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3Y THE US. GENERAL ACCOUNTING OFFICE

Report To The Secretary Of State

Management Of The Department Of State
Office Of Passport Services
Needs To Be Improved

Each year the Department of State provides
passports for millions of U.S. citizens and na-
tionals for their international travel needs.
Recent efforts by the Department to increase
the efficiency of passport services operations
have not always been successful.

More intensified management is needed to
cope with the technical problems of the com-
puterized systems and operating difficulties of

passport services functions.
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GAO makes specific recommendations to im-
prove the passport issuance system, records
management, passport fraud identification
and control, and special handling fees.
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Request for copies of GAO reports should be
sent to:

U.S. General Accounting Office

Document Handling and Information
Services Facility

P.O. Bax 6015

Gaithersburg, Md. 20760

Telephone (202) 2756241

The first five copies of individual reports are
free >f charge. Additional copies of bound
audit reports are $3.25 each. Additional
copies of unbound report (i.e., letter reports)
and most other publications are $1.00 each.
There will be a 25% discount on all orders for
100 or more copies mailed to a single address.
Sales orders must be prepaid on a cash, check,
or money order basis. Check should be made
out to the “Superintendent of Documents™.
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The Honorable Alexander M. Haig, Jr.
The Secretary of State
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This report discusses actions which can be taken to improve
the efficiency and effectiveness of the Department of State Office

of Passport Services. This review was made to evaluate the

efforts made by the Office of Passport Services to improve serv-
ices provided the American traveling public.

hi epo 1 ns recommendations to you on pages 12, 24,
32, 41, 44, 48, and 49. As you know, section 236 of the Legisla-
tive Reorganization Act of 1970 requires the head of a Federal
agency to submit a written statement on actions taken on our
recommendations to the Senate Committee on Governmental Affairs
and the House Committee on Government Operations not later than
60 days after the date of the report and to the House and Senate
Committees on Appropriations with the agency's first request for
appropriations made more than 60 days after the date of the
report.

This report contain

We are sending copies of this report to the Attorney
General; Director, Office of Management and Budget; and inter-
ested Committees of the Congress.

Sincerely yours,
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U.S. GENERAL ACCOUNTING OFFICE MANAGEMENT OF THE DEPARTMENT
REPORT TO THE SECRETARY OF STATE OF STATE OFFICE OF PASSPORT
SERVICES NEEDS TO BE IMPROVED

The State Department's Office of Passport
Services, more commonly known as the Pass-
port Office, is responsible for issuing
passports to U.S. citizens. Every year
over 3 million passports are issued from
the Department's 14 passport agencies.in
the United States, 4 passport offices in
U.S. insular possessions, and over 200 U.S.
foreign service posts abroad. The Depart-
ment has estimated that about 7 percent
(15.3 million) of the U.S. population

held valid passports in 1980. (See ch. 1.)

Passport Office operations have been able
to meet the public's demand of providing
passports to U.S. citizens in a reasonably
timely manner.

The Passport Office has made changes to
improve the efficiency of passport
operations, but progress has been hampered
by management weakness and technical dif-
ficulties in some new office systems.

PLANNING FOR A NEW PASSPORT
ISSUANCE SYSTEM IS NEEDED

The Travel Document Issuance System (TDIS),
the Department's new computerized system for
issuing passports is plagued by deficient
planning. TDIS will cost between $12 to $15
million over the next 4 years and management
needs to take on more comprehensive planning.
(See ch. 2.)

The system should be restructured to use a
single standard module design at fewer
processing centers instead of six designs
for mainland passport agency locations,

as presently planned. Standardization

and centralization would eliminate costly
duplication of site preparation and
support service cost. Additionally,

using a single designed system at a few
locations will allow the Department to
more efficiently adapt production to
seasonal workloads. Those agencies without
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TDIS could still function as acceptance
facilities and issue temporary passports
in emergency situations. (See ch. 2.)

PROBLEMS IN STORAGE AND RETRIEVAL SYSTEM
NEED SPECIALIZED ATTENTION

The Passport Files Miniaturization (PFM) system
is another problem area that has presented dif-
ficulties to the passport management staff.

The PFM system, a computerized microfilm
records storage and information retrieval
system, implemented in October 1978, was de-
signed to reduce some of the Department's
passport records difficulties. The system
processes applications after a passport

is issued. However, because of technical
complications of the system, operational
performance troubles, and inadequate

management attention to the new file

system, a severe backlog of work has

developed clogging the system with over

2 million passport applications. Many of

the problems are technical and require
specialized attention. (See ch. 3.)

RECORDS MANAGEMENT IS OVERLY COSTLY

Still another related records management
problem is the storage of original passport
records. Costing over $200,000 each year,
the State Department has over 140 million
passport documents in storage, enough to
fill over 7,500 five-drawer legal-size

file cabinets. Most of the records, con-
sidered to be disposable records by the
General Services Administration National
Archives and Records Service, are causing
costly storage burdens because they are
maintained on excessively long retention
periods of 100 years by the State Depart-
ment. Additionally, past practices of
filing permanent and disposable records
together are complicating the storage,

and when necessary, the retrieval of

these records. Furthermore, paper records
after 1978 that have been microfilmed are
being held for 15 years and thus are not
achieving the intended benefits of the Depart-
ment 's microfilm records storage system.
Unless the State Department takes action
on its passport records difficulties, the
Federal Government can expect to incur over
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$5 million in storage costs before any
appreciable reductions of records in storage
take place many decades from now. (See ch. 4.)

PASSPORT FRAUD CONTINUES TO BE A PROBLEM

One of the more severe problems facing the
State Department is that of passport fraud.
Although the Department discovered 1,002 cases
of passport fraud in fiscal year 1980, it has
been presumed that this is just the tip of

the iceberg. The Department's fraud program
emphasizes fraud detection before passport
issuance but incomplete training, inconsistent
statistical reporting, and insufficient dis-
tribution of fraud bulletins along with
restrictive staffing has prevented a more
effective program. Passport fraud investi-
gations are conducted by the State Depart-
ment 's Office of Security and by other
interested Federal agencies. However, the
Department's policy of giving priority to
perform personnel background investigations
over passport investigations and the absence
of formalized agreements over jurisdictional
and investigative passport matters between
the Department and Federal investigative
agencies has impeded passport fraud investi-
gations. If suggestions, recommended as a
result of the Department's own 1980 internal
review, are fully implemented along with GAO
recommendations, the Department's fraud pro-
gram should be enhanced. (See ch. 5.)

S

OTHER FISCAL AND OPERATIONAL CONCERNS

GAO identified two operational areas of
concern that are performed as daily pass-
port functions. The first is the inequitable
provision for the special handling of pass-
ports that require fast delivery because of
urgent departure dates or because of requests
by passport applicants. GAO found that the
Department's special passport handling
services that often require special delivery
of passports, are being provided at a net
loss to the Government of about $200,000
annually and that citizens receiving such
services may pay none, part, or all of the
mailing cost. GAO has suggested improvements
in the application process to correct the dis-
parities. The second problem area is that of
the operation of the Passport Lookout System,
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a system that is used to screen passport
applications for administrative, law enforce-
ment, and national security purposes. GAO
believes the system, which is operated as a
computerized system and also as a more limited
manual file card system, is basically sound,
but is experiencing a number of operational
difficulties. Since the Lookout system is
approaching 15 years of age, in GAO's opinion,
a thorough comprehensive review of the system
by State Department staff is needed. (See ch. 6.)

RECOMMENDATIONS

GAO recommends a number of specific actions
for the Secretary of State to improve the
Department 's management of passport office
operations. For details on recommended
actions to improve

--the Travel Document Issuance System, see
p. 12;

--the Passport Files Miniaturization system,
see p. 24;

--passport records storage, see p. 32;
--passport fraud program, see p. 41;
--special handling fees, see p. 44; and

--the Passport Lookout System, see pp. 48 and 49.

AGENCY COMMENTS

The Departments of State and Justice provided
comments on this report which have been
incorporated where appropriate. The Department
of State fully shared the concerns covered by the
report and found it to be comprehensive, detailed
and helpful. For details on the Department of
State comments on

--the Travel Document Issuance System, see p. 13;

--the Passport Files Miniaturization system,
see pp. 24 and 25;

--passport records storage, see pp. 32 and 33;
--passport fraud program, see p. 42;
--special handling fees, see p. 44;
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--the Passport Lookout System, see pp. 49 and 50.

The Department of Justice supports the GAO recom-
mendations relative to passport fraud and commented
that formal agreements would greatly strengthen

the process of investigating passport fraud cases.
The Department also said there is a need for more
aggressive posture in the prosecution of passport
fraud violators. (See app. II.)
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Department preparations are insufficient

Preparation should begin now for
production of TDIS passports for the
Honolulu passport agency, foreign
service posts, and insular offices

Conclusions

Recommendations

Agency comments

PASSPORT FILES MINIATURIZATION SYSTEM PLAGUED
WITH MANY PROBLEMS THAT NEED CORRECTING

Background of passport records systems

Reduction in records management staff
have not occurred

Operating levels have failed to achieve
specified workloads

System backlog has accumulated rapidly

Data entry has been below anticipated
levels

Computer design not suited for workload

Poor microfilm images prevail

Cost

Quality control

Data base integrity is questionable

Oversight responsibility needs
clarification

Conclusions

Recommendations

Agency comments
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