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GOAL Five
Fairly and Effectively Administer the Immigration and Naturalization
Laws of the United States

Respo nsibility for  admin istering the  Nation 's

immigration laws primarily rests with the

Department's Immigration and Naturalization
Service.  INS deters, apprehends, and removes
persons wh o violate our im migration law s.  It

works with the U.S. Attorneys to investigate and

prosecute violators of immigration statutes,

includin g purve yors of fr audu lent doc umen ts. 
At the same time, INS provides an array of
services and benefits to those who legally enter

and reside in the United States.  These services

range from providing employment authorization

to proce ssing app lications fo r citizensh ip

("naturalization").  The Civil Division defends

immigration laws and po licies, as well as class

action law suits or  immigration  judgme nts

involving individuals.  A separate component
organization within the Department, the

Executive Office for Immigration Review,
provides for the independent administrative

adjud ication of  immig ration ca ses. 

Strategic Objective 5.1
ENFORCEMENT
Secure A merica �s borders, especially to red uce the incidence of a lien smuggling. 

Sovereignty presumes the right of all nation-states to defend their borders and

regulate the people and commerce that cross them.  Increasing sophistication of

alien smuggling and the threat of international terrorism require a comprehensive,

coordinated approach that begins beyond U.S. borders and follows through to the

interior of the United States.  It also requires the flexibility to tailor an enforcement

response to the unique situations of each border area.  To be truly effective,

aggressive enforcement calls for a careful balance between control and compassion
and an  ongoing  comm itment to  persona l and co mm unity saf ety. 

Strategies to Achieve the Objective 

'Y Prevent and deter illegal entry by phased implementation of a comprehensive border enforcement strategy that

concentrates resour ces to control corridors of illega l entry. 

This strategy extends the multiyear effort initiated in 1994 to strengthen

enforcement of the Nation's immigration laws and to disrupt the traditional illegal

immigration corridors along the Nation's southwest border.  Under the strategy,
new personnel, backed  with equipment and  infrastructure improvem ents, are

deploy ed in targ eted are as, starting w ith the m ost vulne rable are as.  INS w ill

continue to tailor enforcement approaches to the unique situations of each border

area, inc luding th e northe rn bord er. 
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'Y Pursue border safety initiatives that create a safe border environment. 

Seeking to avoid detection, smugglers often lead migrants to dangerous terrain,

where they may become lost or are abandoned.  In cooperation with the
Government of Mexico and state and local officia ls in border communit ies , INS
will continue border safety initiatives aimed at educating migrants about the

dangers associated with illegal crossings and assisting those who do n ot heed these

warnin gs. 

'Y Strengthen the capabilities of host and transit countries to combat illegal migration and  prevent and deter
illegal immigra tion at the source. 

In keeping with the international crime control strategy of the U.S. Government
announced in May 1998, INS will build its first line of defense beyond U.S.
borders.  There it will work with other governments to prevent illegal entry by

identifying and intercepting mala fide travelers and migrants before they enter the

United States.  The strategy includes assisting with offshore prosecutions and
providing assistance to foreign governments in prosecuting cases within their own

judicial sy stems. 

'Y Enhance and maintain an effective intelligence capability through coordination with other agencies and

integration of IN S worldw ide intelligence resources. 

Recog nizing tha t the first line o f defen se is beyo nd the b orders  of the U .S.,
advance  intelligence inform ation on crim inal activities planned  abroad is critical to
the accom plishment of th is objective.  INS  will build upon  the intelligence effo rts
of other U.S. Government agencies as well as international agencies and
organizations in order to obtain the intelligence information it needs to protect our

borders.  Such intelligence will allow INS to make more informed decisions on

where and when to concentrate resources.  To this end, INS will pursue

partner ships with  these ag encies a nd orga nizations. 

To meet the increasing sophistication of alien smuggling organizations, alien

smug gling inve stigations a re now  much  more  comp lex and  require  greater f unding . 

Congress has provided additional investigative tools, including wiretap and

expanded forfeiture authority, as well as the authority to apply racketeering and

money laundering statutes to Service investigations.  Law enforcement strategies
and investigations have also become much more international in scope, often

requiring coordination between U.S. law enforcement organizations and those of
other governmen ts.

INS � anti-smuggling program will continue to disrupt and dismantle major alien

smuggling organizations at source and transit countries, the borders, and the

interior o f the Un ited State s in suppo rt of the N ational A nti-Sm uggling S trategy. 

The Service will continue to enhance its Interior Enforcement Strategy, Border

Safety Initiative, the Intelligence and International Programs, and operational

metho ds to im prove th e effectiv eness of  its anti-sm uggling p rogram .  INS w ill

continue the use of statutory authorities, and traditional and non-traditional
investigative techniques, including the use of wire intercepts, asset forfeiture, and

the creation of business proprietaries.

 

Key Crosscutting Programs 

Investigations.  INS co nducts  internatio nal inves tigations to  identify, d isrupt, 

and dismantle criminal organizations that facilitate illegal migration.  INS �

anti-smuggling strategies are coordinated with the FBI, with DOJ �s Alien

Smuggling Task Force, the U.S. Coast Guard, the State Department, and agencies
in the U.S. intelligence community.

Operational Alliances .  In accomplishing its border management mission, the INS 
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has relationships with numerous federal, state, local, and international law 

enforc emen t agencie s whose  operatio nal initiative s intersec t with its ow n.  

Such initiatives include a memorandum of understanding with DEA, particularly 

with resp ect to a d elegation  of legal au thority to e nforce  drug law s unde r Title 21 . 
A similar agreemen t is in place with the United States Customs S ervice where
cross-designated authority is provided to both INS and USCS officers to enforce

their resp ective law s. 

The INS also is involved with a number of federal, state, and local joint-agency
task forces with missions such as antiterrorism, drug interdiction, alien smuggling,
fraud, and other illegal activities.  On the international front, the INS coordinates

its border enfo rcemen t efforts with its land ne ighbors to both th e north and  south

through such special program s as Operation Alliance with Mexico and Project Northstar
with Ca nada. 

Information Sharing.  INS agents in offices worldwide work closely with the

Departm ent of State, the U SCS, the U SCG, the  DEA , and the FB I, as well as with
foreign governments, in order to exchange information with their foreign

immigration counterparts, and to better identify and disrupt organized alien

smuggling activities.

Maritime Smuggling. INS personnel support the maritime interdiction activities of the
USC G by p rovidin g investiga tory assista nce and  condu cting asy lum inte rviews. 

Maritim e interdic tions red uce the  chance s that illegal im migran ts will succ essfully
enter the United States.  Moreover, interdiction and a quick repatriation by the
USCG  saves detention and processing co sts and helps deter future attempts.  

Strategic Objective 5.2
CRIMINAL ALIENS
Promote public safety by comb ating immigration-related crimes and  removing individuals, especially criminals, who are

unlawfully presen t in the United  States. 

Interior enforcement complements the global and border components of the INS
enforcement strategy.  INS' interior enforcement strategy concentrates resources

on investigations of cases having the broadest impact on criminal networks and
infrastructure.  This strategy also emphasizes coordination among the various INS

enforcement functions and closer ties with other federal, state, and local law
enforcement age ncies.

Strategies to Achieve the Objective

'Y Identify and expeditiously remove criminal aliens and develop approaches to minimize recidivism.

By identifying and removing al iens who commit crimes in our country,  INS

contributes to an increased quality of life in our communities.  Deporting

incarcerated criminal aliens reduces pressure on over-taxed correctional facilities

and lowers the costs to local communities.  Through the use of the Institutional
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Removal Program, INS will identify and remove criminal aliens who are in the

criminal justice sy stem, conc entrating resou rces on high v olume ar eas in order to

achieve the  greatest impa ct.  INS will wor k with the U .S. Attorneys to p rosecute

criminal aliens who illegally re-enter the U.S., and will expand its use of the
IDEN T fingerprint sy stem and  the INS L aw Enfo rcemen t Support C enter to
identify, apprehend, and deport repeat offenders.  INS, together with the

Department of State, is working with foreign nations to improve the process for

issuanc e of trave l docum ents for d eportee s.  Stream lining this pr ocess sh ould

reduce detention time s and increase remov al effectiveness.

'Y Support global and border enforcem ent efforts to intercept illegal immigration-related activities before they

occur. 

In keeping with the international crime control strategy announced by the U.S.
Government in May 1998, INS w ill coordinate its enforcement activities, creating a

seamless web of immigration law enforcement beginning overseas in source and

transit countries and continuing inside the United States.  As part of the strategy,
INS will teach foreign officials and airline personnel to identify fraudulent

docum ents at departu re airports.  As this pro gram fully d evelops, it is expec ted to

reduce the incidence of fraudulent documents at air ports of entry, as well as the

demand for detention and deportation here in the U.S.  The strategy involves such

initiatives as building partnerships with other U.S. and international agencies and
organizations to coordinate intelligence information and investigations; assisting

with offshore prosecutions; and working with other governments to reduce
recidiv ism by m onitoring  and co ntrolling fo reign trav el of dep orted alie ns. 

'Y Respond to community reports and complaints about the negative consequences of illegal immigration and
build partnerships to help address these concerns. 

INS w ill continu e to respo nd to stak eholde r conce rns in the c omm unities it ser ves. 

This includes building partnerships with other federal, state, and local law

enforcement organizations to prevent crimes involving illegal aliens.  In addition,

INS will continue to maintain a law en forcement presenc e in every state, utilize

Quick Response Teams to diminish the impact of criminal alien and smuggling

activity on local law enforcement, and  contribute to joint investigations and task

forces with other agencies.  INS will also use input from the offices of the U.S.

Attorneys, local governmen t and law enforcem ent officials, community leaders,
and adv ocacy grou ps to develop  local threat assessm ents and actio n plans to

address loc al problem s.  Finally, INS w ill maintain a con tinuous dialog ue with
comm unities to e valuate  the effec ts of its enfo rcem ent action s. 

'Y Minimiz e immigra tion benefit fraud a nd other docu ment abus e. 

In order to maintain the integrity of the legal immigration system, INS will employ

an aggressive investigation and prosecution strategy against benefit fraud and

document abuse.  Priority will be given to investigating and prosecuting complex

fraud schemes and other cases having the broadest impact on criminal networks

and the infrastructure supporting benefit fraud and document abuse.  In addition,
INS will take advantage of new technology and methodologies, such as data mining

and bio metric  identifica tion, to ide ntify crim inal fraud  schem es. 

'Y Block and  remove emp loyers' access to undoc umented w orkers and h elp reduce work er exploitation. 
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In order to deter unauthorized employment, INS will pursue a comprehensive

approach that  includes building relationships with employers, openly conducting

audits and surveys, inviting employer c ooperation, and working w ith employers

after unauth orized wor kers are rem oved to en sure continu ed com pliance with
immigration laws.  Based on  institutional experience and current data, INS  will also
identify a nd targe t notoriou s and eg regious  violators. In  addition , INS w ill

conce ntrate on  remo ving alien s with crim inal conv ictions, m any of w hom h old

jobs that c ould be  held by  citizens or  legal resid ents. 

Key Crosscutting Programs 

Remova ls.  To facilitate rem ovals and re patriations, INS w orks in conjun ction with

BOP , USM S, state an d local law  enforc emen t, and for eign gov ernm ents.   

Investigations.  INS cond ucts internationa l investigations to prev ent, identify, disrup t,

and dismantle criminal organizations that facilitate illegal migration.  In addition,

INS works with the U.S. Attorneys to prepare cases and receives information on
work-site enforceme nt activities from the Departme nt of Labor.

Strategic Objective 5.3
SERVICE TO THE PUBLIC
Provide timely and consistent services and achieve a substantial reduction in the ben efits processing backlog. 

The m ission of the  Imm igration S ervices  Progra m is to pr ovide a ccurate  and tim ely
information and adjudicate immigration benefit applications for customers in a

professional and courteous manner.  INS sees applicants and petitioners through

the process, beginning at the point of initial contact when an application or

petition is filed.  This contact continues to the point of decision, the production of

a final document or oath c eremony, and c oncludes with the retiremen t of case

records.  These services include immigrant and nonimmigrant sponsorship,

adjustment of status, work authorization and other permits, naturalization, and

refugees and asylum.

INS has experienced substantial increases in applications for benefits since the
early 1990s.  The Service rec eived six million applications for immigration benefits,

includin g natura lization, in 20 00, near ly 35 per cent m ore than  it receive d in 199 3. 
To succeed at its work, INS must ensure that correct decisions are made - - that

people who are eligible for benefits receive them  and those who are ineligible are
denied.  To ensure that the right decisions are made, INS must ensure that the

right processes a re in place and  docum ented and  that INS em ployees ad here to
these processes.  In addition, before, during, and after the adjud ication process,

INS m ust ensure tha t excellent custo mer servic e is provided .  Timely, cons istent,

professio nal, and c ourteo us treatm ent are se rvice pr iorities that a re impo rtant to all

INS customers, including benefit applicants, the community-based organizations
who re presen t them, a nd bus inesses. 

INS is committed to building and maintaining an immigration services program

that ensures integrity, provides services accurately and in a timely manner, and

emphasizes a culture of respect.  INS will continue to enhance services provided,

including improvements to automated systems supporting benefit application
processing, fingerprint processing, telephone- and internet-based information
services, and online filing of applications.
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Strategies to Achieve the Objective

'Y Reduce Benefits Backlog

In FY 2002, INS will begin a backlog reduction strategy to reduce processing times
on benefits applications to 6 months.  The un iversal 6-month processing standard

for all immigration applications within 5 years is one of the Administration �s

highest priorities.  INS � backlog reduction strategy will include a phased

implem entation plan, co mprehe nsive work load evalua tion, and staffing m odel to
meet the Administration �s 5-year goal for all applications.  The implementation
plan will a ddress  staffing re quirem ents for e very im migratio n bene fit applica tion in

every district and service center for three workload categories: receipts, backlog,

and L egal Im migratio n Fam ily Equ ity (LIFE ) Act. 

'Y Establish quality assurance, timeliness, and customer service standard s for all immigration benefits

processing, and en sure that mec hanisms a re in place to meet th ese standards. 

INS stakeholders indicate that the integrity of benefits adjud ication processes,

including naturalization, is particularly important, especially with regard to the

outcome of these processes.  Nearly all INS stakeholders also report that the speed

with which INS processes cases is a high priority, as is the courtesy and respect

INS displays to applicants as they navigate benefits processes.  This includes
cultural sensitivity on  the part of IN S employ ees.  To me et the needs o f its

stakeholde rs and custom ers, INS will cre ate standard s and me chanisms b y which to
meet those standards in the areas of processing quality, timeliness, and customer
service . 

'Y Maintain fair and timely refugee and asylum case processing that denies meritless claims quickly without

discouraging legitimate seekers of refuge. 

Due to the urgency of many refugee and asylum cases, i t is imperative that INS

maintain a system by w hich cases can be processed  quickly and fairly.  Howev er,

the process must also preserve the integrity of the refugee and asylum programs by

ensurin g that only  those w ho are e ligible for su ch prote ction rec eive it.  To  this

end, IN S will build  on the su ccessfu l reform  of the asy lum sy stem im pleme nted in

1995. 

'Y Complete reengineering of the naturalization process, redesign processes for immigrant and non-immigrant

applications processing, and institute documented standard operating procedures nationwide. 

In an effort begun in 1997, INS reengineered the naturalization process to enhance

its integrity a nd to im prove th e way it d elivered  services  to the cu stome r.  INS w ill

document and monitor compliance with this new process.  It will also apply lessons

learned from the naturalization reengineering effort to the redesign of other

benefits processes in order to improve service delivery and customer satisfaction

for those benefits.  To ensure consistent application of the redesigned procedures

on a nationwide basis, the Service will document the new processes and monitor

comp liance w ith them . 

'Y Introduce electronic  filing for applications p rocesses. 

Consiste nt with stak eholde rs' expre ssed inte rest in tim ely and  user-frie ndly

proces sing, the IN S will dev elop an e lectronic  filing capa bility.  This w ill enable

proces sing to be  condu cted m ore qu ickly, at a lo wer co st and w ith fewe r errors. 
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'Y Create a culture of customer service as an integral, permanent comp onent of INS benefits application

processing.

Customer service is one of the highest priorities of INS customers and
stakeholders.  INS will continue to mo ve toward creating an orga nizational culture
that supports customer service by providing employees with guidelines, training,

and ad equate  tools and  resourc es to prov ide high  quality se rvice to c ustom ers. 

Key Crosscutting Programs 

Fingerprint Screening.  INS will continue coordination with the FBI on fingerprint

screening to ensure that persons applying for benefits will be promptly checked for

the existence o f records m aintained by th e FBI.

Data Sharing .  INS coordinates with the Department of State in a data-sharing

initiative that permits the electronic sharing of traveler visa and application

information, thereby improving the issuance process and facilitating the
identification of fraudulent visas.

Strategic Objective 5.4
ORGANIZATION and INFRASTRUCTURE
Improve operational efficiency and organizational effectiveness of the INS w orkforce.  

The INS exp erienced unprece dented growth and  change during fiscal years
1994-2001.  These changes included dramatic increases in workload, a doubling of

the agency's budget, a 60 percent increase in the size of the workforce, and major

reforms of immigration law.  As a result, INS now faces unique and pressing

infrastructure needs.  For example, the growth in the size of the workforce and the

budget has been targeted at very specific areas and, over time, these changes have

resulted in backlogs, shortfalls, imbalances, and inconsistencies in the

infrastructure that supports the INS workforce.  In addition, these changes have
created  a need  to redef ine the ag ency �s corpor ate cultu re, to ensu re that all

emplo yees sha re a com mon v ision of the  INS m ission, valu es, and g oals.  This
strategic objective addresses these organization and infrastructure  needs.

Strategies to Achieve the Objective

'Y Restruc ture INS

INS proposes to address systemic problems related to its dual missions of service

and enforcement by creating two separate chains of command and accountability,
reporting to a single policy leader.  INS � restructuring plan will streamline the

organiza tion to em phasize f ront-line e nforce ment a nd serv ice deliv ery fun ctions. 
Restructuring is one of the Administration �s top priorities.  INS will implement

restructuring in a phased manner, beginning in FY 2002, with the realignment of

headquarters and the development of detailed plans for separating service and

enforcement functions at the field level, including reducing the number of
management layers and clarifying reporting relationships.  The next phase, the
beginning of field implementation of the plan, will occur in FY 2003.  Completion
of the restructuring is targeted for FY 2005.
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'Y Institutionalize New Processes and Systems

Simultane ous with restru cturing plans, IN S will review a nd impro ve its

management and infrastructure, primarily by institutionalizing new processes and
systems put into place in FY 2001 and FY 2002.  Material in the Administrative and
Field Manuals will be updated and consolidated to ensure consistency of

management and operations across the Service.  Resources for facilities and

vehicles will continue to be focused on the most serious problem areas in terms of

health, safety, and security of both INS employees and the public, while phased
construction of facilities begun in prior years will continue.

'Y Modernize Finan cial and Information Technology R esources.

Management of both financial and information technology resources will also be
improved.  Con solidation of procedures for hand ling accounts payable unde r a

modern, integrated financial system is expected to reduce erroneous, improper, and

late payments, while new approaches to bond management will reduce the number
of outstanding bonds.  In addition, INS will pursue a long-term strategy for

financial management in collaboration with the Department of Justice.

'Y Complete the INS Enterprise Architecture Plan (EAP).

Expedited deve lopment of the EA P will allow the Service to acquire the nec essary

technological tools to capitalize on information/intelligence from IN S inspectors,
Border Patrol agents, and investigators.  Completion of the plan will also allow the
Service to m ove forwa rd with an au tomated  arrival/dep arture system  and to
address the agency �s dual missions of border management and enforcement.  Up-
to-date technology is the only answer to adequately determine the admissibility of

the more than 600 million travelers a year that arrive at U.S. Ports of Entry.

Strategic Objective 5.5
QUALITY OF DATA
Provide accurate, easy-to-use, readily accessible, and up-to-date information to m eet planning and operational needs.  

The Imm igration and N ationality Act ch arges the Co mmission er of INS w ith

collecting  immig ration info rmatio n and d issemin ating it to C ongress  and the  public. 
Accurate, easy-to-use, readily accessible, and up-to-date information is a priority of

a significant number of INS stakeholders, including benefits applicants, other
government age ncies, and businesses.  The dem and for good inform ation is also

reflected in the large volume of visitors at INS information counters, the increasing
dem and pla ced on  INS � telepho ne cen ter, and th e grow ing use o f INS � web site. 

But maintaining and providing good information does more than improve

customer service; it also facilitates INS business processes.  Well-informed

custom ers ma ke case  process ing easier , quicke r, and of ten che aper.  

In addition, data serves as the raw material that allows INS to make informed

policy d ecisions, id entify op portun ities for im provem ent, and  demo nstrate su ccess. 

Information on the sizes and locations of various alien populations, for example,

allows INS to plan effectively for the impacts of benefits offered through new

legislation.  Key information collected in case-tracking systems identifies sources of
bottlenecks, assisting in  reducing p rocessing time s.  Finally, current an d accura te
data provides Congress and the public with the information needed to gauge the

degree  of succ ess of IN S initiatives . 
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Strategies to Achieve the Objective

'Y Expand the Use of Information Technology

INS will continue to increase the availability of reliable information and expand
access to  this inform ation.  W here ap plicable, IN S will exp and the  use of ele ctronic

mean s to delive r service s and be nefits and  to gather  and ex change  inform ation. 

Much of this work w ill be done in accordance w ith the Governme nt Paperwork

Elimination Act.  INS is also completing its Enterprise Architecture Plan, which
will govern management of information and technology.  Primary benefits of the
Enterprise Architecture will be improved quality of data and broader availability of

information.

'Y Institute National Case Management

Specific initiatives include record centralization and backlog reduction for the

Freedom of Information Act/Privacy Act (FOIA/PA) program.  INS will continue
to manage the surge in req uests and reduce the resp onse time for its customers

through na tional case m anagem ent and altern ative mean s of addressin g requests

for particular types of information, such as genealogy and case discovery.

'Y Increase Use of Electronic Benefit Processing

INS has committed to increasing the number of benefit application forms online
starting in F Y 2002 .  The Se rvice w ill maintain  public u se form s that are a vailable
online, expand the types of applications that can be filed online, and e xplore
opportunities for expanded electronic access to alien status verification by
employers.  Additionally, in support of benefit processing, INS now provides fee

receipts  electron ically thro ugh the  Bank O ne ope ration for  the LIF E Act.  IN S is

centraliz ing its alien file  record s to impr ove acc ess to critic al inform ation and  will

establish a fee-for -service gene alogy unit to red uce som e of the burd en of FO IA

requests.

Strategic Objective 5.6
BORDER FACILITATION
Improve the efficiency of the inspections process for lawful entry of persons and goods. 

In an era of gro wing interde pendenc e of econo mies and  ideas, borde r integrity
involve s a prope r balanc e betwe en con trolling m ovem ent and  facilitating e xchan ge. 

Becau se the va st major ity of indiv iduals w ho ente r the cou ntry do  so legally, it is
incumbent upon INS continuously to seek improvements in its facilitation

function.  In addition, our expanding global trade obligations require innovative

ways to  facilitate th e mov emen t of interna tional per sonnel a cross the  Nation 's

borde rs withou t comp romisin g borde r security . 

Strategies to Achieve the Objective 

'Y Promote the expeditious movement of travelers by conducting critical enforcement functions prior to the

primary inspection process. 

Using techniques such as pre-enrollment programs or pre-arrival passenger
information review, INS will expand the use of prescreening for passenger and

vehicle traffic at both land and airport venues.  This is critical to the improvement

of traveler service at land borders and international airports, and enhances our
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ability to identify and prevent criminal and other illegal aliens from entering the

United  States. 

'Y Maximize the use of techniques and technologies that promote and expedite lawful entry and exit, including
cooperative strategies with local authorities, the travel industry, and foreign governments. 

INS will continue to develop and test automation and other technologies that

facilitate lawful traffic and commerce as well as enhance our ability to identify and

preven t crimina l and oth er inadm issible alien s from e ntering th e Unite d States . 

'Y Develop, improve, and integrate alternative inspection processes .

INS has successfully implemented alternatives to traditional inspection processes
and will continue to improve these  processes and integrate them a t ports-of-entry
(POEs).  These automated processes will contribute to increased efficiency and

shorter w ait times a t the bord ers and  POE s. 

'Y Work cooperatively with other federal agencies at P OEs to create a secure and seam less federal inspection

process. 

INS shares responsibility for inspecting foreign travelers at the borders with other

federal agencies, including the Department of State, the USCS, and the Department
of Agricultur e.  INS will con tinue to deve lop partnership s with these age ncies to

improve traveler service and enhance enforcement.  This will include approaches
such as the DataShare Initiative with the Department of State which improves the
identifica tion of fra udule nt visas an d enha nces the  visa issuan ce proc ess. 

'Y Establish traveler service standards and ensure mechanisms are in place to meet these standards. 

First-clas s custom er servic e requ ires that tra velers ar e proce ssed with in accep table

time fra mes an d in a co urteou s and pr ofession al man ner.  To th is end, IN S will

develop standards for timely service and treatment of travelers at the borders and

ports-of-entry, as wel l as mechanisms to ensure that those standards are met.  INS

will work with its partners in the travel industry to identify strategies to ensure that

appropriate resources are available to support their common interests in meeting

these stan dards. 

Key Crosscutting Programs 

Data Sharing .  At land POEs, INS collects data on processing times and shares the

information  with the US CS.  At air PO Es, USC S and IN S receive pa ssenger data

from the A dvance P assenger Info rmation Sy stem, which  allows the agen cies to

perform  enforc emen t check s and ide ntify high -risk passe ngers be fore the y arrive in

the Un ited State s. 

SENTRI and INSPASS.  INS coordinates with the USCS and the General Services

Administration on port m odifications and construction necessary for the S ecure

Electronic Network  for Travelers Rapid Inspection (SE NTRI) system .  INS also
coordinates with the Government of Mexico on construction of access roads for

SENTRI.  In addition, INS works with local airport authorities to open enrollment

centers and  kiosks for the IN S Passenge r Accelera ted Service  System (IN SPASS ).

Strategic Objective 5.7
ADJUDICATION 
Adjudicate all immigra tion cases promptly and impa rtially in accordance with due process.

The Executive Office for Immigration Review (EOIR) provides for the review and
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adjud ication of  immig ration ca ses.  EO IR's miss ion is to pro vide a u niform  and tim ely

interpretation and application of immigration law.  Although EOIR is an independent

agency, its workload is largely determined by the activities and initiatives undertaken by

the INS.  Sim ilarly, EOIR's a bility to process case s in a timely fashio n directly affec ts
INS goals to remov e criminal or inadmissible aliens expeditiously and to efficiently use
limited d etention  space. 

Strategy to Achieve the Objective 

'Y Adjudicate priority cases within specified time frames . 

EOIR has identified three adjudicat ion priorities and set specif ic processing time

frames for each.  The first priority is the adjudication of alien inmates incarcerated
in federal, state, and local institutions as a result of convictions for criminal
offenses.  The aim is to adjudicate these cases prior to the inmate's release so that

those found by EOIR to be removable may be removed quickly from the United

States by the INS.  The second priority is the adjudication of expedited asylum
cases within 180 days.  The third priority is the adjudication of cases involving

detaine d aliens w ithin 30 d ays.  

MANAGEMENT CHALLENGES 

Despite  significan t progre ss, the De partm ent con tinues to f ace m ajor cha llenges in

the management of its immigration programs.  Many of the objectives and

strategies described above are aimed at meeting these challenges by focusing on a
strong customer-orientation, the provision of reliable and timely data, reengineered

busines s proces ses, and in frastruc ture im provem ents. 

INS is heavily dependent on information technology and significant resources have
been devoted to the development and deployment of new systems.  The Service

has had difficulty, however, in managing its automation programs effectively.  To
help remedy this situation, INS has established an Information Technology
Investment Review Board to oversee the selection, control, and evaluation of

inform ation tech nology in vestm ents; it has a lso instituted  related im provem ents. 

Nevertheless, information techno logy managem ent within INS remains a

mana geme nt challen ge close ly mon itored b y the D epartm ent. 

INS � rapid grow th and increa sed respon sibilities have placed  greater dem ands on its

information systems.  Over time, INS, like other federal agencies, developed a
number of stovepipe data base systems to meet specific, rather than common,

needs.  Those systems ev entually failed to keep up with the dem and largely because
they were never designed to interface with other systems, internal or external.  To

address this problem, the Department and OMB tasked INS to develop an

Enterprise Architecture Plan for its informa tion systems.  Such a plan will ensure
timely access to needed data; a useful format for data to be easily interpreted,

accura te, and c onsistent th rougho ut every  departm ent; respo nsivene ss to rapid ly

changing business conditions; and data sharing across the enterprise.
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INS is in the pro cess of impr oving its financial m anagem ent systems.  D espite

progress in this area, INS continues to experience problems in meeting federal

accounting standards.  To correct these problems, INS has begun implementing

new ac countin g system s and pr ocedu res.  This issu e, too, is bein g carefu lly
monitored  by the De partmen t.

Another management challenge is in the area of identifying and removing persons

who ar e in the U nited Sta tes illegally, in cluding  the mo nitoring o f alien ov erstays. 

In addition, INS is evaluating existing systems, in an attempt to successfully match
arrival records with departure records of the traveling public.


