and MMS.

The Title portion of TAAMS is scheduled for
complation May 2000. The mandsiory
really Junclions, including the necassary
interfaces with MMS and TFAS fo process
distribition fransactions, ars schedulsd for
completion in August 2000,

L. Analyze the National
Requirement for End User
Work Stations and Distribute
Mecessary Hardware to Rocky
Mountain Reglon as needed

The original HLIP stated that the
Department would acquire approximately
2,000 new worksiations for TAAMS users
(one-half new purchases ang ona-half
uptirades). As the deskiop requirements of
the TAAMS software soclidified, it becams
obvious that TAAMS, coupled with other
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new software packages usad by the
Department such as Lolus Notes, could not
effectively be run on the existing
equipmeant.

As such, more new PCs than originally
planned for will be required. To date, the
replacemants have come from the
Depariment's Y2K PC replacement effort.
A large numher of PCs have been
purchasad for the BIA and {ribes and they
will ease the ransition b TAAMS. As the
software i deployed, across the country,
continual re-evaluation of PL needs will be
required o ensure thatl the proper hardware
is availabla,

M. Conduct System Testing

The software vendor will perfam unit
integration and system testing of the
system after it is wnveiled at the pilot site in
Biilings, The BIA will provide a user team
to work with the vendor to ensure that the
sysiem is opereling properly and that it
meats the BiA's business needs. The
users wilt uge a system test procedure
consisting of detaided test scripis which will
test all aspects of the sysiem. Final system
testing will e conducted by the software
vendor. Testing was conductsd the weeks
of September §7 and November 22, 1998,

N. Compiete Training of Support
and User Personne! at Pilot
Site and for remaining BIA and
Tribal Personnel

Training on the new Trust Assefand
Accounting Management System in Billings
i expected (o include both BIA and O3T
users and dgesignated suppord personnel.
The training is provided by the software
vendor.

Subssquent TAAMS fraining wil be
provided by & team of trainers consisting of
the software vendor and BYA program
axperts and will be congucted in a caniral
training facility,

Training will he conducted based on the
functional need of the staff and will vary in
length from one day to ong full week.
Training efectiveness will be gvaluated and
retraining for statf will be conducted as
necessary. New user iraining will be
scheduled during conversion at other sites.

User training is scheduled for completion
aoproximataly 7 (o 45 days prior o
impiemeantation of the new Trust Asset and
Accounting Management System at each
Region o snsure hetler user retention of
the training information and skills.

Approximately 50 training sessions will be
conducted for BIA and tribal staff over the
next year and one-half. The provider will be
tagked with staffing an extensive help desk
pperation 1o aid in the conversion and
training effort.

Since the iniialion of the training effort, it
has become apparent that TAAMS requires
a more miensive ievel of user training than
praviously estimaled. TAAMS differs
sigrificanly from the legacy sysiems it is
raplacing and users need 1o agguire a
completely different approach o dala entry,
Faringrmore, there are business changses

Department of the Interior

78-



HIGH LEVEL IMPLEMENTATION PLAN - 2000

TAAMS

e e e s

which are gecurring along with system
implementation that must also be
addressed during raining. Training
sagsions for the Rocky Mounlain Region
‘staff were completed in eardy June 1939,
Training for new users was conducted
agai in September 1989 and repested in
November 1999, Retraining will coniinue
in Billings untit & satisfactory fovel of user
familiarity with TAAMS is demonstrated.

0. Complete Independent '
Verification and Validation of
TAAMS

An Independent Verification and Validation
(IV&V) contractor, SRA, International, was
hired in May 1999 to pravide the
Department with an independent review of
the TAAMS application. The Depariment's
purpose was o indapendently assess the
TAAMS system for compliance with the
contract’s functional requirgments, provide
fsgdback on the overall usability of the
application by BiA end users, and gssess
the BIA's preparation for deployment.

From June threugh November 1589, the
V&V team observed various system and
functional tests of TAAMS, culminating in
thie final system test on November 22-24,
Hased on industry siandards and their own
lasting experiences, the VAV contractor
provided suggestions the TAAMS team was
ablg o incorporate, improving the test
rasuils and ensuring the tesls ware
ropeatable. From February 1-4, 2004, the
IVAY contractor staff also atiended the
Wser Test at the Rocky Mountain Regionat

Office (in Billings, MT) as cbservers. This
pravided the V&V leam fesdback on the
BIA end users' reaction 1o the TAAMS
application and how the system works in
the fieid.

in thelr repont, the IV&Y team made the
following recommendations. They stated
the TAAMS test plan was adequate and the
TAAMS team ¢ould improve the plan
funher by adding details on the lechnical
tests {i.e., Performance, Year 2000, and
Disaster Rgcovery test areas). The
majority of the est scrigts for testing the
functional requirements were also
adequate and contained enough detail for
repeating the test. However, some of the
seripts would require additional modification
to test the ontical functions not totaily
validated {parlially lested, nottested, or
fallgd validation) by the V&V leam. They
regommended the software vendor
maintain these scripls for use in regression
testing of current changes and any fitiie
software releases, Tesling of one oritival
area - the TFAS and MMS intefaces ~
remained incomplete and the V&V
coniracior recommended against full
dagdoyment of TAAMS unti that functional
area was fully ested.

SRA {urther regommendad that
comprehensive testing be performed
pariodicaly during the deploymeni phase to
engure full sysiem perdormance can be
maintained under load and the network has
suificient capacity, As a result, pericdic
load testing will enable the TAAME project
team o detest any perfarmance
degradation garly enough 1o provide 8
timely resolaion,  neaded.

Ligar fsadback indicates the BIA users are
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eaner 1o begin using TAAMS and the
Billings sialf are sufficiently trained. SRA
atzo recommiended assessing the uzers’
needs prior to deploving 10 each new aras
They alss recommended that the
Depariment selidify its business rules
concerning trust operations and incorporate
them into TAAMS.

The W&V team concluded their report with
the foliowing: "Assuming the foregoing
recommendalions and risk mitigation
sirategies are implemented, the VAV leam
{SRA] fesls thal deploymeni beyond the
Rocky Mountain Region could proceed with
mininized risk and a reasonabla assurance
of success.”

P. Initiate TAAMS Pilot at BIA's
Rocky Mountain Region
Office

The TAAMS protolype was unveiled at the
BiA’s Rocky Mouniain Raegion Glifice in
grder to give the public and the BIA staff an
opportunity to undergo initial raining and
gxposure {0 lhe system, Immediately
foliowing the unwveiling, an extensive set of
testing procedures and user reviews was
conducted to insure that TAAMS met the
contract requiremenis angd user needs,
Unveidling of TAAMS was camplated on
June 25, 1898 af the Rocky Mounlan
Regionai Office.

Q. Perform User Testing at Pilot
Site to Determine Adeguacy
of TAAMS Under *lLive”
Conditions

The performanse of TAAMS at the Rocky
Mountain Region pilot test site is being
evalualed agansl pro-esiablished
raquizemsants spagbed in the confract tp
chjectively measure the success of the new
TAAMS.

All Billings region agencies are included in
the pilat. Both pilot and parallel procassing
will continue untdl the user community feels
comforiable with TAAMS and a decision is
mads lo disconlinug data enlry info the
legacy systems,

A user test was conducted in the Billings
Regional Office the week of Fabruary 1+ 4,
2600, Simullaneously, testing was
sonducied at the Crow Agency and realty
staff from four additional agency offices
participated in the user test af the Billings
site. A significant number of transactions
warg entered into both TAAMS and the
iegacy systems in grder to ensure that
TAAMS was providing accurale rasulls. in
addition, a usability questionnaine was
adminisiered to the panicipanis.

Transactions for both the leasing and e
functon were entered inte TAAME, with the
heaviest concentration focusing ¢n fitle.
The test did not include a full iest of the
accouniing and distribution capabilities of
TAAMS because it had already been
decided o focus on title processing. A
similar user lest wil be conducied al o laler
Jdaie which fully addresses the leasing,
accounting, distribution and interface
functions,

Initial results from the User Test were
positive and iliustrated a high level of
acceptability of TAAMS by BIA users. The
trangaction analysis indicated no major
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probierns and demonstrated that the core
functipnality for TAAMS existed in release
Version 1.0,

The TAAMS project management team has
scheduled a meeting in early March with
the BIA, OST and MMS, along with ali
respactive software vendors to discuss any
remaining interface issues. Itis anticipated
that the remaining concarns will be few and
can be addressed without any major delay,

R. Deployment Decision
Raview

The BIA complated its official agsassmant
of the title functions of TAAMS in terms of
system functionality and usability in
February 2000. That assessment will be
forwarded to the Department for a final
deployment decision for roll-out to BIA litle
plants ag the first stage in the total TAAMS
roil-out. The initial deplfoyment decisinn for
the LTROs is expected fo be maede in
March 2000, A follow-up decision will be
required when distribution and interface
capsbilfiies are in place and adgquately
tasted. The Ume for this i3 10 be decifed.

8. Deployment to BIA and Tribal
Sites

Daployment pegins with the loading ¢f
TAAMS software on the desklops of the
individual workstations at the office sile,
For projact management tracking, the
“deployment dale” reflects the abuve

action., Upon loading of software, an
exiensive sel ¢f data reports will be
provided 1o the office 1o review the
converied daig resigent in TAAMSE. Thess
reparts wilt form the basis for the mitial
activities conducted under deployment data
cleanug,

The realty personnel at the deployment site
will be required o carefully review the data
reports and, with DataCom Sciences, inc.,
make a detsrmination regarding the
complelenass and guality of the converied
data. The determination will include an
estimated peniad of ime in which the office
will becoma familigr with TAAMS, initiale
any immediste cormctions to the database
necessary (o ensure ihat processing can be
accomplished, adiust logat work flows, and
ensure that the local network and
tetecornmunication infrastructure is properly
funclioning. The TAAMS project
managemani leam will alsoe be involved In
this delermination,

Once the tasks arg satisfactornly completed
and the office s using the TAAMS software
full-time, the site will be considered
“implementsd”, This period may be as short
as twa-weeks or as long as 120 days
depending on the issues that must be
addressed at that individual site.

Deployment will Be conducted in two
phases. First, all Land Title and Records
QOffices will be deployed. Once TAAMS is
fully eperatienal in all LTRGs, deployment
1o BIA and tribal offices conducting the
reaily funotion will begin,

Depioymen{piaming for both fitle and
reaity funclions includes a readiness reviow
at each deployment site including the
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following criteria:

[aia cleanup slatus
Hardware delivery
Communications availabilily
Security requirements fulfilied
Training conduciad
Management invovement

- *+ ¥ » ¥ =

For the | TROs, deploymeant will be
cenducied on an office-hy-nffice basis untii
all gight offices are complete. The Title
deployment will aiso include thrae tribal
sites that have coniracted to perfonmn title
functions,

Al grasent, Uis estimated that 3l sites
performing the itle funciion will be
deployed betwaen May and Decamber,
2000. Really sites will bg depnloyed
beginning in August 2000 at BiA Offices
and continuing through to Trinpat sites.

The Really depioyment schadule will
genarally foliow a geographic process,
aithough & specific sequence has not yet
heen detamnined. Various oplions oxigt
including & regional geographic deployment
sehadule as originally discussed in this

Plan or deplsyment in “groups of officey”
irrespective of geography.

As stated above, the astual saquence s
basad on site readiness, incluging
completion of pre-implementation data
gleanup, Once the Depanment makes a
final decision regarding deployment, a
miorg precise schedule will he developed
sufjest o modification basged on site
raadiness.

Because system deploymant is depandent
on the completion of cleanup activities &

each site, it is not possivle to project a
complete deployment schedule at this tima,
Therefara, the BIA will review dala cieanup
progress quanerly at each potential
deploymant site and initiate detailed
deployment planning at only those sites
thatl can reasonably be deployed in the
following shx mornths.

T. Complete TAAMS Deferred
Modifications

The TAAMS coptract for software services
dentified a number of functions for TAAMS
which werg classif:ied as mandatory-
dgeferred. These functions were delerminegd
to be important bul not required in TAAMS
Version 1.0, Upon a deployment decision
by the Depariment, indicating that TAAMS
Version 1.0 is acceptable, BIA design
teams will initiate a thorough deveiopment
of design specifications for these contract
requirements 1o provide to the saltware
vendor to support the modification of
TAAMS to include the folowing additional
funclionality, .

Entade Adminisiration

Miscallaneous Conveyance fealures
tisceiianeous recording features
Leass closoou! features

£« k& %

These functions are scheduled fo be parf of
a planned refease of TAAMS by Sepiember
30, 2000, The Department will evaluate fhe
need and delivery of these raquirerments in
June 2000 in order to ensure that initiating
work on these features is still congistent
with the design of TAAMS and woul not
iterfore with the on-Qoing system
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modification effort at that time. ifitis
necessary to postoone, revise or amend
the TAAMS contract in any manner, it wilf
be officially moditied after that analysis,

Additionally, there may be gther system
enhancemants, not found in the original
TAAMS contract, which will be included in
TAAMS Version 2.0. Included may be
appraisal, enhanced probate and, possibly,
a geographic infoamation system.

U. TAAMS Documentation and
Supporting Information

A significant lgvel of corresponding
documentation is being daeveloped to
suppart TAAMYS, including an expanded
data encyclopedia, user entry reference
guidance, user manuals, system
architecture, ete.

Documentation is campleted as appropriate
1o the initiative. This will be reviewed and
incorporated as appropriate in the
Depariment’s Trust Business anid
Cormpuler System Archilecture Framework,

V. TAAMS Ongoing
Operations

The TAAMS initiative includes engoing
opegrations through the contrastor's service
bureau, As such, the TAAMS contract calis
for a number of performance requirements
through the life of the contract. These

requirements will be regularly reviewed by
the BIA to ensure that the contracior is
meeting all contractual requirements.

Examples of these performance
regquiremnents include:

Sysiem speed and performance
Tsaster rgoovery services

Sysiem backup

System confiuration management
Application mainlenance services
Auditing and system moniiaiy
Operatinng seouily

L T T

This task is ongoing, with various reviews
conducted an both a quarterly and annual
scheduls by an oulside and objective
third-party technical expert, Those
glements wil also be reviewad in the
Department’s Trust Business and
Computer System Architecture Framework
effort.
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7. MMS|SYSTEMS
EENGINEERING

I Responsible Official

The responsible official for this subproject
is the Director, Minerals Management
Sarvice, The subprojest manager is Milton
Dial of the ¥ME Royalty Management
Program (RMP

i Statement of the Problem

Faced with changing energy markels, new
iegislative mandates, and aging computst
systems, RMP made the decision io
ragngineer its core business processes and
suppor systems, This initigtive is
necessary in order for the RMP to remain
cost-effective and responsive to customer
needs and to fulfil its trust responsibility to
American Indians.

il Statement of Chjectives and
Outcomes

i inis subproject, the MMS will design and
implement new royalty management
business processes and automated support
systemis, The RMP Business Progess
Reangineering Initiative will address all core
business processes and automatad support
systems, within RMP’s finangial, accounting
and campliance operations, While the

reengineering effort ancompasses all of the
RMP, for purposes of this impiamentation
plan, this subproject will highiignt bow our
Indian program will be impacted and the
benefits that can be expected by Indian
Trinal and Aliottes mineral owners.

1 -
The future RMP will be process cenlered;
focused on outcomes; less costly, and well
positicned o maal mission requireamenis.
The future end-lg-and provess designs,
organizational structuras, and modemized
automated information systems, oncs
finalized and implemenied will gnable the
future RMP fo deliver the very best reyaily
management services at the lowest
possible costs, The uniqueness of Indian
minaral leases has played a significant role
i conceptualizing the future RMP
processes and supporn systems throughout
the inltiative, indian Tribal and aliolted
mineral owners will benefll in significant
ways from the reengineergd RMP,

improvemenis ynder consideration include:

. Réduc’tng RVP's currani brisingss cyde
from 6 1o 3 years, consistent with expected
industry standards;

+  Aligning RMP's operations into two core
end-fc-end business processes; the
Fnancial Management Process and the
Compliance and Asset Managemen!
Process]

» Esiablishing crganizations! accouniabiily
for complianes and sesel management
putcames at the producing property level
{mineral leases wolld be brought in
campliance ard Kept b comoliancey;

H
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Bimplifying currend reguiatory reporing
retpurements o reduce reporting burden for
hoth RMIF add indusiry {royalty reporiing is
expeacted t0 be reduged up to 40 percenty;

Moderizing RMP's automaled information
systems,

Expected benefits for indian mineral
owitars inchids:

*

Acceleraled gvailability of money 1o Indian
meiplans,

Cramatic reduction in RMP business cyois
from & o 3 years which will ensure more
rapid ienification and sfficient collection of
royaity underpaviroenis.

mproved loous and effectiveness of
complianee activities on indian iands by
changing 1o # property and producing area
approach, Thig will permit the acquisition of
detailed knowledge of production-area»
specific factors that impact Indian royalty
saleulations such as malority price
determinalions and dual accounting for
processed gos sales;

Maore detailed iInformation will be collestad
regarding indian o and gas production
dispositions. This will De accomplished by
convering from the MMS Form 3160 o the
MWMS Form 4054, Gl and Gas Qperations
Repart. Addiional information collectad
through this change will better support
verification work 1o assure that royaties
have been paid on all iease production
volumas,

Modemized automated systems and data
striotures that can be configured for use at
muftiple sites with varying operational size
argt complexity. This capability will -

- faciliate delegation, comparding,
ardd condracting by Tribes, and

- provide subsiantially improved data
gcoess, analviical capabiity and
assurance of confinued systems
relabiity;

+  Thare may also be potential for additional
¢etail pver current royalty reporting H we are
able to sccommodate welkleve! finansial
reporing versus the curent lgase-
agreement level reporting. Several Indian
Tribes have identified circumstances where
well level sales valuation and payaut stafus
determination is necessary {o correclly
galoulate and validate production royaity
payments. Howevar, wa are stlll loking
carefully at the assogiaied costs and
benefits.

IV Relationship to the Reform Act
of 1994

The Reform Act Saction 303(b) (4) directs
the Specisi Trustes to insure that MMB
maintaing effective policies and prosedures
to enforce Indian land lessee compliance
with timely and accurate lease production
reporting and revenue payment
requirements. The MMS reengineering
affort and associated pedormance
measures are designed to improvea
repording tmeliness and atouraty.

¥ Relationship to other
Subprojects

Infarmation that is generaled by the MMS
Royaity Management Program will ba
utiized by TFAS {or [ndividual Indian and
Tribal accounts and accourting., The MMS
effort will be affected by Records
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Management, Policy and Procedure and
Internal Control subprgject reforms and
achons,

VI, Estimated Subproject Budget

The estimated subprojedt budget for this
affort is depictod in the lable below.

SUBPROJECT BUDGET
MMS System Reenglnesrin

binoat Y FY FyY FyY
Yesr 1077 1958 2064 2O
1988
8in
milions - 10 30 30

The July 1688 Migh Level Implomeanmation
Plan anticipated a ong-time funding reguest
by the Departrmant and the President of
$4.7 million for FY 2000, to suppont
systeens installations to ocour during FY
2000 and FY 2001. The President’s FY
2000 budget request forwarded (o the
Congress included funding of 3.0 million for
FY 2000, The remainder of the needed
funding is expectad in the FY 2001 budget
request. Total estimated funding has been
adjusted based on the award of the
financial systems contract.

VI Subproject Action Plan

A. Initiate Program-Wide
Reengineering with Fuli-
Time Design Team

In Aprit 1996, the RMP undertock a
reengineering initiative 10 address is
compliance processes and strategies and
determine the best approach for
accomplishing future goals and objectives.
A decision was made Apnl 1, 1887, to go
beyond compliance reenginesring and
address all of the core business procasses
of the RMP. A Project Office was
established and a multi-disciplinary design
tearmn was assembied and trained for this
task. This fask was compleied on schedule
on Apri 30, 1997,

B. ldentify Processes for
Business Process Review

The reengineering feam examingd the
current RMP business envirgnmant and
focused its efforis on all core business
processes within mission critical opearations.
Adminisirglive support procasses are
excluded. The team ideniified two cora
business progesses thal the RMP will
operaie o accomplish iis mission
objectives in the fulure: Finandial
Management and Compliance and Asset
Management. The identification of
processes for busingss process review was
completed May 31, 1957,

C. Benchmark the Processes

The reengineering team conducted
extensive benchmark surveys of ather
public and private enterprises within and
outside the United States to ientily the
"best practices” for consideration in the
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design of future RMP processes. More
than 30 organizations were included in the
henchmarking eHort, This task was largely
completed in December 1997, but
represents a continuing aclivily as
agditional areas of opportunity for procaess
improvement are brought fo ght. This task
is ongaing.

0. Map Processes

The reengineering design team examined
the current RMP business environmeant with
an inlensive magping of its "as-3" procass,
This was augmented by Performance
Enginesring Comporation’s (PEC) inwdspth
agsessment of the automation
infrastructure supporting the existing
businass processes. The design sam
completed mapping the processes on July
11, 19897,

E. Obtain Customer/
Constituency input

As part of ihis effort, the fallowing
organizalions are consulled on an ongoing
basis:

State and Tribal Rovalty Audit Commities
Royalty Policy Gommittee

Council of Petraleurn Accounting Societies
BLM

8!ia

MMS Offshiore Minerals Management

* ¥ * & L

Partnerships have been formed with
leading oil and gas and solid minersl
companies 1 jointly explom ways {0

gxchange information and agvance new
reporting and operational procedures.

Customer and constituency input has been
gained across a broad front during the
Initiative. MMS will continue its aggressive
communications strategy to gain further
input as the infiialive progresses to
completion and thereaflor.

F. Complete Preliminary
Design Document and Gain
Decision to Proceed

Development of the preliminary design
concepts was guided by design parameters
and performance goals defined by RMP
senior managers. Specifically, future
syslems processes were 10 be Gapable of

v Supporiing the collection of royalies bolh
in-cash and in-kingd,

*  Supporiing delegaigd activities related o
royality administration,

¢ Permitting the use of & variety of
methodoiogies 1o value production.

+  Permiting RMP to provide related financial
services for other customers through
frgnchising arrangemenis,

Performance goals detarmined were!

*  Assuring cormpliance with applicable laws,
icase lerms ard reguiations for alf leases in
the shortest posaible time, bui no tater than
3 years from the dua date.

*+  Providing revenue recipients with access 1o

Dapartment of the Interior
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their rmoney within 24 hours of the dus
date,

The design team was also guided by the
foliowing paramelers in development of
work:

*  Current laws continus o apply.
*  RMP regulations can be changed.

s Newwork processes should cost less than
the currant eguivalent mission costs.

With the completion of the preliminary
design concepts, the design team identified
key issups in three areas thal needed o be
addressed 1o achieve {he performance
stretch goals and paramelers envisionsd:
organization angd business processeas,
autoration infrastructure and infermation
needs. MMS issued the Freliminary Design
Concepts Report of the RMP
Reengingering Team in March 1898.

G. Complete Prototyping and
Pilot Testing

Based on the findings and recommenda-
lions presented in the Praliminary Design
Concepls Repon, the design team
continues 16 analyze and test many of the
concepts and technglogies through
profotyping and plieting. With the pilot and
profotype work completed, the RMP
initiated the operational mode! phase In
which fulure compliance progasses are
heing appied in a “live” environment with
operational responsibility for subseis of the
lpase universe heing transferred fram the

existing RMP prganization o the model
teams,

The RMP currantly has four aperational
madels in place: Onshere Ol and (3as,
CHshore Qi and Gas, Jicarilla Apache, and
Solid Minerals, The Onshore Mode! Team
includes representatives from the Ule Tribe,
the States of Colorade and Utah, and the
MMSE. The Solid Minerals Mode! Team
includes representstives from the Navaie
Trike, the Crow Tribe, the States of
Colorado, Utab, Wyoming and Moniana,
and MMS.  The Jicarilla Model Team
includes representatives from the Jicarilla
Trbe and MMS. The Offshore Mode) Team
includes representatives from MMS,
Filoting and protolyping was completed in
August 1888, The opergtional model phass
commaencad in Novembsar 1988 and will
coulinue and expand through FY 2001
implernentation.

H. Complete Project Capital
Investment Plan and _
Independent Verification
and Validation

The MMS RMP Capital Assel Plan and
Justifipation {Plan) were praparad in
conformance with Office of Management
and Budget Circular A-11, Fart 3, 300h
guidalines for planning, budgeting, and
acquisition of capital assets,

Froductive Dala Solutions, ing. {PDS)
performed an indepandent validation and
varitication study of the RMP reenginesring
projact, POS reaffirmed the premise that
the planned reengineering of the RMP
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support sysiems can be brought effectively
1o compigtion in the forecasted time and
given ihe specified bidgel. The
conclusions of POS were predicated on
RMP's close adharence to defined process
management, to the close monitoring of
project execution, and awareness of
various ssues outliined in the PDS renort,
This task was completed in September
1998,

. implementation Plans Issued

The implernentation plan, Road Map lo the
21% Century, has been prepared io place
the reengingering concepts and
recommendations on the implementation
path and guide RMP through the necessary
organizational transfermation. The Road
Map sets forth more than 50 major action
glements that must be successiully
planned, slaffed, and executed overa 3-
year pericd 1o achieve the desired RMP
perfgrmance goals.

The Road Map to the 219 Centurv is
pramised an exiensive empioyes,
customer, and stakeholder involvement,
partnerships with clientela, and proactive
owreach and communications with all who
are engaged in the implementation
process. The Road Map's aclion elements
will aiso bring forth state-of-the-ast
information technglogies and soldtions
gesigned to more fully utilize the talenis of
the RMP workforce, broadern individual job
responsibiities, and posilion the fulure
RMP as the best in class of servine,

Ta effactively manage the aclion glemanis

zet forth in the Road Map, RMP developed
ihe RMP Reengingering Project Plan (o
track 14 subprojects and all of the
associated tasks and dependencias.
Progress is monitared continuously by RMP
senior managemant and progress reviews
are conducted on a monthly basis. The
Road Map to the 21% Century was
completed in November 1988,

J. Implement Process Leading
to Award of Financial
System Contract and
Complete Development and
Instaliation

RMP has implementad a contracting
strategy thatl fealures a two-phased
contract award process, The first of the
two RMP maduies to be contracted will be
the financial moedule thal includes a COTS-
based financial and accounting system, a
relational database management system
and an incremental "spiral” development
plan for subsaquent applicalions. In
preparation for requesting groposals for the
financial module, RMP invited industry to
submit capability stalements. Evaluation of
these submissions identified proposals with
the highest probability to succeed.

Reguests for Proposals were received from
four vendors onJune 2, 1588, An RMP
Technical Performance Evaluation
Commillee {TREQ) complsied svaluation ¢f
ine proposate on July 8, 1888, In addition
t0 the TPEQ, RMP hired an indepandent
company {0 assist in the indspandent
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funclional validation of the commaercialoff-
the-shelf cormponanis ¢f the proposais.
Technical evaluations were completed on
July 23, 1999 and the Financist System
developrment coniract was awarded on
September 23, 1889,

K. Financial System
Development Consistent
with Deliverables Schedule
and Transition and Training :

Strategies '

The contract for ing development of the
Financial System will be monitored for
consistency with the ¢ontract deliverables
schedule and transition and training
sirategies.

The Financial Syslem development
mobifiization began Oclober 1093 under a
120 day aciivity plan, During ihis phase the
gontractar completed iasks necessary o
astablish the lechnical rasource base for
design and developmant. further define
functional requirernents, prepare for COTS
fits analysis, and complete the overall
projct plan for the duration of the
developmant effort,

The Financial Confract Mansgement Plsn
and schedule for development deliverables
was compleled January 31, 2000, This
plan comprehensively addressas the
development and implementation effort
which will include an independent validation

s

of the MMD interfaces with TAAMS/TFAS,
important milesiones within the plan include

«  Completion of the COTE fit analysis;

+  Complefion of the generat and detalled
application desigry,

v Building and testing the application
COMPONSnts;

«  Designing, buliding and testing data
sesnversion; and

«  Planring and exsguting the funclionst and
paeriomance acceptance lest,

L.. Complete Development and
- Delivery of Financial
' System, Relational Data ‘
Base Management System |
and Related Modules ?

The COTS-based finsncial system,
relational data base managemen! system
and related modules gre eéxpected tc be
completed and delivered for operation
September 30, 2001,

M. Award Compliance System
Contract and Complete
Development and
Installation

Concurrently with the development and
award of the Financial System contragt.
work will proceed on the compliance
module. Requirements are being further
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defined by the Operational Models. Siaff
from RMP and the current an-gite
contracior, PEC, have {eamed in a
separate effort to support the Operationai
Models' testing and process refinement
aclivities, By the end of FY 2000, the
complignee moduie will be ready for
devaiopment,

MMS is continuing 1o eveive ils condracting
strategy regarding the compliance syslem.
As the finangial sysiem is deveioped, it may
provide useful 100l and & foundation for
e compliansge areng, possibly preciuding
ihe need for & separale conirastl. We will
make that decision as the financial system
is daveloped. The deveiopment and
implementation plén for the comphance
system is expanied 10 be available within
120 days of contract sward.

N. Complete Development and
Delivery of Compliance
System

The development of the compliance system
will be monitored for consistency with the
gontragt deliverables schedule as well as
MMS srganizational ransition and training
strategies. The compliance system is
expacted o be compieted and delivered
September 30, 2001,
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8. RECORDS MANAGEMENT

'l

! Responsible Official

The responsible official for this subprolect
is the Special Trustes for Amarican Indians,
Kan Rossman, Direclor, Office of Trust
Litigation Suppost and Records (OT8LR],
G8T, is the subproject manager,

Il Staterment of the Probiem.

The inadequacies of Indian trust records
have beern well docementad in
Congressional reporis, legal documents
and testimony, the Special Truslee's
Stralegic Plan, varipus audils and oversight
reporis, including those of the Nalional
Arphives and Records Administration
{NARA}, and in the media. Among the
primary obstacies to improving the Indian
trust management program and complying
with the American indian Trust
Management Reform Act of 1894 are tha
poor records and record keeping sysiems
of the Bureau of Indian Affairs. The
decentralization of the Bureau and varying
condilions al its offices have resulledin a
complex record keeping gnvirgnment, even
as reflance on is records has increased.
Altempts in the early 1990s o correct these
pratlems were insufficient, inconsisiant,
and cut shod by reductions in resources.
Since Secretarial Order 3187 transferred

the financial trust services function from
BiA o the 08T in February 1896, soms of
the deficiencies apply 10 OST as weil.

IIt Statement of Objectives and
Outcomes.

The cbieciive of the Racords Management
subproject is o implement a unified records
managament solution for inlerior rust
records involving OST, BIA, MMB, BLM,
OHA and other participating DOI Offices,
This includes a number of specified actions
and rgforms covering the full range of
records isgues including program
management, regcords refantion and
storage, training, and electronic records.

In its 1880 report, NARA ciied the foliowing
major deficiencies in the Bureau of indian
Affairs records management program; all
are addressed in this subproiect

= inadequals respinse o serous problems
dantified by pravinus NARA evaluations,

»  Continued mistrepimert of permanent
records maintained by Land Title and
Records Offices,

« Ingufficient recordy management staff at the
headquarters ievel and an inconsistent
asgignmend of records management staff
and thelr associated dutiss throughout
headaguaners snd fisld operalions;

+  Lack of 2 cohasive network of professionals
o adminisier the records management
program;

« Inadequate management invelvement in
implemeanting the Bureau's (and the
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Depariment’s) regulations reélating 10 records
management;

s+ Failure fo carry oul the provisions of the
rwdian Self Determination At (PL 93638}
by not providing syslems and resources for
trinal organizations (o propedy manage
Federal recoxds;

«  Inadeguate records maragermasnt raining;

s Inconsistent application of filing methods
angd approved disposition ingtructions;

s Lack of g program of intemal records
management evalualions;

s Poor communications amang records
management staff members, records
cusiodians and program offices;

»  Large volumes of inactive rgtords {many of
which are permanently valuabia or are
potentially permanent) maintained in agency
$pase, some under adverse environmental
gongitions,

The initial planning assumptions, subject o
continuous raview by ihe Department and
the Natipnal Archives and Records
Administration (NARA}, include:

«  Shared budgetary resources directed 1o a
single, joint records oparations solution,
which will likely include shared staff and
facilities;

+«  Cost effective, workable solutions {6
ternporary records handiing, storage, and
mireval, which relies on the use of
vardractor assistance angd NARA as Tully as
nossible;

+  Cosi efficient tamporary physical sicrage
facilities pending accession to NARA,
Fedearal Records Centers, and Archives,

«  Appropriate preservation and safeguarding
of records from loss, damage, destraction
and unauthorized access;

¢ Provision of fraining, guidance, and
ovarsight of records in the QOffice of Trust
Furdds (G871 and the Burgau of Indian
Affpirs (BIA) frust oparalions under & ioint
operations concept,

The management of the subproject is
centered principally in Albugusergus, New
Mexico and in Washington, D.C., bui
extends 1o the various Bureaus and Offices
of the Department engaged in any aspact
of the management of Indian assets held in
trust.

An Indian Affairs Records Management
Sweering Commillee consisting of the
Assistant Secratary - Policy, Management
and Budget: the Assistant Secrelary -
Inclian Affairs, and the Special Trustee for
Amgrican Indians has been sstablished lo
gversee the Indian Aftairs Records
Managemeni program.

IV Relationship to Reform Act of
1994

The Recards Management subproject is
assential to providing accurate and reliable
information to account holders, This effon
specifically addresses the following
requirements of the Reform Act:

¢ Froviding adequate systems for ascounting
fsr and repading frugt fund balances;

+  Providing adeguals controls over receipts
aird dishursements;

s Froviding pedodic, imely reconciliaions 10
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assure the accuracy of accoums;

»  Detarmining sccurate cash balenoes:

»  Preparing and supplying account holders
with periodie stalements of e account
perfcrmansce antd with balances of their
account which shall be available on a daily
basis;

»  Estabiishing consisient, written policies and
procedurgs for rust fund management and
accaunting,

«  Froviding adeguate staffing, supenvision,
and training for frust lund management and
accounting:

s Appropdstely managing the natural
resources logated within the houndaries of
Indian reservations and trust 1ands;

+  Properly accounting for and investing, as
well as maxirmizing., in @ manngr consistent
with the statutory restrictions nposed on
the Secrelary's investment options, the
refurn on the investment of al trust fund
monies;

»  Preparing accurate and Umsly reports o

accourdt holders {and others, as reguiredi on

a pesiodic bagis regarding all cullections,
dishlrsemernis, investments, and msiutnon
mnvestments reisted to thair trust agcoums;

s Maintaining complete, acourate and timely
data regardiag the ownership and lease of
indizn ands.

V Relationship to Other HLIP
Projects.

The Records Management subproject
supports the 08T and BIA Data Cleanup
projects, the TEAS, TAAMS and MMS
Reengineering projects, the Probale

subproject, and the Training, Policies and
Procedures and tnternal Control
subprojects,

Vi Subproject Budget.

The estimated subproject budges for thig
effort follows:

L

Fiscal £Y FY FY Y
Year 1967/ | 1988 | 2000 | 2001

SUBPROJECT BUDGET
Records Management

1998
$%in
] rillions B 1.5 4.6 29

Vil Subproject Action Plan

The paricuiar tasks and milestonss
necessary o successfully complete this -
subproject are outlined in the following
items.

A, Establish OST/BIA Working
Group to Coordinate Joint
Records Solution

This lask was completed on Februasy 11,
1888, through a joint BIA/OST
memorandum appoiniing the Records
Management Warking Group. This
document directed the Working Group {o
formulate and present o O5T, BIA
management, and the Depariment's CID
plang and budgels for accomplishing the
tagks and agtions necessary to meat this
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subprojecl’s goals and objectives.

B. Transfer Responsibility for
Trust Financial Records
from BIA to O8T

E
E

This task comprises the initial work
undertaken by the BIA/OST Working
Groug, and was compleled on March 5,
1858 The choser method of ransfer was
3 series of thras memoranda and letlers
addressed from BIA o the Special Trusiss,
NARA, and the Indian Trust Accounting
Division, partins presently in possession
and cantrgl of financial rusi regords.
These parties were advised thal the
rgcords were to be transferrad to the legal
custody ¢f the OST. The BIA authorized
QST to transfer and access all financial
trust-related records identified in the 18
BiAM, BIA Record Schedule, Appendix 1,
series 4800 and 4850 (Trust Funds and
(1343,

D. Develop Agreement
between Q8T and BlA on
Records Operations ;

Q8T and BiA completed a Records
Management Memorandum of
Understanding on June 9, 1998, The MOU
gstablishad requirements to maintain Indian
records based on the trust responsibiity
and fiduciary trust concepts. These
requirarmnents, to include separate BIA and
Q5T recerds scheduies that accurately
define trustrelated records, wore
astablished so that trust records are
praserved for the appropriate periods 1o
ensurg fiduciary trust accountability to
Tribes and individual indians. The MDU
alse provided for the iransfer of financial
trust records from BlA t¢ QBT wentified all
trust-ralated records, based on 18 BIAM;
and detailed the joint goals and ohieclives
of the program.

. Develop Joint Procedures
for Records Access

Joint pracedures for access o trustrafaled
records are spefted cul in the BIA/GST
Memorandum of Understanding developed
- between OST and BIA that was completed
onJune 9, 1998 In May 1993 OST and
BIA pregrams were consolidated under the
authority of the Director, OTLSR.

E. Prepare Plan for Records
Imaging Technology; Obtain
Approval

QOS8T prepared a plan and received
approval for a records naging program on
Jung 30, 1998, This program was hased
on sound electronic records pragtioes and
complies with NARA and DQ) policies and
standards for the creation, maintenance,
and disposition of electronic records.
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F. Commence Records
Imaging Efforts

Imaging began in June 1988 pursuant {o an
agreement entered inlo with Native
American Systems (subsequently thrpugh
an independent agreemant with the
subcontractor Lason) a8 & piiot project 1o
scan and imags M jacke! folder
documents. More than two million
dacumenis were imaged through
Seplernbar 30, 1889, Foliowing the
lessans learned in this largely successful
pilot, the effort has been expanded in
scope. The ingexing schame, retrieval
capabiliies, and overgl fficiency of the
system are being improved and efforts are
undarway to obtain contractual services to
image selected O8T trust financia
documents.

G, Initiate Development of
Respective Records Control
Schedules

08T and BIA developed separate Records
Control Schedules, Fresdom of information
Act operations, and Privacy Act Systems of
Racords. Coordinators for the fatter two of
these funclions are designated st
Region/Agency/Office locations responsible
far daily operations, Records liaisons are
designated for program offices at sl
lncations where O8T and BIA records are

created, maintained, and disposad. Iniial
draft records schedisles were deveioped
and submilfed to OST and BIA )
management, amd the CIO, in September
1698, They are under turther devaiopment
by the Director, OTSLR (see Section DO}

H. Develop an Agreed-Lipon
Approach to Indian Trust
Records Management

The Assistant Secretary - Policy,
Management and Budget, approved an
action memorandum for an agreed upon
approach to rust records management on
May 18, 1388, as recommenced by he
Assistani Secretary — Indian Alairs, ang
the Acting Special Trustee for American
Indians. This implementation plan was
basad on an svalualion and report
prepared by an experienced, independent
Federal records manager during the periad
QOctober 13, 1998 - January 4, 1888, The
report made 21 recommaendalions, sach of
which was approved, soms with
modifications, in the May 18 action plan,
The recommen-gdations are incorporated
into this subproject.

. Eliminate Existing Disposition
Backiog at BIA Locations

A thrge-year project to Cleanup the backlog
of records stored at BiA and Q8T ocations
wag initiated in May 1989, As a first step,
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in May-June 1998, a preliminary survey
was taken o determine sites with particular
recorgs storage probiems or whare records
were particuiarly at risk. This information
was supplemenied by site visit reports from
the Speacial Master in Cobell v. Babbilt in
April and again in November 1988, The
IARM siaff conducted a survey from
November 1983 ihrough February 2000, o
acquire additional firs! hand reports.
Records managemeni specialisls were sont
io some sitas 1o implemaernd cleanup
because of these findings. The Bureau of
tadian Affairs aiso mnuired 8 detailed
report on records storage conditions from
gach superintendant and each regional
director in December 1988, {see Section Q)
and records management specialists
participated in this information gatharing in
three regions. All of this information is
being used to establish priorities for the
fong-range cleanup. It has alse been used
to take immediate remedial action, for
gxample, at Zuni, Anadarko, and Fort
Tottgn, This task calls for records
management specialists 1 visit every office
to idaniify ngeds and implement the steps
to camplete an inventory of all records at
hand and (o recommeand and implement
speacific actions needed to safequard their
presamvation or 1o carry out properly
authenzed disposition. Completion is
expected by May 2002.

J.  Cormplete Systematic
Centralization of 08T
Financial Trust Records

This project was initiated in 1988, |
involves the on-site retrieval of GST
financial trust records from Q8T ¢ffices and
BIA areas and agencies. Combined with
the IIM administrative jacket foldsrs drought
to Albuguerque by the Office of Trust
Funds Management in 1997 - 1999, mare

. than 18,000 boxes of [IM trust records (47.8

mitlion pages) are now in proper storage
and inventoried in Albuquergque. The
sysiematic centralization of trust finangial
rerords was complated on October 8,
7989, with the exception of 4 agencies
referenced below. Additional frust financial
documents may be localed as a result of
other activities including this subproject {for
exampie, the inveniory and cleanup iasks).
i gddition, on-going documentation {j.g,,
new frust inancial records) will ba
periodically iransferred from the field 1o the
08T records faciities.

K. Hire Records Management
Specialists

Aninfegral part of the relorm eficriis io
develop a cohesive corps of traingd records
management professionals 1o serve Both
BiA and OST. The indian Aifairs Records
Management prograrm has seiscied 12 new
records specialists to serve as tha core
team members of this project. The vacangy
announcement for these positions was
posted in June 1989, The last of the 12
riew record specialists was hired and
reported for duty in January 2000,
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L. Develop and lssue BINOST .
Records Manuals, Training |
Aids and Praovide Technical
Assistance

The task, which was infliated inn June 1988,
caiis for isghnical assistancs and
congultation 10 assist record kespers and
their managers. These sgevices would be
delivered on-siie, by telephone, by emal,
on the Intemel, and through 2 series of
publications - ingtuding manuals, lraining
aide, quick guides, and other information,
To date, records management personnal
have visited mare than 30 offices in the
Rocky Mountain, Anadarko, Wasiem,
Eastern Oklahoma, Navajo, Noithwest, and
Southwest Regiong and provided on-site
training and technical asgistance. Tribes,
such as Umatilla, which have visited 087
facilities, have received technical
assistance and training on records issues
such as imaging, storage, and records
maintenance. Af regions, agencies, and
offices are expacted o be povided on-site
technical assistance by December 2001.

M. Train Records Staff and
Trust-Related Program
} Personnel

Formal raining with the assistance of the
National Archives and Records
Admiristration began in January 2000,

Training for personnel with specifisd
records management responsibilities in
QST and at BlA regionat and sgency
offices is scheduied (o be provided by April
30, 2000. Additional records training i
expected to be mitialed and will include ail
BIA and OST personnel, by Deceniber
2001.

N. Lift BIA Moratorium on
Retiring Records to the
Federal Records Centers

In 1998, apparenty as the resulf of
uncertainty over the validity of cerain frust
records retention schedyles, the Bureau of
indian Alfairs imposed a moralrium on the
transfer of all records (o Federal Records
Centars (FRCY The moraforium has
compounded the records slorage prablems
of the Bureau. it has prevenied the agency
from transferring records no longer needed
ifl agency space fo secure FRU siorage,
where records arg not only properiy
maintained but inveniones are kept for
better access. The concern about the
destruction of records while in NARA
cusfody was eliminated by working with
NARA to freeze the desirustion of all BiA
records pending revised records schedules.
This was done on June 16, 1899, by latier
to the National Archives and Records
Administration, Further, on Qctober 1,
1899, NARA changed its own procedures
10 reguire pesitive agency aclion befors the
destroying any records in its custodly.
NARA hegan accepting records late in
1888, Fellowing the hiring and training of a
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records management sialf (o properly
administer the process, BiA and O8T will
e formally nolified of the complele fting of
the moralorium m March 2000,

C. Resolve Jacket Foider
Retention { Production
lssues with Tribes

Three Tribes have registered obieclions 1o
removal of the active UM jackel folders o
Albuguerque for cleanup by Daialom
Sciences, inc., and slorage in OST records
centers. Tribai feadership cite previcus
problems when valuable files were
removad from the Agency, The threg
Tribes are the Fine Ridge Agency 8Qglaia
Sioux Tribe}, Standing Rock Agency
(Standing Rock Sicux Tribe), and Umatilla
Agency (Confederated Tribes of ihe
Umatitla Indian Reservation). A fourth
Tribe, Red Lake (Rad lake Band of
Chippewa Indians of Minnesota), retaing
trust financial records but nat IM jackest
folders, Attempts to date toreach a
suitable, mutually agresabie solytion that
meets the operational needs of both the
Tribes and the Department have not been
successful. Discussions have taken place,
but as yet, no resolution has occurred.

P. Analyze Records Storage
Requirements.

The systematic centralization and cleanup

of Q8T Hnangial recards in the field is
completad byt for the four aforementionsad
Tribes, A limited numbaer of additional
recnrds are likely 10 be found during
subsequent visits and saarchas attendant
o activities involving other subprojects.
These records are being sent to the O8ST
records centers in Albtquergue when
found, as is new documentation on an on-
going basis. For BIA records, ceniralization
is not conlemplated, bul NARA and
commercial racords cenler storage will be
ytitized, The records management program
will aiso recommend and implement, where
possible, improvemenis in Ipgal faciiies for
the storage of current operating records,
This project was initigted In November 1599
and i3 expscied o be compialed by
Docember 31, 2001,

Q. Survey of Trust Records
Retention and Safeguarding

in a memorandum o the BIA Agency
Superintendents daled November 18,
1948, the AS-IA required the BIA Agency
Suparintendents to provide a delalied
wrilten report 1o their respective Regiong!
Diestor outiining the sleps thal had been
taken to safeguard frust records. The
Superiniendents were 10 provids thelr
weilten assurance thal they would centinue
o take appropriate action o preserve and
safeguard rust records, The Reglonal
Directors were required to pravide a similar
writien ceriification i the Depuly
Commissionar, 1ARM staff worked diregtly
with three BIA regions in completing this
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task. Taken tagether with the {elephone
survey {see Section ), these reports are
helping establish IARM priorities. They also
increased the awareness of the importance
of correcting records storage deficiencies
among managers and staff nationwide well
heyond that previously achieved. These
reports were completed by December 31,
1949,

R. Establish Advisory
Committee on Records

The long-term neglect of Indian Affairs
records suggests the need for continuing
external oversight. Accordingly, a high
level committee of interested parties will be
established to review, advise and make
recommendations on Indian Affairs records.
Pending final approval of the proposal by
the Records Management Steering
Committee in May 2000, a charter will be
drafted and prospective members identified
according to standard Department
procedures. The membership of the
committee will be selected by August 2000.

S. Establish Life Cycle
Database (Inventory) for
Trust and Other Records

The systematic inventory of tens, if not
hundreds, of thousands of boxes and
cabinets containing records is the only

means by which the safeguarding of trust
and all other records can be reasonably
assured. Until alt records are identified and
categorized, the potential for misplaced or
inappropriately stored trust records
continues to exist. The IARM plans to have
a contractor develop a single,
comprehensive nationwide records
inventory to include both active and inactive
(retired) records. This inventory will be
used for various records management
contrels including research and monitoring
of records retirement. Data to complete the
inventory will be supplied by BIA and OST
pnersonnel, IARM staff, NARA employees as
part of their Targeted Assistance program,
and centractors. Much data for the
inventory already exists; i.e., the OST
records centers and the NARA 01 report.
The inventory data base package will be
selected by May 2000. The data is
expected to be completed by December
2001.

T. Establish Evaluation Teams
and Begin Cyclic
Evaluations of Records
Programs

One of the recommendations of the
National Archives and Records
Administration in its 1990 evaluation and
report was that BIA establish cyciic reviews
of the records management program. As a
result, the IARM program will establish
cyclic reviews of records management
programs at all levels. The reviews are
scheduled to commence by April 2000 and
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continug thereafler on a recurring,
systematic basis.

U. Initiate Training and
Technical Assistance for
Compacted and Contracted
Trust Records

Tribes conducling federal rust programs angd

managing the resulling records need o
receive the same records managemeant
training as govemnment employess. This
training will be congurrent with sigff on-site
visits 1o BIA agencies and OST/OTFM tisld
offices for records cleanup, training, and
raview. Whenever possible, staff will visg
tribat offices to review any Public Law 93~
638 contracticompact records. information
will be provided 1o the fribes regarding the
life cycle of records inCluding storage
information, e.g., envirpamantal standards
and names of available iocal commercial
storage vendors or NARA Federal records
centers, This work began in December
1998, and will be ongaing.

V. Initiate Study of BIA Records
imaging Requirements

A study of BIA records imaging
reguiremenis will establish which records
shouid be imaged, and for what pumpose,
and detarmine whather this project will be
centralized, or performed on site, Polential
contraclers, L&, Tribes and commaeargial
vendors, will aiso be dentified, Depart-

mental approval for the project will be
obtained upon corpletion of the
Technology Investment Analysis: The
study ls axpected to begin not later than

. Lecamber 2000,

e

W. Initiate Action to Replace
Historical Records with
Working Copies

Historically valuable, one-of-a-kind
gogumenis are being used in the courss of
gveryday business, for example, in LTRO's.
The reliance on these documents, some of
tham more than a ceniury ¢id, should
sedse, as further use weakens their
condilion and jeopardizes thelr value, both
as pad of the nation's documentary
haritage and as records nesded for current
business. The IARM program will
recamemend sieps 1o replace these with
suitabla working copies; ¢.g., imaging,
Geographio Information Systems {GIS), or
glectrostatic copying. This task is expected
1o begin, 85 a specific part of the records
cleanup, by May 2000 and is expecied to
he completed by May 2002,

X. Review Trust Records
Policies and Procedures
with MMS, BLM and OHA
and Establish Continuing
Dialogue

y Department of the laterior
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The IARM program will work with other DOJ
bureaus thal manage Indian rust records.
Tre purpose 3 to standardize procedures
for managing indian trust records
threughout the Department. Ongoing
corrrnunication with these prganizations will
oo through telephone inlerviews, on-site
visils, and reviews of publishad documenis
on the DO websile This effort is expecied
io begin by Febrpary 28, 2000,

Y. Award New Contract for
OST Imaging §

Electronic imaging is one of many solutions
to Indian trust records management and
retrieval daficiencies. O8T has an
approved imaging project Ior an estimataed
18 roillion trust financial documenis (see
Sections E and FY. The RFP is currently
being compieted for final review and
approval. Pending CIQ approvsl, the
projected date of award is scheduled for
July 1, 2000.

Z. Publish Proposed
Regulations for Contracted
and Compacted Trust
Records

A Federal record is any document that
“oregserves...the grganization, functions,
policias, decisions, procedures and
essential transactions of the agency

lo...protect the lsgal and financial rights of
the government and {the public)’ (44 U.S.C.

- 3141}, The status of Public Law 93-638

records nesd clarification, i.e., records of
Iribal contractors and compacted programs
are nol considered Federal records, yet the
Secratary retains fiduciary trust
responsibiity. The igsue of ownership as
well as standartdized proteclion of 838
records must be rescived.

By December 3%, 2600, the Depariment is
pxpacted o resolve any discrepancy
regarding the status of the records and, lo
the extent permitied by statute, drafl
proposed regidations for managing records
produced undera P.L. 93-638 contract and
seif-govemnance compacis. This will be

. sonrdingted with the Policies and

Procadures subproject

AA, Complete Plan to Comply
with Electronic Records
Reguirements

tARM is responsibie for ensuring that BIA
and O8T comply with all Federat electronic
records requirements. Thig includes
scheduling the dispostion of electronic
racosds with major database sysiems, as
well as electranic source dosuments and
Email. This work will involve on-sife visils
at selecied OST and BiA locabions, This
profect to assure comgliance s scheduled
to hegin in March 2000, and is schedued
for completion within cne year. This will be
& continuing requirement thereafter.
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BB. Complete Vital Records
Plan

Records are a vital rgsource. Unlke other
FESOUTCES, many records are uniqus, anrd
onece lost or gesiroyed. they often canrot
be recovered. The Depardment nesds o
plan for polentially hazardous impacis to
records, including slechionic records, and
must establish and mainiain a vilal records
program as outlined in the Vila! Heconds
and Recards Disaster Mitigation and
Recovery, An lnstructional Guitte, National
Archives and Records Adminisiration,
1898. A plan for complying with these
NARA standards is scheduied for
completion by Aprif 2001,

CC. Publish Trust Records
Instructional Guide in
Conjunction with MMS,
BLM and OHA

This publication is intended (0 provide the
history of trust record keeping and describe
each buraau's rust racords. It will establish
standardized trusl record policies and
procedures within the Department of the
inferigr, it will be 8 userfnendly document
that can be used as g desk guide by all
ievels of the grganization, Affer vigiis to
various levels of these organizations, this
dosument will be devalopead by the [ARM

staff, and disseminaled {0 required
organizations. This project Is expecisd (o
be completed by December 31, 2000 |
will be coordinaled wilh the Policies and
Procedures subprojedt,

DD. Complete Submission of
Records Control
Schedules to NARA

The IARM program will submit various O8T
and BIA records schedules (o NARA in
segments as soon as completed and
interaally approved. Fuor the reform effort,
this means chapler by chapter {for
exampie, Finance, Facilities Management,
Forestry, elc.). While the approach is
incremental, the coveragg is
comprshensive. Al frust refaied recortis
schedules are expecied to be submittad o
NARA by June 30, 2001.

EE. Establish Pilot Project{s}
for Electronic Record
Keeping |

To be mast effective, a records manags-
ment program should deal with past,
present and also future records. The
pregram should be structured to insure that
madern information technology
ncorporates essential record keeping
requirements and faciltates long-term and
extermnal uses of the records.  As part of
the frust records reform effod, this

Department of the Interior |
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subproject task will seek (o reatlize, (hrough
pilot projects, innovative approaches fo
elecirgnic documen! management ¢r
electronic document inlerchange. One
exampie would be a lesl of a selecied
COTS proguct meeting govemmeny
standards {D0D 5015 .2) for the alegironic
management of email documenis

Anocther is the use of an elecironio work
ticket to faciilate dals entry into TFAS and
indexing related document images. QOng or
inore of these projects is expectsd 1o begn
in December 2000, with one or morg
additionat pilot projects scheduled 1o glan
by December 2001,

FF. Complete Analysis of BIA
Records lmaging
Requirements

The analysis of which documents are
appropriate for imaging wifl be finalized as
the informatian is gathered during other
tasks of this subproject (see Section VL.
Recommendations, cost benefit analysis,
and Technology tnvestment Analysis will be
the concluding deliverables. More than one
imaging project may be considered. The
first of these siudies is expected to be done
by December, 2000.

GG. Complete Analysis of
Records Storage

Regquirements

The analysis of prasent and future records
storage requirements for the BIA (See ltem
Q3 will follow from the completion of the
records inventory {(Seclion 8) and the near
campletion of the project to cleanup the
axisting disposition backiog (Section 1). A
study of the appropriate tong-term storage
far O5T financial records will also be
sermpliated, This project will be completad
by December 31, 2001,

HH. Complete Project to Clean
Up Existing Disposition
Backlog at BIA

The BIA cleanup projgot began in May of
16948, 1 is expected o e compleied by
May 2002,

e —
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I Responsible Official.

The responsible official is the Depuly
Commissioner for indian Alfairs, Arthur
Gary, Project Diractor, in the Office of the
Assislant Secrelary - Indian Aflans is
responsible for coordinating this subproject.

il Statement of the Problem,

Proper management of indian fust assels
has been hampered vy a lack of
comprehensive, consistent, up-io-gate
regulations, policiss, and procedures
covering the emtira rust gycle, from
management of trust assets i distribution
of trust income. Additionally, cordempaorary
federal environmentat protection siatutes
have placed agencies with litle direct
previous experience in managing Indian
trust resources in the position of
significantly affecting the use and
digposition of Indian trust resources. This
has resulted in program gaps and divergent
practices, and a comasponding inahifity to
ansure that cansistent, sound policies and
procedures ara applied across the
Department in its fulfiliment of its {rust
responsibility, Moreover, there is a need
for 2 comprehensive review of statutory
and reguiatory authorities and internal

program guidance {such as procadural
manualg or interagency agreements} te
determineg the need for revisions and/or the
gengration of new guidance.

Il Statement of Objectives and
Cutcomes.

v Trust principles for Depsrimeantal
management of Indian natural resources
and wrust funds will be developed and
lasued,

o Current reguiatory provisions for Indian trust
programs witl be reviawed and revised as
necessary o ensurs the Rulfiiment of the
Esoratary's trust responasibility.

«  Lagislation will be proposed o modernize
arwd clarfy ambigucus and cuidaied sletutes
givaming ust programs, 1o snact new
provigions where statutory quidance i3
gspenis, o harmaenizs inconsisient
crovisiang, and o ropeal cuidated or
unrecessary provisions.

« el program guidance eiated o the
managament of trust programs within ang
amnng alt gffested Departmental bureaus
ang offices will be reviewed and revised as
necessary.

IV Relationship to 1994 Reform
Act.

The Referm Act reguires that the policies,
procedires, praciices, and systems of the
Bursau of indian Affairs, the Bureau of
Land Management, and the Minerals
Managemernt Serdce that are related to the
discharge of the Secratary's trust
responsibilities are coordinated, consistent,
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and integrated. The Acl further requires
"compighensive and coordinated wrillen
policies and procadures for gach phase of
the frust managsement business cycle.”
This subproject 1 baing underlaken o
mee! hese slalutory requirements

The Secrelary aiso performs frustee
 functions through other burasus and
offices, Thus, this subproject requires the
coordination of key policy officials from the
Burgau of Indian Affairs, Office of the
Special Trustee, Qffice of Hearings and
Appeals, Minerals Management Service,
Office of Surface Mining; Bureau of Land
Management, Bureau of Reclamation, U.S.
Fish and Wildife Service, National Park
Service and the U.8, Geological Survey.

V Relationship to other
Subprojects

The Policies and Frocedures subproject
works with most of the other HLIP
subprojects o coordinate the development
or revision of requlations, statules, and
irtemal guidance, The subproject will work
with the Frobate Backlog, Appraisal
Backiog, Trust Funds Accounting Systems,
Trust Assel and Accounting Management
Systemn, Records Management, Training
and Intemal Contiols subproiects.

Vi Subproject Budget.

The estimatad subproject budget is shown
holow,

SUBPROJECT BUDGET
Policies and Procedures
Fiscal FY EY FY FY
Year | 1897/ | 1698 | 2000 | 200¢
1998
35 n
milions . - 1.0 10
VIl Subproject Action Plan.

A. Designate Department-Level
Subproject Director and
Transfer Subproject from the
Office of the Special Trustee
to BIA

Subproject Realignment from OST (o
BIA: In August 1998 responsibility for this
subproject was transferred from OBT 1o
BiA, recognizing thal a majority of the
palicy and procedures ssuas remaining
afier the developmant of TFAS periain o
BiA programs and stafl. Transfer was
completed in August 1998

Staffing of Subproject: The subproiest
will require sulficient stafl 1o plan and
coordinate the execulion of project tasks in
concert with officials of Deparimenial
bureaus and offices thal perform trust
funclions as enumeraied in Seclion IV,
Becazuse the analysic and revision of trust
policies and procedures will requirg

Bepariment of the Interior
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coordination of the review of statutes,
regulations and internal direclives, the
Department sought a director for the
subproject with extensive experience in
such matiers at the Departmental level,
The subprojest office is being staffed by
individuals experiengad in Indian trust
programs, legal issues, and/or analysis and
coordination of govemmanial pragrams.
The subproject director and staff will work
with respansibie officiais in gach affected
bureau and oflice (o ansure that the goals
of the subproject arg met. The subproject's
dirgclor was sefected in August 1899,
Completion of siafling is expecied by June
2006,

B. Develop Trust Principles for
Departmental Management
of Indian Natural Resources
and Trust and Restricted
Funds

The nature and scope of the federal trust
responsibility to Tribes and individual
indians is not static, but rather continues to
gvelve. The Depariment will articulate the
trust pringiples it will apply in the review of
statutes, regulations, and internal program
guidance goverming management of its
trust resources 0 snsure that they are
consisient and properly integrated across
the Departmant,

The subproject office will coordinale the
development of the trust principles for
tssuance by the Dapariment. Each
affected office and buregyu will use the trust

principles as guidance for the ideniification,
analysis and revision of its respeclive frust
policies and procadures, in accordanse with
Sections D, &, and F of this subproiect.

a. The Initial craft of fnist principles wag
compiated in November 1594,

b.  Tnbal consultafions weare cornductod i
December 1999,

c. Revise, finalize and obtain Departmentad
clearanee, Completion is expected by April
2600,

C. Devslop Departmental
Regulatory Initiatives for
2000

1. BlA: After conducling a preliminary
analysis of BIA trust programs in November
1989, BIA program directors and regional
directors identified four griority areas of
rust resource managament for regulatory -
revision in Calendar Year 2000 (designated
as the “first er'}:

« Leasing and Permitting

= Qrazing

«  Probate )
s Tribal and Individual Funds Heald in Trust

The BiA analyzed the four priority trust
grograms for regulatory review and revision
using the initial draft trust pringiples and the
comments on the draft received through
tribal consuitations. Prefiminary policy
direction on issues raised during the
regualory drafling process wes provided by

L — P o
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the Assistant Secrefary - Indian Affairs, the
Depuly Commissioner of indian Affairs, and
the Principal Depuly Special Trustes in
February 2000,

+  Conduct tribal consullations through the
National Congress of American indiang
{NCAI} inbal leaders task foroe on fust
palicy and through local mestings
conducied by BIA regional directors and/or
agency superinientants.

s Publish proposed siles for first Ber of
revisions to trust reguiations fisted above.
Compiation expecied by Jung 2000,

= After close of public comment perid, BIA
will review and gonsider comments ang
amerxt reguiations as aporoptiste.

«  Publish final rules, Complefion expectod by
Decomber 2004,

After the first tier regulations have baen
published, the BIA. in consuitation with
tribes, wilt evaluate and determine those
areas that will be included in sugoessive
tiers of revisions of ragulations and intemai
program guidance as outlined in Section
G(1). Following this determination, a repori
will be sent to the Trust Policies and
Procedures Council by March 2001,

2. MMS: in Spring of 2000, MMS expects
to publish a final rule that will modify

existing regulations for valuing oil produc‘ed )

from Indian leases by decreasing the
reliance on pested oll prices, MMS initially
proposed the rule on February 28, 1998,
and modcified that proposal on Jahuary 5,
2800, The sommeant perind will close on
March 8, 2000. After completing the

analysis under paragraphs E and F, MMS
may schedule additional revisions o ils
regulations.

3. OMA: By April 30, 2000, OHA wilt
kdentify those portions of its reguiations that
nged to be revised as interim final rules to
accammodate the BIA's assumption of
risdiction aver certain probate cases,
which ig part of the Bia's "first tier”
regulatory initiative during 2000, OHA will
pisblish an inderim final rule by June 30,
2000, inciuding a provision infarming the
public that the BIA altorney dacision-
makers wil aiso be authornized to make
surnnary distributions,  After completing
the analysts under sections € and F, OHA
may schedule additional revisions to ils
reguiations,

D. identify Departmental %
Programs and Functions ;
that Affect Indian Trust

To assure that the Department’s {frust
polivies andg pragedures gre integraled and
cansistent, sach office and buresu with
responsibilities for tndian trust resources
will identily those programs and fungtions
that affect trust assetls, and collect and
inventory the goveming statutory and
reguiatory authorities and interhal program
Quidance {inchuding wntten policies,
manuals, interagency agréements and
directives). The offices and bureaus will
consult with the subproect office as they
develop their inventories. The subprojedt
office will be assisted by ihe Deparimental
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Office of Policy Analysis in working with the
bureaus and offices.

Bureau and office reports are expected to
be completed as foilows:

Agency Schedule
Bureau of Indian Affairs September 1999
(BIA)
Office of Surface Mining May 2000
(OSM)
Office of Hearings and May 2000
Appeals (CHA)
Office of Special Trustee |, May 2000
(OST)
Bureau of Reclamation May 2000
(BOR) :
Bureau of Land June 2000
Management (BLM)
Minerals Management June 2000
Service {(MMS)
U.S. Geological Survey June 2000
(USGS)
Fish and Wildlife Service
(FWS}) July 2000
Naticnal Park Service July 2000
(NPS}

E. Analyze Departmental
Functions Relating to Trust
Resources

In censultation with the subproject staff, the

Departmental bureaus and offices will
analyze their trust program statutes,
regulations and internal program guidance
to identify changes necessary to assure -
comprehensive, consistent, up-to-date
policies and procedures. The analyses
should focus on specific trust management
activities viewed against the backdrop of
the Department's trust principles. The -
preliminary list of trust management
aclivities to be examined include:

*  Valuation of trust resources
+ Conservation of trust resources
»  Appeals process

»  Consultation with trines regarding use and
disposition of trust resources

»  Communication with individual Indian
owners of trust resources

+« Prevention of waste, alienation, and
trespass

» Treatment of FOIA requests pertaining to
trust resources

» Identification of new trust resources

= Protection of trust resources from depletion
due to direct or indirect federal action

* Final agency disposition of trust assets

In consultation with the subproject office,
bureaus and offices will prepare reports to
the Trust Policies and Procedures Council
containing the results of their analyses with
proposed schedules for revisions or

Department of the Interior
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development of statutary authorities,
regulations, and internal program guidances.
The BIA’s report will identify its sacond tier
of proposed regulations. The bureau and
office repons any expected to be completed
as foliaws:

Agency Expected Completion
081 August 2000
QHA September 2000
BOR September 2000

USGS September 2000
BLM Qctoher 2000
OSm Quicher 2000
MMS November 2504
FWS February 2001
NPS Fabruary 2001

BIA March 2001

programs. The subproject office will
present its analyses o the Trust Policies
and Procedures Councii along with
recommendations or resoiving any
problems. The subproject ofiice will he
assisted by the Office of Policy Analysis in
working with the bureaus and officas.

For those issues the Trust Policies and
Procedures Council determines can be
resolved without further study, the
subproject office will assist the bureaus and
offices to identify statutory authorilies,
reguiations and internal program guidance
16 be created or amended, including
schedules for gelling this work
accomplished. Based on these schedules,
bureaus and offices will revise and/or
develop their reguiations and intemal
program guidance generally in adcordance
with Sections G, M, and | respeciivaly,

The subprpfect analysis of Deparimoniagl
oross-cutting issues and Kentifivation of
problemalic areas to the Trust Policies and
Procedures Council is expectad o be
compietad by July 2001,

F. Analyze Cross-Cutting
Issues and Problems

G. Develop and Publish

Revised Regulations

Tha subproject office will review the reports
subrmitied o the Trust Policies and
Procedures Council {o analyze issuss that
cut acroas the bureaus and offices, and io
identify problems relating 1o the
Deparimernt's management of trust

Bureaus andg offices will prepare
appropriate revisions 1o their respective
sections of the Code of Federal
Reguigtions, Teilal consuitations will be
conducted on all draft regulatory proposals
prior to publication as proposed rules.

1. BiA Sscond Tier Propose and finalize

P . —— ooy oy mpm ey
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second lier reguiations. Complefion dale fo
be determinetd in accordancs with schedulps
n Sections E and F.

2. Schedules for BLM, MMS, O8SM. OHA,
FWS, BOR, USGS, NPS, O8T and
additionat regudatory actions by BIA beyond
those identified iy Section C vl be
determined bassd on analysis condhugted
unifer Seclions £ and F,

The highest pricrily reguiatory projects sre
identified in Section C and, as noted, the
BiA will compigte its priority projecis by
December 2000. MMS will complets 18
priority project by Spring 2000, To the
extant thai bursaus identily additional
reguiatory initiatives, they will he scheduiad
far revision hased on nead, with the entirg
review and ravision process compieta by
Jine 2004,

H. Revise and Develop Internal
Program Guidance Where
Necessary

Following the analyses and any revision of
pertinent regulations as outlined under
Sections E, F, and G, the bureaus and
offices will develop corresponding internal
program guidance (such as manuals,
interagency conperating agreemants or
other directives) as may be necessary,
Development ¢of this guidance will be in
accordanse with the Department's trust
principles and the reviews of trust issues
identified in Sections & and F. The
subproject staff will work with the bureaus

e s ey e g

and offices to complete this task, incliding
coordinating with any outside contractors,
to ensure that programs consistently fulfill
the Secretary's trust responsibility 1o Indian
tribes and individual Indians,

The complation date for BIA, BLM, MMS,
OSM, OMA, QST, NP8, FWS, BOR and
USES wilf be determined based on results
of anwlysis and regulatory developmaents
dascribed In Seclions E, F and G,

‘1. Develop Proposed Statutory ‘
Revisions

Many of the federal slalutes thal address
ingian trust programs were enacled in the
ninefeenth and early twenlisth centuries
and some reflect long-abandoned policles
of the Linited Stales toward tribes and
individhuat indians, These siglules may
need 10 be repaaled, othars exiensively
revised, and new authority may be neaded
o establish nalional policy guidante ©
reflect contemporary policy.

An analysis of these siatites will be
undesteken as gart of the analysis plannad
under Boctions E and F, and plans for
praposing wpeal of, revision of, or new
legislation will be developed basad on the
cutcomes of those reviews.

Camplation date for submission of
proposed new kegisialion will ke dependent
on the outcormes under Sections £ and F
and will be coordinated with the Secrelary's
Office of Congrassionat and Legisiative
Affairs. Legislative recommendations are

Department of the Interior

A NE




HIGH LEVEL IMPLEMENTATION PLAN - 2000 Policies and Procedures

e e e - " y - i o fem o i e e e e

expected (0 bs completed by 2002,
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10! |TRAINING

{ Responsible Official

The Special Trusiee for American Indiang i
the responsible offigial for this subproject.
Richard Filzgerald, Trusl Policy Officer -
Qifice of the Spacial Trusies, is responsible
for general cogrdination of this subproject.
As the training encompasses systems and
various functional non-systems skills and
knowladge iraining, the 05T, BIA, and
other eniities are sponsible for idantifying
their respective raining needs.

i Statement of the Subproject
Problem to the Managers

Lack of adequale training of siaff to detiver
Indian trust fiduciary regponsibiliies to
American Indians has been cited in
numerous Office of the inspector Genera)
{OIG) and General Accounting Office
(GAO]) reports as a problem arga. In
addition to an historic lack of adequate
training, new trust accounting and asset
management systems are being installed to
improve the discharge the Becretary's trust
responsibilities 1o those Nalive American
tribes and ingividual for which the Federal
government holds and manrages assets in
trust. the comprahension and use of which
will require a cogrdinated and specialized
training effort.

Il Statement of Objectives and
Outcomes

The objective of the Training subproject is
0 ingrease DOl and Tribal trust personnel
job performance and inter-grganizational
gffectiveness by providing quality, targeted
training to the O8T, the BIA, trust land
assel management erganizations, and
‘Tribal representatives and members
centering on TFAS and TAAMS system
implementation iraining, as well as non-
system functionfiask training.

The desired result of this raining is to
provide trust systern personnel with the
nocessary skills 1o support the fulfillment of
the Secretary's trust fiduciary role through
specilic irust asset management, computer,
ancourding, investment, policies and
procedurgs, angd customer relations
raining. The outcome of the subprojact will
ba enhanced iob performancs and
improved efficiency of delivery of services
to account holders and Indian land owners.

IV Relationship to the Reform Act
of 1984

The American indian Trust Fund
hManagement Reform Act of 1884 (P.L,
1073-412} stipulates that the Special Truslee
plan for ail phases of the frust managemsent
busingss oyele 0 ensure proper and
afficient discharge of the Secretary’s trust
rasponsibiities (o indian irbes and
individial Indians in compliance with the
Act (Title 1il, Section 303, (a} {1}
Accordingly, this sub project plans for

figpartment of the Interior
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delivery of both trust management and
employee skills iraining reievant (o the
proper performance of the Federal
government’s fiduciary responsibilities o
Amarican Indians.

V Relationship to Other HLIP
Projects

The Training subproject supporis the
systom imalamentation and spacialized
gxills raining for the ovemall rust reform
effort, i aimed al imgroving intsior
smpoyes and Tribal reprassntative iob
performance by providing necessary skills
and kKnowigdge (o improve service delivery,
The Training subproject draws from the
Policies and Procedures, Records
Management, and Internal Controls
projects, and also compisments these
gfipris,

Vi Subproject Budget

The estimated Projsct Budget for this effort
faliows:

SR T ——————

SUBPROJECT BUDGET
Training
Fiscal FY £y FY FY
Year | 1987/ | 1989 | 2000 | 2001
1998
$$in
mifiions 1 A 5.2 3.0

Nofe: In‘tate By 2000, a contract is expactad to be
awarded to delivar training through 2001 with most of
the expenditures ocourring in last vear,

Vil Subproject Action Plan

System implementation Training Training
for the personnel working with the new
Trust Funds Accounting System {(TFAS)
was provided by the systems contractors
with subsequent Iraining provided by OTFM
stalf. Training for the Trust Asset and
Accounting Management System (TAAMS)
is baing provided by the systems
sonlractars. Training for systems piiois and
initial deployment has generally been
identfied and funded as 2 system cost,
TAAMS training has heen augmenied by
this subprolect. For presenialion purposes
systems training Tor TFAS and TAAMS is
discussed in this subprgject although
delivered under their respective HLIP
subprojects.

Non-Systems Training The 1997 Needs
Analysis included an extensive survey and
review of training requirements in support
of the Trust Management Improvement
Froject (TMIF), Based on extensive
intervisws with more than 300 Interior frust
personnel and Tribal repraseniatives
across tha nation, Macro international
developed and compiled valuable
information about, and significant support
for, trust lraining,  interviewees were asked
what training they had received, as weli as
what training they needed. Training, boih
trust and skills relsied, was ciled by
members of the Indian rust fund world as
one of thelr most oritical and urgent needs.
For exampls, computer training was
mentionsd as the most frequent type of
training received, vel i consisiently ranksd
withits the 1op five tynes of baining needed
across all types of staff. In addition, trust
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and accounting training were mentioned as
we types of raining frequently received by
staff, yet these 1opies were also mentioned
as needed across stalf lypes. Macro's
findings about the Yaining audience and
the training envirgnmen! ncludad the
following:

= A significant number of trus! personned lve
and work in isolated communilias, making
it difficylt for them 1o ravel 10 training sileg
or for irgingrs o reach themy,

«  Some personnel would prefer aining at
their work sites rather than having o ravel;

+  The training audiences sre very diverse in
age, cullues, level of knewledgs, languags
and geographical location. Length of me
nerforming ioh tasks varnias from a few
months te many years:

«  Training is needad at every staff leval,

+  Most personnel do not undearstand tha “big
picture” of how the trust system works, nor
do they understand interorganizational
relationships;

»  Finging the time to attend training is
aificult for most trust personnel, primarily
becauge time away from the job results in
& severs backiog, as hackup staff are not
avaiabig;

s Most poopin were unablg to identify any
oritenia or slandards for thelr joby many
waried guidsnce in this arga;

+  There are situations where iraining has
heen delivensd but the new skilis am not
neing used;

¢« Many tasks have de facte policies and
guidelines in place, but there are faw
official policies and processes,

+  Socme tasks are still completed manually
because people are uncomfortable using
new technoiogy,

«  Pgrsonnel hava new equipment or software
b g not know how 1o use it

Bacause the original needs assessment
was conducted twa years earlier, the Magro
findings of 1987 were re-validated through
& follow-up with field activities to verify and
ypdals fraining needs through 1898,
Accordingly, Macro undertook a re-
validation study, providing insight as o
whethen {1} any of the training needs
highlighted earlier had been mel {2}
additional raining was nesded; and (3) the
priginat noeds continued 1© be acturate
and relevani. Macro also took advaniage
of this re-validation study o coltect
information on the types of compuler
equipment and connectivily avaiable at the
various gites, avdilable training rooms, and
ofher iraining resgurces. The re-validation
study included five sites visited, with foliow
up interviews conducted with 38 peaple.
The resulls were provided in a writlgn
report, "1999 Assessment Resuits and
Analysis” to OST on June 30, 1958, Baged
on this analysis, the contractor provided a
list of recommended content areas for
training employees, descripticns of the
proposed courses, and a list of training
vendors and resources provided in a
Training Resource Dalabase,

The plan and tasks outlined below will
provide the assurance that trust

Department of the Interior |
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management personnel are and will
continue o receive quality, targeted
training. The particular tagks and schedule
rnecessary 10 suscessiully complate this
subproject are outlined in the following.

A. Schedule and Deliver
Training by TFAS Contractor |

Training on the new Trust Funds
Agcouniing System i planned for both the
users and the GHT support personnel. O
this initial targst, 48 siafl were trained nthe
Western Region {including 27 OTFM and
18 BiA) with an additional 44 OTFM sialf
trained in Alvuguerque, for a total of 88
staff trained by the contractor. In addition
to this, OTFM trained 33 additional staff in
Albuquerque,

Five OTFM personng! are designatad and

- perform as “train-the-irainers” staff, This
cadre schedules and provides training to
new users during the conversion procass at
other sites, User training is scheduled
approximately ong month prior to
implementation of the new TFAS in each
region in a “just-in-time” approach to ensure
user retention of the training information
and skills. An extensive help desk provided
by Skl invesiments and OTFM aids i the
conversion and training effort. The Pilot
fraining for 122 field staff, BIA and
Atbuguergus staft was complated on July
31, 1998

B. Provide TFAS Systems
Training with TFAS System
Deployment

To date, 285 OTFM. 275 BIA staff, 114
Tribal, 30 contractor and 8 FIMO persanne!
had been trained in the TFAS Systems
imptementation Training beyond the initial
training targeted for 105 personnel.
Training on TFAS has been provided in the
Western, Alaska, Pacific, Southwest,
Navaio, Eastem, Rocky Mountain, Midwest,
and Grest Plains Regions, Training forthe
3 remaining sites, Easiern Oklahana,
Nornhwest, and Southam Plains Reglons,
prior o the planned TFAS deployment
dafes is planned for March 2600,
immediately prior ic conversion.

C. Design, Schedule and
Deliver TAAMS Training for
Rocky Mountain Region
Pilot

BiA's contractor will be providing aining
for the Rocky Mountain Region pilot of the
TAAMS system including a pilot test of the
train-the-trainer design simultaneously with
the TAAMS Pilot at the Racky Mountain
Region sites. TAAMS was unveilad in
Bilings on June 25, 1999. Training was
conducted through September, 1999, jor
35 trainees in Billings, 20 trainees in Dallas,
an gdditional 80 trainses in Billings, and 20
{rainees in Albuguerque,
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D. Deliver TAAMS Training
Consistent with TAAMS
-System Deployment to BIA
Regions

The BIA, in conjunclion with contractors,
will provide raining in the depioyment and
mplementation of the TAAMS system
concurrant and consisient with the TAAMS
sysiem deployment as scheduled for each
Regional office. The somplation date for
the fraining is tied 10 a fingl TAAMS
deployment schedule,

E. Provide Remedial Systems
Training {TFAS and TAAMS} -

Additional analysis of training delivery
before or after system deployment may
raveal the negd for supplemantal training to
reinforce sadier raining, paricularly as
users either become more familiar with the
system, or experigncs delays in
deployment scheduies. This will be
determined ¢n a case-by-case basis and in
rasponse 1o raquasts by local managers.
Thig task Is on-going.

F. Acquire External
Professional SBervices of a
Training Contractor

O January 18, 1998, & contract to develop
guidelines for the on-going, long-ferm non-
systems fraining of trust management
personnel was awarded o Macro
International, & professional training
delivery contractor and provider. The
contractor is assisting OST officia’s n
evaluating curriculum, methodologias, and
learning activities associated with this
effort. The contractor will develop and
present training delivery models based ¢n
participant needs and generally accepted
practices.

G. Obtain Training Infarmation
From Trust and Realty
Employees

Examine Prior Training Records and
Data As a first step in determining the non-
system training nesds of potential
OSTMABIATbal participanis, the conlracior
examined all available data related I¢ prior
training. Significant categories of dala
coliected inciuded the identification of
target papulation by name, position, pay
grade, and location. Also, a 1987 survey of
trust and realty employees n 08T, B4,
and trings with P, 93-838 coniracts and
compacts was provided to the comtragior
for development of emplovee training '
profiles and analysis,

The confractor presented a training plan
approach thal incorporated survey
information including a training needs
matrix based on the 1987 assessment
which highlighted nat only the training

Department of the interior
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received and training needed at the time,
but also included the additional comments
received. These comments were the basis
for the next steps of conducting current
assessment interviews, a data gap
analysis, and addressing key problems.
This work was complefed Aprit 19, 1999,

Revalidation of 1997 Survey Results

The contractor's review of the initfal survey
results was re-validated against the High
Leve! Implementation Plan, system
changes, re-engingering of trust processes,
outsourcing of data processing, imaging
capability, and other variables. The
contractor re-interviewed a 10% sample of
end-users in locations representing a cress
section of user groups including staff from
OST, Tribes, and the BIA . During the
period of May - June, 1599, the contractor
visited b sites and interviewed 38 staff
including a broad cross-section of
professions. Analysis of the interview data
was examined by site and organizational
type and summarized into four general
categories (job specific training e.g. realty-
related, computar-related skills,
administrative skills and systems-related
needs, e.g., TFAS). Additionally, training
topics (such as stress management,
customer service, time management, and
team building) recommended by
interviewees were taken into account.

A training needs analysis of the knowiedge
and’skills by site and training history of staff
at the selected sites was also performed.
Final course recommendations were
developed based on this analysis and by
determining the gap between the 1999 re-
validation and the earlier 1997 Needs

Analysis. A final report delineating
recommended courses was provided to
OST on June 20, 1999,

Based on the assessment repcrt provided
by the contractor comparing current data
collected with reference to the earlier 1997
Needs Analysis it was recommended that
training include an emphasis on skills
development in customer service, accuracy
in accounting, sound financial and
investment decisions and activities,
accurate and timely reperting, and
protection, use, and management of the
trust assets. A report on this analysis and
training plan was provided to the Office of
the Special Trustee and this process was
completed June 30, 1989.

4

H. Review Draft Training Plan
for Non-Systems Training

!‘
|
!

The draft Training Plan was submitted for
review on August 31, 1999. Upon
completion of Departmental review of the
draft Plan, decisions on the locations,

vendors, and methods of training defivery -

are expected by July 2000. Review of the
draft is_ underway.

The Draft Plan identified and provided
recommendations for 28 different training
courses,; assessed the availability of

existing courses; and developed an Access

database of all training organizations
providing a matrix of employee position
titles for the fraining audience and courses
recommended for each by BIA regicnal
offices.
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it is recognized thal, within the 28 courses
identified, certain of the subjscls may
require additional training modules 10
ensufe adequate and appropriale coverage
of the topic acress ihe {rust workforge., For
instance, the new Indian probate initiative
will require thatl speciplized training be
provided on the adminisiration of estlates
and indian probale lgw, lopics beyend the
scope of the more general prohale ¢lass
recommended by the gontragior,

The Plan recommended a regional -
depipyment approach (o teaining, in order lo
minimize travei costs and increass
attendance. This deployment would ensure
the provision of a minimum of 28 courses
for the Q8T, BIA, MMSB, BLM, OHA and

- Tribal employses performing trust
responsibilities. The lime table for
completing initial nor-systems iraining for
these employees is anfivipated o take
upwards of 3 years.

In addition to a regional deployment, the
plan included an implementation
management plan and recommendations
on the types and course mediums 1o be
used by locality. The Plan provided
summary data on the participants by
region, across the BIA, OST, and Tribal
programs, defining the training audience,
in the listing of 28 coursaes recommended,
all but 2 of these were noted as “off-the-
shall” and immediately available,

The Draft Plan includes an wentification
and grouping of providers who met
selection crileria such as course length,
training objectives, and past govemment

training higtory through an Access Training
Database. It also recommendds six regional
training sites and target audience locations
based on the availability of facilities and the
targeted number of participants to be
rained.

The Drafl Plan provides the information
nacessary for a subsequent effort that will
focus on the Klentification and selection of
resources, vendors, and colleges that will
provide the training within the timeframes
getermined in the final Training Plan,
Recommended madia delivery syslems
included deskiop manuais, on-ing
manuals, videglapes, Web Pages,
Uistance Leaming {video/satellite
ischnology), and classroom inshruction,

. Identify and Select Training
Management Contractor

A contracior will be selecled {0 l2ad and
manage he grganization, logistics and
delivery of nen-systems training. Thisis
scheduted fo be complofed by June 2000,

4. Approve Final Non-Systems
Training Plan

By August 2000, the linal non-systems
training plan will be completed, approved
by OST and published.

Pepartmeant of the Interior
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Based on the work provided by the
coniractor selected in task | and input from
Q8T, this plan vdll inciuds a comprehensive
iraining schedule that detlails exacliy which
trusi personnel will receive training, what
iraining ciasses those persons will raceive,
where the classes wilt be localed, and how
ihe ciasses will be made availabla in those
persens recelving fraining. Dacisions such
as course delwvery mediums, course length
and ciass size, also wili be described, The
final plan will include a complete timatable
that delineates the dates, subject matter
and location for gach class schaduled over
the entire 3 year training period.

K. Award Contracts 1o

Training Providers

The final plan approved by the Department
in task J will identify what medium will be
used to provide each course o every
student. A variety of classroom-based and
non-classroom-nased course delivery
methods may be used depending on such
factors as course guality and length, overall
cost, and the abidity of sludenis to travel o
coordinated fraining s&ssions. In sume
Cases, Courses may be provided 1o
studenis directly by commercial vendor,
tribal college or govermnment agency, while
in other cases the preferred method of
coursg delivery may be via the Intemet,
CDROM, or through video confergncing,

in accordance with the fingl training plan, in
cases in which a course vengor is sefecitad
o provide ciass instrugtion, OST wilf awand

contracts [0 raiting providers ollowing the
approval of the plan scheduled for August
2008,

Identify Existing ‘
Coursework to Meet Skills o
Gap for Non-Bystems ;

Training 5

Macro intgmational surveyed the market for
available training Coursewars and identified
a series of courses offered by federal
government agencies, trikal colleges and
private contractors that would be applicabile
to trust management personnel ngeds.
These courses encompass information on
such topics as basic Indian law, Tribal
Conslitutions and Tribal Court procedures,
as well as customer relations and
management skills, and are readily
available, As new policies and procedures
refating to trust managemant are
develeped, additional courseware {o
address those changes will be identified or
created. This tesk was completed Qotober
31, 1889,

M. Develop Courseware Not
Available for Non-

Systems Training ;

s

it the draft Training Plan submilted 1o 08T
on August 31, 1889, Macro internalional
highlighted, from the 28 identified, 2

Department of the Interior
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courses not available in the markel, The
two new courses woull be tailored
specifically to Indian {rust management.

“intraduction to Trust” would provide an
overviaw of basic Indian law, self-
datermination policies and the P.L., 93.638
process, ibal court procadures, probates,
appraisals, budgeis, and the
respongibilities of OST, BIA and othar
interiar hureaus and offices. A Course o
oourses on Trust Policies and Procedures
would aiso be developed. This course
would provide a general overview of nawly
developed or gilered policies and
procedures, of it may be subdivided inlo
several courses focusing on particular
policias that could be explored in grester
depth and would be suited for targeted
audiances.

Far these instances when fraining will need
to be desigred and deveioped, an
Instructional Systems Design {ISL)
approach has been recommanded. The
contractor has developed a draft course
syliabus for each of these, including the
length of time nesdad to cover the topic,
the mediums available and most suitable,
employees o participate in the training, and
an agenda of course topics. These new
courses will be finalized by the contractor
identified in task . The courses are
scheduled 1o be fully developsd by
September 30, 2060

N.  Training Implementation

Coordination and management of the

exiensive training efforl for BIA, O8T, and
Trival employees throughout the nation
ovar the next few vears requires a major
logistical effort involving many ¢f the
following actions;

»  Advertising and publigizing the trairing to
the target audience;

» Developing a participant {raining
infrastruciure;

+  Scheduling and delivering the: training;
« identifving the training oulcomes;

+ Refining and implementing the Q8T
proposed assessmernt plan

+  Conducling periodic evaluptions;

+  Revising the raining program i azcordancs
with evaluation findings;

= Devasioping, scheduting, delivering, and
directing remedialfcontinust treining efforls
(Phase i Training).

The implementation of the training program
is an or-going activity and ong that will
continuously be reviewed angd reassassad
ihroughout this training program,

0. Schedule and Deliver i
Non-Systems Training

The precise schedule for the delivery of

" non-systems Uaining will be developed by

the coniractor identified in task I, Training

Departrnent of the Intarior
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will begin as soen as practicable after the
final training ptan is approved i August
2000 and contracts for the delivery of the
delivery have been approved.

in this task, a contractor, aided and
monitored by OST staff, will handle nen-
system trust management training for trust
personnel of BIA, O8T, MMS, BLM, OMA
and related Departmental Offices.

The training delivery appraach involves a
twC siep process. Firgt, there will be an
initial deployment of (he non-systems
training modules, involving an approximate
3 yvear time frame. The second. or on-9oing
priase of training. involving & more selecied
set of trust training modules, will commance
far frust management siall 25 g conlinuing
or remedial raining effor to cover new
smployees and update or refresh course
maienals. This cycie should commence
approximately 1 year aftar the initiai non-
systems fraining has been delivered to an
individual or region,

While the Training Plan will focus on a
priorifized list of labor ¢ategories from
O8T/EIATribes, it is acknowledgad that
training must also include other staff and
arganizations invoived in trust
managemsnt, &.g., OHA, MM3, and BLM.
Further, as dispussed sbove, the number
and type of courses offered is likely to
gvDive 3% more i§ lsamed about the work
forcg and the direction of trust policies and
procedures within inlerior.

The Training Subproiect will also provide
raining for spacificaily targsated funclional
areas. These courses will e developed as
the nead arises ¢r as deniified throughout
the course of the project. For instance.

" training has been funded for stalf engaged

in Real Estate Appraisals and for siaff
involved in overall Trust Funds
Management {provided by the Canon
Institute}. Other courses will be developed
and offered on an ongoing basis.

Cepartment of the Interior
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11.  INTERNAL CONTROLS

| Responsible Official

The responsible official for this subproject is
the Special Trustee for American Indians.
Kenneth Moyers, Compliance Cfficer, OST,
is responsible for coordinating this
subproject among the OST, BIA, MMS,
BLM, OHA and the various Departmental
Offices engaged in Indian trust
management.

II' Statement of the Problem

For decades, Tribes and individual Indians
have veciced concerns over the Department's
management and accountability for their
trust funds and the overall management of
natural resources.

Reviews conducted over the past 15 years
by the GAQ, the DOI{'s Inspector General,
and independent accounting firms have
confirmed the Indians concerns and
identified serious financial management and
internal contrg! problems permeating every
aspect of the trust management spectrum.
These audit and external oversight findings
and recommendations have focused on
serious internal control problems and
variances in program operations ranging
from a lack of standardized policies,
practices and procedures to the inability to

cenfirm cash balances, and major
inradequacies in accounting records and
related systems, lack of segregation of
duties and deficiencies in field operation and
management areas including collections and
disbursements of Indian trust funds.

Areas of concern in Internal Controls include
{but are not limited to} the following issues.

+ Reconciliation of account balances with U.S.
Treasury

* Investment practices

= Inconsistency in applying accounting policies
- and procedures - Lack of written
policies/procedures

+  Segregation of duties

+ Understaffed operations {accounting, BIA
realty/LTRO offices)

+  Lack of adeguate training

.+ Lack of BIA AgencyfArea controls in Special

Deposit account management

¢ Lack of timely updating of land ownership
recerds - backlogs :

* Lack of an accounts receivable system

* Systems controls/security controls are
inadequate

+  Trust fund accounts maintained without
social security numbers, or categorized as
“whereabouts unknown”

» Lack of disbursement pelicies and
procedures/coordination at field cperation
level
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arwl evalugis the sffectiveness of rusl

+ Collection funclions iack policies and operations aoross the Departiment,
grocedures; adequate oversight/
administralive review, separatior: of cuties The impismentation of actions specified
o o , under the other ten HLUIP subprojests 18
»  Lack of reconciliation of dally deposits expected io successiully rescive identified
internal Gonlrol problems and improve DO
+  Cash management trust management.
+ Lack of seconchiation with US, Treasu . .
suspense and budgst clsaring acmum;y IV Relationship to Reform Act of
) 1994
«  Missing records-nconsigient BIA records
managemen. practices The Internal Control subproject
complements many other elements
»  Verifications of ait and gas royaity collection addrassed under the other subprojects, but
data brings the continuing oversighl needed to
B ensure thal trust reform effors are
*  Lackof data processing controls sustained. This effort spacificaliy addresses
. i . . o the following reguiremss of the Trust
« Inconsistert and nsufficient indian irrigation Geform Act of 1094

project payment management

¢ Proviging adequate systems for accounting

+ Inconsistencies in Judgement Fund for and reporting trust fund talances:

distributions and management

il Statement of Objectives and o, contiels over recsipts
Qutcomes

+  Providing periodic, timely reconciliations fo
The abjectives of the interal Controls agsure the accuracy of accounts;
subprojact are twofoid. First, to
systematically address current and
histonically dosumented intermal control
issues o ansure the resoiution of ¢ited
deficiancies across the entire rust

«  Determining accurate cash balanees;

«  Prepaning and supplying account holders with
pertodic statements of their account
performancs and with balances of their

management spectrum within the acoount which shall be availabie on a daily
Department. & comprehénsive mapping Bosis:

and indexing of reported deficiencies, and

their relation 1o S{J‘@Ciﬁ{} ar new imp{{}vemeni »  Maintaining compleis, acourate and timely
action plans is underway. Second, i data regarding the ownership and fease of
design and implement a comprehensive indian lands;

Trust Risk Management Program fo moniicr

Department of the interior
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+ Establishing consisient, wiitlen poficies and
proceduras Tor rust fund managemeni and
accounting,

» Providing adequate staffing, supsnasion, and
irairing for trus! fund management and
accounting:

+  Appropriately managing the natural
resources located within the boundarnies of
indian reservations and tnust isnds;

*  Properly accounting for and investing, as well
as maximizing, in @ manner congistent with
ihe statutory restrictions imposed on thi
Secmmtary's investiment options, the return on
he investment of all trust furkd monies;

* Preparing acgurate and timely reports to
account holders {and others, as required) on
a periodic basis regarding all coltgetions,
dishursements, investmants, and relum on
investments related to their trust accounts,

V Relationship to Other HLIP
Projects

The internal Controls subproject
complements many elements addressed
under thg other subprojects within the TMIP,
that s, new and enhanced systems, data
clean yp, policy and procedures, training,
aic. However, this separate subproet for
internal Controls will ensure the full
inventory ¢f conirol deficlencies dogumented
through audit and axlemal oversight over
the past 15 years are remedied on an issug
by issue basis. Further the on-going Risk
Management program developad and
implemenied under this subpreiesi wili be
designed 1o monitor and evauate ongaing
trust management program operations 1
identily shortcomings or new problams that
can be timely resolved. Lasty, formation of

& separalsly slaffed, stand alons risk
managemsnt eperalion overseeing the
interior trusl business cycle will afford the ]
Secralary, as rustee, g continuing,
indenandent assessment of the efficacy of
the Department’s highly decentralized trust
related rasponsibilities.

V! Subproject Budget

The estimated Project Budget for this sffort
foillows:

SUBPROJECT BUDGET
internal Controls
Fiscal FY FY FY FY

Year 1997/ | 1999 | 2000 | 20M
1998

$%in
millions 25 1.8 3.3 3.0

Vil Subproject Action Plan

The major tasks outlined in this subproject
are designed to provide the framework o
adequalely resolve each of the finding and
recommendation issue areas cited in the
numerpus sudits and external oversight
reporis dealing with Indian trust funds and
natural resource managemeni, and provide
the basis for an on-going risk management
program,

A. Develop Inventory of all
Documented Internal
Control Weaknesses
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The OST will develop an inventory of
internal control weaknesses found over the
past 15 years in various GAQO, Office of the
Inspector General (OIG), Congressional,
and external reports dealing with
weaknesses in the management of Indian
trust funds and trust asset management,
The OST is gathering a library of reports,
which as of late 1999, included the following
array of audits and reports focusing on
these areas:

« 21 GAO Audits, Statementis of Testimony
befare Congressional committees, letters,
- and reports highlighting recommendations in
over 65 categories of areas of concern and
internal controls;

» 24 0IG Audits conducted since 1988, listing
over 40 areas of recommendations;

= 11 additional OIG audits providing extensive
listings of material weaknesses ;

* - The U.8. House of Representatives
Committee on Government Operations
Report { 102-499) of April, 1992 listing over
27 areas of concern, findings, and
recommendations;

» 3 recent OIG Annual Financial Statement
Audits {1995, 1998 and 1997) listing over 41
areas of concern and internal control-related
weaknesses,

+ Srecenlly conducted audits in draft report
format, highlighting over 25
recommendations in areas of concern;

« 16 MMS and BLM related audits.

This initial task was completed on May 29,
1998, and is ongoing.

Catalogue Relevant Audit
Findings and
Recommendations into an
Analysis Framework

Using the reports and inventory of audit
findings and recommendations, the O3ST |
has catalogued these findings into internal
control areas and crosswalked them to the
HLIP subprojects (simitar to the above
summation} to enable examination of the
extent of coverage of on-geing trust
improvements. This task was completed on
May 29, 1998.

C. Research and Select
Template for Development
of Risk Management
Program

Given the magnitude and numbers of
internal control deficiencies highlighted over
the past several years in the Department’s
Trust Fund management aclivities, the OST
turned to information and techniques
available from multiple sources, mostly
private, to identify an approach to cure
internal control problems and develop a
methodelogy to actively monitor and
evaluate day-to-day progress and
effectiveness of the improved Indian trust
management activities.

Department of the Interior
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Throughout the 1980's and into the early
1990's significant attention was given this
area and several case studies were
conducied {0 assess the cause and
preveniion of internal controf breakdowns
exipenenced in a varely of financial
management situations. The Treadway
Commission, sponsoered by the American
Instituie of Certified Fublic Accountants, the
Financial Exetutives Institute, and other
similar organizations, issued g
comprehensive study in the late 1880,

The sponsoting srganizations, supporied by
_ several maior corporations such as Shell O,
IBM, banks, consulting tirms, ele., expanded
the studiss and in 1894 the AICPA issuad
the final Infegraled Framework for intarna!
Controf systems,

The OST reviewed these dociments and
others available from many organizations,
even some international erganizations, and,
based on a recommendation from a mamber
of the Special Trustee's Advisory Board,
selected the Treadway/AICPA concept as
the template to use in building the
Department's comprehensive internal
contrel/Risk Managemeant monitoring and
evaivation system for the Trust Management
improvement Program. This task was
compieted on Fetruary 12, 1889,

D. identify and Develop
Remediation for Acute
internal Control
Weaknosses

An analysis of unresoived weaknesses
identified in the mast recent external audit of
the OTFM by Griffith and Associalss
identified the most acute internal contrai
weaknesses, and remediation began at
once. In conjunction with the Department's
Management Control and Audit Foliow-up
Program, O8T staff prepared an action plan,
tied to the ongoing trust reform effort, which
outlines remediation for specific audit
findings. The action plan ingludes speacial
efforts that have been compieted and others
that commenced shodly afier June 1844,
and also characterized other special
emphasis activilies needed within
subprojects of the TMIP. This task was
completed on Jupe 3, 1885,

E. Develop Organization and
Staffing for Trust Risk
Management Office

The Trust Risk Managemeni Office will be
basad in Albuguerque, New Mexico, bt
repon directly to the Office of the Special
Trustee. i will annually perform or direct
field level reviews and provide technical
assistance for indian Trust Qperations at
some 300 OST, BIA, Tripal, MMS, BLM, ang
OHA sites. It will apply traditionat trust risk
management techniques in its reviews and
anaiyses of Indian Trust Policies,
Procaedures, and Syatems development and
operations, using multi-disciplinary teams, [t
will coardinate and pariner with current
gversight staff in O8T, BIA, MMS, BLM, and
the GIG as appropriate. On an annual
basis, the field level review and analyses
results will be consohdated o provide a
Depariment-wide Risk Management

Lk
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assessment for Indian Trust Management
operations.

The stafl will include specialists in frusg,
range, natusal resources, forestry, mineral,
and land operations, as well as audiiors and
computer spacialists, The necessary
administrative documents are baing drafted
o establish the organization and fiald one
team in FY 2000, Plans are 0 add two
sdditional teams in FY 2001, The full
staffing complement is estimated to be 23-
25 people, This task is scheduled io be
completed by December 2000,

b

F. Map Weaknesses to Current
improvement Efforts

All reported internal weaknesses deemed by
the Department ta be unresolved, will be
independently reviewed to ensure that High
Level Implementation Plan subprojects are
adequately agdressing the remedial actions
necessary 10 address the reported
problems. Additions! review will be
perfonmed and coardinalion with subproject
feams and progrars managers where
necessary will be compileted to ensure that
actions planned ars sufficient to resolve all
past deficencies. The scheduled
compielion date Is Aprit 2000

G. Analyze Weaknesses {o
Determine Current Status -
Resoived or Unresoived

Using the internal control areas esiablished
on the inventory and calalogue of the audi
findings and recommendations, the 087, in
caordination with the reported bureau or
{Office, witt analyze the weaknesses
highlighted within these findings to
determine the current status of the findings.
An assessment will be made regarding
whether (1) the findings have been resolved,
{2} they will be resolved through the
successful compietion of subprojects in this
plan, or (3} supplementary efforts in addition
to those specified in this plan are required
by the respective bureau or office. The
scheduled completion date is May 2000,

H. Modify Treadway Approach
to Interior Situation;
Develop Monitoring
Procedures

Given the types of organizations
represented in the group that developed and
issued the integrated Framework for Intemal
Control {Treadway approach) the concepls
are very encompassing. The extensive
framaworks are designed for rmultinational
corporations with varied business inleresis,
not uniike the deceniralization of indian rust
managemsnt responsibilities throughout the
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Department. 'Initial assessments are that
the Department’s internal contro/risk
management sysiem shouid and can
include many of the framework's fealures.
The goal is 10 adapt the best of the faalures
and do 8¢ In @ manngr thatl is effective, but
not overly burdensome. The system desion
concepts for TAAMS and TFAD include
appropriate featuras for sysiems and
operations conlrols,

The broader program gosis and ahjaciives
for the Depariment’s Trust Management
programs reguire further definition and
cocrdination &t all levels in the Deparment,
This will be difficult since sevaral different
bursaus and organizations within thuse
Bureaus have critical portions of the overall
trust management seforms to complete in
order for significant improvemenis o be
realized. Compounding the difficuliies of
successful accormplishment of reforms are
the competing organizational programs and
goals and extent of geographical
decentralization of the Department’s trust
management activities.

Far these reasons, Departmental teadership
and, in turn, its Bureau and Office program
ranagers mus! clearly define and
communicate the overall goals and
objectives of trust management
improvements, and the vision for futtre trust
rranagement operations. Further, they must
gnsure that the ogls necessary 1o
accomplish the goals and objectives are
being met,

To report, both within and externally,
whether the goals are being accomplished,
an independent monitoring and evaluation

program must be designed and supporiad.
Such an internal review and technical
assistance program is being designed and
will be implemented as the Trust Risk
Management Office under O8T. In the
event O8T sunsets as provided under
Bection 302{a)2)(C} of the Reform Act, the
appropriate organizational alignment of the
Trust Risk Management Otfice will be
reevaluated. It will be separate from normal
program results reporting and will advise the
saninr leadership of the extant o which
poals ara being accomplished and will
inchude in ils reporting, the areas of high risk
wherg additional emphasgis, redirection,
andfor resources must be applied 1o resoive
new deliciencies or prevent relapses of prior
maior internal contro! weaknesses.

As inis program evolbess, it will of course be
closely coordinated with senior leadership
and program managers. Based on input
fram the designaled bureau trust
improvement program managers, follow -
through monionng grocedures for problem
resolution will be developed. The schadulsd
compietion date is July 2000,

L inventory and Catalogue
internal Controls in TFAS, |
TAAMS, and MMS ;
Systems :

The system design concepts for TAAMS,
TFAS, and MMS Royalty Management
systems, include appropriate features for
internal systems conirols and should work
effectively whan implementation is
complete, To fashion a complete and
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somprensnsive fisk management review
program, an in-depth knowiedge and
undersianding of the resident internal
controls designed into these sysiems will be
complled and documented by the Trust Risk
Management Office. The Trust Risk
Management staff will work diractly with the
systermns contraclors {o identify and
document exisiing system internal conlrols.
This efforf will be completed by August
2000.

J. Risk Management Program
Final Draft

Paralle! with the efforis of analyzing ihe
continuing internal coniro! deficiencies and
ensuring that corrective measures are
incorporated inte ongeing improvement
efforts under other subprofects in this plan,
the OST is drafting a program plan to dasign
and implement an ongoing raview,
monitoring, and reporting process that will
{1) confirm trust reform accomplishments,
{2) highlight prablem argas and offer
recommendations for resolution, and {3}
serve as an "early alert * {0 senior leadership
and program managers where future
internal control/program deficiencies are
developing. The scheduled completion date
i August 2000.

K. Coordinate with Affected
Bureaus and Offices to
Develop Action Plans

Based on the invenigry, cataloging,

analysis, and mapping of weakresses to the
Trust Management Improvement Project, the
OS8T will coordinate witht the designated
bureau trust improvement prejest managers
1o develop remedial actinns for sach internal
control point,

Thig process eniails:

+  entification of relsvard infarnal sontrol
findings o be corecled and racked in the
promct o dale; *

«  Qoordinaton with program managss 1o
determing appropriaie corrective action and
mitestones wittin the paramsters of the trust
improvement proest,

The scheduied completion date i
September 2000,

E:

L. Coordinate Risk ]
Management Program with
Revised Trust Policies and
Procedures

The Policy and Frocadures subprojact
includes a requirgment 1o institvte 8 program
for audits and reviews of trust fund
management policies, praclices, and
procedures. As the Trust Risk Management
Frogram is developing, it wil be closely
cocrdinated with the Policy and Procadures
working group o ensure the review pians
are complemamary, This coordination will
consider whether these reviews are betler
done separately or become a part of the
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planned risk management reviews. The
scheduled completion date for this task is
October 2600.
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M. Publish Final Risk
Management Program
Handhbhook

#1 15 planned 1o conduct some form of review
at least annually of every location/activity
involved in frust fund management
¢perations. This will be done through
monitoring and oversight by the Trust Misk
Management Office and varying levels of
detailed field reviews. Many of the reviews
will need to be performed by field office
program stafl and others posgsibly on special
assignments. To ensure consislency in
approach, caverage, and repeding, &
handbaook for use by all organizations and
staff assigned {o conduct risk reviews will be
published. The scheduled complalion date
for this task is November 2000,

N. Establish Continuing Risk
Management Presence 1o
Prevent Relapses

Successful accomplishment of the goals of
this subproject, many of which involve
menitering and evaluating the sufficiency of
resolution of infernal control weakngsses in
most other sub-projects, coupled with the
impiemeniation of a system and process for
mgniering future frust management
activities will canstitute the needed quality
assurance processes and programs
necassary for the Depariment to self-assess
its fndian trust management activities, The

O8T will overses implementation steps for
remadial actions and, through the
astahlishment and operation of a permanent
Trust Risk Management Office, provide a
continuing quality assurance pressnce to

“prevent relapses.  The scheduled

complelion date is December 2000.
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