PAGE C4

The CTherokee &ne Feather

TUESDAY, OCTOBER 20, 2009

Enrollment Analysis Report for the EBCI

Mote: This is the entire "Enrollment Analysis Report for
the Eastern Band of Cherokee Indians” as submitted to
Tribal Council by the Falmouth Institute on Tuesday,
Oct. 13.
. TIVE SU i

Falmouth Institute (FT) and Awtomated Election Services
{AES) were retained to perform a comprehensive Enrollment
Audit {Audit)y of the Eastern Band of Cherokee Indians
{EBCLTrike).

This audit waz commiszicned by the Tribe w determine
the condition, status, completeness and accuracy of the enroll-
meent records of the Trbe. The infent of the progect was to provide
a quantitative and qualitative analvsis of the records to allow the
Trbe to make decisions and strategic plans for the future of the
enroll=ment and membership process, based on current taingible
dnta, Custodial responsibility and preservation of these docu-
ments played a eobical role in the ongmation of the group and
will become even more imporiant to the future generafions of the
Tribe as it secks to protect and maintain s sovercignty and its
historical and cultural past,

This was a significant undemaking and was designed and

exccuted within strict guidelines and methodolo—gies, Below 1=
an overview of the major tasks associated with the Awdir.

Duantitative Analysis - Duning thiz phase we analveed all ex-
isting enrollment data and related informa—tion and imported it
into g customzed dotabase. This relational dotabase helped to fa-
cilitate the process of analvzing and verifving, where possible,
membership eligibility, blood guantum calculation. gencalogy
and fribal membership identification,

Crualitwtive Analvsis — The Qualitatrve Analysis imeolved the ac-
tnl review of every individual membership recornd, W inspected
aver TEODG individual tiles for completeness and accurscy ac-
cording o the enrollment ehigibiliny requirements in effect at the
time of enrollment. Enrolbment docuwments from each individuoal
file were scunned and indexed into TE A M5, Once all files
were reviewesd and scanned into the database, the database file
Atz was analyzed to identify existing and missing documentation
and then compared with the Enrolbment Qualification Date Ma-
inx to determine whether or not that individual file contamed ev-
idence and docomentation that met the legal requirements for
enrollment at the tirne of enrollment,

The results of the Cuantitative and Crealitative Analyses
are detailed in an Awdin Analysis and Exception Beport, It iz -
portant to note that the Cuantitntive and Ooalitative Analyses we
conducted were based solely on the information contained in
each enrollment file, The purpose of this analysis was to deter-
ming if the documentary evidence in each file satisty the reguire-
meents of the Trbe, Our goal was ned to detfermine if someene
wis'is eligible fior enrollment or not, but rather o determine if
the documents in cach file support their enrollment status. If an
enmollment file was missing the proper documentation to support
enrollment, that file was flogged and inclided on the Aodit Ex-
ception Beport. This does oot mean that an individual does ns
qualify for membership. It simply means that the individoz]s file
lacks the proper documentation and requires further evidence fo
verify eligibility, The Audit Analysis and Exception Report iden-
tifics all of those individual files that for one repson or another
contaimned an gsue preventing resolution or verifi-cation of tha
individual's enrollment status. such as lacking an acceptable barth
certificate or contaming an meorrect blood quantum calculation.

The Tribe must now determine how to handle these ex-
ceptions te resalve their enrolhment status. [t s the opinion of the
Audit feam that extensive due process should be undertaken For
the records in question to ensure all options have been exhausted
prior to taking any action that would adversely or otherwise affect
the enrellment siatus of any member,

Enrollmeni Process Analysis = [n the course of conducting the
analysis of the enrallment records we re—viewed the enrollment
process and its evolufion throughout the years. We have provided
our ofservations amd recommendations for improving the effec-
tiveness of enrolhment mamagement and administration.

Al of the above tasks took place on-zite in the enroll-
ment office with independence and confidentiazlity as the guiding
principles in the conduct of our day-to-day activibies,

This Envollment Analysis Report contains our analysis
of the enrollment records and processes and loys out our recem-
meendations for reconciling the excepiions discovered during the
Audit. It also details how the Tribe can ensure the enrollment
process continues to evolve to best meet the needs of the Eastern
Bamd of Cherokee Indians now and for fumire generations,

PROJECT NARBATIVE

The project narrative serves o place into context the is-
sues and scenarios that are often uncovered 10 an enrollment
analyzizs project like this, Owr experience working with tribal or-
canizations kas shown that most tribes face somilar 1z250es and
challenges when managing the enrellment process, regardless of
the size, scope and complexity of the mbal organizanon, While
cach tnbe = unique i many different ways, there are common-
alities amd sirnilarities across the spectim when examining the
enrollment function.

In general, a tribe’s need for analvsis of membership
dita is typecally the result of several factors, mot the least of which
i a lack of understanding of the history of the enrollment process
and its developiment, A tribe must have a thorough understanding
of the process, not only as o exists today, but as it has evolved
over the life of the organization. Unforiuostely, many times this
cxamination procesa begins at a point m the history of the groap
where much listorical mformation has been lost. It is cotical that
one of the prirnary resulis of this tvpe of project is a renewed ded-
ication by the tnbe to the development of and adherence to strict
file and records management policies and procedures, This alome
will serve to minimize the need for such reviews in the future
and will help to mnstll faith mn the tnbal membership that the m-
tegrity of the fundamental bagis of the group, its membership, is
in tact and valid. An analysis such as this does not at—tempt to fix
blame or identify scapegoats for inconzizient enrellment data, In-
stead, it is designed to identify any inefficiencies and inconsisten-
cies and identify potential solutions for their resolution.

It is also very common that as the govemnment and the
tribe as an entity develops, the perception of the enrollment
prosess and the need fooazzign it o high prionty as a primary gov-

ernmental function becomes more imperative, The need for suf-
ficient allecation of resources (o address the securnty of the doc-
wments, the securacy of the files and the need for adequate
statfing to manage the assets becomes paramount to successful
membershup management. Lacking such attention and resources
often results in the enrollment department cnly being capable of
performing the very basics of “keeping the list.™ It is very rare
when it i dizcovered that the mdividuals managing the imforma-
ticn donot do so diligently and to the best of their abilines, with
the resources they had at ther disposal.

There typically comes a peint in the evolution of any
tribal organization when the “Membership Roll” of the tribe is
developed. The Roll becomes the chief operating document of
the group and is assumed to pres—ent, in its simplest form, the
current membershap status of all enrolled tnbal members. As -
formation is gathered and stored, the Roll is assumed to be con-
tinuously updated based on verified imformation that 15 readily
aceeszible in the Ales, Unforfumately, many times infonmation on
the Roll is wpdated without proper verification and documenta-
tion. Sometimes changes are made directly to the Roll atself,
withowt any sup-porting decumentation being added 1o the files.
[t can also be commaon practice for corrections or alterafions to be
e o mdividual records without the preper research 1o deter-
mine the etfect such a change would have on all other related
records. This i= called the “downsiream effect.” Management of
the downstream effect is a critical management task since it
wiould be rare that a change i 8 member’s core data would not
alfect ethers that are biologically related. Properly mansging and
documenting the cascade effect that such a core data change
could create s often considered to be too labor intensive o un-
dertake, resulting in a single file being revised while other related
files remained untouched. The result 15 chronic inconsistencies
in the data that iz available in the hard copy files, These “corres-
tions™ are typically made with little or no thought as to what
would constifute accepi—able supporting documentation. Copies
that hore no certification or indication of authenticity are offen ac-
cepted and processed.

The application of compater technolegy 1o the enrall-
ment process has cowsed a further deternormbion in many organ-
zations’ efforts to agegressively manage and mamtam the paper
“apurce documents” and awdic wail that will always be the key 1o
venfication of enrollment. Enrollment depanments are encour-
aged toorely heasaly on the capabilities of their data processing
systems to maintain their files, Unfortunately, thes same reliance
on computer technology and data management often leads en-
rollment professiomals away from the key ingredient in the enroll-
ment management process. Leaning heawvily on “what the
computer save” does nothing o encourage the effective manage-
ment, maintenance and preservation of the most critical backup
fo thie entire enrollment process, the supperting documents, There
st always be supporting documentation that is awthentic and
verifiable i the individual files so that data manipulation or data
eorruphion dees not provide or perpetuale erreneous enrolhment
infirmation. It is also a rarity for the enrollment depaniment’s
computer difa management system to precisely reflect the true
contents of the files, since the data entered infe the system ini-
tially was rarely audited data, It was usually the result of a con-
version of some form of existing digatal data,

Muost enrollment deparments were developed under a
meadel designed and uilized by the Burcau of In—dian Affairs uti-
lizing the clerical records management methods applied to is
other accountmg and record keeping responsibilities, These
meethods had no For reaching vigien of the need for ongimal enrell-
ment reconds to pet as the permanent foundation for the etemal
existence of cach tnbal orgamzation. There was no standardiza-
fion of filing methaods for example or recognition of the aeed for
document preservation. There was no planning for disaster re-
covery or ofl site storage of critical infermation and unforiu-
nmutely, no standardization of record content and no individual
record status monitoring, In many cases, the Bureau was the mi-
tial custodian of the recerds, so this management method was
wsed for many yvears before the tribe gained custody of their ocam
records, Onee custedy of those reconds was fransferred, the new
custodinns were encouraged to manage the records and mn the
enroliment process just as the previous cwner had.

Mg a matter of daily operations, enrollment files tend 1o
become resources for the completion or analysis of other files
and are often “defobated” when the contents of the fle are re-
meved to complete the examina—tion of ancsther file or to provide
information to or for another member and then never retumed. In-
office copies are created withowt authentication or official desig-
nation and placed in files, creating informational conflict with
existing documents m a Ale or witheawt clanfication az o why
they are pertinent to the necord.

Often. enrollment department employees are reguimed to
make subjective determinations regarding the profile the file ap-
pears to present.

Ir iz alee very commen For actions taken regarding inda-
vidual files to be inadequately documented internally for refer-
ence m the file, Enrollment Committes or Tribal Council meeting
iinutes when a recond is discussed or acted wpon and then mot in-
cluded or at least reterenced in the file along with meeting dates
and pctions faken, i= an example of 3 commes imfermationa | hobe
in the data.

In the world of perfect record keeping, each file tolder
wonild be a standalone resource, confaining all neces—sary infir-
mEation to supgsart the cument membership status of the individual
referenced, The realiey of the typical enrelbment fle i thad i
rarely meets this standard.

This audit and analysis has not proven Exstern Chero-
kee’s enrollment files fo be an exception from any of the chal-
lenges described above.

The management and mamtesanse of enrollment records
15 the equivalent of frying to hit a moving target. Enrollmeent man-
agermnent ond staff are tasked with continually responding to on-
demand requests for i formation from tribal adiministration and
tnbal govermment programs. They mast mamtnin regular office
hours and conduct 3 cugtemer satizfaction doven membership
service program that provides information, documentation, his-
torical dota, sdentification and records retention services to un-
scheduled walk-in cli-enfz. (fien it is easy to lose sight of the
fundamental responsibality to insure that all infonmation provided
for membership purposes 12 venified, cortified and secured for
protection of the membsership nghts of the people of the wibe,
Thas 15 nast o commmentary on the actions of the current enrolbment
staff, Instead it is an observation of the accomulated effects of
nearly a century s worth of inconsistent enrollment management

and process application,
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Taking the items in the previous section info considera-
tion, our team began the process of analyzing the enrollment
reconds and related processes of the Tribe to determine the curremt
state of the Tribe’s member—ship function.

The enrollment analysis addressed reconds aceumlated
and stared for the better part of & century. During this tome, ad-
mimistration, enrollment regulations, enrollment processes,
record keeping methods, manage-ment sirategies and overall of-
fice operation methods changed many times. Locations of files,
filing methods and Gle management stvles have Been adopted,
changed, discarded and revised as the tnbal govermment and its
departments have grown and evolved, sometimes to the benefit
of the information’s infegnty, sometimes o its detriment, Given
these facts, it should come as no surprese that a certain amount of
inmferrmation that would sormally be expected (o reside inoa fle
miy in fact not be there at all. It showld alse be expected that
some Inconsistencies i existing information would be discoy-
ered, Buch an analvsis will always produce many more questions
than are answered. This case is no different. The continwed suc-
wess of the project now depends on the willl of the Trbe o pursue
the answers to those questions.,

The peneral observations hsted below simmmartze the
st critical items that our team uncoverad in the course of the
analysis.

RECORD QUALITY BAKER ROLL

Upon review of the files in cabinets designated as the
Baker Roll files, it was discovered that the files con~tained very
little information on each member and that the files, as recog-
nized by the Enrollment depart—ment stafl, were not a relinhle
spuree of mformation.

A stated in progress reports throughout the priogect, the
Baker Roll itself is an extremely fragile document. 1t has not been
stored securely or protected from aging and paper contammation,
The firet 1015 pages are i extremely poor condition and aging
damnge and paper fiber frayving has resulted in significant loss of
image quality.

The original Baker Roll documents were reviewed indi-
vidually by the team wsing delicate document handling proce-
dures, non-myvasive review technigues and protective lates shield
gloves for cach document.

There ane 3,146 names on the Baker Boll of which 1,924
imdividuals were not requined to fill out an enroll =ment applica-
tion. The remaining 1.222 names that are identified as “Con-
tested” were required 1w Al oot an enrollment application form,
The applications for these “Contested” members were not avail-
able to the Audit team. EBCH staff was informed by the Depart-
et of the Interior that these applications are stored in candboard
boxes in the archives in Washington, D0 Although the word
“Contested” appears m the remarks section of those 1,222 names
on the Baker Roll, all 3,146 names appearing on the Baker Raoll
were {and ang) considered enrolled members of the Trbe,

The condition of the Baker Boll documentis) itself can
anly ke described as poor and detenorating rapidly. Significant
attention should be applied immediately.

ENROLLMENT RECORDS

At the beginnming of the project, the feam conducted sev-
cril on-site evaluanion and preparation visits. A site map and
recend identification survey was conducted. A neconds manage-
meent log and tracking system was developed and implemented.

Once these tasks were completed, the team began the
records review process and survey, (n a cabinet by cabinet basis,
each and every record was reviewed, a har code tracking label
alfised to the folder and w2 contents digially scanmed and in-
dexed in the computer tracking system.

The team processed more than 18,000 file folders, con-
taiming more than 113,000 docwments that were reviewed,
scanned and indexed.

On average, the overall qualiny of the desuments con-
tamed im the files could be desenbed as GOODY, but many older
records are showing the signs of age and being stored m an un-
regulated environment. File stor-age and management methods
could be significantly improved.

RECORDSECURITY BAKER ROLL

The Baker Roll is considered the foundation of the mem-
bership of the Tribe. 1t is the basis from which all meimbership de-
cisions anse. As such, its secunty. storage and preservation
should be a priooty in securmg this cofical dafa for fnture gen-
crations, The Baker Boll currently resides on top of a file cabinet
im the En—rollment File Room with no protection or scourty, Mo
effors have heen made 1o restore the document, its damaged
pages or to insure that the pages remain in sequential order or do
nof become separated from the body of the document, The Tribe
should @ive imanediate attention to securing this invaluable doe-
wmieTt.

ENROLLMENT RECORDS

Enrolbment Ales are curmently siered in the File Boom
confaimed within the Enrolhment department. Files are muntained
in fireproof file cabmets arranged within the storage room. Prior
ta the commencement of the project, the File Room wag secured
by proximity reader access control and key lock as backup. Ad
the reguest of the Audit team and with concurrence from the
Tnbe, a proximity key lock system was installed on the door of
the office dedicated to the project with access restricted to au-
thorized feam key holders. Also installed as requested by the
Audit team was video surveillance and monitoring of the project
work ares.

A monitored and secored door with access control was
also mstalled between the Enroliment department wuibing arca
and the main administrative aren prior o commencement of the
praject.

Prior 1o the start of the project, oo fle racking log or
file tracking systermn was in use to manage recond in—ventory. The
team implemented and used a manual fracking svstem to record
the removal and replacement of files that it reviewed during the
preject. 1t is unknown if the Enrollment staff participated in the
use of the tracking svatem, The data compalation system used to
create the project database had no connection o any networking
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system or gutside data transfer system, including telephone con-
mection, fax modem, cabled or wireless lnternd connection

Mome of these seeurity systerns or protocals was in place
oo ta the start of the project. Lockmg these basic security miss-
wres should bBe a major concem regarding record security,
Though the files are kept i a relatively secure location, the fire
protection of these documentz remains o questionable itlem. The
storage areq itself is covered by the sprinkler systemn installed
throughout the build—ing, but a2 one might expect, waler and
paper documents do net mix well, Even though fire and smoke
domage might be mitigated by fire proof cabinets and sprinkler
svsfems, chances are very good that many, i nof all reconds,
would be extensively damaged m the event of a fire,

RECORD ACCURACY AND COMPLETENESS
BAKRER ROLL

The mformation contamed i the Baker Boll is assumed
o e the complete and accurate benchmark data from which ge-
nealogy, blood degree and membership eligibality iz to be caleu-
latedd, Dhuring the review and entry phase of the project certain
Baker Roll related inconsistencies were discovered. Though the
Baker Boll information is consdered unimpeachable, there ane
significant number of inconsistencies between the information
Fome wn the Baker Boll and the cormespondimg recond mfonmation
in the Enrollment depam—ment s datahase, Most critically, a num-
ber of members indicated to be Baker Boll enrollees show a dif-
fiering blood degree om the roll than in the Enrollment department
dnta.

ENROLLMENT RECORDS

Accuracy of the data contained within the Enrollment
files con only be judged in the light of the informa—tion's ability
to priject a clear picture of the membership status of cach indi-
viddual tmbal member. Usimg thas crtena as the basiz to judge data
accuracy resulted in a significant number of records appearing
to be mcomplete in content. Furthermore, it was not uncomimon
fior thie existing documentation o be incomplete as o form, quan-
tity and/or content. Typical issues found were:
= Mo Birth Certificate in the file
« Multiple Birth Certificates in the file
¢ Incomplete Birth Certificates
« Birth Certificates with obvious alterations
= Binth Cemificates lacking Parental Identification
« Qruesticnable Birth Recond Information
= Mo Social Security Mumber indicated in the documentation
= Yarations n mdicated nomes without any nome change or cor-
rection documentation
& Multiple spellings of names within the same file
« Application forms massing (Tully or partially)
« Application forms containing blank pages
= Application forms unsigned
= Application forms undated
= Multiple Application forms on file
* Enrodbment Commiitee Action Forms without dabes
= Multiple Enrollment Committes Action forms with differing
dites
« Enrel et Commrmattes Action Forms sathout clear indication
of action taken
= Miszing Genealogy Charts
= Documents not Date and Time stamped
* Erroneous and Duplicated Boll numbers entered on application
« Dizerepansies between Roll #5 shown on applications and En-
rollment Motification letters

The absence of any previous record inventory manage-
ment oF tracking system to adequately repor the number of files
that should exist, os well as the filing methods utihzed that sep-
arsted different fle categores, make i impossible fo determine
if there are any files phvsically missing from what showld be the
actual record mventory, The only reconciliztion method available
was 4 comparison between the recond count of the project data-
base and the database system uhilzed by the Enrollment depari-
e,

There s not currently, nor does there ever appear to have
been, o policy or management directive im place that provides For
the secunty, restoration, preservation or protection of the Baker
Roll document. This omis—sion i2 a serious threat o the one onig-
imal source decument critical to the enrollment process and what
is also a significant historical artifact.

ENROLLMENT RECORDS

Diuirmg the course of the project, it was clear that histor-
ically there have not been adequate records manage—ment poli-
cies or procedures im place to protect the integmity of the
Enrollment records and the imformation that they contam. This
1= not A recent development, but merely the continuation and ne-
cimalaticon of past proctices. I is ned unosual for governmental
enfities to fail to recognize the significance of these records and
therefore fuil to treat them as the valuable asset that they are, The
information contained in these Gles is not only imvaluable, i is i
replaceable.

In compunction with the above observanons, 15 unclear
az o whal policies and procedures exist o protect the confiden-
tiality of indvidual records, particulacly those regarding conffi-
dential adeptions and cusiodial izsves, There is alse oo clear and
consistent method or process to identify files containing adoption
infor—mation.

There are a significant number of enrollment reconds
currently lacking critical information needed for venficuton of
ehgbality, This information = summarized below. 10 mmportant
T again reiferate that the records currently in guestion do mot rep-
resent o list of all individuals deemed not elhigible for enroliment.
These are the records that are unable fo be verified because of
missing information or because the Tribe mow needs to make a4
determination conceming acceplable parameters for providing
evidentiary proof of eligibility, In general, here is a snapshot of
the most significant pressing issues discovered during our analy-
iz ol mmwre than 18000 enrollment records
* There are discrepancies between Baker Roll blood guantums
andd the blood guantums mdicated in the Enrollment department
database,

* There are significant discrepancies between the blood quantum
findimgs of the progect tem and the bloed quantums provided

fraim the Enrollment depamment database,

# There are a significant number of records that reflect blood
guantum adjustments without any up—porting documentation,
= Thene are a significant number of records lacking amy birth cer-
tificate or birth record. This makes further analysis of the record
impossible,

® There are 287 files of deceased members lacking any birth cer-
fifvcate or birth record, This makes further analysis of the recond
impossihle.

* There are a significant number of records that lack epplicanon
and'or enrellment dates, making place—ment of the record in the
enroliment regulation matnx mmpossible.

* There iz a discrepancy batween the mumber of records sdentifred
by the project team as Baker Roll members and the number of
Baker Boll records sdentified inthe Enrollment department data-
hase

* There are a number of records that indicate relinquishiment of
membership, but do nol include any type of reguest for relin-
quishment from the member.

* There are a significant number of records missing Enrollment
applications cormpletely,

# There are a number of records that contain multiple applica-
fas, But oo documentatiion as o which application was the basis
for enrolbment.

* There are o sagmificant number of records contaning no Enroll-
ment Comanittes Action forms,

* There are a sigmificant number of records contaning incomplete
or uncler Enrollment Committes Action formes,

# There are a number of necords that do not contain evidence -
dicating a direct connection to a member on the Baker Boll.

* The actions of the Enrollment Commitiee, including any formal
report of the mecting held regarding the recond, are not ineluded
in any records,

* There are a significant number of records lacking docwmenta-
tion reflecting name changes and other member status revisions.

OFINION

A the Tdimgs and data support, the Enrollment reconds
of the Trnbke contain sigmificant gaps in lincal genealogy links.
Regardless of member clamms that they were “enrolled through®
sorng individual ather than their parent, it is only possible to iden-
tify direct limzage to the Baker Roll through the biological rela-
tion—=hip between an mdividual and hisher paremish, 17 the
amalysis of this relationship does not confirm the descendancy,
that indrvidual was not duly enrolled according to the enroliment
regulations of the Tribe,

[t should be the responsibility of the member to provide
whatever docurmentation iz necessary w0 confirm these links or
the member may be subject to disenrallment or other action ac-
cording to enrollment ordinonce gudelines. It should be noted
that the fact that a member may be asked for clanfying documen-
tation docs mot indicate that immediate action will be taken by
the Trkbe, nor does o mdicate that the member @ not ehgible for
enrollment. It merely indicates that there 15 a discrepancy in the
file preventing venfication.

There are 476 records of apparently living membsers that
lack a birth cerfificate or other acceptable proof of parentage.
Without thiz document or other seceptable comroboration, it 15 not
possible with any degree of certainty to confirm the direct ge-
nealogy limk regquired to prove descendancy from the Baker Roll.

[t should be the responsibility of the member to provide
whatever documentation 15 necessary to confirm these links or
the member may be subpect o disenrollment or other action ac-
cording to enrollment ordinance guidelines. It should be noted
that the fact that 1 member may be asked for clanfying documen-
tation does not indicate that immediate action will be taken by
the Trke, nor does it indicate that the member i= not eligible for
entoliment, 1F merely indvcates that there s o discrepancy in the
file preventing venfication,

There are 629 records mdicating a blood degree different
than the degree indicated in the Enrollment de—partment’s data-
hase record. In some cases, this difference results in the individ-
il net meeting the blood quantum regquired By regulition af the
time of their enrollment.

There are ot least 99 records the research team dentified
in its Baker Roll review that show a differing Blood degree from
that reported in the Enrollment department database. If the mfor-
meation confeined in the Enmolhment department database informes-
tion was used o calculate blood guantums going forward,
significant discrepancies would result. Becalculation of these
blood degrees could have comseguences on the descendents
claiming lineage to these individuals.

There are a signi fcant number of records where the ac-
tions of the Enrollment Committce are nonexistent or very un-
clear, The mle of the Committee and s methodology o
processing, accepling of rejecting ap-plications is not clearly de-
fined. Furthermore, the actions taiben by the Committes reganding
individual files arg not teansparent or well documented. This sit-
wtion is commean b files across the spectrum of the enrollment
process. The function of the Committee should be much more
structured, with complete documentation of the meetings at
which membsership decisions are made, contained in each file, In
many instances the action of the commities 15 ool supported by
the documentation in the file.

There are at least 300 records that appear to hove no di-
rect link back o the Baker Roll

There are at least 1 405 aetionable files identified within
the scope of the study, Achionable iz defined az fles not confain-
ing sufficient informanon or files that contain imformation that
does not support the current status of the individual.

[t shaould bee poted that the resules of the actions taken on
these files will likely result in changes to the status of the descen-
dents of these individuals, the downstream effect, Those stafus
changes will then likely result in the creation of other actionable
files.

The Boady responsible for resolving these issues must be
identified or established and empowered to perform it { Enroll-
ment Cormmittee?™). Procedural methods for the reconciliation
process 2hould be developed in compliance with legal processes
common to the Trbe. Sufficient resources must be dedicated o
the task. The current Exrollment stafT would not be able o slsoul-
der this additional worklead. A timeline for record reconciliation
should be established doving a hinal complenon date. A fer sys-
tem of records for action can be created and submatted to the
body. Action on the records i thas tiered fashaon will alliw an or-
derdy progression through the reconciliation process,

N 5 AN MEN 5
[t 15 unperative that the Tnbe now make detenminations
concerming how to resolve the dota discrepancies and how to 1m-

prove the enrallment records management system amnd related
processes and procedures, Below are our recommendations con-
carming possible ways 1o approach the pressing izsees Gacing the
Tribe at this juncture.

Fesolve Enrmollment Record Date Discrepancies

Baker Roll Inconsistencios

Birth Certificates

Blood Cruantums

REelinguishment Inconsistencics

Eeview and Resolve Becords with Besidency [ssues

Improve Record Management, Maintenance and Preservation
Improve Inventory Tracking and Management Methaods
Develop Writken Pelicies and Procedures for Infernal File Han-
dling

Improve Fire Protection Methods

Elecironic Data Storage, Maintenance and Preservation
Develop Written Standard Operating Procedures

DISCREPANCIES

The Enrollment process is based on the person secking
membership being able to prove through documentary evidence
that they maeet the membership requirements established by the
Tribe. If the applicant is unzhle to provide such evidentiary mfor-
mation, they are not considered ehgible for membership. If the
member's record file lacks the reguired evidentiary information,
then the member s eligibility = in question. Whether the file s -
cormplete due to clerical or management ermor, misfiling or mis-
labcling adminiswatively or due to failure o provide the
information on the part of the indvidual, it is the duty of the
Tribe, to the hest of itz ahility, to attempt o resolve the issue or
issues 0 oa timely manner. Failure to do so owill result in
contmu—ation of elgibility decisions being made withoud suffi-
cient hasis in fact.

L INCONSISTENCIES

The fact that obvious inconsistencies ¢xist in the presen-
tation, understanding and loal form of the Baker Roll consfatunes
a magor ehstacle in this analysis. Resolution of these ssues must
be completed before any other data resolution efforts can com-
MENCE,

Possible actions include:

 Resalve the Baker Roll final coumnt

= Besolve records identified as Baker Roll membsers with incon-
sistent enrollment dates

* Resolve bBlood quantum conflicts with enrollment database

7 o]

The fact that a significant number of Enrollment reconds
do not contam the fundamental document reguimed to qualify for
membership is a primary concern, Records that do not allow for
positive iden—tification of a biological parent or parents arc m-
complete and therefore were unable o be processed completely
by the project teame There is also the dorsmnstream effect reflected
in records associated with these records.

During the cowrse of the project, members lacking Birth
Certificates were requested to provide them and approximately
0% of those contacted responded by providing the requested
documentation.

Members that were contacted regarding Birth Certifi-
cates were notified that their enollment stams could be adversely
affected if the reguested documentation was not provided. The
governimg body s faced with the task of deciding the course of
action to take regarding these individuals, A strategy should be
developed to address those records that stll lnck requined docu-
myentation.,

Possible actions include:

* Beguestimg or pecepiimg other cormeborating desumentation

- Would require development of a set of acceptable ahemative
documents and a time frame for therr submittal.

« Matification of beginning of disenrollment procedures

- Would require development of disenrellment and due process
prosedures, Alse, the possible effect on subsequent generations
must be considered since disenrollment of an individual hased
on these grounds would by necessity, negatively rmpact the en-
rollment stamis of those descended from the disenrolled individ-
ual

« Ruling the issue irresolvable (Grandfathering )

- Repercussioms of this action could be substantial, especially
since g significant momber of members that were asked to provide
documentation, complicd.

BLOOD OUANTUMS

The issue of conflicting blaod quantum calculations, al-
leged calculation errors and scousations of impro—priety in doc-
wmentation make blood quantum and itz caleulations the thomiest
of ssues. It has led many groups to guestion the viability of the
blood quantum requirement as membership crferia for enroll-
ment of future generations of ribal members, The discussions
regarding the feasibility of utilizing blood quantum a= a mem-
bership requirement for the long term are beimer conducted clse-
where, however the questionable reliability of initial blood
quianiim cabeulanons and the accuracy of subsequent calculations
and marshalling of blood from other sources has been and will
comtimue o be hotly contested ssues, Continwed adjustment and
readjustment e blood degrees and allowance of fractional addi-
tions or reductions by addition of porents withoot bislogical con-
firmation makes setual blood quantum marginally venfiable s
hest,

As enrollment regulations have existed and exist today,
ithe number of apparent blood degree inconsistencies creates one
of the project’s primary concerms and reportable items, In enroll-
meent, each questionable blood degree mthe overall enrolbment
database contributes to the downstream etfiect in that if an adjust-
ment 15 made, all affected members should be notified and the
correction and subsequent adjustments made across the entire
aroup. This was most often not accomplished or documented cor-
rectly or completely, resulting m the ebviouz conflicted findings,
but also contributing to the underlyving inaccuracies that could
only be addressed by recalenlation of the entire blood quantum
database,

Possible actions include:

« The Blood degree conflicts identified berween the Baker Roll re-
view and the Enrollment department database should be ad-
dressed, understanding that each of those resolutions could result
im & rigger-ing of the “Downstream”™ effect that could require
subsequent review of related records. Only after this resolution is
commpleted and subsequent blood quantum recaleulanions are

see ENROLLMENT page C&
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completed, conld the inconsistencies in the rest of the database be
addressed.

# The conflicts identified in the member database could be ad-
dressed from the Baker Roll point forward, keeping in mind tha
cach decision could result in many subsequent conflicts being
created, coch re—quinng reselution.

« Minimally, an across the board decizion could be made necog-
nizng one or the other of the two con—flicting blood quantums
ag vald, creating a go forward pont,

RELINOUISHMENT INCONSISTENCLES
The number of records contamimg relimgquizhment mfor
mation is relatively small, buot it §s a definite incon—sistency that
the records contam relimgquishment mfonmation, ver no reguest
for relinguishment is contained in the file. Since relinguishment
i= & voluntary choice made by the member, it would be expected
that o regueest, in some form would be made by the meanber. Inis
soime fime seen moreviews, that individoals were “relinguished™
without their request or knowledge,
Possible actions include;
» Efforts should be made to locate, if possible, 2 member’s re-
gqueest for relmguighment decoment for in—clusion in hisher file,

VE :
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The number of records affected by residency require-
mendts is relatively small though net imsignificant, The criteria For
mecting the requircment existed during specific application pe-
nods, However, as noted above, many apphcations reflect no in-
formation as to the date that the application was completed,
recetved or pro—cessed by the Enroliment office. Applications
resiewed in analysis of meeting this requirerment confanm mno spe-
cifie regquirement for the documentation requimed o prove resi-
dency, other than asking Tor an address,

Po=sible actions include:

» Resolution of these reconds definrtively would require signifi-
want research and investiganon. Since ne definitive list ef docu-
ments acceptable as proof of residency exists curmently or existed
during period of residency requaremnent, such a list would have to
be developed. Omnce this task had been accomplished resvaluation
and research of the affected records could begin,

« Upon completion of the evaluation, records found mot o be n
compliance would bave o be dealt wath in the some manner as
outlined above regarding Blood quanium er birth cermificae dis-
CrEpancies,

IMPFROVE RECORD MANAGEMENT, MAINTENANCE
AND PRESERVATION

The records secured and mamtained by the Enrallment
deparmment are one of the mast vialuable assets of the Tribe, These
assets must be given a prionty to seeure this information for fu-
fure generatins, Management and staff muost clearly recogmize
the value of these records and manage them accordingly, Strict
adberence o policies and procedures develeped for these pur-
poses must be a priofity going forwand.

D MANAGEMENT METHODS
Enrollment records most be assigned the sme poority
as the most valuable asset of the Tribe, Keeping a current and
eorrect myventory of assets 15 simply a matter of good manage-
el and busimess practice, [0s entical that the department know
exactly how many records it s responsible for, where those
records are located, ifany records are missing, what the contents
of those reconds are, if any content is lacking in the record, how
many records bave been accessed duning a given period, if the
recerds are secure, iF the digital data that represents the reconds
i5 comrect and if confidential information is being adequately pro-
tected. Thes information shoald be racked in detail, not generally.
[T this and other imporant information is net readily availahble
andd continunlly updated, the admimistraton nsks compromising
the mmtegriny of the Trabe's most valuable assets,
Possible actions inclede:
« Enrollment files should be refiled numerically baged on Roll
Mumiber.
* File content checklists should be developed and attached do cach
firleber.
- Simplifies subsequent mventory analysis
« Files regarding memberzhip should not be segregated by 2ta-
Tus,

* Implement file tracking and management systerm

- The Enrollment Administrator should have a monthly manage-
et report indicating:

- Total records in inventory

- Becord count by enmollment status

- Total records processed by each staff member

- Records checked im and owut by each statt member

= The Enrollment stafl should conduet o regulary scheduled in-
wventory of its records and their location.

DEVELOP WRITTEN POLICIES AND PROCEDURES
FOR INTERNALFILE HANDLING

I the day o day activities of the Enrolbmenst department,
it is most commen for there to be no clear, writ—ten and enforced
pohicies and procedures regarding the actual handling of the
membership files and their contents, Absent these policies and
procedures it is casy for an office staff oo fall into the trap of treat-
ing these source documents as if they were clerical fles, oot the
repository of the eritical information that insures the enrollment
status of tnbal members and applicants. Spread this process over
decades and it is easy to understand how records may nof be as
complete, or inas perfect condition as one might expect.

WVigilance regarding the management and storage of the
records is key in the ongomg effonr to assure the integrity of the
records. There should never be any doubt as to the methods used
to hamdle docwments, There should never be any doubt as to the
liscation of a file or its contents. There should never be any doubt
ag to the vabidiey of the docurments contained within the file.

There rarely exist any policies regarding the method
used fo track the inventory of the records being secured . the
Enrollment depariment, This would be the eguivalent of Wal
Mar not keeping twrack of how many televisions it has in stock.
Any enterprise that tracks and gecures individual items must have
a current and accurate inventory of those items. It mst also know
the precise location of those items and their current condiion.
The higher the value of the items being managed the meone critical
the accuracy and integrity of that inventory becomes. Few things
have mone infrinsic value to o mbal govermment than the docu-
ments securing the basis for its existence. its membership infor-
o,

Sirict guidelines should exist as 1o the aceessibility of
files and their contents, Clear policies should exist as o who is
able to review the comtentz of a file, The ability of members o re-
wiew their files should be a matter settled in writben regulations,
The abilrty of members to access the files of their mmor children
should also be contained in written regulations, It is very oom-
mon for there to be no guidance from tribal regulation as to the
nghts of non custesdial parents pertaiming 1o the enrollment
records of their children and it is rarer still for Encollment de-
partments to even question the custodial status of a parent inguir-
ing as to the information in a child’s file,

Fow it any Enrollment offices have a policy in place as
o certifving documents placed in their files a2 copies authenti-
cated by the Enrallment office. Most records contain xerographic
copies of origmal source documents completely lacking indica-
ticns that they are in fact, unaltered copies of the crginal docu-
ment submitted for consideration. Most offices have no
embossment method or secunty marking svetiem i place o au-
thenticate a copy betore placing into a file.

Managing the record inventory must be recognized as o
pricoty for the government and managed effectively for the En-
rollment process o be viewed as, and to in fact be, factally
basad and truse
Possible actions include:
= Specify methods for clencal handling of files.

- Check Out — Check In

- File security when in statf possession

= Beturm to fle rooan ot the clese of business?

- Becure i statt members office at close of business?

- Security of file duning business hours (unattended on desks)

* Develop written policies for member review of files,

- Is a member allowed to review hisdher own file?

= |2 o member allowed to review the fleis) of higher child/chil-
dren?

- Droes the member have to be the legal guardian/custodian of a
child to review their file?

- Is there a secure and monitered location for members o review
ther fles?

- Is staff allowed to provide copics of file documents?

- Does staff certify copies issued by the office”

« Digvelop written policy and procedure for application aceept-
ance,

= Apphicant issued detailed receipt

- All submitted documents dafe and fime stamped

- A1 subanitted documents ernbossed with enrollment dept seal o
eerily orginality

¢ Preserve the Baker Roll

- Bestore, bind and seal the onginal documents.

- Scan and archive a digital copy of the Baker Eoll,

- Place the document in a secure, archival quality environment.
« Develop comprehensive policies and procedures regarding con-
fidentinlity of Enrollment filles, particu—larly those regarding
adoption.

- Adoption files should be physically secured, accessible only by
administrators

« Those allowed aceess should be clearly identified, preferably
an the extenior of the file jucket.

IMPROVE FIRE PROTECTION METHODS

[t will hardly be a revelation of this progect that fire pres-
ents o sigmificant donger o reconds in general and Enrollment
records in particular. Enrollment records by their nature are not
only cotically important and certainly invaluable, but realistically
irrgplaceable, This is ned the case with most other reconds stored
and managed by the government. Higher than standard fire pro-
tection methods should be used o profect these records from fire,
smoke, water and other environmental damage.
Possible actions inchude:
s Nerify and improve fire resistance of constriction method of
file room
¢ Exploce altemative methods of fine and smoke suppression
friendly to paper documents

ELECTRONIC DATA STORAGE, MAINTENANCE AND
ERESERVATION

I today's world o high level of relionee on computer
technology is the noom. As we have discussed previmously in this
report, that may have o somewhat negative impact on the Enroli-
mient process, However, utilized comectly, technology is a pow-
erful tool in the administration of the process. 16 s not, however,
acceptable for Enrellment Admimistrators o be blindly dependen
an Information Technology departments to man—age and secure
their digital data.

Administrators maest be actively involved in the develop-
ment of policies and procedures regarding their specific data, its
loeation, aceessibility and securniry,

The Administrator must be an active participant in the
development of a Dhsaster Becovery Plan for the Enrollment of-
fice and the implementation of tests and exercises that insure that
the plan can be success—fully executed.

The Admmistrator must alse be kept completely n-
formed as to the logs that track aceess to datn, transfer of data
and any copics, backups and the locations of those copies and
backups,

The Administrator should be fully aware of and period-
iwally updated as w the status of any Arewall or other security
schemes mstituted that could atfect the securnity of their data.

The Admmistrator should always hove a current hsting
of any and all Netwiork and Database Adminisira—tors that may
have or be able to authorize access to the Enrollment data.

PROCEDURES

Successful management of the digital data can only be
achieved if the methodology for collection, securnty and dissem-
imaticn of that data is gevemed by 2inct policies and procedures,
Possible actions include:

r Documented network connections and connection methods

* Data lecation on the network

* Discumented secunty protocols for Enrollment data
 [dennifving network adrmmmstrators with access w Eorollment
data and their privileges

+ Monthly report of datubase transaction logs provided to Enroll-
ment Administrator

- Access logs for administrators and users

- Backup seszions and logs

* Dscumented backup routine and schedule including backup
data network storage location

» Docwmented offsite backup data storage plan

*Documented backup / restore test schedule - quarterly

» Documented disaster recovery plan

- Becurity of paper reconds

- Security of digital data

- Becurity of document images

- Restoration plan

-Restaration schedule
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