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Customer Service & Public Engagement Directorate (CSPED)

Mission
Provide clear, accurate, and timely responses to customer concerns and questions, and engage the public through transparent dialogue that promotes participation and feedback.

Mission Essential Functions
Provide centralized customer service information through a National Customer Service Center (NCSC) toll-free phone to approximately 12 million customers every year; and proactively engage with stakeholders to inform them and obtain their input about USCIS policies and procedures, including raising awareness about predatory practices.

Reports to
Deputy Director, USCIS

Organizational Chart

[image: ]

[bookmark: _GoBack]Geographic Office Locations
Headquarters: 111 Massachusetts Ave., NW, Rm. 6000, Washington, DC  20529
Eastern Telephone Center: 201 Varick St., Rm. 1101, New York, NY  10014
Western Telephone Center: 300 North Los Angeles St., Rm. 2373, Los Angeles, CA  90012
Customer Contact Center: National Benefits Center, 7600B West 119th St., Overland Park, KS  66213

Resources
Federal Employees:  272 
· Headquarters: 94
· Eastern Telephone Center: 92
· Western Telephone Center: 72
· Customer Contact Center: 14
Contractors:  723
· Headquarters: 14
· Tier 1 Call Centers: 703
· Tier 2 Call Centers:
· Eastern Telephone Center: 2
· Western Telephone Center: 2
· Customer Contact Center: 0

Key Unit Activities
Public Engagement Division (PED)
PED proactively informs and educates customers and stakeholders about USCIS policies and procedures and obtains input from individuals as well as the external stakeholder community on matters related to USCIS’ mission.  Through engagement, PED provides the Agency insight on emerging issues, frames problems for staff action, and submits potential solutions.  PED turns community input into actionable options for USCIS to consider in improving the effectiveness of Agency operations to foster understanding and constructive relationships with stakeholder groups, intergovernmental agencies, and customers.  PED is responsible for:
· Establishing guidance and institutionalizing public engagement mechanisms for USCIS; 
· Producing public education materials on the wide range of immigration issues that are available in various formats and languages;  
· Developing, maintaining, and enhancing relationships with all external stakeholders who interact with USCIS including but not limited to: 
· Community-based organizations; 
· Faith-based and advocacy groups;
· Employer and employee associations; 
· ESL/civics instructors;
· International and business entities;
· Immigration law practitioners, and
· State, local, territorial, and tribal partners;
· Working closely with various DHS components to align agency engagement strategies with Department-wide priorities; and
· Partnering with other Federal agencies to share information about USCIS policies and programs and coordinate and collaborate on appropriate outreach initiatives.  

Customer Service Division (CSD)
CSD provides information and guidance to USCIS applicants, petitioners, and advocates regarding immigration benefits as well as customer assistance on immigration policy, procedures, and case information via phone and written correspondence.  CSD also creates and maintains instruction materials, guides, and other tools used by call centers, customer assistance offices, field offices, and service centers.  CSD is responsible for:
· Overseeing the NCSC toll-free number for USCIS.  This number provides the general public with information regarding immigration laws and benefits; 
· Maintaining customer satisfaction when the public calls the NCSC;  
· Responding to correspondence from customers who have encountered problems with immigration services and benefits, or have unusual or sensitive cases.  Inquiries are received directly or referred from stakeholders, including the White House, CIS Ombudsman, DHS Office of Special Investigations, and the DHS Office of Civil Rights and Civil Liberties Office;
· Responding to telephonic inquiries received by the Office of the USCIS Director and collaborating with the Transportation and Safety Administration to assist with the DHS Travelers Redress Inquiry Program (TRIP); 
· Developing accurate information in plain language for USCIS 1-800 phone scripts and brochures, Services & Benefits section of the USCIS Web site, and Customer Service Gateway.  

Innovation and Technology Division (ITD)
ITD aims to build USCIS capacity to process, service, and provide technology innovations that accelerate the evolution of the agency’s customer service delivery model and produces effective service outcomes for USCIS customers.  ITD is responsible for:
· Managing CSPED’s innovation process;
· Providing business analysis and program management for innovation projects for:
· Contact center infrastructure;
· Knowledge base interactions;
· Customer relations management solutions;
· Developing concept ideas, design, and implementation of MyUSCIS, which includes:
· The Help Center – Google-like knowledge base that provides credible and accurate information to a single question;
· MyUSCIS – Customer portal to replace the Customer Relations Information System (CRIS) and provide case status, secure communication, and other personalized customer services;
· Explore My Options – Tool that allows customers to enter a little information about themselves to get multiple immigration benefits they may qualify for;
· Customer Toolbar – Header bar that provides quick access to virtual agent chat, live chat, scheduled callback, email, and scheduling local office appointments;
· Ensuring call routing voice and data circuitry hardware and software applications for the toll-free phone lines are operational; 
· Managing and maintaining the NCSC Interactive Voice Response System and underlying call center infrastructure; 
· Managing services for CRIS, which provides several customer service self-help options (e.g., Case Status Online, Office Locator, Change of Address Online), as well as the Service Request Management Tool (SRMT); 
· Providing business intelligence for USCIS to understand customer needs and take action.

Planning and Coordination Division (PCD)
PCD provides administrative oversight to CSPED.  PCD is responsible for:
· Supporting operations through procurement, financial and asset management, performance management, human resources services, labor-employee relations, training, and reporting;
· Managing CSPED contracts;
· Developing and implementing training and mentoring programs;
· Publication of USCIS brochures and distribution to field offices.

Key Challenges
· Budgetary constraints limit travel and conference attendance, severely hindering effective public engagement efforts to vulnerable and hard-to-reach populations;  
· Volume of public inquiries exceeded 1 2 million in FY13;
· Antiquated infrastructure/need to integrate new technology;
· Volume of service requests requiring interagency coordination continues to increase;
· Expand multilingual engagement/outreach;
· Build community capacity to deliver legal and information services to those difficult to reach; 
· IT/security policy hampers the effective use of social media engagement as a stop-gap measure to overcome travel and conference limitation policy.

Milestones/Key Decisions to Be Made During 2014
· Begin transition from a traditional call center to a customer engagement center that offers new communication channels for USCIS customers, including automated chat, live chat, scheduled callback, social media engagement, and e-mail;
· Implement Help Center to provide customers with a Google-like experience for answers to immigration questions;
· Deploy remote agent capability, allowing the agency to expand operations beyond the two existing call centers and provide opportunities for staff to telework; 
· Implement online processes to  respond to written customer inquiries; 
· Expand capacity to serve vulnerable populations and those difficult to reach;
· Develop a training course for field leadership, incoming community relations officers, and other USCIS staff on the fundamentals of public engagement; 
· Conduct an interagency national engagement on immigration issues that have cross-agency concerns affecting customer support.
Key Decision Points Between Now and October 1, 2014:
· Decision Point To Be Made:  myUSCIS Initiative 
1. Additional capital expenditure or investment into the myUSCIS initiative for FY15, including funding for sustaining development efforts, establishing a production environment, acquiring a Customer Relationship Management (CRM) solution, and providing additional communication channels for customers such as Chat to the Contact Center infrastructure; 
2. Selection of the CRM solution to integrate with the Agency’s $12.2M investment in new Contact Center infrastructure to support back-end customer service activities across the Agency and replace the current system used to manage customer inquiries.
· Status of Current Decision (With Directorate/Program Office, USCIS Front Office, DHS or White House/OMB)
1. Currently pending within the Office of Information Technology (OIT); 
2. Pending with the Chief Information Officer for decision on the solution.
· Timing for Decision to Be Made (30/60/90/120 Days Out, etc.) 
1. 60 days out to ensure enhancements are reflected in the proposed OIT Annual Operating Plan for FY15; 
2. 60 days out to ensure that the selected CRM solution can be funded, procured, and configured in FY15 to integrate with the Agency’s $12.2M investment in infrastructure to modernize Contact Center operations plus provide new services such as Chat and Scheduled Callback. 
· Further Information Needed for Decision To Be Made (If Any)
1. Independent Government Cost Estimates for all aspects of myUSCIS;
2. Fit/Gap and cost analysis of candidate solution being considered. 

Key Calendar Events Between Now and October 1, 2014: 
· 30 Days: 

· 60 Days: 

· 90 Days: Deployment of New Case Status Online Features, Including Case History and Upcoming Events

· 120 Days: Pilot of Help Center 

– FOR OFFICIAL USE ONLY –
image1.png
Associate
Director

Deputy
Associate Chief of Staff
Director

Public Planning & Innovation &
Engagement Coordination Technology
Division Division Division

Customer
Service Division

National
Customer
Service Center




