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Asylum Officer Basic Training Course

CorpsValues and Goals

This lesson describes to new asylum officers the values that guide the
CIS Asylum Program asit works to fulfill its mission and explainshow
those values are emboded in the concrete goal s set as ameasurement of
the progran@ success. This lesson is taught through adiscussion
usudly led by the Director of the Asylum Program.

In working to fulfill themission of the Asylum Program, the asylum
officer will recognize theguiding values of the Asylum Corps and
undestand how the concrete goa's set by management measure his or her
success in fulfilling that mission.

1. ldentify thevaluestha are fundanentally important to the Asylum
Program.

2. ldentify thegodstha the Asylum Program mug achieve in order to
honorits values.

3. Describethe measurable targets that the Asylum Program has set to
achieveitsgods.

Lecture, class discussion, visud aids

Participant Workbooks

This lesson®@ material important to undestanding how the Asylum
Program opeates;, however, it is notappropriate materia for testing.

1. Langlois, Josgph E. CIS Asylum Division. Fiscal Year 2003Annual
Performance Report, Memorandumto Joseph Cuddihy, Director,
Office of Refugee, Asylum, and Internaiond Operations
(Washington, DC: 4 November 2003, 5 pp. (attached)

2. Langlois, JosgphE. CIS Asylum Division. Fiscal Year 2004
Staffing Distribution, Produdivity Targets, and Deployment,
Memorandumto Asylum Office Directors and Deputy Directors.
(Washington, DC: 7 November 2003) 3 pp., plusattachments.
(attached)
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CRITICAL TASKS

SOURCE: Asylum Officer Validation of Basc Training Final Report (Phase One), Oct. 2001
Taxk/ I

SKill # Task Description

002 Maintain aworking knowedgeof thehistory of the Asylum Program and the organization

of thelINS.
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CorpsValues and Goals
|.  INTRODUCTION

Theobijective of thislessonisto explain the mission, values, and gods of the Asylum Corps By
reviewing these important conaepts, this lesson also seeks to explain the meaning behind the
demandsplaced on each Asylum Officer and the Asylum Corps Undestanding the conaeptud
framework within which the Asylum Program opeaates will enable Asylum Officers to better
accomplish our mission.

1. MISSION

Themission of an organization jugifies the organization'sexistence; if thereisnomission, there
isno need for the organization. The mission of the Asylum Program isto offer protection to
refugees in accordance with thelaws of the United States and internationd obligaions

1. VALUES

Organizationd values represent what is fundanentally important to the organization and guide
the organizationin its pursuit of themission. Themission can only be accomplished through
strict adherence to these values.

In the context of the Asylum Program, fairnessisthe overarching value As pubiic servants, we
have an obligaion to the pubiic to manage our resources effectively and efficiently in pursuit of
our mission to offer protectionto qudified refugeess. In order for the Asylum Program to succeed
in offering this protection, its policies, processes and procedures mug befair to theasylum
applicant. The Asylum Program@ definition of fairness contains two inseparable components:
qudity andtimeliness. Both components mug bepresent for a process to be consgdered fair. A
correct but bdated decision and atimely butinaccurate decision are both unfair results.

A. Quality

The Asylum Program demandsa paticularly high level of qudity in our work because of
the seriousconsequences of error in our profession. Indeed, the Asylum Corpswas founded
ontheprindple tha no applicant should be deprived of alegdly sufficient, thorough,and
unbiased determinaion. Thus each asylum claim mug befully and accurately heard,
researched, and adjudicated.

B. Timediness

The Asylum Program vaues timely completion of cases from each Asylum Officer. A
dday in processing is distressing and unfair to theapplicant (Qugtice ddayed isjudice
deniedQ, impedes timely family reunification, risks violating statutory timeframes, and
makes the Asylum Program vulnerable to fraud and abuse.
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V. GOALS

Gods embody organizationd values in conaete and measurable ways. Setting tangible gods
hdpsan organization adhere to those values. Conveasely, if an organization does not set gods, its
values will not bereflected in its actionsand will ring hollow. To adheeto ourtwin values of
gudity and timeliness, the Asylum Program has set twin gods.

A. The Goal of Quality

Oneof thetwin gods of the Asylum Program is to produce high-qudity adjudications
Adjudicationsare high qudity if they meet the tandards set by the Asylum Program in the
guditative areas of the adjudication process, such as interviewing and decision writing.

B. Achieving Quality

The Asylum Program has made subdantial investments into the development of training and
information resources and has implemented a number of policies to ensure tha high-qudity
adjudicationscan be produced on a consstent basis.

1. Investments
a.  Specialized Training
(i) Asylum Officer Basic Training Course (AOBTC)

The Asylum Division provides specidized ingruction for all Asylum Officer
trainees during afive-week residential course at the Immigration Officer
Academy. Indructorsteach and test trainees usng a comprehensve,
carefully designed curriculumwith afocuson asylum and refugee law,
interviewing techniques, andytical writing, and procedures.

Specialized training for Asylum Officersisvital to our efforts to achieve
gudity. Theimportance of trainingto the Asylum Program isreflected inits
uniqgueadministration of AOBTC. Unlike other CIS programs, the Asylum
Program directly oversees and administers all aspects of AOBTC and
devotes a nunber of headquaters staff full-time to training matters.

(i) Asylumand Center AdjudicationsOfficer Basic Training Course (ACA)

The Asylum Divisonrequires al new Asylum Officersto attend ACA, a
five-week residential course at the Immigration Officer Academy for both
Service Center AdjudicationsOfficers and Asylum Officers. During this
course, trainees are ingructed in varioussectionsof immigration law,
induding those pertaining to nationdity, immigrants, non-immigrants,
inadmissibility, and deportation.
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(iii) Supevisory Asylum Officer Training

The Asylum Division has recently developed atwo-week training course for
all Supevisory Asylum Officers (SAOs). Theprimary focusof this course
isan in-depth study of asylum law, coupled with an examinaion into the
ways tha SAOs can improvetheinterviewing and writing techniques of the
officersthey supevise. Presentationsby experienced practitione's of
asylum law, representatives of the Office of the Genera Counsl, and other
subject-matter experts complement those by the staff of the Headquaters
Asylum Division and field office pesonnd.

(iv) Fundamentals of Ingruction (or Orain-the TrainerQ

All Qudity Assurance/Training Officers (QA/Ts), and some SAOs, attend
Fundanentals of Ingruction (or Orrain-the-TrainerQ, the objective of which
isto providethos officers whowill beconduding training for the Asylum
Program with a basic undestanding of adult education and ingructiond
technology theories, prindples, and practices. Satisfactory completion of the
course enables officersto design, ddiver, and evaluae ingructiond

activities suppoting the Asylum Program. All QA/Ts and SAOs who
condud training ontested elements at AOBTC and ACA have received this
ingruction.

b. Loca Traning

Recognizing the need to keep abreast of county conditionsand changesin
asylum law and procedure, the Asylum Division requires each Asylum Office to
set aside 10 percent of theworkweek (4 hours pe week) for training purposes.
Thesubgantial amountof time allocated by the Asylum Program to trainingis
uniquewithin CIS and reflects the Asylum Program's commitment to achieving
qudity. Asylum Offices have discretion to utilize this time to address any
training needsthey might have, induding ingruction on novd areas of law,
county condiions interviewing techniques, and procedures.

c. Qudity Assurance of Decisions

(i) Supevisory Review
Current policy requires 100%supevisory review of Asylum Officer
casework. Supevisors sign off on every decisionto enaure that each
decisionis suppoted by the law and tha prope procedures have been
followed.

(i) Loca Qudity Assurance
Each Asylum Office employsat least oneQudity Assurance /Training

Officer (14total) whoreviewsindividud cases, identifies local training
needs organizes weekly training sessionson selected topics, and reviews
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difficult casesin conjundionwith the Headquaters Qudity Assurance
Referral process.

(iii) Headquaters Qudity Assurance

Loca Asylum Offices mug submit to Headquaters certain categories of
sengtive cases, such as highly publicized cases, cases involving nationd
security risks, negative credible fear decisions and certain cases involving
gende as pat of apaticular soda group. Thislevel of qudity assuranceis
aimed at ensuring consstency in nove and/or complex areas of thelaw.

d. Resource Information Center (RIC)

TheRIC, acomponeant of the Asylum Division at Headquaters, gathers and
disseminates critical information aboutcounty conditionsto the Asylum Corps
throughvariousproduds and media that assist officers in conduding theresearch
necessary for adjudicating asylum cases. Information aboutthe services and
resources tha the RIC provides will befurther discussed in thelater lesson,
County ConditionsInformation andthe Resource Information Center (RIC).

e. Information Technology Resources and Libraries

The Asylum Program's commitment to qudity adjudicationsisreflected in its
investment in information technology resources and Asylum Office libraries
aimed at facilitating access to relevant materias. All Asylum Officers have
individud access to the Internet and Westlaw on their desktop computers, which
allows officers to effectively and efficiently research county conditionsand
variouscourt decisons Moreover, each Asylum Office has alibrary equipped
with relevant and updded reference materials.

2. Policies
a.  HiringPractices

The Asylum Program is committed to hiringindividuds from diverse
backgroundsand perspectives who are capable of performing at avery highlevel
of competence and who are proficient in interpersond, andytical, research, and
writing skills. To maximize the chances of attracting such individuds, the
Asylum Program issues a public job announ@ment in additionto an internd
announement (within thegovenment) for every Asylum Officer opening. In
addition, the Asylum Program offers the oppatunity for Asylum Officers to begin
at the General Schedule 12 grade, which isarelatively highlevel at which to enter
thegovenment. Oneindcator tha the Asylum Program has been successful in
recruiting individuds of such caliber istha about60 percent of the Asylum Corps
has a graduae degree or has completed some level of graduae coursework.
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b. Performance Work Plan (PWP)

The Asylum Program has integrated our qudity goal into the PWP, which isthe
primary tool used by supavisors to assess an Asylum Officer'sindvidud
performance. Unde the PWP, supavisors rate Asylum Officers oncritical
guditative elements of thejob, induding interviewing skills and decision writing.

c. Limitingthe Number of Assigned Cases Per Pay Period

Asapolicy, the Asylum Program limits the numbe of interviews that it assignsto
Asylum Officers during atwo-week pay peiodto 18 cases. Thisrate allows
Asylum Officersto focuspropely onthequdity of thar work at the level of
sophistication expected, while completing interviews at atimely rate. To preserve
this bdance of qudity and timeliness, thisrate of produdionisfixed despite an
increase in new application receipts and othe externd pressures.

C. TheGoal of Timeliness

Theother twin god of the Asylum Program is to complete adjudicationsin atimely manne.
A timely adjudicationis onethat is completed within atimeframe that is conddered fair.
The Asylum Program establishes its timeliness gods within the statutory and procedural
frameworks of the asylum process. Because of the significant subgantive differences
amongthe protection programs administered by the Asylum Program, timeliness gods differ
according to the protection sought

1. Timeliness God for Affirmative Asylum

The Asylum Program aims to complete within 60 days of receipt at least 75% of the
affirmative asylum cases it refers to Immigration Court.

The statute holdsthe Department of Homeland Security and the Department of Justice
accountble to specific deadlinesin asylum application processing. The 60-day target
reflects these deadlines.

a.  180-Day Adjudication Deadline

The statute requires thefind administrative adjudication of the application (not
induding appeal) to be completed within 180days after the dae theapplication
was filed.

Cases before an Immigration Judgefrequently take severa monthsto process
because the Court mug schedule multiple hearings and each hearingmay last a
number of days. Astheinitia adjudicator in the process, the Asylum Program
mug take into accountthefact tha the Immigration Court will likely need up to
120daysto adjudicate applicationsthat are ultimately referred. Therefore, the
Asylum Division has established a god to adjudicate 75% of all referrals
adjudicated at local Asylum Offices within 60 days.
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For cases tha are notreferred, the Asylum Program is allowed an additiond 120
daysto complete adjudication. However, these applicationsare generally
adjudicated promptly because they are processed entirely by the Asylum Program.
Nearly all of these applicationsare adjudicated well before the 180-day statutory
deadline

b. 45Day Interview Deadline

The statute also requires tha the applicant beinterviewed within 45 days after the
date theapplicationwasfiled. The Asylum Program's 60-day completion target
allows the Asylum Office at least 15 days after theinterview to complete the case.
This 15-day period indudes thetime necessary for the Asylum Officer to conduct
research, compo< the assessment, and do the necessary pgoerwork, aswell asfor
supeavisory review and clerical processing.

2. Timéeiness God for Credible Fear Screening

The Asylum Program aims to complete 80% of al credible fear cases within 14 days of
receipt.

The 14-day target was established in view of thefollowing:
a.  Detention and Parole

The statute requires tha certain indviduds who express afear at ports-of-entry
mug be detained until the credible fear determination, at which point they may be
paroled by theU.S. Immigration and Cugoms Enforcement (ICE) Special Agent
in Charge (SAC) if acrediblefear isfound.

The statute allows | CE SACs to make ther parole decisionsfor expedited

removd cases only after receiving the credible fear determinaionfromthe
Asylum Office. Thesoone the Asylum Officer makes a determination, the
soone the ICE SAC can make aparole degerminaion for those who are foundto
have acredible fear. The 14-day target provides sufficient time for the Asylum
Program to complete its determinaions while giving ICE SACs a chance to make
thar parole decisionsin atimely manne.

b. Credible Fear Determinaion

The Asylum Program isresponsble for making credible fear deerminaions The
14-day completion target begins after the Asylum Program receives notification
tha theindividud is subject to expedited removd processing, which usudly
coinddes with theindividud's dae of arrival. The Asylum Program provides all
individuds in the expedited remova process a respite of 48 hours after thedate of
detention to recover from longflights, contact family members, friends or any
conalltants, and to prepare for the credible fear interview. Within the 14-day
completion target, Asylum Officers mug providethe 48-hourrespite, travel to the
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detention facility, condud theinterview, make thedeerminaion, complete
paperwork, and updde relevant databases.

D. Achieving Timeliness

The Asylum Program has implemented a number of policies to ensure that adjudicationscan
be completed in atimely manne.

1. Timeliness Targds

The Asylum Program has integrated our timeliness gods into the PWP. Unde the
PWP, supevisors rate Asylum Officers onther ability to complete casesin atimely
manne. For affirmative asylum cases, completed cases mug be submitted to the
supeavisor within 4 days after theinterview for decisionsthat are picked up at the
Asylum Office by the applicants, and within 10 days after theinterview for decisions
tha are mailed to in-status applicants. These targets conform to the 15-day timeframe
allotted to the Asylum Program to complete interviewed cases tha are ultimately
referred. For credible fear cases, completed cases mug be submitted to the supavisor
within 2 days after theinterview. Thistarget conformsto the 14-day timeframe
allotted to the Asylum Program to complete its portion of expedited removd
processing. For both affirmative asylum and credible fear screening, Asylum Officers
mug complete cases in advance of thetarget completion date in order to alot timefor
supeavisory review and subsequent clerical processing.

2. Reasonable Allowances

It isthepolicy of the Asylum Program to make reasonéeble allowances for itstimeliness
gods so tha our qudity god is not sacrificed when additiond timeis required to make
asounddeerminaion. To strike this bdance, the Asylum Program allows for a certain
percentage of cases to be completed outsidethetarget timeline Theallowance for
affirmative asylumis up to 25% of cases referred to Immigration Court, andthe
allowance for credible fear screeningsisupto 20% of all cases. In each of these
programs, the Asylum Program recognizes tha a certain percentage of cases should be
exempt fromtimeliness gods dueto the complexity of particular cases and the
unavailability of staff at certain times.

These reasonale allowances manifest themselves in the PWP. Timeliness
performance standards do not apply to those cases placed on hold by the supavisor, or
where the supavisor findstha excused leave or other duties interfere with timely case
completion.

3. Produdivity Target

The Asylum Program aims to achieve timeliness by setting a produdivity target for
Asylum Officers. Theprodudivity target for affirmative asylumis 18 interviews per
pay peiod pe Asylum Officer. Unde the PWP, Asylum Officers are rated onther
ability to interview 18 affirmative asylum cases in atwo-week pay period, takinginto
accountand adjuging for approved leave and othe duties assigned.
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a. Baance

In order to achieve our god of timely case completions the Asylum Program has
established a produdivity target tha gives the Asylum Corpsa reasonable ability
to keep pace with theoveral rate at which it receives new asylum applications |If
the Asylum Corpsfails to keep pace with the overal rate of new application
receipts, some incoming applicationswill not be adjudicated, and they will begin
to form abacklog. Asaconsquence, the applicationsin this backlog will notbe
processed in atimely manna. Moreover, amouning backlog could make the
asylum system vulnerable to fraud and abuse, anotion that is more fully examined
in thelesson, Overview of the AsylumProgram History, Process, and
Jurisdiction.

If the produdivity rate is set too low, the Asylum Corpswould nothave a
reasoneble ability to keep pace with new receipts given the staff available.
Redudng the produdivity rate would require reallocating staff from other
programs (such as credible fear screening and overseas refugee processing) to the
affirmative asylum program to keep up with receipts given the reduced
produdivity of each officer. Thisreallocationwoud divert human resources
away from these other critical protection programs and may hinde our ability to
achieve our godsin those programs.

Conveasdy, if theprodudivity rate for affirmative asylum applicationsis set too
high, thequdity of adjudicationswould likely suffer.

b. Othea Consdeations

The Asylum Program's level of produdivity comes unde the scrutiny of
govanmental authoritiesingde and outside of CIS, thewatchful eye of non
govanmental organizations and public view. While it is more often the accuracy
of ourdecisionstha arereported in the press and by non-governmental
organizations our effectiveness, efficiency, and overall produdivity as CIS
officers are judged unde equd scrutiny. Our produdtivity is often judged in light
of ourrole as CIS officerswho hear claims duringthefirst stage of alarger
administrative and legd process. Our produdivity is also judged in comparison
to the produdivity of other CIS programs -- thefees of which hdp fundthe
Asylum Program.

V. PRIORITIES
A. Asylum Program Priorities
The Asylum Program alignsits organizationd priorities squaely with its mission -- to
protect refugees according to the laws of the United States and internationd obligaions

With these priorities in mind, the Asylum Program adjudsits quantitative godsin relation
to available resources, increasing caseload, and other key variables.
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1. First Priority
a.  Affirmative Asylum Applications

Oneof our prime responsbilitiesin our endeavor to protect refugeesisto
adjudicate applicationsfiled affirmatively with CIS. Thelessonsof the pre-
reform peiod teach ustha certain levels of backlog in pending applicationsinvite
fraud and abuse of the system. Theultimate consequence of thisfailureistha
genuinerefugess do not receive timely protection and therefore cannotbe
promptly reunified with ther immediate family members who may till bein
dange.

b. Credible Fear Screening

Congress has charged the Asylum Corpsto screen individuds in the expedited
removd process for acredible fear of persecution or torture. A determinaion of
credible fear givesindividuds afull oppotunity to apply for asylum and/or
protection unde the Convention againg Torture before an Immigration Judge
and a nggdive credible fear deermination may mean theimmediate removd of
theindividud. Until thecredible fear interview takes place, the statute requires
the Department of Homeland Security to detain theindividud. Failureto
promptly interview these individuds may unnecessarily increase the amount of
time these individuds -- many of whommay begenuinerefugess -- spendin
detention.

c. Overseas Refugee Processing

Each year the President conaults with Congress to determinethelevel of refugee
admissionsfor tha year. Failureto meet these admission levelsis tantamountto
squandeing a critical oppatunity to protect genuine refugess who have jud fled
immediate danger and arein urgent need of safe haven. The Asylum Program
assists therefugee program in processing a numbe of refugees close to theannud
ceiling by making Asylum Officers available to interview refugees overseas.

2. SecondPriority BNicaraguan Adjugment and Central American Relief Act
(NACARA)

In an interim rule published onMay 21,1999,the Attorney General ddegated to the
Asylum Program authority to grant or refer to the Immigration Court certain
applicationsfor sugpenson of deportation or special rule cancellation of removad filed
unde NACARA. Because digibility rules require mos NACARA applicantsto have
first entered the United States by 1990, mog applicants have resided in the United
States for many years and already have employment authorization. While the Asylum
Program's failure to promptly adjudicate NACARA applicationswould certainly result
in hardship for some applicants, the consequences of such failure do not compare with
the grave consequences of failure to promptly processfirst priority cases.
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Needless to say, the NACARA program is anintegral part of our work and prioritizing
in this manne occurs only when overall workload exceedsour overall work capecity.

B. Department of Homeland Security Performance Plan

The Depatment of Homeland Security (DHS) sets annud gods to measure how effectively
its programs utilize ther resources to accomplish ther missons DHS and CISreview and
assess the paformance of CIS programs based onthese targets. These targets are produds
of negotiation between the program, CIS management, and DHS.

For the Asylum Division, the DHS peaformance gods reflect several of the Asylum
Program’'s gods listed above

1. Percentageof Asylum Cases Completed in 60 Days
2. Tota Number of Asylum Cases Completed
3. Percentage of Credible Fear ScreeningsCompleted in 14 Days

4. Total Number of NACARA Cases Completed

VI. CONCLUSION

Theday-to-day work of each Asylum Officer is critical to our missionto offer protectionto
refugees. An Asylum Officer's decision can significantly alter the course of an asylum seeker's
life and mug therefore be both accurate and timely. Making several of these decisionsevery day
isnotan easy task. However, given our past success, our high-caliber workforce, and our
extengvetraining, we bdievetha it isareasonable task. Completiontargets, produdivity
targets, investmentsin training, and other policies are in place to enable Asylum Officersto
adhee to ourvalues, achieve our gods, and carry outthe overall mission of the Asylum Program
successfully.
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