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1. 	 Introduction 

1.1 Background 

In December 1996, top managers from 'every' VA Regional Office (RO) gathered in 
Annapolis, Maryland, to hear and discuss the recommendations of the Compensation and Pension 
(c&P) Business Proce$sReengineering (BPR) Team. The BPR Team - composed primarily of 
Adjudication Officers - presented a comprehensive and ambitious vision for ihe future of claims 
processing. A vision that:. ' - ' ' 

• 	 puts veterans first by redesigning processes to suit their expectations and unique needs 

• 	 fosters partnerships betyleen Veterans Benefits Administration (VBA) and veterans and 
their service repres~ntatives ' 

• 	 provides a rewarding, professional environment for VBA employees 

• 	 exploits advances in information technology and training to improve claims processing 
timeliness and quality to unpreced~nted levels 

• 	 places management focus on desired customer service outcomes, not just efficiency 

The C&P BPR' Team doqnnented their reengineered claims process in A Case for 
,Change, which was endorsed by VBA's top management and presented to stakeholders as C&P's , 
blueprint to the future. Initiatives required to implement BPRwere specifically identified and 
projected in VBA's FY98 budget,submission. 

The Annapolis forum was the first major step toward achievement of the vision 
communicating the change to VBA managers and employees. The next step, which is the subject 
of this report, was to engage a wide range of VBA employees and partners in planning the details 
of how to make the vision a reality. - ' -, 

1.2 ,Implementation Planning Teams 

Six Teams were formed to conduct detailed implementation planning and one to provide 
broad input: 

~ 

• 	 Work Design Team - design the workflow of the new C&P 
, 

claims process and post-
decision review process. ' 

• 	 Human Resources Team - develop the human resource structure to support the new 
claims process; plan how to transition VBA employees into the new positions. 

• 	 InformatiolIl Technologytrelecommunications Team - plan -the development and 
deployment oftechnology necessary to sUpport the new claims processing vision. 
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, • 	 Training Team - identify training requirements and determine appropriate training, 
approaches. 

• 	 Rules & Regulations Teain - identify changes in regulations and procedures that ;would ' 
simplify processing and help implement the vision; examine ways to simplify the 9urrent 
pension program. 

, 	 :~ 

• 	 Customer & Employee Satisfaction Team - develop Survey and outreach platts" and " 
products to evaluate customer and employee desires, attItudes, and iS,sues through the use 

, of surveys, interviews and other collection methods. ' ~ , 

• 	 Guidance "Team: Chaired by the Director of the, C&P Service, is compo~ed of 
representatives ofVHA, Board of Veterans Appeals (BVA), the office of the Assistant 
Secretary for Management, the office of the Assistant Secretary for Policy and Pl8iming, 
VBA field stations arid union partners and tasked with providing input into the planning 
done by all theteams. I 

Five of the six implementation teams were led ,by Regional Office Directors; Rul~s and 
Regulations was led by a member of the Compensation and Pension Service. Team mem~ership 
was diverse, including representation from area offices, regional offices, unions, national and state 
service organizations, General Counsel, and the BVA. ' 

'f 

, 

Table I-I: Membership  Implementation Planning Teams 
, , 

. . . . " 'i 

,As Figure 1-1 below suggests, the teams did not operate independently, but collaQorated 
to develop a shared vision and an integrated strategy and execution plan for implementatioA. The' 
focal point of the effort has been the new processes" which ultimately determine the value and 
service that VBA provides ~o veterans and other stakeholders. Improving the delivery of service 
to veterans was a guiding principle for the origin8.I C&P BPR Team. The implementation 
planning teams carried that philosophy forward - this report presents their recommendati'pns on 
how to make claims processing work better for veterans and make VBA a more satisfying place 
to work. " 	 ' 
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Resolved 
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Figure 1-1: Interrelationships -.Implementation Planning Teams 

1.3 Purpose and Organization of this Report 

The purpose of this report is to communicate the future vision for claims processing and 
the execution plan for implementation. It serves to enhance and. supplement the concepts 
advanced in A Case for Change in a very specific way - it gives VBA's leadership a detailed 
blueprint to the future. . 

This Executive Report serves as a summary of the teams' findings and is organized as 
follows: Section 1 provides background information about the C&P BPR implementation 
planning teams. Section 2 describes the vision, transition strategy, and major recommendations of 
each team. Section 3 presents the integrated implementation plan and strategy. Section 4 details 
the BPR Life Cycles.· Appendix A provides a detailed listing ofall recommendations. 

The implementation planning teams also produced separate reports detailing their findings a.Qd 
recommendations. They are published as Tabs 1 - 6 to this Executive Report. 
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2. 	V~ion Of Claims Processing 

2.1 Guiding Principles 

The original BPR team. established several guiding principles in Reengineering Claims 
Processing: A Case for Change. The implementation planning teams used these principles as a 
filter for new BPR initiatives and implementation concepts as they were developed. 

• 	 Veterans' needs and expectations drive change - Since the mission of the VBA is.to 
"provide benefits and services. to the veterans and their families in a timely and 
compassionate manner," any changes in the claims process, above all, must be designed to 
improve service to veterans and satisfy their needs. Throughout the implementation 
planning process, team members frequently asked how individual initiatives will benefit the 
veteran: . 

• 	 Proactive, frequent, and productive interaction with veterans - VBA must work 
more closely and interact directly with veterans to assist them in filing their claims, provide' 
timely information about benefits and the status. of their claimS, and explain· claim. 
decisions. The BPR team is convinced that this interaction is the key to improving claims 
processing effectiveness and customer satisfaction. Moreover, without this interaction it 
will be difficult, ifnot impossible, to determine the needs and expectations ofveterans. 

• 	 Identify and resolve is,sues at the earliest opportunity - By focusing the issues 
. concerning a claim and 'addressing them in a timely manner, much of the rework and 

appeals workload can be avoided. Issues deferred for later resolution invariably become 
more ~volved and require more effort to resolve. 

• 	 Quality -.Get it right the first time' - In addition to improving the timeliness of claims 
resolution, VBA must also improve the quality of its service. Improving quality is not 
only the best way to avoid costly rework, but also to avoid customer frustration and 

, reduce the likelihood of appeals. VBA must' strive to improve quality throughout the 
. claUns process from initial customer contact,. through the rating decisio~ to the award 

payment. . . 

• 	 Partnerships between VBA, veterans, and representatives - Because the successful 
processing of compensation and pension claims as well as the implementation of the BPR 
vision requires the input and involvement of a number of parti~, VBA must form 
partnerships with each of the key participants. . Partnership between VBA and Veterans 
Service Organizations (VSO) should be possible because they share a common goal: to 
serve veterans. . Veterans must also be included in partnership, because without their 
active participation in the claims process the other partners cannot effectively serve them. 
The BPR implementation team also recognizes the need to extend this'· partnership 
principle to include the unions that represent VBA employees and 'other government 
agencies that furnish the data necessary to process claims. The involveptent of Veterans 
Service' Officers, union members and others in the implementation planning process 
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I~ I:' 
, , , 	 \ ' 

represents an important first step in the development of the necessary partnerships. 'VBA 
must continue to strengthen these partnerships as it proceeds with BPR by involvirigthese 
groups in the actual implementation of the new claims process. Without these 
partnerships, the vision cannot be achieved. "f 

• 	 In~reased accountability for employees, veterans, and VSOs -' All participants 
involved in the claims process must understand their important role and the respohsibility . 
that goes with that role. This responsibility includes accountability for perf9rm~c~iti'a " ",' , 
timely and ,effective manner. ,( ,

1/ . 

• 	 ,Professional and fulliDing work environment for VBA employees -,,If employees are 
to be given more responsibility and made more accountable for their work, then they must 
also be given the tools and training necessary to be successfu~ and they must be tr~ted as 
professionals. An atmosphere of teamwork and success must be created so that the VBA 
is a satisfYing place to work. ,I: i' 

" 

The BPR concepts and ~ecommendations contained in this report are consistent wiih ,these 
. guiding principles. These principles wtll continue to be followed as VBA implements the 

recommendations. :More than just guiwng principles, they are critical success factorS in the 

implementation of the BPR vision. 'j 


'i 

~i 
'i"2.2 Work J)esign Vision 
'r 

.. ." ,(. 	 ' .i, 

. " The Case jorChange outlined the problems With the existi~g processes and a high-level 

view of the vision. This section further defines the vision for claims processing and post-4ecision 

review.' The processes that compose the vision are largely independent of orga.nip.tional 

structure; however, this section addresses. the organizational possibilities consistent Wth the 

vision for VBA.' , 


d 
'The Veterans Service Center of 2002 (which combines the traditional Adjudication and 


Veterans Services activities) is staffed with employees who have the authority to internct with 

veterans, make decisions, and ~dentifY and resolve issuesat the earliest opportunity without hand

offs. More importantly, these employees work with veterans and their ' representatives to assess 

eligibility for benefits based on objective evidence and criteria, so that all see the process' and its 


, outcome asCair and equitable. Veterans aI,ld their repre~entatives become partners in developing 
, , the claim and ~y post-decision review. , .f , 

Z.2.1 'Claims Process ., 

In the vision, claims processing is an interactive process with a VBA employee 

accountable for completing all actionsnegesSary to come, to closure on a claim, The V;'eterans 

Service Representative (VSR) has ownership of eaCh claim to which he or she is assigned and 

forges a partnership with the veteran and hisJher representative. The most common means to file 

a' claim is a one-page application, with a structured initial telephone interview with a VSR. The 

VSR, consulting with the veteran and hisrepresenlative , focuses the issue, identifies all ;sources 

, 	 . . it 
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of evidence, . and explains the claims process. The VSR informs the veteran on the progress of 
his/her claim. Rule-based technology supports the VSR in this process to ensure quick resolution 
of the claim. VSRs gather evidence, make decisions, notify veterans, and are' accountable for 
their actions. Routine actions are handled quickly, often at the initial .contact. If a claim requires 
more than a simpie rating deCision, which the VSR will prepare for the approval of a Rating 
Veterans Service Representative (RVSR), the VSR transfers' ownership of the claim to a RVSR, 
to make thf~ rating decision. The award and notification letter to the veteran are electronically 
generated. . Throughout, a VSR works with the individual veteran and hislher 'representative to' 
ensure that each claimant receives knowledgeable, compassionate, and equitable service .. 

t I ' 

CLAIMS PROCESS 

LEGEND 

GInPUtJJ ~ . Output ~ 

Figure 2-1: Proces.s Flow for Claims Process 

2.2.2 Post-Decision Review Process 
'. . . ' 

Following claims processing, the next adjudication process is the post-declsio~' review 
(PDR). The new PDR process is dynamic and highly interactive, focusing on. identifying the 
issues and areas of disagreement, with an eye to resolution at the earliest possible point in the 
process. The PDR process ~egins with.a request for clarification or expression of dissatisfaction 
from a claimant or a claimant's representative and ends with. the final resolution of the claim. 

The vision for post-decision review continues the partnership between veterans,' their 
representatives, and VBA that began during claims processing. The new process. specifically 
emphasizes streamlir,ling theappeaI process and maintaining close, personal contact among the 
claimant, his or her representative, and VBA. '. 
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There will be a new;position in the appeal process, the Decision Review Officer:I(DRO). 
Individuals· holding these positions will be highly skilled with the training and know~edge to 
.perfonn their duties. The vision includes significantly fewer claims appealed because veterans will 

<' ~'.'. )~ 

haye had. an accut(J.te decision fully explained to them by knowledgeable and. compassion~te VBA 
: employees. ,.'. 

.. . "', . . . . ' . ' , ; 
I 
~ 

. The system p'erfonns automated' checks "of accuracy and timeliness of actions during the 
PDR prQcess. To enhance. the process, vBA offers veterans and their representatives electronic 
access to' the veteran's V A records to· view supporting evidence and VBA actions to dat¢. They 
can 'also view the conteI,lt of rating' decisions and Statements of the Case. Electronic;:filing of 
appeals is available. An enhanced system allows for one electroiiic appeal tracking record; used by 
both VBA and B VA. It includes all actions on remands and collects data needed for perfonnance 
measurement. Figure 2-2 illustrates the flow for the vision of the PDR process. . ," 

REQUESTS FOR 
CLARIFICATION 

'POST-DECISION REVIEW 

Figure 2-1: Process Flow for Post-Decision Review' 

2.2.3 Access Options, 

. Personal Interactions. The new ciaims processing environment provides ari~mber of 
access points for claimants ..Claims will be filed in person at a Regional Office or at an out-based 
location, by telephone, electronically, via Internet or fax,' by mail or through personal coptact with 
the claimant's representative. Telephone contact is the major access point. An automated call 
attendant greets the claimant. Options are available' for general benefits information,'1 status of 
pending claims, or for filing a claim .. If the option to initiate a claim is selected, the syst~m routes 
the call to a VSR. As much development as possible is completed during the initi~~ contact. 
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Regardless of point of entry.. the VSR who initially receives the claim can, in most cases, arrive at 
a determination without handing off the cHum to another employee. 

Information Centers. VBA faces an immediate problem because its blocked call rate is 
higk Top management views the Information Centers as a solution to handle overflow calls. The 
volume of calls from veterans should decrease over time as VSRs become more proactive in 
contacting claimants, asophisticated automated response system (ARS) handles most general 
inquiry and claim status calls,· and enhanced outreach answers many questions before they are 
asked. Changes in the number and kind of calls that are directed to VBA will evolve as the 
functions and features of the Information Center system grows. It is important that the 
Information Center concept be consistent with the BPR vision of the fully functional VSR. 

Information ~~nter stan: should be fully trained VSRs, capable of performing all duties 
required to provide immediate assistance to' customers·. An on-line information system which 
contains data on the entire array of federal, state, and local benefits must be available to the VSR. 
Although most claim specific calls will be routed directly to non-Information Center VSRs, it is 
certain that some of those calls will be taken at Information Centers. To eliminate hand-offs 
.between the various centers, Information Center employees must be able to provide any service 
required to finalize action on those calls. 

2.2.4 Lab Sites: 

Successful BPR implementation requires testing and analysis .in a "real" working environment. 
Testing must include establishing baseline measures and conducting ongoing measurements to 
confirm the effectiveness ofinitiatives. The lab sites will continually measure performance so that 
the real impact of individual initiatives can be monitored: Measures must be sufficiently detailed 
to uncover the root causes and potential solutions required if projected· outcomes are not 
achieved. . 

The lab sites 'will 'serve as a foeal point for 
VBA. Through local initiatives,Regional Offices Innovation 
have demonstrated substantial innovation, but 
implementation is fraginented and les.sons learned 
are not shared throughout VBA. Lab sites will test
all aspects. of the vision and serve as a learning 
centers for the organization. The lab sites will be 
full and active partners in implementation, 
measurement, and development of modifications of 

Lab Test 
IT applications. For the lab site to have merit, VBA 
must be willing to enforce some· standardization of 
the lessons learned through testing. 

The life cycle of lab status will be from eighteen to forty-eight months or more, depending 
on the results of testing, and. the pace at which supporting initiatives, including IT, can be 
implemented: When an initiative proves successful (including any desirable modifications) as 

j. '. 

Figure 2-2: Life Cycle Innovation 
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documented by supporting objective measurement data, a procedure and timeline for na~ionWide 
deployment will be activated, ' . . . ;. , 

2.3 Human Resources Vision. 

For the BPR vision to become a success, VBA employees at all levels must be selected, 
trained, n:totivated; and utilized according. to their unique skills and abilities. . ' . 

2.3.1 Organizational Structure 

. 	 . I 
The BPR vision design calls for fewer positions with expanded job responsibilities and 

,authority, Th~re are three primary pqsitions for processing claims and providing c,ustomer 
service, and four positions for support. and leadership, Highlights of'the new positi~msl are 
outlined below. Transition.to this yision begins with the merger of the Veterans Services and 
Adjudication Divisions. Veterans Benefits Counselors (VBC) and Veterans Claims E~aminers . 
(VeE) will cross-train to acq~ire claims examining or public contact skills. ;! , 

I; 

• 	 Veterans Service Representative (VSR). Duties include those of Veterans Claims 
Examiner and Veterans Benefits Counselor plus development work. Incumben~s in this 
position will have single signature authority. In addition, they can complete simple rating 
cases for review and approval by a Rating VSR (a task comparable to whaUs currently 
performed by Rating AnalystslTechnicians). This .position will be classified at the GS-'1-1 
level.' 	 '.,' 

;i 
. . 	 )~ 

• 	 Rating, Veterans Service representative (RVSR). This p'osltlon is similar to 'the 
traditional ·Rating . Specialist position. The Rating VSR will be expected 'to have 
occasional contact with the vete,ran. This position will 'be classified at the GS-12 l,evel. 

• 	 Master RVSR This position would conduct quality assurance reviews and l,serVe as 
transition officer·al1d technical advisor to RVSRs (not a supervisor or lead).,· ,j 

• 	 Decision Review Officer (DRO). This position replaces the Hearing Officer and 
encompasses difference of opinion authority. Informal and formal hearings may b~ held by 
the'DRO to foster early interaction with veterans (who have some dissatisfactionfwith the 
decision) and their representatives to identifY issues and resolve dissatisfactiqn. This 
position will be classified at the GS-13 level. 

I, 

.,I 

• 	 Program Support Clerk. This position replaces mail and file clerks, GS-4 Claims or 
development clerks, and otlie~ Adjudication or Veterans Service Division program clerks, 
While VSRs will be responsible for case development, program support clerk'~ will be 
responsible for mail receipt and distribution; files establishment and maintenance~ general 

,
.;, 

The appendix to Tab 20f this repO~' includes position descriptions and evaluations report for cltchof the 
positions listed here. . 'J 

.\ 
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clerical duties, and data input and scanning (when a paperless system is implemented in the 
future). This position will be classified at the GS~4 level. . 

• 	 Supervisor and Team Leader/Coach. Position descriptions are provided for both 
supervisors and team leaders/coaches to allow flexibility among Regional Offices. 

• 	 Field-Based VSRs. Field examiner duties should be incorporated within the VSR 
pdsition to take advantage of outbased opportunities for claims processing.' Because the 
fieIdexaminer portion of those duties involves unique skills (such as dealing with 
incompetency ,cases), these positions should be aligned within a discrete unit in the 
Veterans Service Centers with its own position description. 

• 	 Legal. Instrument Examiner. The HR team recommends no changes in the current job 
description for the legal instrument examiner (estate analyst) position. 

2.3.2 Career Progression, Certification, and Pay' . 

The concept of career progression based on the acquisition and demonstration of skills is 
endorsed as the VBA model. ' Consistent with this philosophy of paying for acquired skills, it is 
also recommel1ded that VBA request a waiver of time-in-grade requirements and qualifications 
require'ments under the Office of Personnel Management's demonstration· project authority. This 
'would provide VBA with an opportunity to promote employees for their skillslknowledge without 
the limitations inherent in the GS system. In addition, the New York ,Regional Office and Detroit 
Regional Office demonstration project should be mo~tored .to validate the progress of the skills
based' approach to compensation.. If this approach to compensation is successful, it should be 
exported to other parts of VBA where appropriate. 

Job competency certification is the new formal, standardized process by which employees 
will demonstrate that they h~ve acquired the skills and knowledge to perform iri the VSR, Rating 
VSR, and Decision Review Officer positions. During the transition, VBA employees will be 
required to demonstrate a high level of competency. A modified form of certification will be 
applied to transition positions. 

• 	 VSR To assure competence and quality serviceto the veteran, the VSRs in '2002 will be 
required to demonstrate possession of the necessary knowledge and skills prior to 
progression to the next grade. Hired at the GS-5 or GS-7 level, the VSRs will be placed 
in a career ladder. position with promotion potential to the GS-l·l level. Employe'es will 
receive module-based computer and classroom training designed to provide the skills and 
knowledge required at each grade level (Le., GS-517/9/11). Employees will be tested at 
the conclusion of each module to assure training objectives have been met and knowledge . 
has been acquired. Promotion to the GS:,7 and GS-9 levels. will also involve work 
sampling to assure acquisition of skills. Promotion to the GS-l1 level will depend on the 
employee's demonstration of successful counseling skills and ability to "pass" an 
assessment or certification process. Existing, GS-ll Senior VCEs unable to acquire and 
demonstrate the additional skills necessary to serVe effectively as a VSR or unable to 
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complete the certification process will be treated in a manner consistent with the 
appropriate statute and/or negotiated labor management agreement. New VSRs Who fail 
to progress to the next higher level will be treated in a manner' consistent Wjth the 
appropriat~ statute and/or negotiated l~bor management agreement. , 

" 

~ 

Transition to VSR. To' progress from either GS-9 VCE or VBC posItions ,to the 

transition GS-IO position, work sampling will be used to assess VBC and VCE skills to 

determine readiness' for the GS-IO level. Where stations have" already mergeg these 


, positions, supervisors will use the performanCe appraisal system to assess skills and 

proficiency. All VCEs should receive training in interviewing and interpersonal skills. 

Existing GS-ll Senior VCEs will begin to counsel veterans in addition to their autnorizing 

functions. 	 ;i 

, 	 I 
• 	 Rating VSR. Selection for Rating VSR will involve competition for the opportunity to 

obtain training and promotion: While being trained, the selectee will remain at the';GS-ll 
level. Promotion to the GS-12 level will depend on the employee's ability to "pass" an 
assessment or certification process. The existing GS-12 Rating Specialists and'GS-ll ' 

, . 	 . I 

trainees' who are unable to complete the certification process, even after additional t,raining 
designed to address the identified deficiencies, will be treated in a manner consistept with 

"the appropriate statute and/or negotiated labor management' agreements. 
'[ 

Transition to Rating VSR. Current Rating Specialists' work quality will be revie~ed ,OJ} 

a regular basis using work sampling. This will serve as a forerunner to the, certification 
: prc)cess'and will continue to be used as' a means to monitor' employees' : performance. ,,', 

'. . .' , " .... 
. . . . ;, ',. . I 

• 	 Decision Review 'Officer. A training package for the DROs will include mod~les on 
dispute resolution" interviewing techniques, and advanced interPersonal skills. A 
necessary fomponent of a DRO's preparation will it:1clude observation of current: DROs 
conducting hearings/meetings, as well-as supervisory/mentor assessment of the candidate's 
cOl')d\lct of hearingsimeetings Prior to promotion. Individuals selected for this position 
must be rating certified. ! 

Transition 'to Decision Review Officer. Hearing Officers will continue to conduct 
formal hearings and interact with service organization representatives. Currently, some 
H~aring Officers are testing difference of opinion authority. If this test proves su~~essful, 
plans' will be made to 'expand the use nationwide. Supervisors will closely monitor the 
performance of Hearing Officers' transitioning ,to DROs to identifY additional ~raining 
required.' 

• 	' Supe'rvisor or Team Leader/Coach. Current probationary and performance evaluation 
, methods will be used to' assess performance. However,' these individuals will need to 
. possess a wide range of technical knowledge, interpersonal skills, and competen~~es that 
" will require more extensive training and development than VBA has provided in the past, 

. , 	 I 
, 

,',! 
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','Transition to SuperviSors or Team Leaders/Coaches. During the transition, 
• I supervisors, and team leaders/coaches should receive training, ,development, and 
;. mentoring in areas to include change management, the BPR implementation plan, the 
, duties ofthe new positions and how each will function in the new orga.ruzational structure. 

2.3.3: P~rformance Management and Incentive Awards 

BPR offers the opportunity' to evaluate a variety of individual and group performance 
measures and standards during the transition period to identify those that best support the broad 
Government PeIformance and Results Act (GPRA) measures. Performance plans will capture 
day-to~y activities that ~e' performed by all employees that support and 'reinforce the 
connection to long-term strategic goals. Each employee will have a clear line ofsight from his/her 
daily activities to VBA's organizational goals and program outcomes. Results of effort will be 
rewarded. Changes to performance plans will start at the top and set the example~ 

VBA's performance plans should be consistent with GPRA and VBA core values; include 
elements, standards, and measures consistent with labor-management agreements; be linked to 
organizational goals; provide a clear line ofsight to goals; be communicated to employees clearly; 
include employee input; and provide for constructive feedback. 

The reengineered incentive awards system will build on the priorities and measures set in 
the performaltce management system, identify'meaningful 'distinctions in organizational and 
individual performance, and distribute funds and recognition accordingly: The incentive awards 
system will be aligned at all organization8I levels to reinforce accountability and recognize results. , 
Incentiye awards should reCognize and motivate employees, for achievements; be linked to 
organizational goals and achievements; be given closet in time to the achievement; include 
individual and group recognition; use monetary and ~on-monetary options; incorporate employee 
input in criteria; and be funded at sufficient levels with distribution at the beginning and/or 
throughout the fiscal year. ' ' 

2.4 . Information Technology Vi~ion 

The information technology vision of claims processing in 2002 is fundamentally different 
from claims processing today. The process is orieilted toward avery' rich and productive initial 
contact with customers and seeks to intake as much data as needed early in the process. The 
vision' of 2002 will emphasize data movement rather than paper and claims folder movement. 
Where possible, data will be obtained via electronic interfaces. The movement ofdata rather than 
paper will dramatically reduce delays in queue, times andellininate many of the hand-offs 
associated with today's, process. Rule-based technology, and case management are essential 
characteristics of the new system VBA will use to process claims. This system will provide 
accurate infonnation to the many users who Will be able to access the system from any point in 
the process. . ' 

, The source of the information with which to populate the data in the system will' change. ' , 
Rather than pap,er applications received by mail, information will be taken 'via efficient 
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telecommunication systems and the Internet. Access to the system will be available for cl~mants 

through computer or telephone conta~s. Veteran Service Officers will also have the same ,access 

should claimants seek their assistance in either filing claims or determining the status ofprior 

applications. " ' 


The core concept for enhanced access to veteran benefit information is an Inf0rtIlation 
Center. This is not necessarily a location but rather a single point of entry to the VBA de&igned 
to provide the requested service at the time of the request. The telecommunication systeIfriitis( .";'~' . 
provide customers with a wide range of services and must ~ways give the client the chqice of 
speaking with someone. The system would allow individuals to direct their questions. toi!VSRS ' 
managing their cases, to VSRs who will personally "respond to general inquiries or to use 
Automated Response Systems' (ARS) which ,will have generai information and ~ure a<4ss to 
claim specific information. The key components of the Information Center model·will be the FTS 
2000 netWork, national corporate data on claims and benefits, telephone trees to direct call~1to the 
proper action point and regional office personnel. The location of V'SRs providing Inforfuation 
Center services is a variable which will evolVe as t~e concept matures. The careful blending of 
these components' will result in timely, personal contacts With claimants, minimum blocked calls 
and 24 hour coverage. ,1 

. , . In order to achieve the' servi~e goals of 2002, it is critical, that VA effectiveiY link 

applications that have needed functionality in a seamless manner. No one system c;:an be 

developed rapidly enough to provide the functionality needed for the vision. The Veterans 

Service Network (VETSNET) currently being developed by YBA must be allowed to repl~ce the. 

current Benefits Delivery Network .(BDN). Existing "stovepipe" applications must be !;linked 

effectively to produce a seamless transiti()n of data from one process to the next. Keystrokrs that 

are duplications of prior data must be eliminat,ed and data population via interfaces must lpe the 

norm rather than the exception. ;; 


Many of today's applications have some functionality that will be needed in odr new 

claims processing environment. However, these application$ will need to be modified to ihclude 

additional functionality or to be able ~~ interface with the new system, These modificati0Ps will 

provide short-term IT solutions for business users. Long-term solutions will require applications 

that conform to standard conventions, use common interfaces, and are linked to a single cOfporate 

data base .. Rule-based tec~ology will also be a· component of the IT solution. This concript will 

allow development to be conducted on many' components in' relative, isolation, yet be ass~d that 

the components will searplessly interface and share the same data. '.~ 


1 
\. 

. . .1 
The current plans and strategy of VBA's Chief Information Officer with respect Ito the 

development of VETSN,ET and its modern relational data base,. rule-based techriology, 

teleC9mmunications, and the Rapid Application Development approach are consistent with the 

needs of the C&P business line. VBA and the Department must resist in the strongest possible 

ways any efforts to discontinue the development of VETSNET and the substitution of nu.u-ginal 

enhancements to the current BDN. The BDN has consistently shown over the last several years 


, that it is not a suitable tool to provide the kind of customer service delivery nor the datarneeds 

. required by VBi\ to achieve the claims processing system envisioned by the Case for Cmmge. . 


" . ." '" . . :1 

l 
., 
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2.4.1 'Short-Term Initiatives 

Two factors will "limit the nUmber of short:'term tnmsition initiatives in the IT area. First,. 
the lead'time for major IT projects is sUch that it will be· after the year 2000 before the planning 
and timding phases cari be completed. Second, the more immediate need to replace the existing 
BON and deal with year 2000 problems will relegate short-tenn solutions to modifications ·of·.::,,,.·.· . 
existing applications to low priority. However, in order to support lab sites· and other BPR 
initiatives, there are two significant' software initiatives' that should be accomplished. First, there 
needs to be case management software that will provide VSRs at Regional Offices and 
Infonnation Centers',with infonnation on the current status of a claim. Second, specific initiatives 
should be aimed at linking some of the separate claims processing applications together in order 
to eliniinate some of the repetitious, .labor intensive tasks related to moving from one process to 
another. In the: short ~ the use ofRJipid Application Development, coupled with applications 
already being deployed, will 'be the key to providing users with needed information. In the area of 
hardware activities that must take plaCe, adequate telecommunication systems must be deployed 
in order to support the BPR concept ofclose communications between VA and clients. In order 
to support the demand for telephone service' in the mce of declining resources. regional 
information centers (lCs) will be established. . 

2.4.2 Long-Term Initiatives 

In the long-term, VA must transition away from the paper intensive system and operate in 
an environment characterized by the movement of data rather than theptovement of paper. This 
effort is critical if VA is to capitalize upon the interfaces that will be eStablished in the coming 
years as other agencies and organizations likewise move toward data storage and retrieval. . As 
the Internet continues to expand, VBA's systems must aCcommodate electronic claims filing. 
Claim specific infonnation will be available from any site and will not require transfer of calls to a 
particular site. More award adjU$tlllents must be made fully automatic by linkages to interfaces. 
Case specific text data must be electronically warehoused as electronic warehousing becomes a 
lower' cost alternative to paper warehousing. The present system, of distinct stovepipe 
applications must be replaced with applications that link to a single corporate data' base. 
Conformity to established programming conventions will allow for modules to be developed ' 
separately but assure seamless assimilation into the overall system. As service providers in related 
fields continue to improve the speed and quality ofinfonnation to clients, VA must rely more on 
electronic solutions if customer expectations, driven largely by perceptions of service provided in : ' 
these related organizations, are to be rerulzed. ' 

2.5 Training Vision 

The fundamental changes that are envisioned by VBA demand the development and 
incorPoration of dynamic trlining . programs that are available. for employees and 
representatives alike. . VBA's ability to provide world. class service, as articulated by the 
Secretary, is dependent upon a strong partnership with the Veterans Service OrganizatioIis 'and 
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County Service Officers. This means it is imperative for VSOs to be involved with VBA, lifi tire 
design, training .for~ and ,implementation of BPR The three new positions created by";BPR 
present a unique training challenge. Employees will be required to become proficient at.!new 
tasks." The introduction of enhanced technology to the workplace alSo means that employees 

," "'.... • .11 

must learn new technical skills., In order to achieve thevisi9':' espoused in the Case/or, C~ange, 
VBA must increase its established ,commitment through the,adoptiono/proven tri#~ini' 
strategies, and devote the resources to the development, delivery and maintenance 0/edtJctive' 
trizining packages. . 'I 

,.. , ' ,1,. 
It is known that regional offices cannot afford to have an employee in a classroom t~a~.ning 

environment for . many months then still require a. great deal of assistanc~ from experj.epced 
performers. When that happens, which curren~ly is the situatio~ VBA loses productivitY'from 
both the student and from the experienCed performer, who must stop working to provide ~ri~the
job training. The impact of on-the-job training can be minimized by providing' training .,at the 
desktop, which has proven effectiVeness. Improved quality and timeliness are goals'thai\'BA 
strives for, and which performance-based training can h~lp to achieve. " . ':;: 

""";'r' 
, 1 

:•. 11 

The vision for the future sees VBA able to provide tr8;iDing in a shorter period of ~iine. 
For the first time, training effectiveness will be measured directly through performance-based'itests 
of students. Additional benefits will be realiied through the improved training methods that are 
recommended, to include improved quality, reduced rework, and greater employee satisfaction. 

, 
, 
1 .,....... .

"",I' ', .... 
2.5.1 Long-Term Training Approach " if 

, A, training requirements analysis was performed through a study of transition staffing 
projections and a functional review ofthe three' new BPR positions. A study completed by the' 
Naval Training Systems' Center in October 1993 identified' opportunities for improvement in 

. ~ 

approximately 25', areas. These and other analyses validated the need for training tools 
development to proceed in an orderly, structured way, utilizing the instructional systems d~sign 
(lSD) methodology. Timelines for delivery' ofeach of the three training packages were deVelpped 
along with cost estimates for producing the training materials. It is essential that the fun,ding 
stream ,for these training packages be consistent and released in a timely manner. Otherwise, 
unnecessary slippage in the delivery schedule will result. :; 

;1 
. . . Ii 

: Each ,of the training packages will be developed using the ISD,methodology. For1each 
positio~ a job and task analysis will be the first items completed. These' detailed analyse~ will 
form the basis for further development. A learnitig analysis will be needed to address the training 
objectives and the cognitive learning that needs to be addressed.' An aitalysis of the proper nUx of 
media and methods to present the materials will be completed. Finally, a set of valid and reliable 
performance-based tests will be developed to ensure that learning has been effectively transfe~ed. 

! 
I 

The ISD approach is a rigorous one that requires substantial development time. The,YSR 
and RVSR training packages will requite approximately three years to lle fully fielded, whil~ the 
DRO will tak~ about 18 months to comple~e. Individual training modules will be released as! they 
are finalized. A field andfacilitation CO\lrse will prepare fie'td instructors to facilitate these training 

'J ;1 

1\ ~ :. i~ 
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packages. The role of the instructor will change froIJ;l primary lecturer to facilitator, with skills in 
grading and credentialing, coOperative leamingand on-site facilitation of interactive video . 
teletraining. While the .development of these programs will take time. the results of such an 
investment will benefit VBA in the long ri.ui. These improved training methods will also have' 
residual effects on.overall qUality. Standardiz8tion of training will' improve consistency in clm .. 
processing. Customer service skills :win be emphasized, resulting in better customer and employee 
satisfaction. . .' 

BENEFITS OF.THE ISD APPROACH 
• Decreases time to train 
• Permi~ measurement oftraining effectiveness 
• Improves consistency oftraining and its application 

1.5.1 Short-Term Tnining Approach 

. A list of training materials2 to be used in the short~tenn has been developed. Each was 
mapped against the tasks and skills requirements for each ofthe three key BPR positions. These 
materials are recommended for use, prior to the time thatthe ISD.developed training tools will be 
ready for.release. This includes an expanded Advisor program that will serve as a valuable job 
aid, particularly in transition for the VSR. In addition, an area ofemphasis for centralized training 
classes and satellite broadcasts in FY98 and FY99 will concentrate on providing transition training 
for VSRs. It needs to be emphasized that the short-term training materials that are being 
recommended will not position VBA where it needs to be iIi the future .. This will come with the 
delivery ofthe lSD-based training tools. A plan is under consideration to add the short-term tools 
to the Intranet under a BPRTraining Web Page. . 

"Sumnuuy OfSignificant Holdings OfThe United S~ Court 
Of Veterans .. 

"Govermnent Life Insurance Programs For Veterans And 
Members OfThe 

x 

Table 2-1: Training Tools' 

" .; . 

2 : Additional training materials are listed in Tab 4 of this report. 
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. Team building and coaching skins were also identified as requisites for VBNs biIsi~ess of 
the future. Coaching skills are valuable for all employees assuming leadership roles. In additio~ . 

,. . , . '. J 

supervisory ratio goals of 1: ~5 argue for an evolution to fewer supervisors and more coaches. As 

. the organization· transitions to its reengineered state· with merged adjudicative and. v~terans 

assistance. funepons, the leadership of this Combined operation will require training' :,in . the 

~gement of the component parts. ,Training segments· are also recominended for development' 

on change management, the ov~rall BPR implementation plan, the duties of the thr~· key 

positions and how each will function in the new organizational structure. . ;',. 


if: 
It is projected that the majority ·of time devoted to transition training will be for: those 

converting from VBC and VCE positions into VSR position. Based on the experience 9f one 
office which recently merged operations, transition training for existing vBCs to VSR p~~itions 
required approximately 400 hours. The trafuing time, required for existing VCEstotransition to 
VSR required appr~ximately 80 hours, . . ::-: 

The availability· of interactive video satellite training presents a number of opporttniti~s 
for training. 'This training approach is suitable for a wide range of training classes. Trad~tional 
claSsroom aCtivities are also valuable and will continue to playa vital role in training for th~ short 
and l<:>rig-terms. .. Both training approaches will be used in the short-term to supplement the 

'training'materials recommended above. The primary focus· of satellite and classroom traiping in 
' FY98 and FY99 will be to support the transition·ofVBCs and VCEs to VSRs. 

2.5.3 Training Resources ' 
• 'I; , 

Successful implementation ofthe BPR viSion requires a commitment ~o 'increased, targeted 
. training resources. The volume of training m~terial that requires development between riqw and 

2002 exceeds the present capacity of VSA's training and development staffs. Furthermo~e, it is 
not practical to maintain a staff of the:, size required and with the types of specialized skills to be 
devoted to this kind of activity. The Employee Development and· Training functio~ seeks to add. 
additional contractor support in the area of validation and verification analysis to assist them in 
the development of ISD materials, in lieu of a request for additional FTE. ' Supplemenilitg this 
staff with contract support makes sense, as this permits us to tap the experts to assist: in· the 
development. of effective, efficient, proven training instruments. Contractors work' directly with 
subject matter experts (SMB) throughout the development, process. This arrangement ':allows 
5MBs . to contribute their knowledge of,job and processes, while the 'instructional designers 
.contribute to finding the best way t~ transfer the job sldlls to stud~nts:· An, org~tional 
structure to support the development oftrilining instruments.is already present. . 

.." ;1 
The C&P Service also has a staff element in place to carry out the mission. Howev~r, the 

current staff is not adequate to perform the level of oversight and execution required to provide 
the successful development, execution and maintenance of' each short-term and long-range 
training project. The C&P Service Training Operations should be augmented by six perso~el to 
a total of nine. This additional infrastructure is 'required to support the increased training classes, 
satellite broadcasts and hard copy material, necessary during transition plus the delivery of ISD-
based trairung instruments according t~ sched~e.· . ... '. . 
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2.6 )iules and Regulations 

2.6.1 Pension Claims Processing Vision 

The BPR business plan incorporated pension simplification as part of its vision for claims 
. processing. The pension simplification plan will result in a more streamlined penSion program that . 
will better serve veterans. Implementation of the pension simplification initiatives will foster an 
organization which works be.tier and costs Jess. This proposal does not advocate creating a new 
pension program. It proposes certain revisions to the Improved Pension program which will 
simplifY the program and eliminate many of its more burdensome features.· The 'proposal 
contemplates that the provisions of the revised, program would be effective for all Improved 
Pension recipients on the rolls as ofthe effective date ofthe change. 

The proposed revisions do· not require new computer systems nor do they require 
extensive reprogramming ofexistiIig systems. All required sYstems,and procedural changes can 
realistically be made within six months of the dat~ that the necessary legislative and regulatory 
changes are made.· , 

The following highlights how pension simplification will work: 

Section 306 and Old Law Pension - recipients under the Section 306 and Old Law 
programs willi be aUlowed to receive their benefits without change until their death. The 
only exceptions will be that maniage would result in loss of entitlement for a ~ving spollse,or 
child and election ofanother VA benefit would result in loss ofprotection. ,Implementation ofthis 
change will mean that Eligibility Verification Reports (EVRs). for Section 306 and Old Law are 

. eliminated and that these beneficiaries are excluded from all matching programs. Pensioners will 
have no obligation to report any changes in entitlement factors to . VA except marriage· for 

, surviving spouse and child payees. Also, benefits for Section 306 and Old Law pension will no 
longer be reduced based on hospitalization by VA This will remove the inequity that exists in the 
law and make aU veterans receiving pension subject to the saine rules when hospitalized by VA . 

Disability Determinations ,- under the. ,revised pension program, presumption of 
permanent and total disability, for pension entitlement will be expanded. A veteran who 
reaches a designated age3 will not be required to submit medical evidenCe of disa,bility'or undergo 
physical examination. VA will'assume such a veteran is 'entitled to pension as long as income is 
Within applicable limits. VA will accept a Social Security Administration dete~tion that a 
veteran is permanently and totally disabled and a veteran of any age who is a nursing home. patient 
would be presumed to be permanently and, totally disabled. These changes will result m. an easier 
application process for veterans filing for pension benefits, reduce their reporting needs and 
eliminate the need for VA examinations. These changes will ultimately expedite the paYment of 
pension benefits to the neediest veterans. 

3 The age at which veterans are presumed to be permanently and totally disabled is still under study. > 
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Medical Expenses - a simpler, more equitable system for addressing m~4ical 
expense needs of pensioners is envisioned in this plan. The new plan recognizes tbit all 

, pensioners have medical expenses, but ,at' the same time recognizes that VA has created a p'~~on 
rate structure that acCoUnts for its more disabled recipients. A higher income limit ha$':been 

• j .: J, 

established for pensioners considered housebound or in Deed or regular aid, and atten~8:D.ce. 
Equally as important is that veteran pensioners have access to the largest health care system iti the 
countrY, and can aVail themSelves ofthis'medical care and prescription medication. :)

.' " ! 
") 

. " . ~ ~ 

Under this plan, a one-time addition ,will be made to the Maximum Annual Pension Rates 
(MAPR) for veterans and ~g spouses. This increase is based on the amount of ben~t: VA 
currently makes for unreimbursed, medical expenses. Thereafter, the annual cost-o~~ti,ving 
adjustments will accOunt for neces~ increases. '. This plan provides pensioners with;:'ri,:lore 
available money each month to handle their financial needs inCluding medical expenses. Iti:also 
encourages use of VA as the primary' health Care provider. It eliminates reporting burdens of 
submitting a separate claim each year for reimbursement. Pensioners will no longer stru~e to 
understand the complicated rules governing unreimbursed medical expenses. This new Way of 
addressing medical· expense needs eliminates one of the major defects of the current progtam; 
namely, VA's inability to verifY whether a' claimed medical expense was reimbursed by a private 
source. The plan recognizes that pensioners who are patients in nursing homes have exceptional 
expenses associated with that ~e. For this rea,son, pensioners in nursing homes due to disability 
will be eligible for a dollar-for-dollar reduction itl their countable income based upon these nursing 

, ,., 
home expenses.' " '1 

i, ........ ,."", 

q t~" 
i ' 

Income and Dependency Determinations the pension plan will' builCi a 
. dependency allowance into the pension 'rate structure and eliminate the various MAPR 

used for dependent chlldren. Cost-of-livingadjustmenfs will ensure this dependency allow~ce 
keeps current with the economic environment of the country. This change will result in' a sitripler 
rate structure and reduced repomng requirements for' pensioners. ·Pensionerswill,no longer have 
to report child income, dependency changes or school attendance information. No ,longer.; will 
pensioners be disadvantaged because a child has income or awarded additional benefit~ for 
dependents for whom'the pensioner does not provide support. The inCome of estranged spouses 
will no longer be used against' veterans. Pension payments will only be affected by the inco~e of 
veterans and that of their spouses or the income ofa sUrviving spouses. )

I: 
,1 

" 
Income Reporting - annual EVRs will no longer be required for' pensioners whose 

only income is a matchable Federal benefit or for Pensioners inMedicare·nursing'ho~es. 
In addition, pensioners iri receipt ofF~eral benefits matched with VA ...will have their VA pe4,sion 
rate adjusted automatically at the time of their annual cost-of-living adjustment. VA.will ['give 
contemporaneous notice of pension reductions where the reduction is based on information 
furnished by the claimant, the claimant's representative, or where the information is furnishedLby a 
VA employee or another Federal agency. 1;'his will avoid overpayments to pen'sionerswho timely 
report income changes or'who are in receipt of a Federal benefit. Information regarding income 
change or dependency reduction will no longer be limited to just written statements from the 
beneficiary, VBA will be able to respond more quickly when pensioners provide information:that 
requires adjustment while reducing burdens for pensioners. These changes recognize land 

, ;i 
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encourage more effective methods of recei~g infonnation from pensioners ,and also take 

advantage of technological solutions to more efficiently pro~ss pension payments. 


2.6.2 Summary of Pension Simplification .' 

As this plan' shows, radical change to the current pension program is not necessary to 
achieve a simpler, more streamlined pension claims process.. However, the changes· outlined "..... . 
above are certainly needed to create a more equitable program for pensioners that requires less 
maintenance by VA. Without the adoption of these pension 'simplification proposals, more of 
VA's available workforce will be devoted to pension processing. As staffing levels decline, 
pending workloads will increase, affecting VBA's ability· to process the claims of veterans and 
beneficiaries in a timely manner. 

There are three crucial pension. simplification initiatives presented in this report. Two 

'require increasing the maximum annual pension rate: one to include amedical expense allowance; 

the other to include dependency allowance for children. These provisions are cost neutral. The . 

additions to the MAPR provide the same total amount' of benefits paid for the current 

reimbursement and dependency allowance., Without these two initiatives, savings required to 

support the basic elements of the BPR claims processing vision are not· realized. The third 

initiative requires eliminating the income limitations for Section 306 and Old Law pension cases. 

The cost of this proposal is reasonable considering the average age of these pensioners is 7S and 

terminations due to dependency or income changes are very few. 


2.6.3 Other Rules and Regulation Ch~nges 

The rules simplification implementation plan identifies rule changes tful.t are neecJed to 

achieve the claims processing vision outlined in A Case for Change. These rule changes are 


. separated into two categories.. The first category identifies legislative or regulatory changes that 
need to be made to support the new claims processing vision. Pens,ion simplification regulatory 
changes that do not require legislative approval are also included here ..Although the listed rule 
changes are required to support the new claims processing vision, it is not intended as an all
inclusive list. Further regulatory changes are expected'tobe identified as VBA transitions to this 

. new way of processing' claims. The second category includes legislative or regulatory changes 
that will clarify existing V A policy or enhance or simplify the claims process. ' 
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Rule Changes to Support Vision 	 Ii 

• 	 Allow contemporaneous notice for infonnation received from any Federal agency?or 
Federal employee ii 

• 	 Allow contemporaneous notice for self-reporting via telephone, fax,. or other 
electronic means " , " ' , , 

• 	 Allow DRO to revise decisions based on same evidence 
• 	 Allow extra-scheduler pension ratings by rating decision-maker' , 
• 	 Allow NSO to certify DD214 ' ' :i 

iI• 	 Change method to file NOD or sub$tantive appeal 
• 	 Change method to withdraw appeal issues "': 
• 	 Eliminate EVRs for pensioners receiving federal annuities, or who ~e in' a Mediru,e 

approved nursing home ;: 
• 'Eliminate requirement to file claim in writing 	 :i 

• 	 Establish new regulations for PDR process to include:,-: 
Authority ofDRO ' :i 

,-	 Request for clarification or expression ofdissatisfaction 
- Informal conference :';! ' 

• ,Establish new regulationS to define the authority of the VSR ' 	 ",I ' 

'., 

",* 

, 	 '. '".,Table 2-2: ProposedRule Changes to Support'Vision 	

~. 

" ~ 

:i 

-.j • .~~,-~~ , 

Rule Changes that Clarify Regulations or Simplify Claims Processing 
~ 

• Allow basic vocational rehabilitation eligibility determination to be made by VR&C:; 
, • Allow re~gnition ofcourt appointed guardians " 

• 	 Clarify individ~al unemployability criteria , ' " 
• 	 Clarify regulation on findings ofmental unsoundness in suicide cases :) 
• 	 Clarify regulation on service connection by 'aggravation ofpre-service conditions 

;j
• 	 Define convalescence for paragraph 30 ratings ' 
• 	 Establish entitlement to clothing allowance payment by rating when veterans meet 

requirements of38 C.F.R 3.810 (a)(l) , .. ;, 
• 	 In claitDs for apportionment of compensation or DIC benefits, allow only 9te 

additional payment for dependents' 
.. Increase estate limitation in incompetent veteran cases subject to reduction ~ 

'. Provide for NSC burial allowance payment to next of kin (estate of) when FNO:O: is 
processed 	 . 

~ 

:y 

'}J'I, 

" 

Table'2-3: Proposed Rule Changes that Clarify Regulations or Simplify Claims Processing 
I 

There is considerable uncertainty involved within the legislative and regulatory process. 
The current legislative and regulatory process involves many different players, both internal, and 
external to VA ' Each will have different priorities and responsibilities. Proposed legislative or 
regulatory changes, in all likelihood, will not be accomplished withiD the time frames assumed. A 
real possibility exists that some proposals might never be adopted. . This could have signi~cant 
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consequences for the successful implementation of the BPR vision by FY02. Commitment to 
implementing the BPR vision must include all elements within VA who participate· in the rule 
making process. Without this comm.itment and adequate resources assigned to· the task of 
accomplishing the legislative and regulatory changes outlined in this report, milestones for 
accomplishing these tasks will not be met. This has the potential of impacting other actiVities or 
milestones of interdependent activities. ' 

2.7 Customer allld Employee Satisfaction 

Customer and employee satisfaction are two core elements in the design and 
implementation of the new claims process. Using surveys, focus groups and other methods of 
data collection, input from veterans and VBA employees will be used to continuously define and 
fine tune customer and employee satisfaction measures. These measures, once established at the 
national and local leve~ will be an integral part in the design of methods of continuous 
improvement to the C&P work processes . 

.To begin to make the transition to this new customer and employee focused environment, 
the data collected from the Veterans' Satisfaction with C&P Claims Process survey and the ONE 
VA Employee Survey will be used as baseline information. The Veterans' Satisfaction survey will 
be used to begin identifying those variables needed in defining how we measure customer 
satisfaction. That data will be further defined as necessary to directly link satisfaction to the 
changes being implemented because of BPR. The Veterans' Satisfaction with C&P Claims 
Process survey will be administered annually. In addition to this survey, the lab sites will conduct 
local, frequent surveys to gather information about customer satisfaction. 

. The ONE V A- Employee Survey which will be conducted every two years, will also be 
used as a starting point from which to begin identifying the information needed to develop a 
method of measuring employee satisfaction. Employee satisfaction with the new claims. process 
and BPR implementation will be measured from local focus groups and surveys conducted as each 
new element ofBPR is implemented. This information, wbile not statistically valid, will serve as a 
begimiing point to allow the voice of the employees to be heard throughout this process and will 
also help in identifying those variables needed to develop a statistically sound, repeatable measure 
ofemployee satisfaction. ' 

IfVBA is to provide world class customer service and to become an employer ofchoice, a 
strong commitment must be made to vigorously pursue customer and employee participation and 
input into the design and implementation of its work processes. At each phase of implementation, 
customer and employee data must validate how and what is "rolled-out" as part of the new '. 
process. Without this type of information, VBA jeopardizes its credibility with these two groups 
and puts itself at risk of creating an organization that does not serve its customers' needs and 
alienates its employees. 
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3. 	Implementation Strategy 

3.1. ImplementationStrategy 

Following approval of the BPR Implementation Plan by the Acting Under Secretary' for 
Benefits, VBA will begin implementing the claims processing vision described in Section 2. The 
implementation strategy consists ofseveral elements, including the establishment of lab sites; the '.~J< . 

concurrent deployment of the', major ,components of the new work process; and aggressive 
development ofthe infrastructure necessary to suPPort the vision. 

• 	 Test BPR Concepts at Lab Sites. Lab sites will be established at Houston and Seattle to 
test the validity of BPR concepts before nationwide deployment. The implementation 
approach and results of validated concepts will be documented at the lab sites to promote 
consistency and standardization across the country. However, station management will 
retain some flexibility in the actual implementation at their station to'a~mmodate site- ' 
specific circumstances.' . 

• 	 Concurrent Deployment of ~rocess Components. The major components of the new 
work design process will be implemented concurrently, but in a timeframe that recognizes 
that stations are at different starting points. This anows Area Office management to 
stagger the transition of stations to the new' organizational structure and work process 
thereby minimizing any 'adverse impact 'on performance ,during the transition. This 
approach is consistent with fuU implementation of the BPR vision by FY02. 

• 	 Aggressive Infrastructure Development. During the next five years, VBA will continue 
aggressive development of the 'infrastructure, including enhanced infornt8tion systems, 
teleCommunications upgrades, training tools and materials, and customer and employee 
feedback mechanisms necessary to support the BPR vision. This infrastructure is 
absolutely essential to achieve the performance goals associated with the Vision. 

As the components of the vision are deployed and successfully implemented during the 
transition period, individual offices will experience several' discrete changes in their level of 
performance as they proceed through the BPR "life cycle" described in Section 4. Initially, 
perforlnance may be negatively impacted as process components are deployed. ,However, as 
stations become more familiar with the concepts and successfully implement them, overall' 
performance should improve. In later stages, performance can, be expected to improve 
dramatically as the infrastructure initiatives are deployed. 

3.2 Implementation Schedule' 

Figure 3-1 is a milestone chart that displays the major tasks and milestones of the BPR 
Implementation Plan. There are two major categories of tasks shown on the milestone chart: 
tasks associated with implementing the new work design, and tasks required to build the 
infrastructure necessary to support the new work design. ' 
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'1 - • 1_ 1919 ' 2000 - 1 2001 2002 2003 
ID TaslcName 03104 Q11Q21Q3104 Ql 1 02103104 QlIQ2 Q2INaIn. i('\IIQ2IQ3I04 QIIQ2I03I04 
30 SImp/If!f FIt_ion PnIgram . -
lI1 SUbnlt l.egIsIaIMI PacIcage 87/17 

n Simplified Pension EnacIed - -

8411 

lIS Build Infrastructure 

D aPRItnpleIrIettfItInIinfnIr:fute 

38 Team &leadership EsIabIished :m 
39 BPR lab Silas BegIn Tesling .1211 , 
41 TtaInfng 

42 Appeal CeIIIflc:aUan (ISO) Training Module 117/1 

4lI InIIe! RVSR (ISO) Module (Comp,Pen. 010) I 
118f1 

" , 
44 TrafnlngWeb Ontnll'l«) Site II 11H 

4S R~Remainder II RVSR (ISO) Truinlng ..... . ................. ..... ,................. 
, 

48 Inllla! VSR (ISO) Training McxiII9 CampleIB 11111 

47 RoIJ.Out RemaInder IIVSR (ISO) Training I!i!»:'
148 ORO (ISO) Truining RoII-Out 8511 

50 'mwnlatlon SysfwIms 

61 RBAI80NUnk III 8ft 

62 Basic Intranet .1011 

53 Redesigned ARMS a\ Intranet 11611, 
Ii4 CPS Tesllng &RollOut. :.:-:-:-:.;.»;.:.:.:.:...:.;.:.:.»:; 

Figure 3-1: BPR Implementation Plan Milestone Chart (continued) 

3.2.1 -Implement New Work Design 

• 	 Establish Veterans Service Centers - Merge Veterans Services and Adjudication 
Divisions. The merger is the major near-tenn component of the BPR implementation. 
Some regional offices have already established Veterans Service Centers, some are in the 
process of establishing-a Veterans Service Center and -still others have not yet begun the 
process. In order for the merger to be truly successful, rather than result in nothing more 
than a redrawn organization chart, VBA will need to prepare the workforce for the change 

. by explaining the need and the benefits for employees and the organization. 

Service Centers eventually will be staffed by fully functional VSRs. Concurrent with the 
establishment of Veterans Service Centers, stations will' assemble teams arid cross-train 
appropriate persomlel to perfonn the full range of duties and responsibilities of the 
-Veter&lS Services Representative (VSR). It is anticipated that cross-training will continue 
until the end of FY02, Internal consultant teams composed of, VBA managers and 
employees ,from stations that have successfully merged should be- established to assist 
merging stations. _ The tips on'merging prepared by the BPR Implementation Team should 
also be provided to merging stations. Throughout the transition, and particularly during 
this period, the Transition Management Team must frequently communicate the BPR 
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transiti,on plan to yBA employ~es ~d other stakeholders, and keep them inf01m~d as 
progress is made. . :1 

1 :';, . . 	 " '.' 

• Area Directors must be responsible for achieving the. transition to Veterans Seiyices 
Ce~.ters. Making this happen is a major. investmeritof operational resources. stations 
cannot meet performance goals and invest training time or non~payroll dollars if they are 
not supported in the larger Area enVironment. Only the . Area Director is in a positipn to 
motivate regional offices and . ensure that support systems exist that provide for"the' ,.:'Y·,·. 

transfer of skills and experience among offices. Furthermor:e, the transition of offices ;must 
be planned at the Area level to avoid the catastrophe ofsimultaneous lost productioIL: 

i; 
. 	 . . i 

• 	 All ofticescomplete merger planning by October 1,1997 and organizationallyn;terge 
by October 1,1998 'During the same time period stations will establish Veterans Service 
Centers, so that each station .will have a fully functional Veterans Service Center (VBCs 
and V,CEs cross trained) by April 2000. ' 

• . Implement P~st-DeciSion ReView Process. Cop.current with the establishm~hr of 
Veterans Service Centers, VBA will test and implement the post-decision review process' 
concept to reduce the number of appeals through increased interaction with the veteran. 
VBA is currently Conducting atest of "difference of opinion" authority at several re~onal 
offices, which should be completed by July 1997. The entire post-rlecision review pr,ocess 
will be Conducted at the lab sites beginning August 1, 1997. During the same peri~d of. 
time, the reqUired regulation will be drafted, so that it can be enacted by April 1, 199~. At %f. 

, that point,' it will be possible to deploy the post-decision review process on a n~~ional 

basis. Implementation of this process will take place over a 12-month period of time, but 

is contingent up?n the approval ofthis regulatory change. ' . ,I 


!; 
.(, 

, 	 I 
• 	 Establish Partnerships to Improve Development. VBA has already expe~~nced 

positive benefits from partnerships with its stakeholders. In particular, partnerships with 
Department of Defense, Social' Security Adininistration, Veterans Service Organizlttions 
(VSOs), county veteranS service offices (CSOs); and others have proved to be ext~~mely 
effective in the development of c1rums. Immediately after approval of the': BPR 
Implementation Plan, VBA will begin to develop foJ:mal partnership agreement~ with 
veterans service organizations, ~oth -at the,national and 10ca1level. VBA will also d~velop 
formal partnershlp agreements with cOunty veterans service offices. These partnership 

. 	 ~ 

agreements will provide for training of VSO and CSO personnel and access to:iVBA 
information systems and tools.so that they can provide fully developed claims by: April 
1998. On a parallel track over the course of the next year,VBA will work with the 

. military services to test and implyment pre-discharge medical examinations and fa~ilitate 

the receipt of service medical records on a timely ~~s. Agreements, protoco's and 

automated routines to establish electronic data exchange will be developed with various 

internal and· external organizations to speed up the acquisition of information, nee<;ted to 

process claims. A' substantial electronic data interface exchange capability should! be in 

place by April 2000. . . :r 
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: The most important source of claim- information is, of course, the veteran. Therefore, 
after Veterans Service Centers have been established, VBA will institutionalize in April 
1999 the practice, for applicable claim tYPes, of calling veterans to obtain information 

, necessary to complete forms and to inform them ofthe statUs oftheir claims. ' 

• 	 Certify Workforce in New Positions. Once the Veterans Service Centers and Post
; Decision Review Process have been implemented, VBA will begin to certifY personnel in ",::>' 

,their new" positions to ensure that they are' adequately performing their new 
responsibilities. The certification process Will begin April 1, 1999, for VSRs and Aprill, 
2000, for Rating Veterans Services Representatives (RVSRs) and Dec:ision Review 
Officers (DROs). Concurrent with the ~rtification process VBA will implement a new 
performance management and awards system on April 1, 1999. This management and 
awards system, which will be tested at the 1$ sites, will provide incentives and goals for 
employees which align ,with the goals of the organization. , ' 

• 	 Simplify Pension Program. A key component of the BPR vision is the. simplification of 
the pension program. The effect of pension simplification will: (1) reduce the reporting 
burden on clients; (2) reduce the number ofVBA staff required toadminister the program; 
and, (3) reduce the number of payment errors." A legislative package containing the 
proposed changes to the pension program will be submitted to OMB in FY97. Given the 
lengthy legislative development and review process, it, is estinlated that ,pension 
simplification will become effectiv~ in January 2000. 

3.2.2 -Build JInfrastructure 

• 	 BPRImplementation ~frastructure. Following approval of the BPR implementation 
plan, Compensation' and Pension Service management will designate a team responsible , 
for managing the implementation of the BPR initiatives described in this report, including 
the testing of these initiatives and concepts at the BPR lab sites. This team, its leadership 
and a concept of operations for the labs will be established by July 1, 1997. The lab sites 
will provide VBA an ongoing mechanism for testing the value of proposed initiatives and 
integrating them into overall operations. 

• 	 Trainiing.' As VBA transitions to the new ~ork design, there will be a significant 
requirement for training. In the early stages of the transition, 'most "training will be . 
'accomplis~ed with local, resources through the use of the existing training tools and 
materials, recommended by the training implementation team. Selected training materials 
will be made available' on an Intranet web site by November 1997. To improve the 
effectiveness and consistency oftraining and reduce the amount, of time needed to train 
employees, VBA is develQping training packages' for the thiee new positions using the 
instructional systems design (ISD) approach. Modules within these ISD training packages 
will be made available for use during the transition period as soon as they have been 
developed and validated., Two ISD modules are scheduled to be deployed in the near 
term, an appeals certification training module which will be deployed during the fourth 
quarter, FY97 and the first module ofthe Rating VSR package which will also be released ' 
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'I
during the fourth quarter, FY97. The remaining modules for the Rating VSR ¥II be 

deployed between the first quarter, FY99 and the fourth quarter, FYOO. Theiniti~ VSR 

training module will be deployed as early as the first quarter, FYOO, with roll-out10f the 

reniaining modules occurring as they are completed. The remaining training module for 

the DRO will be completed by May 2001. .. !; 


. . . 	
)';

1. . 

• 	 . Information Systems., Enhanced information systems support is absolutely essen~al for 
VBA to achieve the BPR vision. The VETSNET system currently under developme,nfwill' 
ultimately provide the functionality required for the vision by 2002, including case 

. management. 	:a:owev~r, the critical need to replace the Benefits Delivery Network (BDN) 

and address year 2000 issues will relegate major new appli~tion initiatives to the out

years., .Therefore, in the short-term, VBA will support the transition by focuspg on 

solutions to assist lab sites in testing case management concepts ~d developing improved 

linkages between existing applicationS., By modifying and linking existing applications,' 

VBA will achieve a much higher degree ofdata movement, provide users with a co4~istent 

presentB:tion in terms of the user interface, and allow them to' more easily mov~ from 

application to application. , " ;: 


. 	 . 
. . . 	 , I 

. CPS ,Testing & Roll-Out - Testing and roll-out of the Claims Processing ,s.ystem .-: 

(CPS) will take place between the fourth quarter FY97 and the third quarter ·l~Y98. 
With its user-friendly interfllce and rule-based development CPS will be a valua.b.le tool 
for VSRs in the Veterans Service Centers because it Will facilitate the intake ot,claims" 

~;'" . 
data - either over the phone or in person. ' 

'I 

. ;1 

RBAlBDN Link - A useful and inexpensive short-term information system initiative 

will be to link the Rating Board Automation(RBA) and the BDN to enable autbmatic 

transfer ofinformation from RBA directly iDto the appropriate fields within BDN, thus 

eliminating the double-keying ofrating data. This initiative will not require chartges to 

BDN. . 	 ";1, ' 

I: 
" 

Build Context-Sen,sitive Help '- As new applications are developed and' ~kisting 

systems are modified, context-sensitive help will be incorporated in each system so 

that by the second quarter, FYOO such help routines will be available within: all. of 


. VBA's informatioJ). systems. The availability ofcontext-sensitive help will impro.ve the 

quality of claims processing and benefits delivery, and will also assist in training new 


, .' .' 	 !,

USers ofVBA systems.,' 
.' 	 . 

;Basic Intranet - VBA has established Intranet capabilities for all Regional Offices. 

By October 1997, basic Intranet access will be provided to VBA employees. -(he use 

of a VBA Intnin~t will provide a powerful vehicle for linking Regional Offices and 


.' .providingaccess to applications and data throughout the organization. In partidular, it 

will make it possible to manage data centrally, thus eliminating the need to mhlntain 

multiple, independent local data bases. 
 f 
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Redesigned ARMS on IDtranet - By Iune 2000,VBA will install a redesigned 
version of the Automated Reference Manual System (ARMS) on the Intranet. The 
redesigned version ofARMS, which will be more user-friendly and will better conform 
to the rating process" should reduce rating task times. Replatforming ARMS on the 
Intranet will'make it more easily accessible within VBA and avail~le to external users . 

.. 	 VETSNET I - 'Between the third quarter, FY98 , an4 the third quarter, FY99 
VETSNET I will be implemented. This is an important milestone for VBA because 
the implementation of VETSNET I and its corporate data base will provide the 
foundation for future system development efforts. The implementation of VETSNET 
I should also result in' improved performance because, even though VETSNET I will 
provide the same functionality as the BDNsystem it is designed to replace, it will be 
very user-friendly' system. In addition, this system is built to provided increased 
adaptability to meet functional needs. 

VETS NET n - As VETSNET I is being deployed, VBA will begin the development 
of VETSNET II to provide the additional functionality required for the visiQn. 
Although this development effort 'Will not be completed until the end' of FY02, 
modular development will be employed So that modules with specific capatJilities can 
be deployed as they are completed. Between the second quarter, FY99 and first, 
quarter, FY02 award adjustments and award preparation will be automated within 
VETSNET, eliminating the need forVBA staff to perform these simple tasks. By Iuly 
1999, VBA will deliver the capability within VETSNET to begin automated claims 

I 

processing. By Ianuary 2000 an electronic claim form should be available over the 
Internet to allow veterans and their representatives to file electronic applications. By 
April 2001, the fields in this electronic 'form will be linked to corresponding fields 
within the corporate data base to allow for more timely, claims processing and full 
remote processing. Finally, by Iuly 2002 it is anticipated that,VETSNET will provide 
expert system support for rating aecisions~ While it is currently believed that the full 
scope of rating issues are so complex as to not lend themselves to expert systems, 
some of the decisions that relate to tables could be supported by expert system logic. 
The expert systems will help to improve rating quality and consistency. They will also 
allow certain decisions to be delegated to VSRs, freeing Rating VSRs to devote their 
time to the evaluation of the most complex of issues. WIth the release of each new 

, VETSNET module, VBA will realize a measUrable improvement in overall 
performance. 

• 	 TelecommulIlications. The YBA will develop a state-of-the-art telecommunications 
system to support the high level ofdirect customer interaction envisioned in the new work 
process. By the end ofFY98, there will be a phone on the desk of every VBA employee 
who requires one, and regional Information Centers will be established to help manage the 
large volume of incoming calls VBA is currently receiving, and the even larger volume 
projected in the future. Soon thereafter, VBA will implement more advanced 
telecommunications features to allow veterans to check the status of their claims and 
process certain transactions using their telephones. These advanced features will not only 
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make the VBA more accessible ,and responsive to customers, but will also free VSRs to 
spend more time on the complex aspects oftheir jobs. " ,'.I 

I 

, 	 , ' " J! 
• 	 Customer {k Employee Surveys. ". Each September, VBA will conduct a nationWide 

sUlVey of veterans. These SUlVeys represent an important step in providing VBA the )dnd 
of customer feedback it needs to be more responsive to the needs of veterans. ,!The 
customer sUlVey results will change the focus of VBA "from traditional, intelnal, 
production-oriented penonnance". measures to customer-based penonnance measUres: 
VBA will utilize the ONE VA Employee Survey, which will be administered on abiennial 
basis, as the vehicle to capture employee feedback. In addition to these national su..yeys, 

, VBA will conduct targeted surveys and focus groups of both veterans and employees to 
determine the effectiveness of specific BPR initiatives as they are Veterans Servicei and 

,Adjudication divisio~ tested at the lab sites arid im,plemented across the country. ;1 
'I 

3.3 Cost and B~nefit of Implementation 

Each of the teams has recommended. actionS which will cOntribute' to achieving the vi~ion. 

Implementation of the recommendations must ultimately be tasked thioughout the Veterans 


, Benefits Administration. Decisions on'Which tasks will be funded and when, are variables beYond 

the control ofthe teams and lUtve a profound effect on the budget. 	 ' 
,\ 

The net costlbenefit of implementation must be addressed in the dynamic environment of the.,. 
budget process; both, costs and the benefits which will be realized from the recommended chabges 
in operation fluctuate in response to implementation decisions. The benefits must be portray~d in " 
the same terms as the GPRA oUt~mes that are used in the budget. In addition, the net effect on 
operational penormance (benefit) is an aggregate outcome with dependence on other factorsl;such 
as workload and staffing. ", 

Implementation ofthe Blueprint for Change has been incorporated into development of the VBA 
, ' 	 , I 

submission for the FY 1999 budget.' 	 ',: ' 

:i 
" I~ 

• ~ 1 

!; 
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4. BPR Life Cycle 

i" The vision described in this report represents comprehensive and fundamental change., For 

implementation, the far-reaching nature, of the changes must be balanced by a well-defined 

structure that 'allows the organization to assimilate, change at a practical pace. A key to 

successfully managing the transition will be to establish a clear blueprint for individual stations to 

follow. Wen~defined,intennediate milestones are, essential to maintain the pace of change 


, envisioned by this plan. Furthennore, the transition· must be approached strategically from 
National and Area level perspectives. Lessons learned from lab sites and other transitionhig 
stations must be shared. Likewise, the pain - in tenns oflost productivity during the transition 
- must be shared. VBA leadership should not focus on the success of individual stations making _ 
the transition, but rather on the success of the national network of stations, changing how they do 
business while maintaining a reasonable level ofperfonnance through a tumultuous period. 

Organizations change incrementally, regardless of the overall magnitude of the change. 
Achieving the claims processing vision will be an evolutionary process - stations will advance 
through various states (operational schemes) over time. Defining these transition states or levels 
is useful for n. few reasons. First, and most importantly, they lend structure and near-tenn 
objectives to the transition. Second, they are a mechanism for communicating the nature of , 
change. Finally, they support perfonnance modeling 'and forecasting required for strategic 
transition management. 

4.1 Transition Levels 
, 

Level () - Traditional Positions, Two-Division Structure, Paper and Mail-Driven 

Today most stations have 
. separate divisions, and stafl: for the 
functions of processing claims and 
communicating with veterans. As 
Figure 4-1 shows, veterans, interact 
piimarlly with, Veterans Benefit 
Counselors, (VBCs), while 

'adjudiCators work behind the scenes 
to process claims. This is the typical 
stovepipe organization, characterized 
by rigidity, hand-off's. and an emphasis 
on internal measures of productivity, 
not customer-oriented outcomes. 

Mludkatlon DiYIsIon 

Figure 4-1: Level 0 Station 

4-1 June 1997 



BPR liFE CYCLE 

Levell -Merged Station (Veterans Service Center), CPS I, Tracking System, 
VETSNETI 

The first level or stage of the evolutionary process will require stations to un4ertlikea 
major cultural and organizational shift as they fI:lerge their-Adjudication and Veterans Seo/ices' 

,divisions and cross-train personnel to staffa Veterans Service,Center. ,By the middle ofFY9~, all 
stations will have begun t~ merge divisions and establish a Veterans Service Center (see Figqre 4;. 

VdenD Service Cealer 

Progrum
aft " 

WoiItbr 
Evi<Ion<:e 

- \ 

~C 

.~ 


Figure 4-2: Level J Station 

2). The initial version of;',€PS-: ,.,' 
will be available to assist iii the 
development and establisbPtent 
of original compensation, ~laims 
and a claim tracking system to 

'help manage workload ,:1 and 
respond to claim': status requests 
by customers. VETSNET t will 
be deployed 'during by the:'!third 
-quarter FY99. The PDR process

It 

is'tested at the Lab sites.D,Uring 

this period the station, Imay 

'experience a degradatio~, in 

performance as employee~' are 


pulled away from claim processing activities to undergo training. However, effective Na~ional 
and Area level planning will help to minimize any performance degradation by staggerfug'''the-~' 
implementation of Veterans Service Centers and distributing work to allow Levell stations,' to' 
avoid large levels ofpending claims. ' , ,; 

Level 2 - Certified VSRs, VETSNET II, CPS II operational , :j 

, 1 -, ,I 

Level 2 .of the transition will be characterized by fully trained VSRs and pock~s of 
" automation. 'The typical station should achieve Level2.by the second quarter of FYOO. At this 

point, cross-training will have' been ;1 

complete~ and the station's VSRs will 
Vete....n Service Center ,I

'(have been certified - single signature 
awards will be the norm (see Figure 4
3). Pension simplification enactment 
will further simplify , processing 
pension claims and free resources to 
concentrate on other types of pending 
claims. Task times will decrease and 
station performance will improve' 
significantly as VSRs use an enhanced 
version of CPS II to develop an 

" , 
'I 
" ,I, 

" 

increasing number of claims over the £;... 43 Le 12 S~ t' ' rlgure -: ve ,Q IOn
phone and VETSNET I to process 
payments. Modules ofVETSNET II begin to be deployed, The shift in applications from~ail to 

:i 
.I 
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, ' ,;' ,,' , ", ' " ' " 

phone will reduCe the requirement for Program Cler~ alloWing station management to reassign 
these employees to perform other necessary tasks. Service Centers begin to'implement the PDR ' 
process., Certification of the Decision Review Officers is ,completed. 'During this timeframe the' 
station will begin to realize the, benefits of natjonal partnerships forged by VBA as it begins to 

. ; receive fully developed cases submit;ted by' veterans service organizations and, pre-service 
discharge medical examinations and. claims from military installationS. The certification 'of the 

, station's VS~,8nd RVSRs coupled with'the implementation' of single signature authority will. 
eliminate 'the need for authorlZatiOIl tasks.·' " ' , '" ' , ' " , 

, Level J ,--Movement loan Integrated Infor~on System Platform (VETSNET II) 

The tYPical station should achieve Level 3 by th~end,ofFYOl. At this point,the station 
will realize '~other significant.improvement in perforniance' as the majority of the VETSNET II 
modules and advanced telecommunication' c8.pabilitiesbeconie available and begin to' form an 
integrated infonnation systems platform. 'Hand-offs will be diastically redu~ as Will the need 
for clerical stapport(see FigUre 4-4). CPS will be incorporated'into VESTNET which will have 
the functionality to d~velop all applicable :clain;t·types. Automation will allow'Rating VSRs to " ' 
easily prepare awards Without an extra step in the process.' , DUring 'this period the station's 

, aUtomated voice response system will be used to handle certain types of calls such as claim status 
, inquiries and gen~al Information calls. .The enhatJced VETSNET will automatically', process

award adjustments and begin to" ' , . , ., ',; , , 

perform, other background processing. , ....--~---------.....-----. 
, veteran ~Center 	 JIIIIflwRl! . 

tasks for certain ,types,of claims. "As a " 
, _torresult of., partnerships 'and, 

Ii'vida<e 

improvements in the 'infornultion 
. 	technology (fO infrastructure, the 

number 'of claims submitted, \', . 
electronically will increase' quickly ~·C .4 
when VSOs with access to VETSNET '-... 
and other VBA Internet-based ' , '-... ,
applications, ,outbased VSRs at VA 
,hospit8Is and military' facilities, and, ,,'-'--__---.,.._____-'---'--___---'-__---1 

v~terans with access to the Internet all :. Figure 4-4: levelS & 4 Stations· 
begin to file claims, electronically. An, ' 
advanced clainil tracking and performance measurement, module within VETSNET helps station 
management to be~ter,understand and manage its workload.' ' 

~eVel4 -Expert Systems Support & 'Enhanced Remote Access' 

The typical station should achieve Level 4, the vision,'by the end ofFY02,. All employees 
will be in the new positions and the certification. of VSRs completed. This finallevefof the. BPR 
transformation is characterized by further IT eQhancements that yield additional' perfoImance 
gains and, more importantly, provide management increased flexibility in conducting operations. , 
As a result of the implementation of expert, rule-based Systems;, the processing of many claims. 
will be, completely automated within VETSNET~ During this period electronic claim files will 
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, " , '" 'i 

'. begm to b~me, a reality and; ~,they do, 'the geographic constraints, imposed on, operatiori~ by 
, .. , ,", ", ' , ' , , , 'I ' 

paper claPn, files will diminish. ,,' " ' , ' , , , l['" , 

"n'
,', i. "4.2 ' Conclusion " 

'I " 
" '. < ",' '1.',.. • ". 'jf 

.' Ac?ieVing the ~estonesin ~e,~pl~mentation~lan described· in S~ion ~ suggeSts,lth~t 
stations will advan<?e through ~e transltiOq. levelS at different. paces, but will ,achieve, level ';4 m 
,FYO~. Levell is'the most problematic ofany, as'it represents CultUral.change 'and a furidam~ntal" 
shifrin mindse~ among managers and employees. The remaining levels' are largeiy definedb~ .the 
Il18.turatio~'oft~~,worl¢orce'and tr~~ and information techn~logy enablers. " ;' ~ 

;j 

,PerformanCe during the transition will undoubtedly suffer to some extent., Additiorlauy: 
some aspects ~fthe implementation may net materialize as exPected and 'could set back progress 

,'or performance. Specific areas of risk include: chariges to' ru.tes and perision simplificti#on,'" 
cultural resistance to ch~e~ lack of inftastiucturesupport for hnplementation, large chang~s 'to' 
qiP.workload? and delays in: deplo~g, automation, Some of these, ris~ ClUl be; manag~llito a 
certain, ext~~t, others are completely· beyond ~A's control. , ACKnowleqgmg themi; and 
developing dynamic mitigation st~tegies will be key',t6 su~¢ssfu1 implementation. ' '',' j1' 
" ,:: "".0:' " ,: ,~, ' " , ".' ,'" ",II ' 
, , " The traIisi~,(>Il to the 'ViSion ~ take s~enu years and ,will not ~e an, eas.y pro~ss: :f\s ~ 

, ,result of different, starting points, staggered implementation, and resistance to change, some 
stations will take longer to ~eve the vision than others., The, temptation to ,revert t9 the 

, traditional claims process; with all its inherent problems, wiU be particularly intense during LeyeLI m'" 

as the'organiza:tion struggles to m8lntain' pro auction at the same time it is' learning' how to op~ra~e . 
under a new coricept that will ultimately solve,·these problems. Therefore, if the vision is ~b be 
achieved, management must be committed to the BPR concept aooimplementation plandesciibed ' 
in this report, and 'act' decisively to initiate'its recommendationS:'" Decision ,making del~ys . 

'" '. . ','" 11 

measured in months Will inevitably lead to implementation delays measured ,in years. ;! 
, , 

" ' ' • " " 0' , , II 

Finally, if the vision is to"h~ achieved, each of the support fimctions,within VBA su~h as 
information, reso~rces ~agement, human; reSources, training,', and ,the C&P ServiCe inust 

, ,'" co~plete their: BPR implementation tasks on a tjrnely b~sis: In'addition, to ensure a sU~ssfu1, , 
'result,' VBA must' work together to properly coordinate their efforts; VBA 'must all build ti> the" 
, same blueprintfor change. ' '., ,I' 

;1 
l{ 

, , 
~ : , . 

'/ 
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RECO:MMENDATlONS ' 

i 
; , 

': :APPENDIXA. RECOMMENDATION 

;. .1 


, 
, 

i
I 


" , 

. . . . 

WD-l Establish a Veterans Service Center concept staffed by the positions 12, 16,22, 

" 

detailed in this report. This is the foundation for the entire BPRprocess. 
Itis the key concept to reducing hand-offs and providing better Customer 

WD-2 

service. 

Test and analyze BPR initiatives at selected lab sites. Lab sites are 
essential: to' provide a controlled'environment in which to test, observe, 
analyze, and fully develop the concepts and' initiatives of the BPR 
concept; , '" 

WD-3 ,Adopt performance measures based on GPRA. The vision for claims 
proCessing explicitly calls for more accountability for hldividualsand 

" 'ROs. MeaSUrement ofboth organizational elements and individual ' 
.employees is based on Goven1InentPerfoImance and Results' Act 
(GPRA) and addresSes'customer' satisfaction, accuracy,timeliriess, 
employee satisfaction and unit cost. . ' ' 

~~ : 

IS, 22 

6,22 

WD-4 Grant permanent "difference ofopiinon" authority to all DROs. The 7, 22 ' 
effeCtiveness ofthe DROs will be'significantly enhanced With this 
authority. ' , 

'WD-S PurSue partnership with service orglnizations and other claim 
repreSentatives'to initiate major rule and p:rocedural changes which are . 
critica1'to streamline the appeal process: Partnership'will further reduce 
the number ofappeals, improve timeliness ofclaims processing, and 
increast' customer satisfaction. 

7,22 

'WD";6 EStabliSh effective communication and teamwork between VBA and 22 
BVA.BPR Concepts offer the opportunity for consideration ofchanges, 
in BVA and VBA rules and procedures which can greatly improve 
ti.meliness, customer service and quality. It is imperative that VBA seek .' 
open dialogue and cooperation witb'BVA on these issues. 

Table A - 1: Work Design Team Recommendations 

I' 

! 
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i 
'I 

;1 
"1 
;1 
.I 

Organir.ationid~tru.ctu,e 

HR.-I Accept' the proposed position descriptions and position evaluation 

I' 

"reportS; for the positions of Veterans Service Representative, Rating I 

- Vetenm.s, Service Representative, Decision' Review Officer, 'PrograDi :1 

Suppo.h Clerk, Supervisory VSR; and VSR Team Leader/Coach. 

,4'1 ' 
, 

Fono~ coordination with other business lines, prepare a request'to " 

the Office of ;Personnel Management requesting the retention' of Series 
definitions, for GS-962, Contact Representative, and GS-996, ,veterans 
Claims Examining and the,rescission ofgrade level descriptions fo~ these 
Series~'" , ' 

ItR-3 Reque.st the new position, titles of. Veterans, service Represent8tive~ 
'Ratm8,Certified Veterans Service Representative, and DecisiqnReview 
Officer be 'added to the :pAiD-OLDElPAYVA system for. use as 
employees complete training, acquire skills, and attain certification at the 
full performance level. Refer to the position evaluation reports for the' 
VSR, Rating VSR, and RO,positions, Appendices A-I, A-2,and,A-3, 
respectively, for the discussion and'basis of this recommendation. 

HR.-4' To take advantage of' current knowledge, skills and outbased 
opportumties, expand the duties and responsibilities of the'field examiner 
to include VSR' duties; accept the' proposed position desCription and 
position evaluation report (Appendix A-7) and' retain this outbased 
activity as a discrete organizational entity. ' , 

, . 
HR.-5 Include a "Master" Rating VSR position in the organizational structure. 4 

HR.-6 To allow' employees the fullest opportunity for training, all stations 4 
I' 
'Ishould comply with the October 1, 1998" mi1esto~e for completion of 

merged Divisions. " 

, A-2 June 1997 
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II'L..UI",,"" Progression, Certification, adPay 

HR.-7' Reco~end that a national team of subj~-matter experts, stakeholders, 
and Union partners establish the criteria for creating a pool of generi~ 
cases which Will be used to test employees for ceitification for the VSR 
position.' The HR. Team also r~nimends that a separate group of 
nationally" recogniZed, ' subject-matter experts be, formed to 
identify/develop the· cases that meet the criteria and to develop the 
correct/acceptable solutions to .the cases. 

~ ." 

To continue to maintain the rigorous quality standards required by the 
certification proCess, strongly recommend thatC&P Service develop' a 
national·' policy mandating" standardized' quality 'reviews' of individual 
VSRs.FUrther recommend that C&P Service develop a method to 
extract a sampling of caSes from the'Benefits Delivery Network (BDN) 
or VETSNET (similar to the current quality. review process) that are 
employee-specific to' be' used in conjunction with the' performance 
appraiSai process. 

HR-8 

'HR.-9 Recommend that' a national team of subject-matter experts, stakeholders~ 
and Union partners establish the cn.teria for creating a 'pool of generic 
cases which will be used to test employees for certification for the Rating 
VSRposition. Also' re<?Ommend that 'a separate~up of'nationally 
recognized subject-matter experts' be formed to identify/develop the 
cases that meet the criteria and to develop the correct/acceptable rating
decisions. ' , ' , 

10 To continue to maintain the rigorous quality standards required by the 
certificapon process; strongly recommend that C&P Service develop 'a 
national( policy mandating standardized quality reviews of individu81 
Rating VSRs. Further recommend that C&P Service develop a method 
to' extract a sampIitlg of cases from the Benefits Delivery Network 
(BDN) or VETSNET (similar to the current quality review process) thai 
are employee' specific to be ,used in conjunction with the performance 
appraiSal process. 

HR.-II Training package should be developed for the ROs which would include 
modules .on dispute resolution, interviewing techniques, andadvance<i 
interpersonal' skills. " 

. 7 

, 

7 

7 

, I 
, 

. i' 
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" ':i " ' ,,' :. .. , , ',' " 
HR-12 Recoriunendthe use of work sampling to assess VBC andVCB skills 

and " to determine readiness for the OS-10 leveL', ",c" 

HR-13 to ensure, smooth transition of VCBs' to the VSRposition, 
r~[)JllllD.eIlct" that all VCBs .. receive formal training in, interviewing 
tec:hIll,quc~s and interpersonal skills. ' 

HR-14 Due t~ :the rigidity of the as syStem and consistent with the philosophy. 
of paying for acquired skills,' recommend requesting a waiver oftime-in... 
grade' ,requirements and qualifications requirements as defined by the 
Offi~; of Personnel Management (OPM) under the demon.stnltion 
project authority which would ,proyide VBA with- an oppqrtunity. t() 
promc;-te employees for their 'skills/knowledge (as defined ,by VBA) 
witho~t the limitations inherent in the as system. 

HR-15 Recommend that the NYROlDetroit'Regional Office demonstration 
project be monitored' to validate' the progress of ,the, skills-based 
appro~ch to compensation. If this approach to compensation,; IS 
succeSsful, recommend exportation to other ,parts of VBA where 
appropriate. 

Performance ltfanagement and Incentive AWards ' 

I, 

8 il 
" 

d 
" 

8', 

HR-16 Create, a work group to ex8mine performance management'and incentive 
award~'and develop guidelines for new systems. 

9 

HR-17 Consider how to reward Regional Offices and executives for supporting 
BPR duritig the transition period. (It is possible that implementing BPR, 
e.g., merging Veterans Service arid Adjudication Divisions, may ,affect 
organizational performance in the short run. Regional Offices that merge 
early ,should not be penalized for implementing BPR, but the system 
should be flexible enough to reward ifappropriate): , 

9,! 
I 

HR-18 , Reengineer budget processes to change when VBA allots incentive 
awards money to Regional Omces. Distribute the money at the 
beginning and/or throughout the Fiscal Year. This change is needed to 
enable payment ofincentive awards closer in time to the achievements. 

;, 
'I 

II 

:1 

HR-19 ,~crease VBA funding levels for incentive awards. ' A review of best 
practices in government and private sector organizations ,should be done 
to see how VBA compares with'other organizations. 

1 

" 
i! 

, ! 
I 
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! 

·1 

HR-20 Consider:changing incentive awards funding fo~ulas to give larger 
percentages to the high .performing Regional Offices. .VBA should 
distribute funds to Regional Offices baseq on results·rather than equally, 
as is currently done. . Recommend that· the formula would set an 
acceptable base or minimum funding level for each Regional Office with 
additional funds distributed based on organizational perfOmiance. . ' . .... , 

10 

. Workforce MtuUlgement and Planning . 

:HR-21 Thetist of"tips" on merging should be provided to all·stations. 11 . 

HR-22 Each station should be provided with the list of consul~ts and consider 
usin~·one or more ofthem in ~eir.merger efforts. . '.' 

11· 

HR-23 At the rieXt Director's Conference, a day should be set aside where, 
info~tion can be shared about the best practices for merging divisions 
and preparing the regional offices for the VBA of the future. 

, . , I 

11 

HR-24 Area Directors must :be responsible for achieving the transition to 
Veterans SeTvices Centers. . 

11 

HR-25 
. . . 

Clearinghouse should be established to ensure that the mergers 
constantly reviewed and information is shared. 

are 11 

HR-26 As an interim measure, a VSR training package should be developed 
which will supplement !he Central Area training package. 

11 

HR-27 VBA should pursue a waiver of buyout provisions to allow employment 
of retirees for the specific and time-limited purpose of cross ~g
staff. .. 

11 

HR-28 A group similar to the HR Team should monitor the impact of BPR 
throughout the transition. 

11 

HR-29 A plan (by area or nationally) should be developed to allow sharing of 
opportunities for excess personnel at different facilities. Qualified excess 
employees at one facility should be given the opportunity for positions at 
another facility before eXteinal candidates are considered. 

11 
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, 
, i 

HR-30 A formal upward mobility p,ogram should be established at each station 
in co~tation with our· Union partners~ by allowing employees, to 
designate themselves as willing to participate in programs for self-, 
improvement. ' 

li . 

HR-31 

, 

Ali employee tuition reimbursement plan should be established. This 
increases the number ofemployees who Can obtain higher education that 
is reasonably related to preSent and anticipated job needs. This is also 

. consistent with Career Transition 'Assistance Plan (CTAP) and other 

. programs to allow employees· to transfer to other agencies or private 
'industry should they prefer. ' ' 

il 

12 
~' 
i 
'I 

" ;f 
~ 
;i 

,1 

., " 

Table A - 2: Human Resources Team Recommeiu:kitions " 
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.. " 

1, 

:' 

C-SDevelop context sensitive help on all developed applicationsIT-I 

C-6":IT-2 Develop reference data bases 

'IT-3 C-6Establish external interfaces linked to applications 

C-7:IT-4 Program automatic pension adjustments from intenaces 

C-7IT-s Enhance case management to flag special cases 
, i 

:1T-6 Create ad-hoc query tools for reports C-7 

C-8 ':1T-7 Combine VETSNET and VACOLS for single tracking 

C-8Migrate ATS functionality into V ACOLS'1T-8 

C-91T-9 Take electronic filing through CPS 

C-9IT-I 0 Develop fiU electronic filing functionality 

C-9Record Access/Transfer from Information Center to RO 

EStablish univers8l application conventions/structure, C-lO'IT-I 2 

IT-I 3 C-IOExpanded automated adjustments (hospita4 drill pay, retired. pay) 

1T-14 Enhanced rating support (automated visualIauditory) C-ll 

-IS Create administrative decision software support C-ll 

IT-I 6 'Make ARMS available via Internet C-12 

1T-17 Establish DoD electronic interface C-12 

C-12:1T-18 Establish MOUs (VHAIVBA) to share electronic infomiation. 

Expand data exchange with other federal agen~ies C-13 

IT-20 Establish Electronic interface with National Archives C-13 

Establish National Cemetery System links ..1T-21 C-13 

.... 
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:;" 

Establish local interfaces with private Medicalsources .. 

IT-23 Establish on-line interface with SSA 

Provide VSOs with system Recess 
" 

C..!14 

Provide out-based access to VSOs 

Provide basic access to the public for electronic filing ofclaims 

Provide enhanced (help/rule-based) eleCtronic filing ofclaims C.!'16·. I 

Provide outbased VA employee access 
.( . 
f~ , 

C~'16 

Establish state and local interfaces 
d 

Develop overall telecommunication concept ofoperations C':':l7 . 

Develop detailed telecommunication operational model 

Provide Automated Pay Information System 

C~18 . 

IT-24' 

IT-25 

IT -26 

IT -27 

IT-28 

IT -29 

IT-30 ' 

IT-31 

IT -32 

IT-33, 

IT~34' 

IT-35 

IT-36 

IT-37 

IT...38 

IT-39 

IT-40 

IT-41 

IT -42 

IT43 

Put a telephone on each desk 

Convert to all 800 service 

. Create Local/State benefit help file 

Create VBA information help file (VSR electronic references) 

Establish RO telephone.asset profile 

Define information center sites 

Develop National Automated Response System (ARS) 

Adopt National Automated Response Script 

Create FAX back/automatic.mailing labels 

Develop Area Specific Migration Strategy 

Develop' on-line claim status information. 

•1. " 
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IT-44 

IT-4S 

;IT-46 

'IT-47 

IT-48 

IT-49 

C-2S.Develop pop-up/datatransfer teChnology 

C-2SDevelop warm transfer capability 

C-26Develop call histOlY record 

C-26Incorporate Voice Recognition Technology into ARS . 

C-27Develop automated transactions 

C-27Develop automated out-dialing capability 

. Table·A - 3: /T Team Recommendations . 
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. " 

• i 

Reconimend that performance-based, nlulti-media, instructional systein 
designed (ISO) courseware be developed to train employees in the skills 
required for the 3 newBPR positions, VSR, VSR-R and ORO., These 
packages will fulfill training requirements for credentialing' employees' as 

. having'the skills required to complete the job tasks. 

T-I 

. , 

T-2 Recommend that the Compensation and Pension Service sponsor, the 
'development ofthis.training,assi~ed by the Employee Development and 

Training Staff. 

Recommend ' that' full funding and support to accomplish the. 
development of this training be identified and provided to facilitate 
delivery . to the fi~ld and lllinimize delays. This' includes both 
contracting costs for development of training packages and costs of 
properly managing, monitoring and adminis~ering those contracts. 

T-3 

T-4 Reconimend that a' course for training coordinatorS in the field be 
designed and' delivered to provide those coordinators with the 
facilitation skil1s necessary to ensure successful implementation ofth~ 
training packages. 

I", . 

,Recommend a set of training packages to assist with the transition 
period as stations begin to, merge their operations into the BPR 
format, but before the formal training (mentioned·above) is available~ 
These, "short-term~' solutions consist ofutilizing and updating current 
training opportunities that are presently available. 'The short-term 
training will not meet long-term training needs, but will provide 
assistance in the interim period. . Short-term training includes, but is 
not limited to, customer service training, the Advisor program, team ' 
arid coach training, interactive video teletraining, and the VCR 
training package. 

T-5 

Recommend that VA pursue a' memorandum of understanding 
(MOU) 'with the Disabled American Veterans for the· sharing of 
training materials that their organization has developed. 

T-6 

. . " 

Recommend placing appropriate short-term training materials on the ' 
Intranet in a BPRTraining Web Page. " 

T-7 

2,;15 
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involved in the planping, development and implementation' of. all 
! . training in order to facilitate their partnering role in the BPR vision. 


T-9 
 Recomrilend that embedded training devices be included in all 16 . 
, infonnational technology releasescurrent1y under development or 

planned for development. . 

Recommend that the veterans Service Organizations be included and. 3.16 

Table A - 4: Training Team Recommendations. 
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,\ 

R-l Accept Social Security Disability Determinations Legislative 

R-2 Allow Basic Vocation Rehabilitation Eligibility , RegUlatory 
Determination to be Made by VR&C 

R-3 Allow Contemporaneous Notice for Information ' Regulatory 
Received from any Federal Agency or Federal Employee 

" 

R-4 Allow Contemporaneous Notice for Self-Reporting via Regulatory 26 , 
Telephone, Fax, Internet . il, 

R-5 Allow DeciSion Review Officer to Revise Decisions Legislative , 
Based on Same Evidence 

R-6 Allow End ofthe Year Adjustments for Nonrecurring Legislative 
Income Adjustments 

; 

R-7 Allow Extra Scheduler Pension 'Ratings by Rating, ,Regulatory 
Decision-Maker 

R-8 Allow NSOs to certify DD214 Regulatory 

R-9 Allow Recognition ofCourt Appointed Guardians Regulatory . 
without Oversight by VA 

11 ' 
R.,.10 Build Dependency Allowance into Maximum Annual Legislative '20,C-18, 

Pension Rate 

R-II J3uild Medical Expense Coverage into Maximum Annual Legislative, ,_ 
,'I

19,·,C-12
d 

Pension Rate and Provide Medical Expense Exclusion i! 
1 

Only for Nursing Home Patients ',I
'I 

R-12 Change Method to File Notice of Disagreement or Regulatory 25 
Substantive Appeal i 

.', 
1 

R-13 Change Method to Withdraw Appeal Issues' Regulatory 

R-14 Clarify Individual Unemployability Criteria Regulatory 

R-15 Clarify Regulation on Findings ofMental Unsoundness Regulatory 
in Suicide Cases 

, 
q,I 
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RECOMMENDA110NS 


R-16 Clarify Regulations on Service Connection by . Regulatory 27 
Aggravation ofPre-Service Conditions 

R-17 Define Convalescence for Paragraph 30 Ratings Regulatory 27 

R-18 Discontinue Hospital AdjuStments for Section 306 and Legislative 19, C-4 
Old Law Pension ' . 

R-19 Eliminate EVRs for Pensioners Receiving Federal Regulatory. 21,25 . 
Annuities and for Pensioners in Medicare~Approved 
Nursing Home 

R-20 Eliminate Need to File Claim in Writing Regulatory . 25 

R-21 Eliminate the 45 Day Rule for Surviving Spouses Legislative 21, C-22 

R-22 Eliminate Income Limits for Section 306 and Old Law Legislative 19, C-l 
Pension 

R-23 Establish Entitlement to Clothing Allowance PaYment by Regulatory 27 
Rating When Veterans Meet Requirements of38,C.F.R 
3.810 (a)(I). 

R-24 Establish New Regulations for Decision Review Officer Regulatory 25 

R-25 Establish New Regulations for Informal Conference Regulatory 25 

R-26 Establish New Regulations for Post Decision Review Regulatory 5 
Process 

7 Establish New Regulations for Request for Clarification Regulatory 26 
or Expression ofDissatisfa.ction 

R-28 Establish New Regulations for Veterans Service Regulatory 26 
Representative 

R-29 In Claims for Apportionment ofCompensation or DIC, Regulatory 27 
Allow Only the Additional Payment for Dependents 

, . '. ~ 
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R-30 

R-31 

Increase Estate Limitation in Incompetent Veteran Cases 
Subject to Reduction" 

Presume Permanent and Total Disability' at a Designated 
Age4 '1 ,',' 

Legislative 

Legislative 

R-32 

R-33 
, 

PreSume Permanent and Total Disability for Nursing 
Home Patients 

Provide for NSC Burial AllowanCe Payment to Next of 
Kin (estate of) When FNOD is processed 

, Legislative 

Table A- 5: C&P Rules Team Recommendations 

4 The age at which veterans are presumed to be pennanently and totally disabled is still under study. 
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RECOMlvlENDATlONS 

C~l The Compensation and Pension Service must "own" both customer and 4 
employee surveys as they relate to claims processing. That is, C&P will 
provide the structure, time lines, objectives and budget for surveys and 
focus groups. Most importantly, C&P will use the data gathered from 
these sources to further fine tune the implementation of the new claims 
process. 

C..2 The responsibility for developing and conducting these surveys and 4 
focUs groups will reside with the Office of Resource· Management 
(ORM), ORM should be supported by field and other V A Central Office 

i personnel in the development and administration ofthese instruments . . . 

C-3·· ,The nationwide customer surveys should be conducted in the fall of each 4 
year. 

C4 The VBA portion of the· ONE VA Employee Survey should be. .4 
conducted every two years in the fall ofthat year. 

C.;,5 Focus groups should be conducted at the lab sites annually and the data 4 
should be compared to the baseline data. 

C-6' Before each BPR initiative is implemented, a base line survey should be 4 
. conducted and a follow-up survey should'be completed within six (6) 

months of full implementation of that initiative. The survey may be 
written or telephonic and may have focus groups conducted in concert 
with their administration. 

C-7 As the data from the nationwide C&P survey veterans Survey is compiled 4 
and reports developed, the design ofa customer satisfaction index will b~ 
pursued us~g the information from that survey as a guideline for 
developing the appropriate variables. 

C-8 As the data: from the ONE VA Employee Survey becomes available, the 5 
design for the employee satisfaction index should be pursued using that 
survey data as a baseline. 

Table A - 6: Customer andEmployee Satisfaction Team Recommendations 
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APPENDIX B. List ofAcronyms 


AMIE 
ARMS 
AO 
AVR 
BDN 
BPR 
BVA 
c&P 
CFR 
CIO 
COLA 
COVERS 
COVA 
CPS 
CVSO 
DIC 
DoD 
DRO 
EVR 
FNOD 

·FTE 
FY 
GAO 
GPRA 
GS 
HR 
IC 
IRS 
ISD 
IT 
IVM 
MAPR 
NCS 
NOD 
NSC 
NSO 
orr 
OMB 
OPM 
ORM 
PDR 
PIN 

Automated Medical Information Exchange 
Automated Reference and Manual System 
Adjudication Officer 
Automated Voice Response 
Benefits Delivery Network 
Business Process Reengineering 
Board ofVeterans' Appeals 
Compensation and Pension 
Code ofFederal Regulations 
Chief Information Officer 
Cost ofLiving Adjustment 
Control ofVeterans Records System 
Court ofVeterans Appeals 

. Claims Processing System 
County Veteran Service Officers . 
Dependency and Indemnity Compensation 
Department ofDefense 
Decision Review Officer 
Eligibility Verification Report 
First Notice ofDeath 
Full Time Equivalent . 
Fiscal Year 
General Accounting Office 
Government Performance and Results Act 
General Schedule 
Human Resources 
Information Center 
Internal Revenue Service 
Instructional Systems Design 
Information Technology 
Income Verification Match 
Maximum Annual Pension Rate 
National Cemetery System 
Notice ofDisagreement 
Non-Service COMected 
National Service Officers 
On-the.;.Job 
Office ofManagement and Budget 
Office ofPerSOMeI Management 
Office ofResource Management 
Post-Decision Review 
Personal Identification Number 
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LIST OF ACRONYMS 


POA 
RAD 
RBA 
RO 
RVSR 
SMC 
SME 
SMR 
SOC 
SSA 
SSOC 
VA 
VACOLS 
VARO 
VBA 
VBC 
VCE 
VETSNET 
VHA 
VR&C 
VSD 
VSO 
YSR 

Power of Attorney, 
Rapid Application Development 
Rating Board Automation 

, Regional Office . , 
Rating Veteran Seryice Representative 
Strategic Management Committee 
Subject Matter Expert 
Service Medical Record 
State~entof the Case ' 
Social Security Administration 
Supplemental Statement of the Ca~e 
Department of Veterans Affairs 
Veterans Appeals Control and Locator System 
Veterans Affairs Regional Office 
Veterans Benefits Administration 
Veterans Benefits Counselor 
Veterans Claims Examiner 
Veterans Service Network 
Veterans Health Administration 
Vocational Rehabilitation and.Counseling , 
Veterans Services Division 
Veterans Service Organization . 
, Veterans Service Representative 
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GLOSSARY 


Glossary 

Certification 

Corporate Data Base 
(Enterprise Data Base). 

Demonstration Project 

Difference ofOpinion 

"Master" Rating VeteraI). 
Service Representative 
(VSR) 

Merger 

.-"'\, ' 

The formal, standardized process by which VSRs, Rating VSRs, 
and ROs ~Jdemonstratethat they possess the requisite job skills 
and competencies prior to promotion or career progression. The 
formal process, may include testing, work, sampling, and 

, supervisory', assessment. Certification supplements the 
performance appraisal process and is not a substitute for it. ' 

A single data base which captures and stores all information 
currently stored in the Legacy systems that are required 
organizational entities and attributes. The Enterprise Data Base 
stores data for ALL distributed business solutions regardless of 
service (i.e.: C&P, Loan Guaranty, etc.) and location. Common 
data fields (i.e:, name, address, SS#, etc.) must comply' with 
standard conventions (Le.,field length, numeric, logic, etc.). Use 
of an Enterprise Data Base is a fundamental concept in the ' 

, Enterprise Architecture that will eliminate the current "stovepipe" 
applications: and numerous non-linked data bases. 

The opportunity' for an agency to experiment with new and 
different personnel management concepts to detennine whether 
such changes in personnel policy or procedures would residt in 
improved Federal personnel management. The Office of 

, Personnel Management approves agency proposals to engage in 
demonstration projects. The New York and Detroit Regional' 
Offices have demonstration project proposals for new pay 
pending fin8.l OPM approval. 

Authority to revise or amend a previous decision, a difference of 
opinion bem'g involved rather that a clear and unmistakable error. 
(See C.F.R 3.105(b». In the BPR vision, this authority is 
delegated from VA Central Office (CO) Compensation and 

, Pension (c&P) service to Decision Review Officers. During the 
transition, it is als~ delegated to Hearing Officers. 

A position In the reengineered environment. The incumbent will 
conduct 'quality reviews and appropriate training and serve as 
technical advisor to Rating VSRs to assure timely dissemination 
and uniform application of legal decisions and policy issues to 

. rating actio~. . 

The organizational and' physical consolidation of Adjudication 
and Veterans Services DiVisions, including comprehensive cross
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Performance Plans 

Post Decision Review 

Request for Clarificatioril . 
Notice ofDissatisfaction 

VETSNET 

i 
'I 

training of former VBCs and VCEs for the VSR ,position:., A 
merger isa prerequisite to success in the BPR environment. 'I ' 

II
i 

,The official document used. to inform employees, ,of 
organizational expectation~ for individual performance. The;plan 
will be used. to evaluate employee performance for annual ra:tings 
and includes performance ele~ents, standards, and measures;) 

, 	 . ,I ., 

The process iii BPR which replaces the'present appeal pr8cess 
within VBA. It begins with an expression of dissatisfactiQn or 
request for clarification from a claimant or hislher representative. 
The process' stresses personal contact with the claimant ~ an 
effort to focus appeal issues and resolve issues. In the :;SPR 
vision, the entire process is under the direction of the D~ision 
Review 'Officer. The process ends with VBA's final resoluti6n of 
~~m' 	 I 


II 
" 
" 

'I 

An inquiry by the claimanf or hislher representative following a, 
" , 
decision requiring explanation of the. decision. The inquiry; may 
express dissatisfaction with all or part of a decision, but h~ not 
reached the status of a fo'rmal Notice of Disagreement (NOD). 
This step in the Post-Decision Review Process allow~ for 
improved 'communication with the claimant and representati~es in 
an effort to resolve questions prior 'to commencing the appeal 
process :1

i 
!; 

A' replacement, for the Benefits Delivery Network' ~DN) 
payment system characterized by, a: Y2000 compliance corpbrate 
relational data base, a three tiered client-server architecture;1 user 
designed Visual Basic '. presentation screens and ort-line 
processing. The improvements in claims processing functionality 

, are primarily those related to increased access by custom~rs to 
their claim information, more user mendly processing screen~ and 
real time processing. Improvements in prograin management will 
denve from the capability of the system to capture data ~t the 
issue level. VETSNET will be the foundation system to -*hich 
new claims processing' functionality will be added. Basic claims 
process and veteran/dependent information will be available}o all 
benefit program' information 'systems (C&P, Education, :t.oan 
Guaranty, Vocational ,Rehabilitation and Insurance.) PaWtent, 
accounting and existing' rudimentary claims processing for 
education, compensation and pension benefit programs ate the' 
basic components ofthe system application. 'I .. 

, " , 
The product of application development activity to incorp:orate . 

il 
'! 

VETSNETII. 
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GLOSSARY 


VETSNET III 


Work Sampling 


rule based, stand· alone systems such as the C&P Claims 
Processing System (CPS) will be incorporated into· VETSNET; 
and extend the functionality to include the creation of ratings 
(Rating Board Automation - RBA). The objective is to develop 
an integrated system which supports one-time data input for the 
. development of a claim and reuse of the infonnation in 
subsequent processing to· the point of award decision and 

~ . 
payment. 

Continued incremental functionality and the development of 
automated decision making .. 

The standardized approach to randomly selecting a unifonn 
number and the type of cases to be reviewed for purpose of 
evaluating perfonnance. 
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WORK DESIGN TEAM REPORT 


1. Work Design Report , 

The BPR vision encompasses a radical redesign of the work processes whereby employees 
of the Vete~ Benefits Admini~tration (VBA) inter~'with their customers. This appendiX 
, documents the proposed changes. Section 1.1 describes ~e vision for claims procesSing40th 
how work will be perfonned and how the agency will organize its resources. Section 1.2 
highlights some ofthe key transition issues and provides a schedule for implementation. 

'1.1 Work Design Vision' 

Veterans' needs and expectations are driving the VBA to a new vision. 'VBA's vision 
emphasizes closer. more personal, and more frequent contact With' vetel'8llS ~d greater 
responsiveness to their concerns." ,In the vision VBA forges a partnership with, veterans and their 
representatives through proactive, frequent, and productive interaction. Such a partnership' 
involves mutual actions and respOnsibilities to achieve, shared goals., It also implies increased 
~untability for these actions by VBA perSonnel, individual veterans, and their representatives. 

, , 

Through the partnership and internal changes, VBA strives to increase the quality of its 
service---getting it right the first time, in a timely manner. Simplified rules, regulations, and 
policies and~ed procedures and processes will enable faster, more accurate delivery of 

, benefits with reduced likelihood ofappeals. ' 

To accomplish these goals, the Veterans Service Center of 2002 (which cpmbines the 
traditional Adjudication and Veterans S~ces activities) is staffed with employees who have the 
authority to interact with veterans, make decisions, and identify and resolve is~es at the earliest 
opportunity 'without hand-offs., More, importantly, they work,' With veterans' and, th~if 

, representatives to assess, eligibility for b~efits b~ on objective evidence and criteria, so that all 
see the process and its outcome'as fair and equitable. Veterans and their representatives become 
partners in developing the claim and any post-decision review." , 

The Case for Change outlined the problems with the existing processes and a high-level 
view of the vision. This section further defines the vision for claims processing and ,post-decision 
review. The processes that compose the vision "are largely independent of organizational 
structure; however, this section addresses the orgahlzational possibilities consistent' With ~he 
vision for VBA 

1.1.1 Claims Process 

In the vision claims processing is an interactive process with a VBA employee accountable 
for completing all actions necessary to come to closure on a claim. The Veterans Service 
Representative (VSR) has ownership of each claim to which he or she is assigned and forges a 
partnership with the veteran ~d his/her representative. 'The most common means to file a claim is 
a one-page application, with a structured initial telephone interview with a VSR. The VSR, 
consulting with the veteran, focuses the issue, identifies all sources of evidence, and explains the 
claims process. The VSR informs the veteran on the progress of his/her' claim. Rule-based 
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, technology supports the VS~ in this p~ocess to ensure the quick resolution of the claim. irrSRs 
gather evidence, make decisions, notify veterans, and are accountable for their actions. ROutine 
actions are haIidled quickly, often at the initial contact. 'If a claim requires more than a simple 
rating decision, the VSR transfers ownership of the claim to a rating VSR (RVSR), who inakes 
the'rating decision. The award and notification letter to' the Veteran are, electronically gencirated. 

',Throughout, a VSR works with the individual veteran and hislher representative to ensute that 
each claimant receives knowledgeable, compassionate, and equitable service~ , H 

i"· 

The duties of the YSR' include'all of those traditionally performed by V~erans B~nefits 

Counselors (VBC), Veterans ClaimS Examiners (VCE), and' Rating Analysts or Rating 

T~hnicians. The VSR is responsible for managing claims from application through final deCision. 

The VSR serves as the primary point of contaCt' for, claimants and representatives: "He' Qr 'she 

decides all claims not requiring complex ratings but also prepares' simple rating decisions for 

approval ofa RVSR The VSR position is an entry level GS-5 with a career ladder to a: GS~'ll. " 


, I, 

'VSRs refer claims 'involving complex rating issues to a RVSR who' ensures tlkt all 

required development is completed. Following the recCipt of all neededevidtmce, the *,VSR 

processes the rating, which generates ail award and the appropriate notification letter. The RVSR 


. ; . )

is a GS-12.,:1 
. ii , ': ,', , ' ' 'i' , 

Process Description. As shown 'in Figure 1-1, the 2002 environment provides a number 
of access points for claimatits. Claims will be filed in person at a Regional Office (RO) o~ at an ' ~: 

out-based location, by telephone, electronically via Internet or fax, by mail or through personal 
i'~ 

" 

'contact with the claimant's representative. Telephone contact ,is the 'major access point. An ,;,i 
" , ' ,(

alltomated call attendant greets"the, claimant.' ,Options are available, for general ,*nefits ,l!{ '.. 

information, status ofpending claims or the ability to file claims. Ifthe 'option to initiate a claim is 

selected, the system routes the call to, a, VSR' As much development as possible is completed )1 

during the initial contact; 'RegardlesS of point of entry, t~e VSR who' initially receives th~j claim ' :&l' 

can, in most cases, arrive at a determination without hari~g oil'the claim to another employee. : 


:1 

I 
il 
I!
,I 
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CLAIMS PROCESS 

LEGEND 

<t;>SIO 

Slep , 

Figure 1-1: Process Flow for Claims Process 

One of the key elements in the reengineered process is partnership. Working together, the 
VSR, the claimant and his or her repr~sentative, clearly identify each issue of the claim and the 
eyidence necessary·, to support the claim. Continuing' this partnership, the claimant and 

, representative assist ingathering evidence which may be. in their procession or may be needed 
, from a private source. As always, the VSR requests all identified evidence in accordance with 

VA's duty to assist. VBA evidence gathering is the largest componerit of claim cycle time and, as 
such, must' be improve~. The vision emphasizes on-line electronic interfaces with internal and 
external entities, such as Veterans He~th Administration (VHA), Department of Defense, Social 
Security Administrati9n, Department of Labor, and the Internal Revenue Service. Automated 
data links also improve the quality and availability of evidence, reducing claim cycle time, and 
appeal rates. The VA Corporate database links all applications to a:llow'a much higher degree of 
data movement. 

. . 
The VSR has available a comprehensive corporate oatabase. The VSR determines the 

preCise reason for the call and uses these tools to assist the claimant in completing an electronic 
application. Concurrerttwith preparing the application, the VSR assists the claimant to focus the 
issues. VBA's Claims Processing System (CPS) automatically prepares requests for evidence as it 
moves the VSR through the process, ensuring a fully developed claim. To further the partnership, 
claim representatives will have access to, and be trained on, VBA's systems. They will be able to 
enter claims and initiate development using CPS from their local' offices. In addition, they will 
have on-line access to status information. ' 

, The claimant is fully informed of the time required to obtain the evidence and make a 
decisiori. The VSR, the claimant and representative all work together to ensure that all evidence 
needed to decide the claim is obtained. CPS records the evidence requested and establishes . 
diaries for periodic review and claimant status update. ' The VSR or the representative answers 
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, ' ,1 
any status inquiry 'generated by the, claimant, although most status calls are answereg by the 
Automated Response System (ARS), which offers claim-specific information after the ,claimant 
enters a personal- identification number (PIN).'" :\ 

I 

Once all relevant evidence is' assembled, ,the VSR processes the claim including
• ~ f • 

preparation of simple rating decisions for approvaf:of a RVSR, or refers it to a RVSR .if a 
complex rating is required; When a rating is created using an automated rating system, lithe data 
are automatically entered into the system, which generates both an award and notificati9n letter. 
Prior to release of the, notification, a copy of the decision is, electronically referreq to the 
representative. The representative will have a specified period of time to review th~ rating. 
Access to the claims folder will' be' available to the representative, if requested, on an~i specific 
case during the review period. As a'practical matter, the intensity of PO A 'review at the:;point of 
promulgation should greatly diminish in the future as the quality of rating decisions impr9ves and 
claim representatives are fully incorporated into the development process. Upon electronic 
acknowledgment of review or expiration of the review period, the rating is promulgatedl and the 
notification released. , The letter contains the name and phone number of the VSR :Ior team 
responsible for processing the claim. In the event tl)e representative initiat~s contact, the! VSR or . 
R VSR will address the issues presented in order to resolve the inquiry. ;: 

, '. ~ 

. 'The core processes are the ~ame; regardless of the entry point. Qistomers can::come to· 
ROs or,other outbased locations. In. this. situation, the VSR takes the information ~o.m the 
claimant, as they would by phone, and creates an electronic claim using CPS' and the :vetenins 

. Service Network (VETSNET). The VSR, requests' all the required information and ,asks the 
claimant to assist in the process. There.will be instances when the VSR can obtain the!;required 
evidence, particularly at a clinic or hospital, and process the claim the same day. If a c1ai~comes 
in electronically, such as by FAX, pr via Internet, the VSR calls the claimant and begins lhe same 
process of clarifying the issues and explairung the process. . tl , 

:! 

Examples. Two examples illustrate the process. In the first situation, upon dialil)g a toll-
free number, the veteran is presented with a menu asking whether her call relates to a. specific 
Claim or is a request for general benefits information. At that time, the veteran' is' also given the 
opportunity to speak with an employee immediately if she is uncomfortable in dealing ::with the 
AYR. As soon as she selects the optio~ for filing a, 'new compensation claim, and erters the 
terminal digit of her Social Security number, she is routed to the appropriate team or individual 
'. '1

for assistance. ., ,.' " ii 
. , ;1'I 

Upon taking the call, the VSR determines the precise reason' for the call and a~sists the 
,'veteran by completing an electronic application in CPS, Concurrent with prepa,ring the 

application, the VSR helps the veteran focus the claims issue, ensuring th~ VSR knows ,precisely 
what disability or disabilities she wishes to have considered for service connectioil. CPS 
automatically prepares requests for necessary evidence from various sources as it moves :~he VSR 
through the application process, preventing the employee from omitting ~ny necessary '¢vidence 

, requests. CPS records what evidence. is requested and establishes diaries for periodiC status 
reports to the veteran and automatic notification at the time that any piece ofevidence is teceived. ' , ' " J . 

, t.'~, 

il
ii, 
i; 
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The VSR advises'the veteran what to expect as far as delays in the decision process, what 
steps she may take to expedite a decision and what evidence is required to complete action on the 
claim. The VSRasks the veteran and her representative for- their assistance in gatheririg evidence 
such as any service medical records, private physicians reports, service verification doCuments or 
other relevant evidence that she may have in her possession. 

Since,_initi~ 'compensation ,claiQls involve,' more than simple rating decisions~ upon 
completion of-all required development' the claim will be referred to a RVSRThe veteran is 
8dvised'that the referral will' occur. Thi'oughout the development phase, the claim IS regularly 
monitored by the VSR and thevetenin and representative kept informed of claim status; ',fhe 
VSR or the represel1ltative answers any status inquiries from the veteran by accessing ~e complete 
claim, history' in CPS., " - , 

Once all relevant-evidence is assembled, the' claim is referred to the RVSR for rating and, 
award ~on., In this example the RVSR determines that four disabilities are service-coimected 
but denies service ~nnection for two disabilities. -The rating data entered into th~ system 
automatically generates both an award and a notification letter. Prior to release of the notification 
or award, the decision is electronically referred to the representative for' review.' The 
represeIltative has access to the claims f~lderfor review, ifneeded on 8J)yspecific case, 'during the 
review period~ At the end ofaspecified, period of time, the rating is promulgated arid the formal 
notificagon letter is generated; The'lett~r provides the name and phone number o(the'VSR or 
team responsible for the processing of-the claim. If the decision is, compleX., the VSR' or 
representative may decide to contact the veteran by telephone to explain particular parts or an of 
therating.' ' , '" . 

. . . '. 

,Ifthe veteran needs clarification ofan issue or is dissatisfied with part or all ofa decision, 
she may contact the VSR or representative., Ifthe veteran has a representativ~ we will encourage 
her to contact the representative. We will also contact the representative, fully informing that 
organization or person ofall actions and contacts., Communications resulting in acCepu,mce of a 
formal Notice ofDisagreement or the withdrawal ofan appeal issue must be confirmed in writing. 

,This is discussed further in the post-decision review section (see Section 1.1.2). 

In this case, the veteran believes that one of the two disabilities for which service 
connection was denied should indeed be service-connected and is displeased with the evaluation 
assigned to one of the _service-connected conditions. She ~ould cOntact the VSR by phone to 
discuss her dissatisfaction. 'The VSR explains the rating "schedule provisions for the service
connected condition at issue and what additional symptoms are required for, the next higher 
,evaluation. In tbisexample, the veteran is satisfied that the cOlidition was evaluated Correctly but 
still believes that the other disability should have been service-conneCted. Because of the 
complexity ofthe particular case, the VSR asks the RVSR whp denied the service connection for 
assistance. The RVSR calls the claini,ant to further clarify the decision. Since the veteran 
continues to express dissatisfaction, the claim is referred for post decisional review (see Section 
1.1.2). 
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The next example isa claim for nonservice-connected disability pension receiv~ by a 

VSR at a VA Medical Center (VAMC). The veteran enters the outbasedoffice and expre~ses his 
desire to claim'pension. 'The VSR interviews the veteran with a DAV representative stationed at 
the VAMC. 'The veteran has his DD214 showing his honorable service during the Vietna,tn Era. 

,He states he IW; been hospitalized at the V AMC and was discharged a few days before.. 11ie VSR , 
accesses the Patient Data File from the medical center and iocates a summary of the veteran"s 
hospitalization showing treatment for severe arteriosclerotic, heart disease. The VSR ass,~sts the 
veteran, by completing the electronic application and verifies iI:lcome am<;)Unts through el~onic 
interfaces with Social Security, Administration, 'and other government agencies., The,da~a from 
those interfaces is automatically loaded into CPS. The veteran provides information regarding 

, dependency and his last employment. ,The VSR prepares the rating "decision 'in ,VErSNET, 
granting pension entitlement 'and the RVSR'approyes the decision. The veteran's repres~tative 
reviews the rating decision. The system automatically generates the'award and notificatioq le.tter. 
Over the life of the 'pension award, income is automatically monitored and the 'award a~justed 
based on electronic interfaCes with income sources. I 

" , ,'. , " . ",I 

Measurement. The vision for claiins processing explicitly calls for mQre accountability 
for individuals and ROs. IJence, measurement must'be an important component ofthe vision. In 
the . vision," measurement' of both organizational elements. and individual employees is ba,sed,on 
Government PerfQrmance" and: Results Act (GPRA) and. addresses customer satisfaction, 
accuracy, timeliness, employee satisfaction and unit coSt. Work flov.: measures' are,4>tured 
autoniatically as claims are routed through the,system·. ITsy~ems geperate data.to det~e the 
success ofa RO, a service center,ateam or an employee. . , 'i 

. . ' , " . , JI 

, Timeliness goals are constantly monitored and adjusted as, necessary to reflect cUstomer 
and other stakeholder expectations, while realistically considering uncontrollable factors ~uch' as 
fluctuations in budget, staffing levels and unanticipated workloa~. increases. Goals are also 
flexible enough to take into account new decisions by the Court. of VeteranS Appeals (~OVA) 
and legislative changes which impact·onthe timeliness ofclaims processing. ,i 

I' 

! 
As is required by GPRA,ineasurements look at outcomes instead of merely dutputs. 

Accordingly, accuracy indicators measure oruy fatal errors, including (1) failure in duty t6 assiSt, 
(2) due process deficiencies, (3) iDcorrect.payment and (4) inadequate notification. '!Expert 
systems eliminate many of the errors that previously. resulted from carelessness, ~e and 
improper Or inadequate training.. '. ' ,'. ' ,...' " ,;. :1 

1.1.2 Post-Decision RevieW}lroce1$s 1 
!I" 

" (. , ;ollowing claims processing, the 'second:cpre adjudi~tlol1: 'pro~ss is the post.aecision 
review (PDR). The new,PDR process is dynami~ and 'highly interactive, focusing on idehtifYing 
the issues and areaS ofdisagreement, with an eye to resolution at the earliest possible po~t in the 
process. The PDR process'begins With a request for clarification or expression of dissati~faCtion 
from a claimant or a claimant's representative and ends with VBA's final res~lution ofthe claim. 

p 
H 

I The measurement of customer satisfaction and employee development is addressed. ht Tab 6. 

6 
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The vision for post-decision review continues the partnership between the veteran, his or 
her representative, and .. VBA that began during' Claims processing. The new process spedfically 
emphasizes streamlining the appear process and maintaining close, personal contact among the 
claimant, his or her representative, and VBA. 

There will· be a new position in the '~ppeal process, the Decision Review Officer (DRO). 
: The DRO will be a highly skilled individual with the training and knowledge to perform his or her 
duties. On-going training must be held on technical aspects of changing legislation and directives 
as well as the precedential decisions from COY A. Staffing in this position is expected to be taken 
from current Hearing Officers and RVSRS. All DROs will have "difference of opinion" authority. 
The grade level for this position is GS-13. ' 

The vision includes many fewer claims appealed be~use the veterans will have had an 
accurate decision fully explained to them by knowledgeable and compassionate VBA employees .. 
Staffing at this position is sufficient to allow the DRO jurisdiction of all processing and decision
making in the PDR p~ocess. There are, no Hearing Officers, as these personnel have converted to 
DROs. Both informal consultations and formal hearings; when needed, are accomplished by the 
DRO. 

The system' performs automated checks of accuracy and timeliness of actions' during the 
PDR process, To enhance the. process, VBA offers veterans and their representatives electronic 
access to complete claims development tools. They are able to access the veteran's VA records 
to view supporting evidence and VBA actions to date. They can view' the content of rating 

. decisions and Statements of the Case. Electronic filing of appeals is available. An. enhanced 
. V ACOLS system allows for one appeaJ tracking record for VBA and BV A.. It includes all actions 

on remands and collects data needed for performance measurement. 

Process Description. The PDR process' begins with a response to notification to a 
claimant or the claimant's representative notifying the claimant of a decision on his or her claim. 
Such a response .could take any of several forms. It could be a request from the claimant in 
person, by letter/fax for clarification of the decision.' It could be an informal discussion initiated 
by the representative. It could also be th~ submission of a Notice of Disagreement (NOD) from 
either the claimant or the representative. If the contact is from the claimant, the representative 
will be fully informed of all VSR discussions with the claimant, and the claimant will be 
encouraged to contact his representative. Throughout the PDR process, any verbal 
communication resulting in acceptance of a formal Notice of Disagreement or the withdrawal of 
an appeal issue must be confirmed in writing. 

, While theDRO may assume jurisdiction at any time during the appeal period to resolve an 
issue in the clain1ant's favor based on difference of opinion authority, he/she has jurisdiction and is 
responsible for all processing after receipt of a valid Notice of Disagreement. 

. . 

. . 
As shown in Figure 1 ~2, if a claimant requests clarification or expresses dissatisfaction 

with a decision, the cal~ or letter/fax is routed to a VSR for explanation.. The VSR explains the 
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" 
I, 
\ 
" 

'I 

. H 
. I . 

claim decision and the claimant's options. Those' options include: (1) contacting his or her claim 
. ' " ,I 

.representative for assistance and advice; (2) submitting additional evidence; or (3) subn\itting a 
formal NOD to begin an appeal to the BV A. The VSR documents this contact electronically in 
the veferan's record with an electronic notification to the VSO' or other representative.;l If the 
claimant submits additional evidence, but has not submitted a NOD~ the evidence is reviewed and 

. 'I 

considered by an RVSR who will prepare a rating decision or further. develop the Claim as 
warranted. . The DRO may assume jurisdiction to resolve an issue In the' claimanf~ favor 
whenever a claim is within the appeal time frame. il 
.. ~ 

U
POST-DECISION REVIEW: REQUESTS FOR CLARIFICATION 

, -, ' :1 
'" I 

:. New. Issue if 

·~es.. 
Done 

, '. , 

. . d," 

LEGEND 

:t 
'i
!1 

Figure /-2: Process Flow for Requestsfor Clarificatio,n. :1. 
. II 

. . ~ 
Figure 1-3 c,iiagrams .the process flow for notices of disagreement (NODs). : When/ a valid 

NOD is received, the claim is referred to a DRO for review. Ifadditional evidence is received with 
. " 

the NOD (or additional evidence source indicated), the DRO may schedule an informal 
conference to determine if any additional evidence may be obtainable prior to adjudicating the 
evidence received. Every effort must be made during the PDR process to· ensure ~hat the 

Ii 
j 

,I
I 
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evidentiary record is complete before the DRO enters a decision: A favorable decision should of . , 
course, be entered as soon as there is sufficient evidence to support a grant of benefits. 

. " ". 

LEGEND 

~~ 
~~ 

IVSR I 

POST-DECISION REVIEW: NOTICES OF DISAGREEMENT 

. Part"'l 

DenIal 

Figure 1-3: Process Flow jor Notices ojDisagreement. 

The purpose of an informal co)uerence is to clarifY the issues' the. claimant wishes to 
appeal, provide explanations, and identify additional sources 'of pertinent evid~nce.· An informal 
conference may be .conducted .by telephone, by video-conference, or in person. The claimant's 
representativ~ is always given the oppqrtunity to participate in informal conferences. In some 
circumstances, an informal conference includes only the DRO and the claimant's representative. 
A record of the substance of the conference and agreed upon actions will be electronically entered 
into the veteran's record, with notice to the representative. 

An informal conference is a tool available to t~e DRO to ensure that all parties understand 
the issue(s) pending review, that the issues are focused and clarified, and that the record is fully 
developed. While the DRO may, at any time, assume jurisdiction and make a decision favorable 
to the claimant, the inforrrial conference is not a decision' process. . If the claimant or 
representative desires to offer' testimony and/or argument seeking a DRO decision, a formal 
hearing is conducted by the DRO. An informal conference will not be required in every instance. 
It is not intended to become simply another required administrative step in seeking appellate relief 
An informal conference will not be conducted if the claimant (or claimant's' representative on the 
claimant's behalf) declines participation in an informal conference; or the issue(s) are clear, and 
there is no indication of possible additional material evidence to be developed. When a DRO 
makes a decision based on an informal consultation and/or formal hearing,a Statement of the 
Case (SOC) is provided to the claimant and his or. her representative. 

Upon request, the DRO condU(~ts a formal hearing. Since any formal hearing is usually 
conducted prior to issuance of a SOC, a substantive appeal is normally not of record. Therefore, 
it is important for the DRO' to clarify the issues on appeal. Issues may be withdrawn at any point 
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in the appeal process, including during the fonnal hearing. Withdrawal of an appeal, O[ appeal 
issue is acceptable by a written statement, testimony at a fonnal hearing .or by te~~phone. 
However, withdrawal by telephone must ,be confinned by a written statement. All t~stimony

" submitted at a hearing will be under oath or affinnation.After the hearing the DRO may order 
additional development or provide the claimant an opportunity to submit additional eYidence. 
Upon, completion of any development, or after the expiration of the time period for su~mitting 
additional evidence, the DRO enters a decision. ,If the DROcannot resolve the issu~ in the 
claimant's favor, hislher decision constitutes a SOc. i[ 

iI 
I 

Upon 'receipt of a timely substantive appeal, the DRO reviews that document to determine 
if additional 'sources of pertinent evidence have been identified, new issues have been rai~:ed, or a 
BVA hearing,has been requested. Any new issues are referred to a VSR for appropriate action. 

, " , ,I 

If additional evidence has been identified, it is developed and another .pRO decision ;is made 
which serves as a SSOC for issues not favorably resolved. If no additional evidence is~bceived, 

, . ,I 

the DRO certifies the claim for BVA review ,and immediately transfers the case to BVA. Any 
evidence pertaining to the appeal received after certification is under the jurisdiction of B;YA. As 
shown in Figure 1-4, BVA remand development and resolution will be the responsibility ofthe 
DRO. 11

t! 
!I 

1POST-DECISI~N REVIEW; POST-BVA PROCESSING 
'11 

LEGEND 

~ 
~ 

:' . 

Denial 

:~ 
" 

I 

Figure 1-4: Process Flow for Post-BVA Processing " J 
Measurement. RO performancenieasures are based on GPRA. Individual ~nd team 

perfonnance measures support VBA goals in 2002 of (1) fewer than 3% of decisions ~ppealed,
.' . I 

indicating high levels of customer satisfaction, (2) overall accuracy rate of.97%, (3),( marked 
reduction in percentage of VBA decisions remanded by BVA for'further work or o"ert\Jrned on 
appeal (4) improved timeliness in appeal processing, including remands and (5) iFProved 

;i 
Ii 
~ 
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communications' and outreach to veterans, resulting in marked improvement in customer and 
employee satisfaction. ,', . , 

1.1.3 Organization 

The "to-be" processes. are largely independent of the organizational structure. In fact, the 
increased' flexibility provided by cross-trained staff and enhanced information technology make 
more, organizational options feasible. This section outlines the future positions, potential 
o~ganization of these positions into teams, Configuration of individuals within the veteran 
community, and the enhanced access afforded by these' organizational options. 

, Positions. The vision includes all the following positions: 

" 	 Veterans Service Representaiive (VSR). Duties include' those of Veterans Claims Examiner 
and Veterans. Benefits Counselor plus development work. In addition, completion of"simple" 
rating cases for review and approval by a RVSR (a task comparable to what is currently 
performed by Rating AnalystslTechnicians). Incumbents in this position will have single 
signature authority. The position description assumes approval of pension simplification, 
legislation, availability of structured training; aild enhanced information technology. This 
position will be classified at the GS-II leveL 

• 	 Rating Veterans Service Representative (RVSR); This position is si~ilar to the traditional 
Rating Specialist position. The RVSR will be expected to have occasional contact with the 
veteran. This position will be classified at the GS-12 level. 

• 	 Master Rating Veterans Service Representative (RVSR). This position would conduct quality 
assurance reviews and serve as transition officer and technical advisor to RVSRs (not a: 
supervisor or lead)." . 

• 	 Decision Review Officer (DRO). :This position replaces the Hearing ,Officer and encompasses 
difference of opinion authority !ind requires informal hearings to' foster early interaction with 
veterans and their representatives to identify issues and resolve dissatisfaction. This position 
will be classified at the GS-13 leveL 

• 	 Program Support Clerk. This position replaces mail and file clerks, GSA claims or 
development clerks, and C&P and VSD program clerks, While VSRs will be responsible for 
case development, program support clerks will be responsible for mail receipt and distribution, 

, files establishment and maintenance, general clerical duties, and data input and scanning (when 
a paperless system is implemented in the future). This position will be classified at the GS-4 
level. 

I 

• 	 Supervisor and Team Leader/Coach. There will also remain the need for the traditional 
supervisory and ,coordinating functions now handled by Unit and Section Ch,jefs and Coaches. 
These supervisors will have a working knowledge of the full range of duties, to include rating, 
claims processing and counseling skills, in \ addition to "coach" training,., Coach training 
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includes not only the team dyna~ics skills,' but the human resource management issue~ of time 
and leave administration, discipline and contract administration. Station and l:division 
management will also receive the team dynamics training, as well as knowledge of1lhow to 
communicate the vision and missi.on ofthe agency.' 1 ' ':1 

• 	 Field-Based Veterans Serl!ice Representative. The HR Team recoll1.I11ends incorporating field' 
examiner duti~s Within 'the VSR po~itiori to take ad:vantage of outbasedopporturlities for 
claims processing. Because the field examiner portion of those duties involves uniq~e skills 
(such as dealing with incomp~tency cases), these positi9ns should be aligned within a::discrete 
unit in the Veterans service Centers with its oWn position description.! 

, 	 II 

, 	 ' , ~ 

• 	 Legal Instrument Examiner: The HR t~am recommendations no changes in the ~uJent job 
description for legal instrument examiner (estate analyst) position. ' , 11 . 

, " 	 ,11 

, 	 'II 

, Teams. The vision is consistent with either traditional s~pervision or self-direct~d team 
approach. The stations that are actively merging divisions, cross-training their personitel, and 
moving towards the' vision are generally ~oving towards team "environrrienis, but either approach 
can work. Traditional supervision may be the better model during the transition, wherea~ a team 
approach may better suit the more highly skilled, empowered work force of the ~ture. ;i ' , 

'I 
il 

An appeals team may be, ~stablished to assist the ORO, but the ORO is responsibl~. for <all 
aspects ofappeal processing from receipt oftQe NOO thro,ugh certification of the appeal t,P. BVA 
The ORO will also be responsible for thep'rocessing of BVA remands. Establishrneqt of an 
appeals team will be, a local option' for consideration based upon workload demand, ~vai1able 
resources, and I other local circumstances. If an appeals team is, created, VSRs assigned to the 
team may develop for additional evidence alJd prepare SOC when no new evidence has been 
received and a fonnal hearing has not been requested. An appeals team may also include ~ clerical 
function to schedule infonnal conferences and fonnal hearings, track appeal cases, rpaintain 
reports and prepare transcripts. An appeals team VSR may complete any development required 
by the renuind decision, but the ORO must review the completed development, make app~opriate 
decision(s) and, if necessary, recertify the appeal for BVA review, if. 

, . . " ; , 	 " i 'll"
~, ~', • 1 	 j 

, I 	 ' I 

, Configuration. The Veterans Service Center (V~C) '0[·2002 has, a number df:possible 
configurations: ;, ' . ', \ ' . , ,':1 , ' 

, " 
'. 	 :1 

• 	 A core staff physically located at a Veterans Service Center working in em,ployee
managedteamsorganized by digits, or traditional supervisor-managed teams orga~ized by 
digits, :1 ' 

,. 
I 

• 	 Satellite offices at, medical centers or military install~tions staffed to perfonn the fun range 
of functions available at the Veterans Service Center, :1 

,. 'individual VSRs out-based to locations convenient to customer populations. Thes'e VSRs 
will generally work from their homes,' Vet 'Centers or VA Medical Centers in it mibber of 
different capacities doing traditlona:I Veterans Servi~e'Center tasks ranging from te'lephone 

, 	 ' l' 'j . 

~l,i 

,.~. I! 
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contacts to rating decisions on either a full-time or part-time basis. Additionally, VSRs 
will work. in a manner similar to current field examiners doing outreach activities at 
locations su ch as nursing homes, civic organizations, and shopping malls. They too will 
provide to their customer contacts the full range of functions available at Veterans Service 
Centers. 

Outbasedemployees will have the telecommunication and iflformation technology required 
to perform complete claims processing. Only those issues requiring physical review of the claims 
folder will be handed off to the Veterans Service Center. Regardless ofthe point of entry into the 
system, be it telephone, personal or on-line, the VSR who initially receives the issue will be 
capable of doing everything possible to resolve it without referral to another employee. 

Access. The 2002 vision calls for more frequent, personal and proactive contact among 
VBA, . veterans and veterans representatives. Also, veterans, in customer surveys, indicate that 
they want to be able to deal with one person, preferably the one who handles his or her claim. In 
the transition, individual case managers will be t~eclaimant's contact point with VBA. In the 
vision, .however, on-line access to case h,i~tory allows anyone to respond to claimants' needs. VA 
initiated customer contact at all phases of the claims process will require telecommunications 
support at all processing sites. Access to VBA will be heavily oriented toward teleconuitunication 
or other electronic mediums. In the vision, we will have an inform~tion system that allows for 
seamless electronic transfer of case specific data to decision makers and integrates additional 
interfaced information with little human intervention .. Additionally we ,will provide claimants with 
access to information systems. 

Service organizations have historically enjoyed greater access to the claims process because of 
their close relationship with V A and their co-location with regional offices. Given that the vision 
presumes even greater access for veterans, situations in which veterans choose to be represented 
by individuals other than service representatives or decline any representation should be studied 
and resolved as the vision is implemented. 

Claims will primarily be initiated, via telecommunication contacts or other electronic 
communications. Many of these contacts will involve interactions with the VSR. The VSR is 
both a decision maker and a case manager .. The electronic tools available to the VSR in this 
process will be many. Electronic interfaces with private facilities, VA medical centers, and other 
,agencies will allow rapid assembly ofdata and signific~ntly more_ timely final actions on claims. 

Veterans and their families will be able to access information about their benefits and 
claims through both automated options and by talIGng to a VSR. An ARS will be available 24 
hours a day,seven days a week, and will offer customers general information about all VA 
benefits and the location and business hours of each Regional Office. Customers seeking forms 
for printed information about VA benefits can have the information faxed directly to them or leave 
their name and address for the information to be mailed to them. Information pertaining to a 
claimant's active claim can also be accessed by input of an individual's social security number and 
VA assigned PIN. The ARS also provides the claimant with the ability to speak personally with 
the VSR managing his/her case. 
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To reach the vision for' claims processing by'2002 another' critical change is requir¢p. This 

new process in which each veteran and his or her service. representative join in fj..lil partnerShip 
involves much more than change to systems and processes. Frequent and productiv~ direct 
contact between claims processing personnel, the veteran and the service representative~at each 
stage of the process is the nonn. . This produces an efficient and effective development process by 
reducing duplication, initiating development actions at: the originating .. claim locati~n, and 
encouraging the veteran to become an active and helpful participant in'the process. The ~~pected 
benefits of this successful partnership are increased efficiencies in the work process, timelirtess and 

, accuracy, and far greater customer satisfaction ..' The end results of these efforts a~~ more' 
, . ' .1 

involved, better infonned and sooner compensated veterans, dependents and survivors. 'I 
, Ii 

, i Ii 
Information Centers (IC). VBA faces ail immediate problem because its blocked call 

rate is so high., Top management views the Infonnation Centers as a solution to handle 9~erflow 
calls. The volume ,oCcalls from veterans should decrease over time as VSRs become more 
proactive in'contacting claimants, a sophisticated ARS. handles most general inquiry a~d Claim 

,status calls, and enhanced outreach' answers many questiobs before they ~re asked. Ch<inges in 
the number and kind of calls that are directed to VBAwill evolve as the functions and features of

• '. .' , d 

the Infonnation Center system grows. It is important that the Infonnation, Center concept be 
, , . . , . 'I 

consi~tent with the BPR vision of the' fully functional VSR ; Ii 

. l 


Infonnation Center staff should be fully trained VSRs, possibly supplemented by tetrained 
employees who have been displaced by consolidation of other VBA activities, capable of 
performing all duties required to provide immediate assistance to customers. Once fully;:trained, 

, they should perform any activity that can pe done without physical review of the claim~ folder, 
including but not limited to adjustments based on dependency, income, hospitalization or ,phanges 
in school !lttendance. Although most claim specific calls will be routed directly to non
infonnation cent~r VSRs, it is' certain that some of those! calls will be taken at the info,'nnation 
centers. To eliminate hand-offs between the various centers, infonnation center employ~es must 
be able to provide any'servicerequired to finalize action on!those calls. i) 

" " ", "., • j, :j 
.. !I 

Similarly, non-infonnation center VSRs will occasionally receive general infonnation 
! • ~ 

requests which they should be completely equipped to resolve. For that reason, it is esseQtial that 
an on-line infonnation system be developed which contains data on the entire array o~:federal, 
state and local benefits. For example, a VSR in North Dakota must be able to answer questions 
about eligibility for Disa~led Veteran.li~ense plates in Alab~ma, ;! 

iI 

"1.2 Transition Plan 
(. 

I 
. 9 

To accomplish the vision requires a clear implementation approach. This section!;outlines 
a strategy for achieving the vision and a schedule of m~jor milestones in the implem~ntation 

, JI 
process..1

II 
li

:1 

'\ 
I 
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I 
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1.2.1 Implementation Strategy . 

Lab. Sites. Successful'BPR implementation requires testing and analysis in a "real" 
working environment. Testing must include establishing .baseline measures and conqucting 
ongoing measurements to confirm the effeCtiveness of initiatives. The lab sites will con~ually 
measUre performance so that the real impact ofindividual initiatives can be monitored. Measures 
must be sUfficiently detailed to uncover the root causes and potential solutions requi~ if 
projected outCQmes are not achieved. 

VBA has established two lab siteS-Houston and Seattle ROs-to provide a controlled 
environment in which to t~ .observe, arlatyze, an.d fully develop the concepts and initiatives of 
BPR 1 

The lab. sites will serve as a focal 

point for VBA Tne~e is 'currently' no' . 

organizational standardization across ROs. 

Through local initiat.ives,. ROs . have 


. demonstrated. substantial innovation,' :but 
implementation is fragmented and' lessons 

. learned are not shared throughout VBA Lab 
sites will test all aspects of the vision and 
serve as' a learning ...ceQter l for the. 
organization. For example, the·lab sites will, 
be provided all IT initiatives as soon as 
available. CPS will be the first application to 
be proVided and tested at the two ·lab sites. 
The lab sites will be full and active partners in' 
implementation,' measurement, and. 
developing modifications of applicatio·hs. ' As Figure /-5: Life Cycle ofInnovation 

shown in Figure l-S~ the lab sites do' nC)t 

obviate the need for local innovation; rather they are a proving ground. For the lab site to have 
merit, VBA must be willing to enforce some standardiZation of the lessons leanied through 
testing. . 

'The life cycle oflab status will be from eighteen to forty-eight months or more,.depending 
on the results of testing, and the pace at which supporting initiatives, including IT, can be 
implemented. When an initiative has proven successful (including any desirable modifications) 
and is documented by supporting objectiv~ measurement data, a procedure and timeline for 
nationwide deployment will be put in pla~. . 

1.2.2 Implementation Schedule 

This section describes the major milestones associated with implementing the work design 
vjsion in the lab sites and across all Regional Offices, respectively. The steps include: 
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Preparatory Actions 	 'I 
''I : 
i! 

• 	 Apprise all stakeholders-let stakeholders know of BPR plan and visionlmisston for 
organization (Employees, Union, V A hospitals, ,cemeteries, Regional Processmg pffices 
(RPO), Congressional Staffs, County Service OffiCers and Service Organizations),. This 
step gets' buy-in from stakeholders and develops the personal relationships ~t· are ' 
essential to the success ofBPR . , . ,,I , 	',. .., : " , . 1

• 	 Initiate partnership with Service Organizations-develop a partnership with the ~:service 
organizations' similar.' to . St. ,Petersburg's Partner Assisted Rating and :.Assisted 
Development System (pARDS) iiiitiative., ' This allows .an, efficient and t#ective 
development process reducing duplication' between; service organizations and VS~ and 
streamlines claims development process. : ' J ' . 

• 	 IdentifY "and 'cOst basic' infrastructure issues-htclude~ space,' equipment, ~hones, 
computer hardware and fax machines. .; .1 

, 	 ", ".' , .' . '!(',., 
• " Assess employee skill~sing techniques such as skill blocks matrix (developed ~ New 

. York RO), determine individual technical and team dynamics skills (if applicable) and 
, 	 .I 

project training needs. ' 	 :1 
II 

• 	 Establish baseline statistics~pture measures to gauge success of BPR ini#atives, 
including customer and employeeSatis~on and traditional measures (quality,.tiIpeliness 
and productivity), while awaiting development and validation ofnew measures. {:. ' . 	 . I . 

EstabliSh Veterans SefViceCe~ter 	 .' 1/
'\ 

' ., 
, 	 :1 

• Train employees-includes coach ,training for supervisors; cross-functional.trairiing for 
, former VBCs, veEs, and Hearing Officers;.and team. dynamics training (ifappliCliQle). , 

, ' 	 'I..,. 1:, 

• 	 Begin planning new physicallayout-plannirig fo~physical integration of employ~ from 
the Adjudication and, Vete~s Seivices Divisions.' I ';1 .' 

.• 	Relocate physical plant ofdivision. ' ~ 
J, 

• Select DROs-move Hearing Officers to DROs and select best rating specialist (if 
, H 

necessary . ) 	 :, 
, 	 ,I

'; 
" 

'. 	Establish human resources. infrastructure-distribute new position descriptions, '~evelop 
performance'standards, and finalize certification standards (interim for the lab and finai'for 
the nation). '. . 


Work Process Changes (prior to IT Enhancements) : 


• 	 Implement transition telePhone strategy-solve short-t~ blocked 
. routing calls to an available telephone unit at another RO. 

II 

. II 
.,I;, 

callprotilem by 

. 1f 


:1 

11 

:i 
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• 	 Begin using telephone as primary cotiununication-use as ROUTINE mechanism during 
development. claims processing. ~d working VSD correspondence. This is an essential 
element ofcross-functional t~g for VCEs. . 

• 	 Include NSO information on veteran notification letters--on all correspondence with the 
,claimant, provide a paragraph iden~g the claimant's power ofattomeY7 e-mail address, 
and telephone number. ' This will facilitate implementation of partnership with service 
organizations.' ' . 

• 	 Receive applications and evidence via fax-allows for receipt of application,and evidence 
'associated with veteran's claim in' an easier way: ' ., ' 

• 	 Begin Post Decision Review on new NODslForm 9s-iinplement PDR process to resolve 
issues quicldy and improve cu~omer, satisfaction throu~ a more perso~ informal 
process. ' 

• 	 Expand military separation exam process-include all separation centers: Pro~ure will 
facilitate claims development and provide a quality exam with consistent application of 
rating principles. ' ' , , 

• 	 VBCs begin working simple claims-part ofcross-functional training for VBCs. 

Work Process Changes with Quick IT Enhancements. . 

• 	 Give Finance commands to VSRs-ex:pand computer commands, to claims processors in 
order to ~~ite chums processing and avoid unnecessary hand-offs. 
, 	 " . '.' 

• 	 Impro~e letters to veterans-modify and imp.:ove correspondence letters to veterans such 
as PCGL form ,letters and local Word letters, providing claim-specific information that 
satisfies the "duty to inform." This helps ensure receipt of evidence specifically needed by 
VA to process' claim. ." " 

• 	 Provide, on-line access to address information-give personnel on-line, access to 
state/national telephon~ directory; medical directory for private physicians and hospitals;, 
and' military installations directory, including hospitals, reserve unitS, 'and personnel. 
,Address 	and telephone information will hasten direct retrieval of evidence required for 
claims processing. 

'. 	VCEs begint8k:ing calls/seeing veierans-essential part of becoming VSRs. Two 
subtasks must precede this task: , 

- Install Advisor-.. provides general ~enefit information., To serve as a tool for former 
VCEs in cross-training; and ' 

- Install telephones ,on all desks-upgrade phone systems to provide veterans and claims 
processors with direct access with each other. , 

17 	 June 1997 
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if 
il 
I: 

:i 
I. 

, ." 	 : ' ' :\ 
• 	 Access VAMCs datal>ases.fmfonnation-includes enhanced AMIE and ALL (natio~Wide) 

VAMCs.· :nus allows for direct retrieval<;>f evidence required for claims proceSsing.: . 
" ' I, 


'. . '" .~ '. ',~; . ~j 


• 	 Provide hand held computers/wands for COVERS-provide 'for better tracking of folders 
for better claims processing. :1 

. 'I 

, 	 ' ," II 
• 	 VSRs.begin taking calls on clarification ofdecisiollS-'-allows clarification and' explanation , 

ofdecisions and reduces the number offonnal. notices ofdisagreements. . "I 
~l, 

.• 	 Begin accepting applications over the "hone 
q 

, .., . i" 	 li

e '~lace outbased offices-provide remote aCcess capability to enhanCe access tq claFmts 
m outbased 'areas. '" ' , ; , ' \; 

Work P~ces;ChaDges with Long Term IT Enha~cementsJ 
,. ;! 

, 	 . . ' I 

• 	 ,Implement Automatic Vojce Response capability-, A VR handles many calls withOut the 
need for human intervention. ,AVR system'includes capability to handle not only ~eneral 
information calls but 8Iso claim-specific inquiries with PIN access. ' ,II 

. 	 , [ . II 
, 	 ~ 

• 	 Deploy CPS-provides for consistent and accurate development ofclainls and also I~OWS 
fast retrieval of information to answer inquiries. :Allows service' organizations;: direcl 
access to pellding claim information. ':"., " .' ,!h"", "', 

, 	 ' '! ' 

• 	 Provide VSRs on-line access to evidence sources-includes direct retriev;U ofservi& data ' 
and seMce medical ~tds: (personnel infonnation,exchange, project), on-line' inierface 
with'SSAlDOURRBIIRS ,for inConie updates and: disability .infonn~ion, and ~n-line 
access to ,military records(D~ERS, Military. hosp;ital records, ESG tracking, '~ystem 
a9Ce8S, and PEBIMEB findings).' , ' :1 

. 	 , 

. " . 	 l, 
• 	 "In-transit" status updates through COVERS-provideS automatic updates as part of 

, 	. :'. ", ,I 
, expert system. 	 i' il 

• 	 Provide VSRs with on-line. job aids-include ARMS enhancements (e.g., user fjiendly 
search engines for all databases; access for all employees and claimant represen&tives; 
instant updates; and access to all manuals, 38C.F.R, 38 USC, court cases, QC o~inions 
and Fast Letters) and context-sensitive help in all applications. ,,;: 

. 	 d 

• 	 Simplify physicians guide-make rating examinations: easier and establish training,p~ogranl 
for doctors. . This initiative results in more comprehensive examinations, leading to; fewer 
rescheduled exams and BVA remands.,

. 

, 
1/ 
:1 

I 

, 	 I, 

• 	 AcCept e-mail applications-provideaccesstoCpsdvertheIn~emet.·il 
, 	 'I, ' 

• 	 RySRs begin to; process awards-RBA links to BDN (and then VETSNET) so tl,tat the 
. rating decision generates award/notification documents and payment. ·i . . 

. . . 	 .. II 
<, 

I! 
'I 
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• 	 VSRs begin to' make simple ratings-expert system facilitateS rating cases on simple cases. 

• 	 Forward rating decision electronically to claim representative-elimina~es the manual 
steps involved in the current process, improves timelin~ss, and enhances the partnership~ 

• 	 AUtomate ~imple transactions-eliminate _all or major portions_of cetUin end products 
through data links (e.g., burial claims upon first notice of death), policy changes (e.g., 
automatic clothillg allowances), or ARS (e.g., change ofaddress). 

• 	 Begin paperless C-files-through imaging technoiogy -an(i data links, process all- new 
claims electronically. 

_ Oaims ~~s Pbase-In. The implementation sChedule described above translates into 
the following timeline for the claims process. 

- " 

1997. To have all employees fully trained in their new roles, cross-training among VBCs 
and VCEs should begin immediately. For many offices, gradual transition into the VSR position 
may be the only reasonable method of moving toward the 2002 vision while numaging large 
workloads with - shrinking resources. Employees training as VSRs should begin to take 
applications over the phone, faxing or mailing completed applications to claimants for required 
signatures, and-performing the front end development in partnership with the claimant and his or 
her representative: -Offices can begin to receive calls from claimants requesting clarification of 
decisio~and -attempt to resolve issues before resorting to the appeals process. All of the ADP 
developments that a1r~y exis~- including CATS,- enhanced M,1IE pro~ and locally 
developed applications, are made available to all ROs.- ~ervice representatives will be afforded 
the opportunity -to attend any and all training provided to allRO employees. . 

1998. By July, ROs should have a cadre offully trained VSRs and RVSRs. Training will 
be provided during the transition period to allow clerks to ultimately have the opportunity to 
move into th~ VSR position. A plan must be developed for dealing with the issue of cl~rks who 
are not able to successfully make the transition to VSRs. 

. 	 '.. 

Between now and 2002, the existing RVSRs should acquire the VSR eXpertise, such as 
telephone techniques, interview skills, and general BDN- and new IT systems (e.g., AMIE,. 
VACOLS), knowledge. Many Hearing Officers will have become fully functioning Decision 
DROs. As new DROs are brought in they will be required to learn the full range ofRVSR duties, 
as well as how to conduct hearings. prior to receiving their certification as a DROs. Initiate a 
modified post decisional review system, discussing decisions with claimants and representatives 
both before and after those decisions have been finalized and at the time Notices ofDisagreement 
and Form 9s are received. _Begin the training of service representatives in the areas of claims 
development and' evidence gathering to permit them ·to become true partners in the claims
process. Ensure all employees have new and enhanced telephone systems cap8ble of performing 
all ofthe functions that will be necessary in the vision. 
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1999. Implementing service organization partner~p programs at all ROs b~ July. 
Service organizations will become increasingly important as Sources ofboth information gathering 
and knowledge ofthe claims process. . II 

,I 

2000-2002. The certificati~nprocess for VSRsshould be completed, meaning!(that a 
· station which begins the cross training immediately has only, about 3 years to completely train all 

employees 'who will·be making the transition into that position. ji 
. .', 	 'I 

. . .. ....' ...., i.'" 	 .. , II' 
PDR Process Phase-In. The implementation schedule described above translates into the 

following timeline for the post decision review process. . I I! 
:1 

1997. Anticipated deployment date fortlJe two selected lab sites, VAROs Houstbn and 
Seattle, . is .July~ 1997. These two sit~s are participating in the Difference of Opinion pilot project 
which is scheduled to terminate in July. The difference ofopinion authority to designated persons

I 

at the lab sit~s must be continued beyond JUly. This authority is an important part of ~e post 
decision review· process.·, Both· stations will' implement the PDR' process incrementa1ly~' while 
maintaining control of the present appeal backlog. Initially, 'the review will include a minimum of 
incoming NODs ~d VA Form-9s. ............ . '. . . ~.' 

11 
. .. ,~ . , : ' 11 : 

.. 1998: .Analysis of the'results of the Difference of Opinion pilot project willb~ made 
available.to the lab sites as soon'as completed. Lab sites will deteimine at what pace ,they can 
implement the PDR process. At a minimum, during' 1998 the labs will test PDR review o~NODs 
,	and incoming VA Form-9s. The use of someiIiformal conf~rences should be tested, with f~rds 
kept of the effectiveness of this procedure. If an appeal team is formed, VSRs will begiJ} doing . 
development on appeals, including remands, and some soes. As adequate staffing' at th~ DRO 
level is not anticipated at this point, RVSRswill also prepare the rating and SSOC, if nec,essary, 
before return ofa remanded case to BVA DROs at the lab sites will begin reviewing cases at the 

· point ofcertification to BVA. .The pre-certification proCess for BVA cases will be discontfuued. 
• • . • ' . , ' • . ; 	 . ',< d 

• I 	 • • . ,. ,j: 

1999. Test resuits at the lab sites will be analyzed. PDR process is imple~ented 
nationwide. Difference of opinion authority is delegated·to all D;ROs and ,all remaining Hearing 
Officers. VACOLS is enhanced and' a single system available to BVA and' VBA. It will provide 
complete tracking for' all appeal actions, including remands~ The case management concept will 
be a part of the application. Training programs for all DROs, will be completed at all ~tions: 
Appeals teamS will be fully functional. Certification requirements for DROs will' be completed 

· and implemented. . ' 	 . . . . II 
I, 
'I 

2000 and 2001. . Staffing and certification ofDROs will be improved as resourceS allow. 
The prOcedures and. decisions of the PDR process are unique in that they are not depenaent on 
technologiCat advances to allow implementation. Stations should be given latitude.in the lpace of , 
implementation based on local circumstances. All stations ~ould have.a fully implement#<! PDR 
program by the end of200L '. '. . . .;. .• '. .. .., . (i . 

l' 

! ' 	 )1
Statutory and Regulatory Cbanges. The current statutory and regulatory scijeme in 

many ways poses barriers to implementation of the BPR vision for claims processin~. For 

~ ~.~ 
, 

'j. ,~~~ 

:.' . ~,.~ 

,~~ 

,~, .~ 

~~. ,~, 

., i ',. 
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eXample, requirements thatsevera1 docu~ents be in writing preclude VA from using current and 
future technological resources. Changes to the statutes and regulations will 'allow V A to take full 
advantage of these resources~ This section describes proposed amendments ,and how ~hey will 
facilitate BPR. 

Eliminating the requirement for written applications is necessary to permit VA to take 
advantage of electronic media in the claims process. See 38 C.F.R. 3.1(p), 3.155., With CQntact 
with Ii claimant either over the phone or in person, claims data: can be entered directly into CPS 
without an intermediary paper form. OnCe data are entered into CPS for one type of claim, they 
will be available for any other type ofclaim. 

, Permitting veterans' serVice officers' to certifY "true copiest,t of certificate of discharge 
from military service (DD form 214) appears to be a' transitional measure. . See 38 C.F.R. 
3:203(a). Electronic interface with the Department of Defense will eliminate the need for 
photocopies of the certificate altogether. . . 

Pr~muigating reSulations describmg the complete post-decisi~n ~eview process will inform 
the public of th~ claims and appeals process within VBA. A new regulation establishing the 
request-for-clarifi~tion phase should cl~ly indicate that a request for clarification does not itself 
initiate an appeal. .The BPRvisioncontemplates the liberal use of informa:l conferen~s with a 
claimant and his· or her representative in any instance'of disagreement. However, an informa:l 
conference is' not 'required and. is 'intendedsolely for' clarifYing the issue~ identifYing additional 
evidentiary sources, and further eXplaining the decision. An informa:l conference will streamline 
appeals. with clearly defined issUes." Use of informa:l conferences and increased contact with 

,claimants will eliminate the need for multiple forma:l hearings. . 

Under Current regulatio~'a hearing officer may revise or reverse a decision only with the 
receipt of new and material evidence or the discovery of a clear, and unmistakable error. Certain 
hearing officers have been delegated authority to revise or reverse a decision based on difference 
of opinion. Preliminary results are encouraging. In the BPR vision, DROs have authority to 
revise or reverse decisions on a difference of opinion., Such authority for DROs will reduce the 
number ofappeals to the BVA and expedite favorable appea:l outcomes for appellants. ' 

Processing pension claim~ especially pension maintenance, absorbs a. disproportionate 
share of resources. The problem lies in'the number and complexity of the statutes goVerning the 
pension program. Such laws are not cost~effective. Simplification of the' pension program2 will 
improve customer service for a:ll pensioners and veterans by freeing VBA personnel to focus on 
other matters and increasing the ease and predictabilitY of pension for needy veterans and their 
dependents. 

2 Pension simplification proposals are outlined i~ the Executive Summ.aty and discussed in more detail in Tab S of 
this report 
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!J 

2., Recommendations 	 ;1 
l( 

;~ 

1. 	 Establish a Vetenms SerVice Center concept staffed by, the positions detailed in this }eport. 
This is the foundation for the entire BPR' process. It is the key concept to reducing h~d-offs 
and providing better customer service. )i 

, ' , " 	 " :1 
2. 	 Test and, analyze BPR initiatives at selected, lab sites. ,Lab sites are essential to provide a 

controlled environment in which to test, observe, analyze, and fully' develop. the concepts and ' 
initiatives of the BPR concept. ' ' i( 

. , 	 1\ 

3. 	 Adopt performance measures .based on GPRA. The vision for claims processing explicitly 
calls for more accountability for individuals and Regional Offices. . Measurement qf both 
'organizational elements and individual employees is based on Government Performan'be and 

, 	 \ 

, Results Act (GPRA) and addresses customer satisfaction, accuracy, timeliness, employee 

satisfaction and unit cost. '. ' , 'Ii 


Ii 
4. 	 ,Grant permanent "difference of opini0Il" authority to all DROs. The effectiveness :6f the 

DROs will be signifi~tly ~ced with this authority. ' , ,I 

.5. 	 Pursue partnership with service organizations and other claim representatives·to initiate:major ,." . • ., • 	 . 11 
'"" , rule and procedural changes which are critical to streamline the appeal process. ' Partnership 


will further reduce the number of' appeals, improve timeliness of claims processing, and, 

. increase customer satisfaction. ' I II " ' ~,.::' 


i'
,I 

6. 	 Establish effective communication'and teamwork between VBA and BVA. BPR cOncepts, 
.' ,offer the opportunity, for consideration of changes, in B;VA and VBA rules and pro~ures' 

'which can greatly improve timeliness, customer service and quality. It is imperative that VBA 
. . 	 II . 

seek open dialogue and cooperation with BV A on these issues. 	 ~I 
, 	 ,, 

,:1 

I 

~I' 
,i 
Ii 
it 
" 
"I' 
'\ 

'i 
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EXECUTIVE SUMMARY 

1. Overview " 

Business process reengineering (BPR) within the Veterans Benefits Administration (VBA) 
supports a new Vision for hatldling veterans' disability compensation and pension claims. The, 

BPR project represents, a coordinated effort of many participants dealing with work, processes, 

information technology, rules and procedures, survey and outreach, training, and h~ resource 


,management. The culmination of these' efforts is a streamlined, resource efficient operation that 

views veterans as customers. For the vision to become a suCcess, VBA employees at all levels 

must be selected, trained, motivated, and utilized according to' their unique skills and abilities. 

This report documents the human resource (HR.) management aspects ofthe BPR vision. 

, ' 

This report is organized into seven sections. The,Introduction in Section 2 desCribes'the 
approach taken by the HR. Team 'conve~ed to deal With employee issues. It discusses the scope of 
the HR Team, milestones. and issues beyond the scope of the projeCt. Sections 3 through 6 of. 
this report describe in detail the issues ~d r~mmendations in four major HR areas: 

• Organizational structure 

• ' Career progression, job certification, and pay 

• Performance management and incentive awards 

• Workforce management and planning 

Each of these sections first discusses the As~Is operational environment and describes 
current HR practices. Then the changes are discUssed that the' HR. Team deems necessary f<;lr 
sUccessful implementation of the general BPR recommendations for the To-Be state. Each 
section ends with a discussion of actions necessiuy to transition the As-Is organization to the To
Beenvironment. The report'ends with a conclusion and next steps in Section 7. This Executive 
Summary presents the major accOmplishments documented in the full report., 

1.1 Organizational Strue~ure 

As-Is. The HR. Team noted that the organiZational structure within C&P Adjudication 
Divisions has remained basicilly unc~ged since the end of World 'War II. 10 order to perform 
the specific steps in processing claims, employees were segmented into specific duties in an 
assembly line type of operation. Because sevefaI employees worked on' a part~cular case. the 
emphasis tended to be on the process rather than the, individual veteran associated with the case. 
Hence, the concept of customer-oriented service is a' recent innovation emerging from a 
commitment to To~ Quality Management in the 1990s. 
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, 	 , 11 ' 

The Veterans Services Divisions had the priniary responsibility fodnteracting dire~~y with 

veterans, and other interested parties both face-to-face and on the t~lephone. VBCs had ~9 C&P , 

decision-making authority and often did not have the infolmation they needed 'to respond to a 

veteran's inquiry about the status ofhis/her claim or other infon;nation requested. it 


11 

For ye8.rS Adjudication Divisions were organized into a' typiCal line ,management ~cture 

with three sections: development, authorization, and rating. ,Some modifications wereImade, 

,such as those.resulting from the Albany Plan in the early 1970s, or individu81 Regional.iOffice 

(RO) initiatives, such as those in New York and Portland in the early 1990s. In New YQfk the 

adjudication p~ocess was streamlined to reduce the number ~f individuals w.orking on a ~ from 

13 to 2 (a case technician who assembles the facts and evidence ofthe claim, and a case nl:anaser 

who reviews. tho~e facts and evidence and decides benefi~ due the veteran), In Portl~d' the 

traditional positions of VBC and VCE were combined 'sa employees could handle every aspect of 

customer service and'claims processing. In 1994, the Under Secretary for Benefits issued it letter 

calling for ROs to begin blurring uimecessary division lines with the goal ofeventually elitriinating 

these lines. Progress in merging divisions varies at the present time. Some stations are Ilearing


• 	 • Ij 

completion of the merger while others have not started. ,Th~ HR Team recommends that by 

September 30, 1997 areas develop planS to merge and stations should be ,merged by Sep*ember 

30, 1998. :\ 


. !I 
il 

,To-Be. The BPR To-Be design calls for fewer positions with expand~ job 

responsibilities and' authority. There are t:hrOO primary positionS' for ,processing claid,ls and' 

providing customer service, and four positionsfor support and leadership. ' These positions ;are: 


, " 	 ' " ,I <,. 
• Veteians Service Representative (VSR) , " . , 	 ;1 

, 	 'i 

i) 
• 	 Rating Veterans Seryice Representative '(RVSR) i 

;) ,t 

Ii 
,I 

• ' Master Veterans seiviee Representative 	 :, 
" 

. .' , 
 'i 
" 


I''.' 	 , n 
• Decision Review'OffiCer (DRO),' ' 	

' 

if 
:, ' 

.1 
Ii• Program Support Clerk .'ii 
;1 

• SupervisorY VSR , , 	 I,

:! 

II 


.• VSR T~ Leader/Coach 'i,i 

,I 

• ,VSR (Field-based Examiner) 	 :1 
,I," 

. , j!
• Legal. Instrument E~er (No ~hange fromcurren~ position) 	 if 

,[ 
;I 

Appended,to this report are position descriptions andevaluat;on'teportsJor each,lofthe 
seyen new positions. Each position description was written in the Factor Evaluation System 

, 	 . 1 
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(PES) rather than the narrative fonnat because FES facilitated recognition and detail for the 
expanded authotity, accountability, 'and contacts envisioned for the new positions. These position 
descriptions hav~ been reviewed by numerous agency experts~ Highlights of the new positions 
are: 

• 	 Veterans Service Representative (VSR). Duties include those of Veterans Claims 
Examiner and Veterans" Benefits Counselor plus development work. In addition, 
completion of "simple" rating' cases for review and approval by a' RVSR (a task 
comparable to what is currently perfonned by Rating AnalystsfTechnicians). Incumbents 
in ,this position will have single signature authority. The position description assumes 
approval of. pension simplification legislation, availability of structured training, and 
enhanced information technology. This position will be classified at the OS·11 level. 

• 	 Rating Veterans Service Representative (RVSR). This position is similar to the traditional 
Rating SpeciB.Iist position. The RVSR will be expected to have occasional contact with the 
veteran. This position will be classified at the OS·12 level.' 

• 	 Master Rating Vet~ Service ,Representative (RVSR). This position would conduct 
quality assurance reviews and serve as transition officer and technical advisor to RVSRs. 
This position is not a supervisor or lead. ' 

• 	 'Decision Review Officer (DRO).This position replaces the Hearing Officer and 
enCompasses difference ofopinion authority and requires informal hearings to foster early 
interaction' With veterans and' their .' representatives to: identify. issues ~d, resolve, 
dissatisfaction. This position ~ll be classified at the OS-13 level. 

• 	 Program SUPP'?rt Clerk. . This I position replaces mail and file clerks, OS-4 claims or 
development clerks, andc&P and VSD program clerks. While VSRs will be,responsible 
for case development, program support clerks will be responsible for mail receipt and 
distribution, files establishment and maintenance, general clerical duties, and data input 
and scanning (when apaperless sYstem is implemented in the future). This position will be 
classified' at the OS-4 leveL" , 

• 	 Supervisor and Team Leader/Coach. Po~tion descriptions are provided for both 
supervisors and team leaders/coaches to allow flexibility among ROs. 

, !. , 

• 	 Field-Based Veterans Service Representative. The FIR Team recommends incorporating 
field examiner duties within the VSR position to take advantage ofoutbased opportunities 

.for claims processing. Because the field examiner portion of those duties involves unique 
skills (such as dealing with incompetency cases), these positions should be' aligned within a 
discrete unit in the Vete~ service Centers with its own position description. 

• 	 Legal Instrument Examiner: The FIR team recommendations no changes in the current job 
description for legal instrument examiner (estate analyst) position. ' 
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A proposed organizational ch8rt is provided in this }eport. Because the objectivesiofBPR 
stress cooperation and minimal harid-offs among units, the organizational chart depicts: a close 
working relationships between VSRs and RVSRs, although individual, Regional o~bes can 
exercise latitude in selecting the exact 'nature of work units. The chart also depicts a ~er" 
RVSR This position would conduct quality assurance reviews and serve as transition officer and 
technical advisor to RVSRs (not a superviSor or lead). I :i 

I 
. . 	 ',q 

Transition. Transition to the To-Be environment begins with the merger of Veterans 
Services and, Adjudication Divisions. VBCs' and VCEs ·will cross-train' to acquir~, claims 
examining or public contact skills. Work performed by these GS-I0 employees will be r~viewed 
and signed by higher-graded staff during the transition I period..When ,trairiing, information 
technology, and pension simplification are in place,: these employees will' assume the 
comprehensive range of duties including full authorization (single-signature) andaccount~ility at 
the GS-ll level. ; ;1

Ii r 
Summary ofOrganizational Structure'Recommendations ' 

i,I 
, 	 I 

1. 	 Accept the proposed positiof} 'descriptions and position evaluation reports for the, positions 
. , 	 ' , I 

of Veterans service' Representative, Rating Veterans' ,service Representative, I;>ecision 
. Review' Officer (ORO), Program Support Clerk,', Supervisory VSR,and' VS:(t Team 

Leader/Coach. ~, if' 
I' 

, 'I . 

2..Following, coordination :With· other business, 'lines~ prepare a request to the qtIice of 
Personnel Manag~ment reque~ing the I~ention of Series' definitions for GS-962,~ontact 
Representative; and GS-996, Veterans Claims Examining and the rescission of ~e level 

. descriptions for these Series. 	 ' 

3. 	 Request the new position titles of Veterans service Representative, Rating, Veterans 
service Representative, and DRO be added to the P AID-OLDEIP A YVA system f~f use as 

, employees complete training, acquire skills,.and attain certification at the full perf9rmance 
level. Refer to the position evaluation reports (Of the VSR, RVSR, and DRO pOsitions, 
Appendices A-I, A-2, and A-3, respectively, f9f the discussion and basis 'i of this 
recommendation. " :: 

Ii 
I 

4. 	 To take' advantage of current knowledge, skills and outbased opportunities, 'e~and the 
duties and responsibilities of the field exaniiner; to include'VSR duties; acCept the 
proposed position description and position evaluation report (Appendix A-7)anCt retain 
this outbased activity as a discrete organizational en~ty.' 1\ 

i 
~ 

, ",I 
IIS. 	 Include ~ "Master" R VSR position in the org8.nizatipnal struCtQre.' " 

;1 

, " "" . ,I 
6. 	 To allow employees the fullest opportunity for training, all stations should comply ,With the 

September 30, 1998 ~estone fOf completion ofmerged Divisions.. . , ;! 
• Ii 

,I 
" 

j," 

:; 
II 
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1.2 Career Progression, Certification, and Pay 

As-Is. Today VBA does not have a standard training methodology or formal method of 
certifying proficiency of employees. To ensure consistency of rating decisions and other claims 
actions, the proposed certification process will indicate employees' proficiency and will be linked, 
to how employees I)rogress and are paid: 

• 	 VSRs. There are no folmalnational training initiatives in place today to insure proficiency 
in the GS- .9 YSC or VCE'positions or the intervening GS-I0 position. Individuals are 
often selected for these positions based on perceived potential. They receive training and, 
in most C8$eS, develop the skills to perform the job at the grade to which, they were 
promoted. ' ' 	 ' 

• 	 RVSRs. Similar to promotion to VSR, ~ting Specialist vacancies are typically filled on 
potential, ,with subsequent ,training. The training varies widely among ROs. 

• 	 DRO. Currently Hearing Officers performs many duties that will be performed by DROs 
in the future, ,Today, moSt Hearing Officer selectees have rating experience but receive 
very little additional training. 

• 	 Supeivisor or Team Leader/Coach. Supervisors are often selected based' on their' 
technical skills, 'with little, emphasis on interpersonal skills. 

The ,General Schedule system that serves as the basis for pay is quite rigid. Within-grade 
increases reward longevity rath,er than job knowledge. There is currently a demonstration project 
under deVelopment ~ New York and DetrOit that will baSe compensation on acquisition of 
required skillS'and contflbutions to' the organiZation. The HR Team' endorses th~ cOncept of 
career progression based the aCquisition and d~monstration ofskills. 

, To-Be ... 'Job competency Certmcdion is the new formal,stan~ process by which 
employees will demopstrate that they have acquired 'the skills, and 'knowledge to perform in the 
VSR, RVSR, and DRO positions:' ' 

• 	 VSR. To assure competence and quality service to the veteran, the VSRs in 2002 will be 
required to d~monstrate possession of the necessary knowledge and skills prior to 
progressiol1l to the next grade. Hired ~t the GS-5 or GS-7Ievel, the VSRs will be placed 

, in a career ladder position with promotion potential to the G8-11 level. Employees will 
receive module-based ", computer and classroom training to provide the skills and 
knowledge required at each grade level (Le., G8-517/9/11). ,Employees will be tested at 
the conclusion of each IIlodule to assure training objectives have been met and knowledge 
has been acquire<:l.' , PrOJ;notion to the ,G8-7 and G~-9 levels will also involve work 
sampling to assure acquisition of skill~.' Promotion to the G8-1llevel will d~end on the 
employee's 'demonstration of sUCcessful coJ)nseling skills and ability, to "pass" an 
assessment or certification process. Existing' GS-ll Senior VCEs unable;to acquire and 
demonstrate the additional skills necessary to serve 'e~ectively as a V8R or unable to 
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complete the certification process will be treated in a manner" cortsistent with the ' 
appropriate statute andlor negotiated labor management agreement. New VSRs ~ho fail 
to progress to' the next higher level will be treated in a manner conSistent with the 

, 	 • I' 

appropriate statute andlor negotiated labor mailagement agreement. ' 11 

fi 
• 	 RVSR., Selection for RVSR will' involve, competition for the opportunity, to i! obtain 


triUning and promotion. While being trained, the selectee will remain at the OS-II level. 

Promotion to the OS-12 leVel will dePend on the employee'S ability to "pass" an 

assessment or certification process. The existing (1S-12 Rating Specialists and ;IOS-ll 

'trainees who are Unable to complete the certification process, even after additional thuning 

designed to address the identified deficiencies, will be treated in a manner consiste~t with 

the appropriate statute andlor negotiated labor mana.Sement agreements. ' 'l 


, 	 , ,: 
• 	 DRO. The HR Team recommends a training package be developed for the DROs' which 


would include 'mOdules' on dispute resolution, interviewing techniques, and ad~anced 

interpersonal' skills. A necessary component of, a DRO's preparation will htclude 

, observation ofcurrent DROs conducting hearings/meetings, as well as supervisoryftnentor 
assessment' of tlieeandidate' s conduct of hea(ings/meetings prior to promotion.

. ' 	 . ! 

Individuals selected for this position must be rating ~ed. 
I 

, ' 	 ~ 

• 	 Supervisor or Team Leader/Coach. The one year probationary period will be used tp 

evaluate supervisors and team leaderslcoaches. However, these individuals will ~ to' 

possess a wide range of technical, knowledge, 'interPersonal skills" and cOmpetencies, tJuit 

will require more extensive training arid development than VBA bas provided in thel'past. ' 


, ' ., ., :..,\ ~ -, , 	 ., ' :J f 

, ' '',"' " , 	 , , ' " I. , 

TranSition. BecaUse VBA employees need, to' dertroDstnrte a high level of competency 
, during the tninsition p~o~amOdified fonn ofcertification Will be applied to transition positions; f 

, " ' 	 ,[,, 	 , 

• 	 VSR. To progress from eith~ OS-9 VCE orvBC' positionS to the transition ;OS-10 
,position, work sampling Will be used to assess VBC and VCE skills to ,determine re#,diness ' 
for the OS-10 level. Where Stations bavealready merged these positions, supervisors will 
use the performance appraisal system to assess skills and proficiency.Al1V~Es :Ishould 
receive training in interviewing and interpersonal skills. Existing OS:-11 Senior V<$s will 
begin to counsel veterans in addition to their authorizing functions. ' :1 ' 

. .': 
• 	 RVSR. Current Rating Specialists' work qu8nty wili be reviewed on a regular basi~ using 


work sampling. This will serve as a forerunner, to the certification process ~d will 

continue to be used ,in the 'To-Be environment as a, means to monitor employees' 

'perfonnance. " f; 

'. ,I 

, '" ' . " Ii, ' 
• 	 DRO. Hearing Officers will continue to conduct forinal hearirigs aild interact with 'Service 


organization representatives. Spme Hearing Officers will exercise difference :of opinion 

authority (which. will be expanded' nationwide if the· initiative proves Sti~ssfu1). 

Supervisoq; will closely ~onitor t11;e performance of Hearing' Officers transitiorling to 

I?RO to identifYadditionaltrtUning required. . I .1 


;i 
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• 	 Supervisors or Team Leaders/Coaches. During the transition. supervisors, and team 
leaders/coaches should receive training, development,' and mentoring in areas to include 
change management, the BPR implementation plan; the duties of the new positions and 
how each will function in the To-Be organizational structure. 

, Due to the rigidity of the GS system and cOnsistent with the HR Team's philosophy of 
paying for acquired skills, the HR Team recommends requesting a ·waiver of time-in-grade 
requirements and qualifications requirements (as ·defin~ by OPM) ,under OPM's demonstration 
project authority which would provide VBA with an opportunity to promote employees for their 
skills/knowledge (as definedby VBA) without the limitations inherent in the GS system. 

The team recommends that the New York RO and Detroit RO demonstration project be 
monitored to validate the progress ofthe skills-based approach to compensation. Ifthis approach 
to compensation is su~ the team recommends·exportation to other parts of VBA where 
appropriate 	 . , 

. 	 ' , 

Summary ofCareer Progression, Certification, and Pay R.ecommendatioDS 
. ". 	 '. . 

1. 	 TheHR Team recommends that a national team of subject-matter experts, stakeholders, 
and Union partners·establish the· criteria for creating a pool of generic cases which will be 
use4 to test employees for certification for the VSR position. The HR Team also 
recommends tIu¢ a separate group' of natiotlally recognized, subject-matter experts· be 

, ,formed 	 to jd~tifY/develop the C8$es that meet the ,criteria and to d~elop the 
cOrrect/acceptable sOlutions to the cases. 

2.· 	 To continue to maintain the'rigorous quality standards required by the certification 
proCess, the HR Team .rongly recommends that C&P Service develop a national policy 

,mandating. •stanctardized quality reviews of individual VSRs. The team further 
recommends that C&J>. Service develop a method to extract a sampling of caseS from the 
Benefits Delivery NetWork (BON) or VETSNET (similar to the current quality review , 
process) . that are employee-specific to be used in conjunction with'the performance 
appraisal process.· . .. 	 , 

3. 	 The HR Team r~mmends thai, It national team of subject-matter experts, stakeholders, 
and Union partners establish the criteria for creating a pool ofgeneric cases which will be 
used to test employees for certification for the RVSR position. The HR Team also 
recommends that a separate group of nationally recognized subject-matter experts be 
formed to identifY/develop the cases that meet the criteria and to develop the 
cOrrect/acceptable ratiDg decisions. . 

4. 	 To continue to maintain the rigorous quality standards required by the· certification 
process, theHR Team strongly recommend that C&P Service. develop a national policy 
mandating· standardized quality reviews of individual RVSRs. The team further 
recotnnleD:ds that C&P Service develop. a method to extract a sampling of cases from the 
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Benefits Delive~ Network (B'DN) or VETSNET (similar to the current quality :~eview 
process) that are employee specific to, be used ~ conjunction with the perfo~ance 
appraisal process. ' it 

!! 
" 
" 

5. The HR Team recommends a training package be developed for the DROs'which:~would 
,include 	 ,modules on dispute resolution, interviewing,' techniques, and adyanced 
interpersonal skills. " ' ' , , ' ;: 

< , 	 • ;~ 

~{ 

6. 	 The HR Team recommends the use of work sampling to assess VBC and VCE'skills and 

knowledge to determine readiness for the GS-I0 level. ".,,' ',1 
 • , , 	 ,I' 

• 	 ;1[ 

7. 	 In order to ensur~ smooth ttansition of VCEs tcithe VSRposition, the HR:iTeam 

recommends that all VCEs receive formal lrainihg in interviewing, techniques' and 

interpersonal skills. '\1' 


d 
, . ·,1'. , 

8. 	 ,Due to the rigidity of the GS system and consistent with the HR Team's philosophy ,of 

payingfor acquired skills, the HR Team recommend~ reqQesting a waiver oftime-iI1;Tgrade 


.. ~-requirements and, qualifications requirements (as' defined 'by OPM) ,under OPM's ;;,' 

demonstration project authority' Which would provide" VBA' with an: opportunity ~o ;I, .J. 
;!t' 

promote employees, for their skillslknowledge (as defined by VB~) without the limi~ations 
inherent in the GS system. ,. .; ,'.' I! " 

~i ' '~ 

9. 	 The HR Team reco~ends ,tlurt the New York RO and Detroit RO demonstration'pr~ject 

be monitored to validate the progress of the skills-based approach to COmpensati9n. If 

this ; approach to compensation is successful, the team recomIileJids'exportation teil,other 

parts ofVBA where appropriate. . l~ 


n 
" 

1.3 Performance Management and Incentive Awards,' 	 q 
'I 
'I 

. '.' " I: 

As..Is. Traditionally, performance' management and incentive awards have been linked to 

one'another.' Most inCentive awards money has been based Ion mdividual performance. A~ards 

fund~g was distributed from Central Office annually based on a percentage of RO payroll. 

Specific performarice standafds ,arid elements have varied by 'R~ over time. Individual emp'loyee ' 

standards were based on discrete tasks or activities in handling claims at various 'stage 9f the 

process, focusing on individuals' contribution to the overall process. Some ROs have dev~loped 


, 	 .' " II 

group-based performance measures and awards with varying degrees ofsuCcess., ' il 
" 	 . It 

"II 

The new Master Agreement has changed performance appraisal to a paSs/fail sy,stem. 

Awards are no, longer based solely on performance rating, but include teamwork and ivoup 

contributions. This new system emphasizes feedback, coptinuous communication, employee 

development, and administrative simplicity. Currently ROs' are using different oombinatiQDS of 

group and individual standards. ii 

:( 
' 


, it 


To-B~t. BPR offers the opportunity to evaluate :a variety of individual and ivoup 

performance measures and standards during the transition, period to identifY those that best 


" ' 	 ., '" '! 

II 
il" 
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support the broad GPRA measures. Performance plans will capture day..:to-day activities that are 
. perfonned by all employees that support and reinforce the connection to long-tenn strategic 
goals. Each employee will have a clear line of sight from hislher daily. activities to VBA' s 
organizational goals and program outcomes. Results of effort will be rewarded. Changes to 
perfonnance plans will start at the top and set the example. 

VBA's performance plans should be consistent with GPRA and VBA core values; include 
elements, standards, and measures consistent with labor-management agreements; be linked to 
organizational goals; provide a clear line of sight to goals; be communicated to employees clearly; 
include employee input; and provide for constructive feedback. 

The reengineered incentive awards system will build on the priorities and measures set in 
the performance managemcmt system, identify meaningful distinctions in organizational and 
individual performance. aitd distribute fimds and recogDition accordingly~ The incentive awards 
system will be aligned _ an org8nizationalleveis to reinforce accountability and recogniie results . 

. Incentive awards should recognize . and motiVate .employees for achievements;. be linked to 
organizational goals and .achievementS; be given closer.in time to the achievement; include 
individual and group recogniti9n; use ~onetary and non-monetary options; incOrporate employee 
input in criteria; and be funded at sufficient levels, distributed at the beginning andlor throughout 
the fiscal year. 	 . . 

Transition. VBA needs to convene a work group to develop the details for an effective 
petformance management and awards system. This group should include representatives' from 
labor'and management along with an experienced consultant. This group should deternjne which. 
standardS,' ifany, should be national; compile a list ofROinnovStions ,in performance management 
and mcentive awards; develop feedback. options; consider employee and union .concerns; and 
identiJY best practiceslbenchmark perfonnance management.and incentive awards systems. 

Summary of Performance Management alllld Incentive Awards Systems
Recommendations '. . ... " 

1. 	 Create a work group to examine performance management and incentive awards and 
develop guidelinesfor new systeIl1s. 

2. 	 Consider how to reward ROs and executives for supporting BPR during the transition 
period (It is possible that implementing BPR, e.g., merging VSD and Adjudication, may 
affect organizational performance in the short run. ROs that merge early should not be 
penalized for. implementing'BPR, but the system should be·flexible enough to reward. if 
appropriate). '. . 

3. 	 Reengineer budget processes to change when VBA allots.incentive awards money to ROs. 
Distribute the money at the bewnningandlc;>r throughout the Fiscal Year. This change is 
needed to enable payment ofincentive awards closer in tinle to ,the achieVements. 
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J 	 \ If 

4. 	 Increase VBA funding' levels for in~ntive awarqs. A review of best pra~pes in 
government and private sector organizations shou~d;be done to see howVBA coinpares 
with other organizations. ·Jl 
.,.' 	 , , 'i' 

5. 	 Consider changing incentive awards funding fonnulas to give larger. percentages I[to the 
high perfonning ROs. VBA should distribute funds to ROs based on results rath#r than 

, equally, as is currently done. We, recommend that ~e fonnula would set ,an ~table 
base or, minimum funding level for, each RO with additional funds distributed b~ on 

ilorganizational·performance. 	 " t" ." 

1.4 Workforce Management and Planning' 	 II 
'II, 
i! 

. As..Is. Merging Adjudication' and Veterans SerVice Divisions, is a prerequiSite to 
transitioning tothe BPR environment. ,To date, only four stations have merged, With eighteen 
.reporting that they will merge within one year. A survey, of the merger status' ~t all ¥ons 
reveals v~ous perceived challenges to merging, and the r~ts of the survey are s~own :iin this 
report. Of particular concern is the fact that C&P workload· is rising while staffirig is deylining. 
Factors underlying these trends are presented an,d the implications discuss~. In summary,VBA's 
workforce is aging with many employees, becoming eligible to retire withlD a few years~ The 
workforce will be shrinking and losing its most experienced people to retirement. VBAneoosto 

, ensure that it will be able to replenish vital skills and' experience, while retaining its instit&tional 
memory. It also needs to find a way to bring in "new blood" in order t9 provide for ne~ ideas 
and fresh perspectives. ' .: 

, .'. 	 I: 

To-Be. 'For the year, 2002, VBA will have su~SfuUytransitioned to, the·ro--Be 
environment.·The current positions (VCEs,'VBCs, rating specialists; clerks, 'etc.) will be replaced 
by the new positions.' The level of'service will have iinproved significantly and VBA 'Will be 
recognized as aworld-class organization. ' ' , . ' • ' ", "'!\ ' 

, , 	 ' , :1 
" 

, 

Transition. To facilitate timely, well-planned mergers, this report contains a list of tips 
for merging based on ·experience. ,'The report also contains a list of consultants who cap help 
individual, stations with merger ~ssues. The HR Team ~ recommends 'that Area, Offices be 
design~ted as the responsible agents witlU,nVBA to oversee merger efforts, and each area ~hould 
work with its ROs to develop comprehensive plans for Completing the merger. This jeeport 

, 	 , ~. '! 

discussed the impact of training time for merging on workload, and also presents a, scheme for 
stations to mentor each other through the process. i: 

, . , : . I, 	 • j 

To achieve the desired To-Be envir()lunent by the y~ 2002' requires that VBA ~ition 
approximately .4435 current employees intQ 2955 positions.: This report provides projectipns of 

, this transition for each position considering workload and 'attrition. Projecting attritioni:alone, 
VBA will have about 70 excess employees., Obviously, the individual excesses! shortages Will be 
reduced/eliminated as people are promoted into' shortage categorieS ' (e.g., ,RVSRs Will be 
promoted to DROs thus creating openings for RVSRs, VSRs will be promoted to RVS~, thus 
reducing the number of excess VSRs, etc.).. However, giv~ the fact that we are'project¥.g that 
about 2% of the employees will be excess, and recognizing that attrition at every station:i is not 

. 


. 

. 

10 	 Ju'he 1997 

I~ 



HUMANREsouRcES TEAMREPORT" 

uniform, 'meaning that same stations Will have a disproportionate number of excess employees. it 
is possible that small reduction-in-force actions,may be required. However, many ofthese actions 
caD be avoided if we move excess employees'to different locations within VBA such as Loan 
.Servicing Centers, Call Centers, other divisions, etc. ',:' 

To implement the To-Be design, the HR Team recommends anuniber ofactiom such as 
developing an area or national plan to all<;>w sharing of excess 'personnel. establishing an upward 
mobility program where' employees self-:designate their willingness to participate iti self

.	improvement programs, and establishing ~ employee tuition reimbursement program,to foster 
self-improvement. Addition~ recommend~tions are included. 

, 

Summary of Workforce Management and Planning Recommendations 

1. 	 We recommend that the list of ''tips'' on merging. (Appendix E) .be provided to all 
stations. 

'2. We recommend that eaehstation be provided with the list otconsultants (Appendix F) and 
. consider using one or 'moreofthem in their merger efforts~ ; , , 

~. "I , 

, ' 

3. 	 We recommend that a'da.y be· set aside at the next Director's Conference where 
" infurmation can be sharec:t about the best practices for merging divisions and preparing the' .. 

ROs, fortheVBA of the future. " , 

4. 	 We' recommend ,that:the four· Area OffiCes be designated as the points ,within VBA. to . 
oversee the merger efforts. ' 

S. 	 We recommend that' a clearinghouse' be established to ensure that the mergers are( 
constantly reviewed and infonnation is shared.' 

6. 	,As an interim measure, werecomineltdthat a VSR training package be deveJopedwhich ' 
will supplement the Central Area training package. 

7. 	 We recomlnend that VBA purstiea waiver of buyout provisions to allow employment ,of 
retirees for,the specific and time-li~ed purpose ofcross training staff. ' 

8. 	 We recommend that a group siinilar to'the HR Team monitor the impact of BPR 
throughout the transition. ~ . . , 	 ' 

9. 	 We recommend developing a plan by area or nationally to allow sharing of. oPPo'itunitieS 
for excess pc~rsonnel at different facilities: .Qualified excess employees at one facility 
should be given theopportUriity for positions'at another facility before external Candidates 

, are considered. 
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',' ' , ,'" , " ,I ' 
lO,. We recommend establishing ,a fonnalupward mo~ility program at 'each stat~on i~ 

"consultation ~th oUf Union partners, by allO\vin$, e~ployee~ t<? designate themselY~s as' 
willing to participate in programs for self-in!proveme~t., -t 

-	 '1 ' "', ,if, 

11. Were~mmend establishing ariemployee tuition reiiribursement' plan. This increJes the 
number of:employees who canobtainhigher educa~i~n #tat is reasonably related to~resent 
,and, aritic~pated job needs.• This is also cOnsistent with Career Transition Assistandr ~~ 
,(CrAP) ,and 'other programs to allow employeeS tOitransfertoother-agencies, or private 
industry sliouid they prefer..:.. " ", "ii, 

". ", 	 il 
" N , 2. Introduction, il 
,[ 

2~1 Baekgrollod 	 J 
d 

". "'.. '<: ': "~'!\ •• :~.~ .' i', ,~,.'.' " . '", ,', r' :..':. 

In November and DeCember 1996~ senior managers from all VBAROs as well as key
" 	 . I , " q

union officials met in Annapolis fora' series of meetings intended to introduce a new vision for 

handfuig yeterims disability 'compensation and pension'claims. This vision was"'m outgro~ of 

'VBA's Compensation and Pension BuSiness Process Reengitleering(BPR) project which b~ganin, 

October -1995. ID order to achieve'the vision, four areas of fundamental' change were re<iuired: 

change the' 'relationship with the! :veteran," change the, core. process, change, the .infi'astJ}lcture' 

(inclu4ing human resources and infonriation teclinoiogy), 8ij.d, rule and penSion simplificatioq. ." 

"," , " ',:. ' I ,,' ; " ',: ," ,,' :f , 

,To addresS these areas ofch8nge, siX: implemeptation teams were, eStablished: it Work 

Design, Customer ,Service, ,Human,Resources, Info~ti,on Teclinology,. ,Rule "and ',Pension 

Simplification and TelecommuniCations, aiid Training. Th. teams were asked ,t() aimJ.YZ~ what 

needed to be done in each of these areas' in order to achieye the :BPR vision and to dev~lop an 

implementation plan and schedule.' " ' " ,', ,~' , /' " ,,!',I, 


, ' 	 ' i' . J~ 

, '., 	 ;: " ,'., , . il 
Membership on the ~eams consisted of volunteers trom offiCes' around th<, country as well 

as:individuals added because oftheir area ofexpertise. The, Human R~source Team consi~ed of, 
,the following: ~\! ' 

, <. 

, ' 	 ;1 
1 1! 

• j , 	 ~ 

Michael Walcoff, Team. Leader " , V AltO, Huntington 1/ 

Tom Ahrend, NFFE , , VARO, Jackson' 1! 
Mike Bratz' . , VACO, C&P S'ervice ;( , 
Tun Carilli : V ARO, Denyer 11· 
Rowland Christian ' , . V ARO, Indianapolis, ' 11 

'Paul Cook ' ' , ," SRA, IntematiQnal ' n
,I

Jerry Gessner, , V ARO, PhoeniX ' , ii,' 

Carole Hannan: VAcd, HumaQ.Reso~ces " 'It 
StewarfLiff VARO, Los Angeles , ' :i 

! .1 	 ). 

Jenriifer Long VACO, Hum8li'Resoutces , " , :i 
John McCourt VARO, Chicago , ;1 

Gary Meade., AFGE VAMROC, Sioux Falls ;,1 
Dave Thomason Disabled American Veterans It 

,I 

11
h 
" 
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Dan Umlauf VARO, Roanoke 

Joyce Velli VBA, Eastern Area 

Veronica Wales VBA, Centra] Area 


Stephanie Glasser, SRA, assisted the team by. providing data concerning attrition rates 
and career progression ofVBA employees. 

The Human Resource ImpiemenUition Team met four times. In those meetings, a plan 
was developed to address the human resource issues necessary to implement the BPR vision. It. 
was underStood by all team members that the plan had' to be consistent with the provisions 
contained iIi the business ease. B~se many ofthe issues the team faced in the Human 
Resource area overlapped with' areas covered by other' teams, it was essential· that close contact 
was kept with the progress of ~e other implementation teams. This was particularly true of the 
Training and Work Design T~. '. ~s was accomplished through Team Leader meetings,.' 
conference Cans, and in the Case. ofthe Training team, attendance at two oftheir meetings. 

ROs Will need to change their organizational structure to fully implement BPR Merging 
divisions is a prerequisite to transitioning to the BPR environment.' In order to assess where VBA 
is in terms of merging' Adjudicati()n and Veterans' serVices Divisions; severa] stations at various 
stages ofmerger were visited. . ' 

.. The report is. organized in~o four major sections which describe in detail the issues and 
recommen~tions in four major HR areas ( the 'relationship of these four areas to the vision for 
VBA is depicted in Figure 2-1): ' . , 

• Organizational structure 

• Career progr'e8sion, certification, and pay 

• Performance management and incentive awards 

• Workforce management and planning . 

.. 
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Organizational 
Structure 

Career Progression, 
Certification, 

arid Pay 

Perfonnance 
,Managem~t and 
In~tive Awards 

Workforce .. 
. Management· 
and Planning 

Work Design 

, 

Info Technology 

.Human Resources 

Rules and Pel)sion 
, Simplificatioq 

. Customer Service 

:1. Figure 2-1: HR Issues Supporting BPR 
"J 

, 	 'I 

. Each of these sections first discusses the As-Is operational environment and 'de~ribes ' 
current HR practices. Then follows the changes the HR Team deems necessary for sucCessful 
implementation of the BPR recommendations for the To-~e state. . Each section ends With a 
discussion ofactions necessary to transition the As-Is organiZation to the To-Be environme4t. 

1 

;12.2 Human Resources Issues 
:i 

The discussions that took place during the team meetings Covered a multitude of:,ssues, 
many of which are included in the body of this report. However, several are not included,; in the 
report but are considered to be significant. ' : , '. - ,'1 ' 

I; 
i ;i

1. 	 There was much discussion in the group' about h9w much local flexibility sho~d be 
allowed in implementation of the Human Resource aspects ofBPR There was a cOncern 
that some offices could delay their implementation ofBPR in the name of local flexibility, 
thus negatively impacting the opportunity for employees to move into their new po$itions. 

"< 	 " 

i(
I 
:; 
iJ 
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Additionally, this delay would send the wrong message to employees, many of whom are 
skeptical of the strenp of VBA~s commitment to this change. Therefore, the team 
decided to include a reco.mmendation that human resource milestones be established (see 
the milestones in Figure 2-2); The HR Team recOgnized that there are areas where 
stations might ~er in how BPR is implemented without jeopardizing the benefits inh"rent· 
in BPR. .For example, the team felt that BPR, coul~ be successfully implemented using 
traditional supervisors or team leader/coaches. Another example is the issue of whether- , 
RVSRs shoUld be in~luded on teams with other VSRs. This is the case in many stations 
such as New York and Los Angeles. However some stations such as Cleveland 'have 
merged divisions while keeping the Rating Boards intact.' . 

2. 	 While there illlS been much attention paid. to what training will be available after BPR'is 
fully implemented, the HR.. Team felt that training during the transition waS of equ8I 
importance From now until full implementation in 2002, employees will be learning new 
skills as they prepare for ·certification. Single-signature authority makes it imperative that 
VS~ become experts in authorl.z8.tion work. SupervisorS will be required to learn new 
skills as they are asked to function in the capacity of a coach/advisor,. including more 
emphasis on employee'development. Employees working as team members will need to 
learn. how a team functions as well as· basic elements of group dynamics. lit order for 
VBA's· transition to a BPR environment to be successful, appropriate ~g must be 
available for all employees. . 

3. 	 The BPR business case deals solely with claims processing;' it is silent as to other elements 
of the Veterans Services Division such as the 144 clerical positions and 600 Veterans' 
Benefits CoUlllSelorS who perfonn non-C&P duties. Realistically, any implementation 
plans 'WA haS for BPR. must include a plan for what to do with the non-C&P functions' of 
VSD 8I1d the employees performing these functions. Certainly, the resolution ofibis issue 
is partially dc,'Pendent on the establishment of telephoneceriters and the . movement of 
Education and LOan Guaranty calls to servicing centers. Still, the ambiguous way that this 
has been handlled thus far has created much anxiety among VSDemployees and may,make 
BPR more difficult to. manage for field stations. 

4. 	 For an endeavor as extensive as BPR implementation to be successfu~ VBA must have the 
support of its labor pirtners. Including' umon representation on all the implementation 
teams was a constructive first step. We must continue to iriclude the umons in future 
implementation efforts. The HR Team has considered all the proposals put forth by its 
union representatives and agreement was reached in most areas. The team realizes, 
however, that. there will be future. negotiations' on BPR implementation as required by 
statute. Hopefully, by worki,ng tog~her at the initial stages of the process and identifYing 
areas of agreement, the negotiations will be non-adversarial and create an environment 
that enhances employee development/satisfaction while providing world-class service to 
our customers. 
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C&P BPR Human Resources Implementation Schedule 
I I I II I I I I I J I I I I I I I I I I I I I I I 

FY97 FY98 II IFY99 I I I I IFYOO I I I I I IFY01 FY 
Q1 Q2 Q3 Q4 Qt Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q Q2 

I I I 
Merger .. 

U I I 
Areas complete merger plans by 1011197 

.. 

I I I t I I I I I' 
A" ROs complete me lief by 1011/98 

t 
General Transition Issues 

I 
BPR Implementation ~ an delivered 511197 I 

I I 
Appoint BPR HR oversight task force 7/1197 IIIIIi!III!IIII 

I I I I I I I 
POs and org charts developed and approved by. 1011197 

I I I J II II II 
Amend execullve perf Itandarda to reflect BPR ptOgllilSS 

Iby 10111971 I 
I I I I 

Develop all TcHIe employees to full performance . 
level by 1011/01 

Certification. 

Develop VSR cer! standards Dnd meas 411/98 • 10/1198 
I I I 

Be!'Iin VSR cert testlri at lab sitell 10111'98 
I " j '1 

Cart to ROs for VSRs be!lins 411199 
I I I I I II I I 

Develop RVSR cart standards andmeas 411199 -1Qt1/99
'I --, r I 

,. .... .. , . 
" 

Begin RVSRJRaling Officers testing at lab sitell 1011199 
I I I I 

Cart 10 ROs for RVSRslRating OfficeIB begins 411JDD 
I " .

Compensation and Awards 
I I I I 

Task force develops performance rnsnsgernsnt 
land Incentive awards system 1/1198· 1011198 I 
I I I J 

Begin testing allab IIi!es 1011198 - 411199 
J I I 

I~IIIIIApproVed pelf mat and awards to ROs 4/119'J' 
I I I .II I I I I I ILl I I I ItJ II III 

In!erim evaluation of pay demo 411/00· Tf1JDD 1/11 II II I II... Llfl LI II I I III II I II 
I I I I I I I II II I .I I I I 

-~--.-.-. :::':'-'::~-="'~.:::''''':':::::'-'-,:-:-:;'':.:::--

Figure 2-2: HR lmplemimi~tion Milestones 
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5. 	 As we'transition into theBPR enviromnent over the next five years, there will be many 
human resource issues that, will need to be addressed. At,the same time, there will be 
changes occurring in ,VBA's other .business lines requiring similar efforts. The Human 
Resource Team feels that as we go'through the transition period, a small team ,of people 
are needed to oversee the passage. This team would have a nation wide perspective: they 
would, monitor attri~on rates, p-ack potential shortages and excesses throughout the' 
country, oversee the certification process, communicate with the Office of Personnel 
Management on cluing~ or waivers to various standards, rules and regulations that must 
be requeSted, monitor the progres~ of the pay demonstration lProject in New York and 
Detroit, arid ensure that we continue to work with our partners in the implementation of' 

, 	BPR. 'By fut:Wtg central oversight ofthe human resoUrce issues, we can better assure that 
, there will b~oonsistency in hum.a.i1 resource policies and that all ,employees will be treated 
fairlyand eqUitably:' '. "'. . 

2.3 Systems Penpective 

Th~ team ildopteda syStemS persPective to identifyHR issues and create cOmprehenSive 
solutions. 'One" of 'the v~t,res' of a "systems persPective' is, that ,it· clearly illuminates the 
interdependencies amODg the maJor ,cOmponentS n~s8ry to cairyo~t ,VBA's mission. , This 
systems perspective is depicted in tigures2-3 and 2-4. Figure 2-3, '~Ws ,all of the systems that 
interact to SUlPport the'c&p .~sion, along With a descripti()n of current characteristics of each ' 
component, current exteinal influ~ces, and typicaloutcoDlei.Figure2-4 describes the expected 
characteristics, inftuencers, arid' outcotpesof the To-Be systeDL':,'rogether these figures contrast 
the differences between opelitirig 'priDCiples of the cUrrent 'versusi4ture'systems. ot partiquar 
note is' the.futureobjedive fora'world-class organii8tion'sUpported b}ilUghly trained, fairly 
compensated employees who have sophisticated job &,ids and the authority to cany out their jobs. 

2.4 Acknowledgments 

The Human Resource Team would like to thank the staffs of the c:entrai Area Office, 
Western Area Office, Phoenix RO, and Chicago RO for their assistance and support. 
Additionally, we would like to thank the staff and employees from the following ROs for their 
cooperation and input: Houston, Seattle, Los Angeles, Salt Lake City, Cleveland, New Yor~ and 
Portland. 
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ORGANIZATIONAL SYSTEMS: THE VBA OF THE FUTURE 

.Figure 2-4: Ftlture Organizational Systems . 
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. 3. Organizational Structure .. , 

3.1 	 As-Is 

:i 


• 	 ~ I 

The organizational structure in Adjudica~on Divisioris' has remained basiCally uncljanged 

since the end of World War·II. The syStem was .set· up similar to an 'assembly line witli each 

employee executing a specific p~ of the process and then handiilg it off to the neXt in line! This 

system is designed to producea"large quantity of work; tllere is no' room for considera#on of 

customer needs. In fact, the lack of customer input has created a situation where VBA aSSumes 

wha~ the. customer wants and works toward meeting that B;SSUInption. Assembly line pr~cesses 

are notorious for their'numbing'eft"ect on workers. Employees are required,t~ perform rep~ve 


tasks wi~out eyer getting 'to ·see a final product or intera~ with the v~eran on.a p~rsonal· 

basis. . " , 
 ;1 

,I 
. : .', ' . .' ~ 

, . 'Through . the 1960s, Adjudication Divisions were'· divided into. threesc¥ons: 
authorization, rating, and development.· . Each of these Sections was led by a section:1 chief. 
Adjudication files 'were the respoDSlDility of the· Administrative,DiVision. 'In,the.early 19~Os, an 
experiment called' the Albany Plan ledto the Creation of units that were like small divisions. A 

. Unit Chief was responsible for development'aDd authorization. Development clerks wor1«#1 With 
specific adjudicators. The files Were transferred from the Administrative Division to Adjudication :.~ 

~and were often included in the unit.. ,Rating specialists r~ed under separate supeMsion.:l ,.' V 
. , 	 Ii 

"',;, .,: 11 	 , 
'~ '1.The Veterans Services Divisions had ~ primary responsibility for interacting directly with 

veterans and other interested parties both fac».to-face and.on the telepbone.. VBCs had nc:) C&P ' ,~ 


decision-making authority and' often did' not have the information they'needed. to responcl to a 
,; 


veteran~s inquiry about the status ofbis/her claim or other information requested; , :1 " 

ii 	 ~: 

. 	 , I " 

, 

'i/JI, 
~:By the early 19908, most VBA offices had launched a Total Quality Management (':fqM) 


effort. Employees were trained in the principles and mechanics of quality improvemept 'and 

quality improvement te8ms were established. Employees began to look at VBA's procesSes and 

ask, "Is there a better· way to do this?" In the spring of 1992, managers at the New Y otk RO 

began to realize that· TQM;s "continuous incremental improvemenf' Was inadequate t01 bring 

about the changes necessary to significantly improve service to veterans. So the office began to 

fundamentally redesign its major business systems. The adjudication process was redesigped to 


. , 	 J 

minimize hand-off's and other "nonvalue added" work. Under New York's redesigned'System, 
cases that had formerly been handled by up to 13 different individuals in the Adjudication and 

, Veterans Services Divisions are now addressed by only two: employees - a case technici~ who 

makes sure all the facts and eVidence are assembled, and a ~ manager who reviews thos~ facts 

and evidence and decides what benefits are due. Veterans who had been frustrated by their. 

inability to get clear and understandable information about their claims now can get th~ facts 

directly from the people actually workirig on their claims. Supervisors and .manager~ have 

changed their leadership behavior from a "command and control" style to a more facilitaubg and 

coaching approach: . . '! 
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Iil March 1992, the Portland RO. recognizing the need to improve the service they were 
providing veterans, dec~ded to reengineer their claims processing. A decision was made to create 
a new position, Veterans Claims Representative (VCR), which combined the positions of 
Veter:ans Benefits Counselor(VBC) an4' Veterans Claims Examiner (VCE). ,Employees were 
orgaWzed into a test team that was empowered to handle every aspect of customer service and 
claims processing. Within ll year the teSt team was outperforming the traditional AdjUdication 
Unit operation in Portland. In 1993, further adjustments were made to ensure that Portland was 
providing'more personalized service to veterans. In late 1994, the decision was made to 
permanently merge the Adjudication and Veterans Services Divisions. 

on November 29, ~994,Under $ecretary for Benefits Letter 20-94-32 was issued. This 
letter called for VBA to,change itS organiZational enviromnent to contain at a minimum: 

• 	' Improved overall service Vlith anempbasis ,on customer' satisfaction and heightened 
" ' interaction with veterans and their. dependents. ; 

• 	 The 'development of. team environment and decentralization ofdecision ~g authority 
with the "blurring" aIld gradual'eIiolination ofunnecessary division lines. 

, . 
, . 

• 	 A reduction, hi the ~ 8Jld layers of unilecessary,managem~t (with NPR's 
recommended ratio of 1:1 5 as a gOal). ' 

• 	 A streamlil!li.tlgof the wode processes and a decided reduction of case hand-offs with a 
focus on elements oftlle ~manageInent process. 

Attached to the letter :were sample·organizational mOdels,' some of which combined the' 
VeterariS $erviCCi'S' function, \\lith ~judication, wIille' some models omy dealt with Adjudication. 
Directors'were BdviSed,"FroDi the models'or a cOmbination ofthem, d~e' the organization 
you believe appropriate for yo4r'station ofthe future." , 

Over the next two years, a few stations began the process of merging divisions and, crqss 
training their employees~' Many others delayed for a variety of reasons:, uncertaintY as to VBA's 
commitment to ~gineerin&'Concern abOutth~ criteria, that will be ~sed in future restructuring 
plans, a feeling by &18.tions doing well under existing criteria ~at "if it's working, why change, 
etc." The BPR meetings in 'Annapolis convinced most Directors that VBA was, committed to 
change and plans must be made to transition to the new environment. 

In order to, learn how tile merger process is progressing,'membe~ ofthe HR Team visited 
five stations~ Whil~ there wer~ many similarities among the stations, there were also many 
differences. This relates back: to' the ,flexibility allowed stations in the' Under Secretary for 
Benefits letter ofNovember 1994. All of the stations visited readily admit that they have a long 
way to go before theyteaeh their goal. ' 

Houst~n. In ·1993, Adjudication organized into its first teams by end products rather than 
djgi~s. By Novembl,r 1995, the entire Adjudication Division was divided into end product teams. 
The plan is to merge Adjudication and Veterans Services by July 1997. Currently,' veterans 
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benefits 'co:uns~lors do simple adjudic;ation functions - ,development, burials, income adjustments, 
and, dependency changes. In May 1997, nine VBC volunteers will start Adjudication, ~g in 
four-hour blocks. They are expected to be fully trained in 12 to 18 months. There WiI1 b~: a call 
bapk established for incoming calls. 'Calls will go to a router, the auto-attendant will answet some 
calls, a VSR in the Consumer Affairs Section will answer some, and the teams will answerl1some. ' 

, Veterans will be able to talk'to a team member although,npt necessarily the one working their 
case. Rating specialists will be part of the teamS. At the outbased office in San Antonio, iiVBCs ' 
currently do all elementary Adjudication work and handle walk-ins but do not answer phon~calls. ' 
Houston has been selected as a, La9 site under BPR ' \i 

;1 
: ,Ie 

Seattle.. Based on the Under Secretary letter" the 'Seattle Regional Office estabu$hed a 
transition team made' up of Adjudication and Veterans Semces Division managers, emp~~yees, 
and union representatives as a prototYPe group in February 1996. This group was managed by a 

, , I 

coach and was comprised of two teams, each of which had a team leader. Limitedclaasroom 

, training 'was "provided' 'to all employees 'and ,was ,supplemented by' on.,the-job triiliung. 


Subsequently, at the request of the employees, an additionaligroup of two teams was eStablished; 

This group did not receive"as much formal cross training or equipment as the original Sroup.


, ,I , 

Both groups are beginning to mature and are clearly showing progress. Each group provid~s two 

,individuals to ansWer generaliriformation calls.' However, neither is performing); case


management. Two remaining merged groups Will begin 'to: operate shortly. ,Limitati()ns !;in the 

,physical plant and telephone system have prevented them froPt forming more qu,icldy. Seat#e ha$. 

been selected as a Lab site under BPR, , : ' ' ii 

i:' 
H 

, '" " " , ', , ' 11 ' 

Oeveland. In November 1994, management and the union developed a plan to provide , 
better customer service while I facing more work with less people. Teams were established! made 
up of VCEs and VBCs.These ,teams ~ eventually ~nie totallyse1f-directed., As they 
mature, they will set more involved ,in the decision making.•Currently; there is a SUpervisor over 

, two teams, each ofwhich bas its own team1eader. Rating boards form their own teams an4work 
wi~'specific case-management ~Cams. Employees are allowed'to remain VCEs'orVBCsal!Jiough 
it has been made clear to them that' the future Consists of a ~erged position. Training wa$ done 
locally. Originally, all w.ork was case-managed~ It was late~ decided that not all cases n~ed to 
be handled in this manner. ,'Now~ only cases that requir~ the ,procurement of eviden~ from 
sources outside VA or branches of the military case-managed.· However if the teams thetrlselves 
decide they' want to case-manage more cases, they can. Phone and interview duty, is rbtated 

. . ',. '" j) 

among all the members ofthe team. : 'I';'<' '" , ' 

", !l 
Los Angeles. The first merger of VSD and Adjudjcation personnel took placeih May 

1996. SevenVBCs, one to 'a team, were involved and went through seven months ofclaS'sroom 
training. VCEs were given eight days of VBC training in December on such topics as. int~rview 
skills, telephone techniques, msurance, and education. Team members rotate for four-hour, shifts' 
on general phOne duty8nd caSe-specific phone duty. They have weeldymeetings to revie", how, 
the team is doing. Performai:tce statistics ate prominently displayed throughout the division so, 
team members are aware of areas of success and areas where improvement is needed. 'Fouf more 
teams have been established. ,VBCs on these teams have 'gone through the Central Area'lVCE
VBC training course which is regarded a$', a good overview. 'Two teams conduct on-the-job 

- I.}! 
'i 
;, 

"d 
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training every morning. VCEs have had 28 hours of VBC training again under the Central Area 
, courSe. Rating specialists are part ofthe teams. ' 

Salt Lake C1ity. The station fully merged in February 1996. The merger was not staged ' 
- the entire division merged at one tipte. There was no classroom training done locally. VBCs 
and VCEs worked in pairs. Some VBCs' went to the Veterans Benefits Academy for C&P 
training. In the beginning, each team decided how to cover the phones. Now each, team ' 
contributes a certain number ofemployees for phone duty for a week. Everyone rotates daily 
doing walk-ins. Salt,Lake used Portl~d as a model for their operation. Currently there are two 
teams -, one team, has the work divided by digit, the other does not. Ratillg specialists are 
included ori the t~ and sit with theteams. VSRs make development calls to veterans. ' 

The' above synopsis is just a sampling of the, changes takiitg place at various stations., 
There are others whc~e s~lar reorgaruzations are occurring. There are however, several stations 
that indicate it will be at least ,two years until they are merged. still others say they have no 
intention to merge. This disparity of intenti~n is an issue thai needs to be addressed by VBA 
leadership. ' ' 

3.2 To-Be 

As noted in the Bu$iness, Process Reetigiiteering (BPR) report, a phased, coordinated ' 
approach to, implementing the'~reengineered vision for claims processing will iticlude an 
organizational structure that early on identifies eXpanded job responsibilities and authority for the 
redesigned positions. AppendiX A includes the full-performance leVel position descriptions (Pps) 
and evaluation reports for the,following positions: 

Veterans service Representative (VSR) A-I 
RVSlR ' , ,A-I0 
DRO A~20 


Program Support Clerk A-29 , 

Supervisory VSR ' , A-34 

VSR Team Leader/Coach A-42 


,VSR(li'ie1d-basedEXamin~r) A-48 


Under modeling and, restructuring, several, ROs migrated to a combined position for 
current GS-9 Contact Representatives and Veterans Claims Examiners. ,The various position 
descriptions developed to, support this effort effectively blended the duties and responsibiliti~s of 
each position; however, they did not include the level ofauthority or accountability envisioned for 
.. t . 

VSR positions in the reengineered environment. Nonetheless, these positions descriptions were 
valuable resources in developing the reengineered job statements; ,The Social Security 
Administration is,allso involved iIi redesigning itS claims processing function and developed a 
prototype position Ciescription to be used during a five-year' test period in selected offices. The 
HR Team utilized llQese existing resources in combination with the new vision for how claim 
processing will be done for the future to develop position descriptions that encompass expanded 
roles, authority, and accountability. 
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The position descriptions were written in the Factor Evaluation System (PES) ve~us the 

narrative fonnat because PES facilitated recognition and; detail for the expandedautpority, 
accountability, and contacts. Classification guidance from ~e Office of Personnel Management 
(OPM) encourages, the Factor Evaluation System format for most General Schedule po~tions. 
Members of the Case Flow ~d Work Design Implementation.Team, Adjudication and Veterans 
Service Officers from randomly selected ROs, and subject matter experts from, the HRJTeam 
reviewed the position descriptions. Suggestions and comments have been incorp9rated; 
significant commentary and issues for action are addressed in the following narrative. It 

.. 	 '. I, 

I 
I 

Veterans Service Representative PD: The Case Flow and Work Design ImplemePtation 
Team recOnimertded that the VSR's duties inciude the completion of "simple" rating cas~ - a 
task they identitY as presently performed by the Rating AnalYstlTechnician. This ge~erated 
significant discussion and ,differences of opinion as to ~he' actual role the present :1lating 
An8J.ystlTechnician has, and the new VSR should have for perfornling this duty. The attaclied PD 
(Appendix A-I) includes' the responsibilitY to prepare and Sign "simple" rating cases for }eview

" " 	 ,!

and approval by a RVSR. As noted in the PD, the VSR must possess "lay knowledge ofttIedical 
. ,terminology and anatomy sufficient to facilitate sound adjudicative/award decisions." From a 'd;!'; 

classification perspective, the additional duty to ''prepare apd sign 'simple' rating decisi~ns for 
'.'~review and approval' ..."shoUld not affect the grade since final authority rests with the ~VSR. 

All agreed the duty would provide a',positive training opportunity for career progression to a 
,rating certified position. However, ~s aspect of the'PD caUsed, ~ncern among ,iUnion , 
Representatives, particularly in the areas of the degree of kpowledge required and, inclu~,the ' 
duty in performance measures. ,TIUs~ect ofthe PD'sho~gbe addressed in'tabOt-Mana8ement 
Partnership implementation bargaining. ',' " ; , ' " , " ,', :\". 

" 	 n i 
f' 

In place of VSR PDs at, entry· and intervening grade levels" the' full performam~#' 'level 
position description should include as an attachment the skill blocks the incumbent must a;cquire 
before progressing from one grade, to the next (see Appendix A-9). 'The'skill blocks allpw an ' 
employee to understand what 'skills he or' she must acqtrlre to progress 'along the path to 
certification and the full performanCe level as a VSRThis concept simplifies the current prQ~ses 

'and serves to reinforce the philosophy that an employee is expected to progress to tpe full 
'performance level to effectively contribute to the organiZation.' 'This, is in contrast ~o the 
traditional career ladder position where an employee may progress to a higher grade'level before, 

, 	 . ' ",,!

demonstra.tion ofproficiency and can remain in grade at less than full performance level. ~i 
" . 	 ': 

H 

RVSR PD: The RVSR, position description (Appendix A-2) generated sub~tial 
feedback primarily due to an unclear ,understanding of exaCtly how the position is to, ~ction. 

, The RVSR's responsibility for contact with the veteran and working as a member ofa team were, 
ubiquitous concemsexpressed by reviewers. '.' " ',,' , :1 

, . ' , I' 

, " 
Classification of the positions ,of Veterans service Representative and RVSR prebrited 

unique challenges for grade determiriiltion due to existence ofthe outdated classifica,ion s~dards 
for Veterans Claims Examining Series Q963) and Contact, Representative Series' Q971); The' 
position descriptions developed for the' combined functions in' ROs with merged Diilisions' 
manifested the same challenges as evidenced by the disparity; in org8nizational titling and st;ading. 

II 
11 

,"'" ;~f.~l
~'.' 
-~ I 

<;., 
,~ ! ", 
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Titles include Customer Service Representative or Specialist and Veterans Claims Representative 
or Specialist with positions graded at the GS-9 and GS-1O levels for ostensibly the same 
combined duties. ' 

Ideally, a newly deVeloped agency classification standard that combines the duties of 
contact representative, claims examiner, and hearing' officer would address current inadequacies. 
However, VBA's Office of Human Resources adviseS that such a venture with the Office -of 
Personnel Management (OPM) would be cost~prohibitive ($80,000+) and take two to three years 
to complete. The Social Insurance' Administration Series, GS-I05, developed for the Social 
Security Administration in 1993 contains duties and responsibilities that very closely correlate to 
VBA's current and reengineered positions. In fact, this series was utilized' for validation in 
classifying the VSR, RVSR, and DRO positions. 

To eli,rlinate futureckissiftcation' difftculties and solidify the attached classification 
rept)rts.the HR Team Teeommtmds thi:zt the Series' definition, which details typical duties for ihe 
GS-?62. Contact Representative standard and GS-996, Veterans Claims Examining standard be 
retai,neti However, VA shOuld request that OPM delete the. imprecise grade level descriptions. 
for each 0/these standar.4s.1 The grade level criteria do not adequately address how counseling 
and claims· work is presimdy cwcomplished'and were, of limited assistance in classifying· the 
reengineeredpoSitions. . 

, If ·the: Series',.:, defiDitiQns.~ .~ .and grade level descriptions are deleted, grade 
determination 'Can be eff~velyaccomplished. by . cross-reference. to other existing standards; 
specifically;. the Social ~Ce~stiation Series, GS-I05. This. would mlrror the situaijon 
that ~tly~stsfor ~ classification standards including VA's Hearing Officer and Field 
ExaD,liner positions-; Thereex:iStsa series ~efinitio~:for the GS-930 and GS-I~OI standards that 
descn'bes thetyp~a~ duties anci oosPonsibilitiesof a Hearing OffiCer and Field Examiner. 
However, the standards do .not provide grade leV~ information. The standardS instruct the' 
classijier to, determin,e the grade by use,of'other existmg, closely related series. 

, The position descriptions were developed assuming pension simplification approval, 
structured training, and enhanced' infonnation technology in place. Individual position 
descriptions were not writtCitfor entry' and intervening grade levels. . For example, the VSR 
position (Appendix A-I) replaces existing' positions of QS,-5/6 claims or development clerk, and 
GS-Sn1911 0/11 veie~ claims. ~er, contact' representative, ·rating technician/analyst, and 
senior veterans claims examiner, as well ~ tit1ingv~.ations for'the cOmbined. position -.veteran 
clainis representative, 'cuStomer semCe specialist/representative. Employees on'the rolls as well 
as any new hires ,must beedu~tect~to':Understand that 'atfull implementation in 2002, the 
incumbent ofea:ch or'the fonner positions Win be exPected to be a fully trained ~d certified VSR 
In an' era of diminished resources ROs must have the flexibility that fully trairied VSRs offer. 
Having one position: description' establishes. a clear line of sig~t for employees and precludes the 

The 08-996 Standard is used to classify claims waik in other ~ness lines; sPecifiCally, education and 
insurance. It is believed tbat classification of these 'positions would not be hampered by thi$ reCo1l1li1endation. 
However, a perSonneliSit with diiect knowledge of these positions should review the reCommendation and OS-105 
Series to validate this supposition. . 
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impression thai an employee can function permanently at some intervening grade. It is e~kected 
that most employees will welcOme the opportunities for new learning and greater, autonomy and , 
successfully train and attain ~rtification for the full perfo~ce level VSR position. if ' 

Program Support Clerk PD:. A position descripti~ti for a GS-4 Program Support Clerk 
is found at Appendix A-fl. This position description replaceS mail and file clerks, GS-4 clEhms or 
development clerks, and Compensation and Pension and Veterans Services Divisions p(ogram 
Clerks. Because VSR's are responsible for case development in the reengineered, environment; 

- the clerk will be responsible for mail receipt and distribution, files establishment and maint~nance, 
general clerical duties, data input of easily recognizable claims information, and dOc?ument 
scannlng when a paperless system :is implemented in the future. :1 

, Ii 
, Supervisor and Team Leader/Coach PDs: Appendices A-S and A-6 provide supeivisor 

and team leader/coach position,de$Criptionsforthereengineered environment. The decisio~ as to 
whether a supervisor or team leader/coach is appropriate should be made by locat, RO 
management. ,If a station org~ in teams with leaders/coaches, it is, recognized that ~ly on 
the inCUmbent may perfonn traditional supervisory duties until the team evolves and t4tures. 
This local decision as to if: or when, to organize into teams should also consider the goal to 
maintain a Supervisory ratio of 1 to 15. However; the HRTeam,CauUons againStrote ad1l~rice 
to this ratio. Employees on the rolls 'as well as new hires I whose positions are ,covered ,by the 
reengin~ring effort will undertake extensive training and an organizational culturalchan8e that 
may .::equire increased supervi,sorylleader guidance andinoti,vationalsupport. In addition, :!wit:hin,;~,' 
the transition period ofBPR, VA~s Shared Service Center Will come on~line. The Shared Servi~" 
Center will centralize the majority of human resources programs and payroll' activiti~ With 
selected exceptions, such as ' employee' and labor relations. " Utilizing' eXpert ,sYstems, 
supervisorslleaders will be expected to initiate fecrWtme1it, clasSification, and placement prdeesses 
that previously were suPPOrted by huuianresources, staff: ,Notwithstan,ding,',the' inforputicm 
technology 'enhancements to be provided, this adds responsibilities and portends a'! time
consUming process. The',overall ~pact of these', chan~es should be carefully wei~ in 
detennining the number of supervisorslleaders in transition and ip the early stages of ~ BPR 
implementation. :!' 1, 

, ' 	 ~ 

~ ! 

"Field-bas~" VSR PD: The HR'I'eam reviewed the FiduciSry and Field Examimrlg Unit 
to consider its alignment within the reengineered environment. ResUltS of an informal sUrvey of 
current and fonner V eterans Servi~ Officers reveal that field examiIie~s presently ,emploY, case
management principles and adjudicate and award spec~c cases (incompetency). To take 
advantage ofexisting knowledge and skills and the opportunity for outbased public contact,:;it was 
determined a logical extensionto incorporate the field examiner duties under the VSR position. A 

, , 
position description for the "field-based" VSR is provided in Appendix A-7. The field ~ 
duties were expanded to include adjudication and authorization of other types of claimS t~'may 
be encountered or elicited during the nonnal conduct ofbusiness. Because of the unique:_e 
of incompetency'cases, it was further 'determined that this outbased activity should remain a 
discrete unitorg~tionally aligned under the Veterans service Center. 11zeHR ::Team 
recommends expanding the former field examiner dUties aiId responsibilities to take cuiVCmtage 
of autbased opportunities for claims processing. Due to the unique nature offield wo;~ it is 

. 	 ' :j 
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.appropriate that an individualized position description be developed anddiscrete organizational 
alignment be maintained ' 

Legal Instnlluent Examiner: No reCommendations or changes were noted for the legal 
instrument exatDiner (estate analyst) positlon. However, at full BPR implementation, staffing 
patterns within this SectionlUnit may warrant adjustment. . . 

Organizational Chart: A proposed organizational structure is found atAppendix A-8: 

a. 	 The "BPR . report stresses partnership between the VSR and the veteran and/or 
representative (Veterans" Service Organization)' and as :well, suggests a close working 
relatio~liip between' the VSRand RVSR As primary contact for the veteran and/or 
representative, the VSR muSt be in a position to explain all aspects ofa decision on receipt 
ofa l1()#ce qf diss.atis4ction;. This necessitates a close working relationship between VSR 

. and RV~RwQenease oWnership tranSfers between the .two. 
," " 	 . 

b. 	 The size and' organizational culture at a RO willlikely dictate' if the team environment is 
the most effective way to accomplish the mission anq go$.. The HR Team acknowledges 
that a "team" is defined. differently by difterent individuals and that a team is merely a 

. means to an outcome and not an end in itself. .. . '. . . 


:, -: 


C. 	 Historically~the rating acti.vity y.ras organized as a board or team ofRating Specialists who 
could disCuss legal' decisions and policy issues to . assure uniform interpretation and 
applicati()n. Occasionally, offi~als with supervisory ~thority for the board or indivi4ua1 
RatiDgSpec~ialists did not have rating qualifi~tio~ or experience and may have relied on 
collea.8ues with thiSb~kgr()und to ViJidate lissesslneJ)ts ofwork products or performance. 
RecOgnizing· the past· and CUlTent· status of the rating activitY and more importantly, the 
change8ble body of decisions affecting the RVSR's position, the proposed organizational 
struCtuie includes a Position for a·"master" RVSR. This iItdividuai would conduct quality 
assurance reviewS and serve as transition officer and a skilled and trained technical advisor 
to RVSRs to assUre timely disse_tion aDd consistent application of decisions to rating 
actiotlS. :This position is neither Sll}:Jervisory·~or lead; however, it is envisaged as a vital 
part.ofthe 2002 organizational structure 8.lJdwill be an indispensable link between training 
and the certifi,cation procesS. Therefore, the HR Team recommeilds the inclUSion of this 
positibn in BPR organizational structure in individual or a consortia of ROs, where 
appropriate. 

3.3 Transition 

. In transitioning to the To-Be environment, the HR Tearrt endorses the concept that the 
BPR effort encompass two componentS.. First, a merger of Veterans Services and Adjudication 
Divisions where current GS-517/9 Contact Representatives and Veterans Claims Examiners .will 
begin to acquire claims examining'or public contact skills. During' transition years, as the future 
VSR completes training and gains proficiency performing a combination of public contact and 
substantive claims examining duties, he or she can attain the GS-I0 grade level. The GS-I0 
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VSR's detenninations would be subject to review and signature by higher-graded staff. ,S~cond, 
in 2002 at full implementation, with training, information teclkology, and pension simplifica#on in 
place, employees will be prep~ed to compete to assume th~ comprehensive range of duti¢Sand 
responsibilities including full authorization (single-signature) and accountability at the 6S-11 

,1 -	 J 

level. Thus, the. earlier that ROs begin to merge Veterans Services and Adjudication Divisions, 
the better opportunity employees will have .to evolve to the To-Be environment., and die full . 
performan~ level VSR So as not to penalize employees,! the HR Team recommends that a 
milestone ofSeptember 30, IP98,', be set for all stations to haVe completed their mergers. :: 

, 
.' 

II 
q 

During the transition years until ROs have completely merged the Divisions, limited 
recruitment fot traditional positions may'be necessary. Selectees for traditional positio~1 must 
understand their positions will evolve' to ' include' expanded duties and, the expectati~p for 
individual training and certification. 'Vacancy announcements for traditional positions sJlOuld 
include information concerning the vision for, how the traditional position will function. ~ the 
future. This'will assure ,candidates are fully Informed and Committed to the training and 
,certification processes. 'RO managemerit officials should carefully assess their progress in merging 

, 	 ,~ 

the Divisions before deciding to recruit for a traditional or reengineered position. . :1 
, " 	

.J 
" 
·1 

.:It;3.4 Summary of Recommendations 
" 

1. 	 Accept the proposed position descriptions and position evaluation reports for the po~tions 

of Veterans service Representative, Rating, Vet~ 'service Representative, PRQ?)~' 

Program Support Clerk, S.upervisory VSR, and VSR Team Leader/Coach., '" '. 


" " 
. . 	 " I' 

2. 	 'Followingcoordinati<>n with other'busineSs lines,' prepare ~ request to ,the Offire. of 

PersOnnel Management requesting the retention of Series' definitions for OS-962, Co,ntact 


, Representative, and 08-996, Vetetans Clainis Examinin&and the rescission ofgrad~ level 

deicriptions forth~SerieS. . .....• .... ·.·.··1, .. .. .. \1· 


, .. 
3. 	 Requ~ the n~ position' titles, of veterans servi~ Representative, Rating V~erans 


'Service Representative, and DRO be added to the PAID-OLDPJPAYV1\ syStem fQr use, 

as einployees complete training," acquire ,skills, and attain certification at the full 

perfonnance Jevel. , Refer to the position evaluation reports. for the VSR, RVSR, and :DRO 


, positions, Appendices A-I, A-2. and A-3,respectively. for the discussion and basis 6fthis 

,recommendation.' ' ':, 


, 	 ~ , 

4. 	 To take advantage of current knowledge, skills and outbased opportunities, expan;~ the 

duties and responsibilities of the field examiner t~ include VSR duties; accep~, the 

proposed position description and position evaluation report (Appendix A-7) and retain 

this outbased activity as a discrete organizational entity.i 


i, 

S. 	 ~clude a "Master" RVSR position ip. the 2002·organizational structure. ' I 

6. 	 . To allow'employees the fullest opportunity' for'training, all stations should complyi with 

the September 30,1998 milestone for completion'ofmerged Divisions. i 


it 

:1 
I: 
;~ 
II 
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4. Career Progression, Certification, And Pay 

4.1 As-Is 
" " 

The BPR T~ lists two goals -'responding to customer and stakeholder needs and 
maintaining a highly' skilled, motivated, and adaptable workforce - which provide the, major 
impetlls behind developing, a 'certification process for all positions in the BPR environment. 
Stakeholders expressed Concern with the lack ofConsistency in rating decisionS and the absence of 
formal credentials posses~ed by' those· employees making rating decisions. Therefore, it is 
imperative that we develop and implement an objective and, consistent process for' training and 
certifying employees. This includes developing and expanding skills and abilities of the current 
workforce as we transition into the new BPR environment. ' 

,Today, Compensation' ~d'Pension (c&Pl. Service supplements local training initiatives 
with trainingses~c:)lis8t th~ Veterans B,enefits Acad~my. , However, VBA does' not have a 
standard training" metbOdology or formal, method of certifying the' proficiency level of employees. 
Therefore; iii order to ensure employees have the knowledge and skills they will need to function 
within the reengineered. enviI'Ol1l1l:ent andto meet organizational and customer needS. moSt C&P 
employees will need to undergo training and certification to transition and assume the new 
positiQns. The certificationproeess will be an indicator of an employee's proficiency and will,be 
linked to how employees progress _and~e paid in the organization. ' 

Veterans . Service Representative (VSR) ." ' 

. Under thecu~t sYstem, Veter8ns Claims Exanliriers (VCBs) and Veter&nsBenefits 
CounselorS (VBCs)81'~ Sel,ected for GS 5/7/9 career-ladder positions. However~ unlike VBC. ' 
work, which is seldom" classifiable above the GS-9 level, VCE, work. cim encompass duties 
sufficiently'complex 1tOSUPpOrt the GS-) f level. In addition, within the p8$t few years, a number 
ofROs have created anew interVening grade GS-to which combines VCEand VBC dutie~. 

There are no formal national training programs in place to ensure proficiency at these 
grade levels other thari the Veteians Benefits Academy and local training. Many offices select 
individuals based on' perceived potential and promoted them into the higher grade position prior 
to demonstration of th(nr actual ability to perform at the higher grade. Once promoted, .·the 
employee usually re<~ives some training and, in most cases, develops the abilities and g~ the 
knowledge to perfon:it at the grade level to which promoted: However, there is no guarantee. 

. . . , 

Similarly, career~ladder promotions are ofte~ effected, solely on meeting time-in-grade 
requirements. The organization has not consistently focused on ensuring that an individual 
advancing in a career-ladder position has truly attained the skills, knowledge, and proficiency 
necessary to perfonnsatisfactorily atthe~ext higher level. Whether it be a Competitive ,or career~ 
ladder ,promotion, individuals too often, progress without formal assessment of skills or 
knowledge.· . 
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Rating Veterans Service Representative (RVSR) 
. . . . 

Each RO is responsible for filling Rating Specialist ~cies~ typically at the GS-12 level, 
and . assuring training which provides the knowledge and skills required to make ~ting 
determinations. Generally, the employee is selected and promoted based only on an assessment of 
their potenti~ to perform the duties ofa Rating Specialist. Training,occurs, after the employ~ has 
been proIl\oted and the type and length of training varies greatly among ,ROs. Local tr~g 

. initiatives are 'Suppl~mented with training at the 'Veterans Benefits Academy. However, in:,most 
instances, employ~ are making rating ;determinations before completing formal training. There 

, is no standaidized mechanism usCd to. measure an employee':s proficiency ~ a Rating Spe4ialist 
other than periodic 'work s8mpling and tpe annual perfol'lll8ltce appraisal pr~s. \: 

.. . . ... ,. . '. ",. :1 
:1 

, . . ,~ 

Decision Review Officer (DRO)' , :1 

. !j
The position described in the BPR model will replace the Heari.n:g Officer position. While. 

the selectees for theHearins. Officer positions typic8lly have rating experience.. These employees 
are promo~ed iriunediately upon selection, without any enhance.d ,training or fornialcertific4tion., 
Hearing Officers interact With the public directly through th~ conduct of hearingslmeeting$jwith 
the veteran arid his/her representative. However, the natUre :of most of these contacts is formal 
and structured. - . " . ' " , ,':, ".', ' '. " '. ':i 

~_.' '. s.< . i ':) 

. . !I 

. Supervisor Or Team"t.eader/Coach . I;;.: .. 
, ..,' ,: ' '.' , , I . . . " . " q. .' , 

, Presently, stipervisorsare selected' and promoted b~ primarily on their possession of 
technical skills, with little emphasis placed on the degree to wpich they possess people skills.:' TJte 
CUJTent profile Qf superVisors in Adjudication Divisions consists of employees who have vanous 
levels oftechniCal and rilanageria1'skills;: Some supervisors haveexperlence with both rating and 
authorization wo~ while others' have experience with C)ne or the other. .Maily supervisors in" 
Adjudi~tion have had little exp:nen~ ~~g with the p~~lic.· 90nv~ly?~individuals:iwho 
progressed through veterans Servtces :piVlSlon generally are skilled m dealing WIth the publlc but 
lack the skills necesSary to'PerfOml C&P'decision inaking. " ';\ 

Pay 

. , , ,'i 
The General Schedule (OS) system which' selVes as the. basis for pay is quite tigid. 

Wi~';gfade increases, a significant. feature of the OS system, reward longevity (time-in-gtade) 
rather than·achievements linked to organizational goals. ".;!.... . , i 

;r 

In 1993, the New York RO merged the roles ofVBCs:and VeEs and ·implemented a ;~e
. management approach to ~stomerservice. It also changed its approach to career ladder 
promotions. Specifically, 'employees were required to. d~onstrate the knowledge and ;~kills 
needed to perform. at . the higher grad~ prior to promotion. .The reswting certification pr~cess 
served as ,the. primary indicator fot promotion d~isions" rat:Qer than the satisfaction of ~in
grade requirements. In fact, the New YorkRO and Detroit ROs are in the process of attaining 
demonstration project status from. the Office of Personnel Management (OPM). ' They irtte~d to 

" 

< ••: •••~ 

.. : 

.. ' 
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base their compensation system solely on the acquisition of skills and organizational contributions 
rather than the existing GS grade and step system. 

While implementation of BPR initiatives does not require movement from the OS system, 
the concepts of dennonstrating,skillslknOwledge prior to promotion and ,rewarding employees for 
their contributions have been adopted for the BPR environment. 

4.2 To--Be, 

Job competeney-certification is the new formal process by which employees will 
demonstrate that thefhave acquired the. skills and knowledge to perform in the VSR, the RVSR, 
and the DRO posititons in the BPR environment. A detailed description of the prqcess for each 
position follows. 

Veterans Service Representative (VSR) 

, To assure' competenCe and quality service to the veteran, the VSRs in 2002 will be 
required to demonstrate posseSSion ofthe necessary knowledge and skills prior to progression to 
the next higher grade. Hired at the GS-5 or GS-7 level, the VSRs will be placed in a career ladder 
position with promotion potential to the GS-ll level. Employees will receive module-based 
computer and classroom training to provide the skills and knowledge required at each grade level· 
(i.e., GS-517/9111). Employees will be tested at the conclusion ofeach module to assure training 
objectives have bee~n met and laiowledgehas been acquired. Promotion to the GS-7' and GS-9 
levels will also involve work sampling to assure acquisition 'of skills. Promotion to the G$-11 
,level will depend on the employee's demonstration of succeSsful counseling skills and the ability 
to "pass" a technicsl assessment or job coinpetency certification process. ' 

Listed helow is a detailed description of the' progression and certification process that a 
VSR Will follow on the road to the target GS-ll level VSR. 

G8-S to GS-7 (if hired or selected at the G8-S level) 

• 	 Employees will sUccessfully complete the training modules described ~ove. 

• 	 Formal work sampling will be CQnducted in counseling skills to determine whether the GS
7 level has been achieved. Wark sampling to determine effectiveness of customer contacts 
will include monitoring ofboth telephone and personal interviews. 

• 	 Work sampling of cases processed will also be reviewed to determine if the VSR has 
attained Clailms examining skills necessary to be promoted to the next higher level. 

Gs-7 to GS-9 

• 	 Same as process for GS-5 to GS-7. 

31 	 June /997 



ii 
I 

HUMAN RESOURCES TEAM REPORT 


GS-9 to GS-l:1 

• 	 Employees will successfully complete the training modules described above. 

• 	 Fomlal work sampling' will be ~nducted in counSeling aIld claims examining s~s to 
assess readiness for certification, .' .' .1 .:i 

Ii 
,. 	 ppon reaching all acceptable level of proficiency aIld with concurrence of th~ sup~rvisor 

or team leader, the employee may apply for certification. (i . 

:1 
• 	 To be fully certified, the employee must successfully complete a set of nat,ionally 

developed cases. . . ~ , 
, ;:' 

.The HR Team recommends that a national team o/subject-matter experts, stakenhlders,. 
. 	 .' II 

and U,nion partners establish the criteriafor creating a pool ofgeneric cases which will ~e used 
to test employees for certification. The HR Team also recommends that a separate grpup of 
nationally recognized subject-matter experts be formed to. identify/develop the cases th4t meet 
-the criteria and to develop the co"ect/acceptable solutions to the, cases. :: 

. " . '. 	 ~!. /} f' • 

/1 

Ii 
" 

• j. . t 	 :f 
Ii:, 
:1 
,f 
\: 

. 	 11 . 
1 

'I ' 

'I 
d 
Ii 

:1 
. ! 

32 	 June 1997 
i~ 



HUMAN RESOURCES TEAM REPORT 


Figure- 4-1 illustrates the career progression and certification process for VSRs. 

CAREER PROGRESSIONI 
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"CERTIFIED" 

.'~. . . . 

Figure '1~1: Career Progression, Certification,. andPaylor VSRs 

The certification process for existing GS-II Senior VCEs transitioning to GS-II VSRs 
will be the same as described above for neW GS-II VSRS, except that they will not be required to 
go through the forrnal training modules .. 

ExistUlg G8-11 Senior VCEs unable ioacquire and den:tonstrate the additional skills 
necessary to serve effectively as a VSR will be treated in a maimer consistent with the appropriate 

. statute and/or negotiated labor management agr~ment. 

New VS~ who fail to progre~s to the next higher level, will be treated in a manner 
consistent with the appropriate statute and/or negotiated labor management agreement. 

To continu.e to maintain the rigorous quality standards required by the certification 
process, the HR Team strongly recommends that C&P Service develop a national policy 
mandating standardized quality reviews oj inmvidual VSRs. Wefurther recommend that C&P 
Service develop a method to extract a .sampling. oj cases (similar to the current quality review 
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process) from the Benefits Delivery Network (BDN)' or Veterans Service Network (VEtSNET) 
that are employee-specific to be used in conjunction with ~hft performance appraisal proc~ss. 

I 	 , H 
The certified OS-II VSRwill provide a wide range: of comprehensive services ne&ied by 

the veteran. These will include counseling, examining, s~gle.signature authorization, "~imple" 
ratings for approval by a RVSR, and clerical tasks, including the development of cases, required 
to assure end-to-end service. " 

I 

R,ating Veterans Service Representative (RVSR)' 	 II 
I, 

Selection for'RVSR will involve co~petition for the opportunitY to' obtain tramikg and 
promotion. While being traiD.ed, the'selectee will remain'at the OS-II level. Promotion to 'the 
OS-12 level will depend on the employee's ability to "pass" Bn assessment or certification process. ' 

, ' 	 'I 
• 	 I j[ 

, Listed below is a detailed description of the pro~ssion and certification proces~ that a 
RVSR trainee will follow on the road to the OS-12 RVSR. Ji 

, 
I 	 " 

GS-U to GS-12 I' 

• 	 The employee will receive module-based compUter'arid claSsroom training designeq by'the , 
Veterans Benefits Academy to provide the skills and :knowledge required to perfo~ at the , "i,,~:' , 

OS-12 level. Crhe employee will be tested at the ConcluSion of each module to,l assure' "I' 

training objectives have been met and knowledge ~ beenacquired. .' !, ' 
, 	 " 

;i 
• 	 'Employee will work a carefully controlled mix ofcases to gain practical experience under 

the guidance ofa mentor. This period :will last approximately3~ months. ;1 ' , 

" 'I 

• 	 Upon reaching, an acceptable level' of'proficiencY and ~th, the concurrence \;of the 

supervisor or team leader/coach, the employee may apply for certification. l! 


·,1 
I, 

• 	 To' be fully certifi,ed, the employee must succeSsfully complete a set of naponally 

developed cases. Upon succe~sful completion of the certification process, the employee 

will be promoted to the OS-I.ZltVSR.i>osition. ~" , ,i 


The HR Team recommends that a'national'team o/:subject~matter experts, stake~~Jders, 
and Union partners establish the crlterlafor creating a pool ofgeneric cases which will ~e used 
to test employees for certification. The HR Team also recommends that a separate gt/oup of 
nationally recognized subject-matte). experts be formed,to; identify/develop the cases th4t meet 
thepriterla and to develop the co"ecVacceptable rating deqisions.. ' 

, 	 : " II 
This group of employees will be required to complete a set of cases developed iiby the 

national team of experts on a one;;.time basis at the beginning of fiscal year 2002 in order to be 
certified in 'the RVSR position. ExistingOS-12' Rating: Specialists will not be required to, 
complete the training modules offered by the VeteransBene~ts Academy given their experi~ce in 
rating cases. However, these employees will complete the: nationally developed cases inl;lieu

I 
of 

, 	 ' 
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the nonna! quality review sample. Completion of this pro~ss will result in certification for the 
GS-12 RVSR. 

Figure 4';2 illustrates career progression and certification for RVSRs. 

CAREER PROGRESSIONI 
CERTIFICA TlONIPAY 
. FOR RATING VSRs 

GS·11 GS·12 
Stepan. steplWo Steplbme 

-Pass nationally- Conlplete training • Local work sampling 

modJule 
 d~ped test ofto prepare for 

sample casescertification• Pass test to atnrm 
"CERTIFIED"knowledge. 

FY20G2 
GS.12 

-Pas. natton8Jly 
developed test of sanaell 

• Ongoing formal cases In lieu of formal
work sampling work samples 

"CERTIFIED" 

Figllre 4-2: CareerProgression. Certification, andPay/or RVSRs 

. Existing 08-12 Rating Specialists and GS-i 1 RVSR tr~ees unable to complete the 
certification process, even after additional training ~esigned to address the identified deficiencies, 
will be treated in, a .manner consistent with the appropriate statute andlor negotiated labor 
management agreements. 

GS-Il trainees unable to successfully complete the certification process, even after 
additional training designed to address the identified deficiencies, will be treated in a manner 
consistent with the appropriate statute andlor negotiated labor management agreements. 
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Ii 

To continue to maintain, the rigorous quality. staruJards required by the certification 
process, we strongly recommend that C&P Service develop' a national policy mqrulating 
standardized quality reviews ofindividual RVSRs. The,HR Team further recommends tlipt C&P 
Service develop a method to extract a sampling of cases {similar to the current qualitY, review 

'process) from BDN or. VETSNET that are employee specific to be used in conjunction 'irith the 
performance appraisal process. Ii 

, 	 11 
, 	 I 

GS-12 RVSRs will make rating determinations, prepare statements of the c¥e, and 
interact withlnot;~' customers. 'I

ll] 	 :1 
;\ 

Decision Review Officer (DRO) 	 ifIi 
II 
Ii 

, The HR Team recommends a training package be ~veloped for the DROs whici! would 
include -inodules on dispute resolution,' interviewing techniques" and advanced interRersonal 
skills. A necessary component of a ORO's preparation will include observati,on of currenJ OROs 
conducting hearings/meetings,as well as supervisory/mentor assessment of the can~idate's 

conduct of hearings/~eetings prior to promotion. , 1 ' :: 

" 

To continue to maintain the rigorous quality stdridards required by' the certification 
I' 	 '\ 

process, we stronglj recommend that C&P Service deVelop a national policy mdluJating 
standardized quality ,reviews ofindividual DROs. The HR Team further recommends tiJzt C&P 
Service develop a methOd to extract a'sampling of cases (similar' to the current quality; reviiH;: 

, process) from BDN or VETSNET that are' employee specific to be used in conjunction lvith tHe 
perjormance appraisal process.' ;' ,:: ". 

I, 

il I 

, ' The ORO'GS-13 position will perfonn an, array of, duties with the purpose' of resolving 
issues raised by our customers, or assisting them in preparation of their appeals when die issue 
cannot be resolv~ by the ORO. Individuals selected for this position must b~ ratirig certifi~. 

, 	 II 

I ,," 	 'I 
, 

:Supervisor Or Team Leader/Coach 
" 	 ' , 'I 

By the year 2002, the business case calls for a significantly reduced number of employees 
serving 'in traditional superviSory:and 'managerial positions.2 As a reSult, in' the Business Process 
Reengineered environment,supervisors or team leaders/coaches will need to possess a wid~ range 
of technical knowledge, skills, and,Competen~es that traditionally have not been' req~ired of 
employees serving in these positions: ,In many instances, success in the BPR environmenti:will be 
based in part on the supervisor's or team leader's/coach's ability to coordinate, facilitate, develop, 
manage, and motivate'a large group ofenip,loyees. ' " " " :l' 

-' " " . ~ 
" Ii 

Additionally, all "Supervisors or team leaders/roaches must possess a thbrough
I 	 . II 

understanding of the skills and knowledge required of the Ithree new positions in the Veterims' 
, , 	 Ii 

2 It should be noted that in the BPR e'"vironment, the Veterans' ServiCe Center at each RO will be able t~ deliver 
compassionate, time/y, accurate benefits and information to veierans 'and their families In either an envll'Onment 
that evolves, to team leaders/coaches and ielf-directed teams or In a more traditipnalenvir'onment with su~ervisors 
and work units. I , , 	 ,; 

II 
!! 
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Services Center. They will be required to have an understanding of the development, 
authorization, and rating of claims. They must also be able to deal with customers and manage a 
combined workload. With the many expectations and demands that the organization will place on 
managers, supervisors, and coaches in the BPR environment, VBA· top management should plan 
for extensive. training and. development ofindividuals serving in these positions. 

4.3 Transition 

Veterans Service Representative (VSR) 

As we gradually move to our new organization, the incumbents in each of the career-· 
ladder positions will continue to perfo~the two separate functions. However, during transition, 
we will retain the .oS-I0 position, and it will be the first level at which both functions (VBC and 
VCE) will be performed.. In fact,progression from either th~ VBC OS-9 or VCE OS-9 to the . 
combined .oS-10 position will depend on the ability to perform both functions and demonstrate 
the skills.needed to serve veterans effectively in both roles. The HR Team recommeru/s the use of 
work sampling to assess VBC and VCE skills and1mowledge to determine readiness for the GS
10 level. In those stations that have already merged and/or already use the OS-10 position, 
supervisors will uso the performance appraisal system to assess and address any deficiencieS in the 
skills required at the OS-10 level. 

._ In order, to ensure a .sm~th transition of VC& to· fhe VSR position. theHR Team 
recommeiuls that Grl/,VCJj:s receive fOrmal training in intervieMIing·techniques and interperso11QI
skills. .. .. . 

During transition, ·the existing OS-II Senior VCEs will·begin counseling of veterans in 
addition to their trluiitional authorizing functions.. . ' . 

Rating Veterans Service Representative (RVSR) . 

Existing Rating Specialists~ work quality will be reviewed on a regular basis using a work 
sampling. See the recommelldations in the To-Be section for a description of the work sampling 
methodology which will be used to ·monitor the RVSRs work. This process will serve as a 
forerunner to the c:ertification process and will continue to be used in the To-Be environment as a 
means to monitor employees' performance. . 

. . 

Using this methodology to assess employees already occupying rating positions will ensure 
quality service is being provided to veterans. During this phase, existing OS-12s Will cOntinue to 
rate cases but mus~ in preparation for movement to the RVSR position, receive training that will 
enable them to comfortably interact with the veterans served.. 

. Decision Review Officer (DRO) 

During the transition phase, Hearing Officers will continue to conduct hearmgs and 
interact with service organization representatives. Hearing Officers at selected sites will exercise 
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'! 

difference of opinion authority. If this initiative pro~s successful, the program ~ be 
implemented nationwide. Additionally, as VBA moves toward the BPRenvironment, sup~rvisors' 

.	or team leaderSlcoaches will be responsible for modifying :the performance appraisal sy~em as 
needed for employees transitioning from Hearing Officer. to :DRO. This will allow .supervi~ors to 
identifY those employees who may need additional training or review in order t~ successfully 
transition to the position ofDRO. ;. -I 

U· 

Supervison Or Team Leader/Co.ach :1 
:1 

, 	 ), 

During the transition, superviSors, and team leaderstcoaches should receive qJaining, 
development, and mentoring in areas to include change ~ement, the BPR implemeptation 
,plan, the duties of the new positions and how each will t;Unction in the To-Be' o~tional 
structure. In that regard, the degree to which VBA succesSfully, transitions the leadershi~ in the 
organization will directly.impact and influence the degree to which the employees su~ssfully 
transition into the new environment. Furtheimore, as VBA implements BPR' initiatives, it is 
critical that we clearly define the various terms used to de~be the supervisorypositio~ (e.g., 
coach, team leader, supervisor). 

,IPay 

" 	 . "" \;
Due to the rigidity of the GS system and consistent with the HR Team's philosdphy of 

paying for acquired skills. the'.HR Team recommends niquesting a waiver of time-i~fgradt:· 
requirements and qualifications requirements (as defined by OPM) under OPM's demonStration 
project authority which would provide YEA with an opportunity to promote employees fir their 
skil/slkn.owledge (as defined by YEA) without the limitations inherent in the GS system. ';' f' 

" 

The team recommends that the New York RO and /)etroit RO demonstration project be 
monitored to validate the progress of the skills-based tipproach to' COmpe1lSC1tiOn. ' Iq' this 

, ), 

approach to compe1lSC1tioli is successful, the team recommends exportation to other parts ojYEA 
where appropriate. ' , Ii 

:j 
, Ii 

Appendix B-1 illustrates by position (including' clerical and supervisory) and gmd,~ level 
the As-Is (pre-Merger), To-Be (Merged), and Trimsition (Merging) phases ofthis process. ' 

> ~. ;. 

4.4 Summary of Recommendations 

,1. "The HR Team, recommends that a national team of 
" 

~ubject-matter experts, stakeholders, 
and Union partners establish the criteria,for creating a pool of generic cases which Will be 
used to test employees for certification for the VSR position. " The HR T~ also 
recommends that a separate group of nationally recognized subject-matter exp&ts be 
formed, 'to identify/develop the' cases that meet! the criteria and to develdp the 
correct/acceptable solutions to the cases , :~ 

'i 
, .' 	 . . II 

2: To continue to maintain the rigorous quality ,~dards required by the certifi,cation 
process, th~ HR Team strongly recommends that C&P Service~evelop a national ipolicy 

, , , ' , ' " '. ,". !I \ 

l 

,; 

" 
.;':. , , 

'.·it: , 
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mandating standardized quality reviews of individual VSRs. The team, further 
recommends that C&P Service develop a method to extract a sampling ofcases (similar to 
the current quality review process) from BDN or VETSNET that are employee~specific to' 
be used iil conjunction with the performance appraisal process. 

, 3. 	 The'HR Teamrecornrilends that a national team of subject..;m~tter experts, stakeholders, 
and Union partners establish the criteria for creating a pool of generic cases which will be 
used to test employees for certification for the RVSR position. The HR Team also 
recommends, that a separate group of nationally recognized subject-matter experts be 
formed to identifY/develop the cases that meet the criteria and' to develop the 
correct/acceptable rating decisions .. 

4. 	 To continul~' to maintaiIi the rigorous quality standards, required by the certification 
process, the HR Team' Strongly 'recommend that C&P Service develop a national policy 
mandating standardiZed quality reviews ,of individual RVSRs~' The team further 
recommends that C&P Service develop a method to extract a sampling ofcases (similar to 
the current qu8llty'reView process) from BDN or VETSNET that are employee specific to 
be used in oonjuDCt:ion with the performanceappfaisai process. .' ." " . 

5. 	 The HR Team recommends a training package be developed for the DROs which would 
include modules' on dispute'; resolution, "interviewing' teChniques,' and advanced, 
interpersonaJ skills,;;: : 

6. 	 To continul~ tomamtain ili,e rigorou's'quality ~~ds required by the' certification 
pro~s, the ~'Team 'Strongly.'r~rIm1end that C&P Service develop a national'p~licy 
mandating stan<i8r4iZed qUality reViews 9£ ~4ividua1 Decision Review Officers. The team 
fuftherrecommeQdstllatC&P ' Service~eVe.top'amCthod to' extract a sampliIlg of cases 
(similar to the cWTent' qt.ialitY ~View process) from BDN or VETSNET that are employee' 
speafic to be us~ in' cOnjunction with thep'erformanee appraisal process. " , 

. . 	 . . . 

7. 	 The HR. T~un reconunends' the use of work sampling to assess VBC and VCE skills and 
knowledge to determine readmess for the GS-10 level. 

8. 	 In order to ensure smooth transition of VCEs to the VSR position, the HR Team 
recommends that all VCEs re~ive formal, training In interyiewing techniques and 
interpersonaJ skills; , 

9. ' Due to the ,rigldity of the GS System and consistent with the HR Team's philo~ophy of 
paying for acquired skills, the HR Team reCommends requestmg a waiver of tinle-in-grade 
requirements and qualifications requirements (as defined by OPM) under OPM's 

,demonstration project authority 'which would provide 	VBA with an opportUnity to 
promote employees for their skillslknowledge (as defined by VBA) without the limitations 
inherent in the' GS System." , ' ' 

( 
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10. The im. Team recommends that the New York and ~oit Regional Office demo~tration 

project be monitored to validate the progress of the skills-based appro*ch to 

,Compensation. If this approach to compensation is successful, the team reconrnends 

exportation to other parts ofVBA wher~ appropriat~.. . :j 


It 

s. Performance Management And Incentive'Awards Systems' 	
) . 

i 
5.1 	 As-Is , , 

" 

,I 


, ' ' " 	 ~ 

Throughout the last twenty years, the performance management and incentive ;~wards 
systems were linked to one another. Most ofthe incentive a}vards money distributed by VIlA was 
tied to its performance appraisal system, a system based on' individual perfoimance. The ;'~ystem. ' 
was developed as a result of national negotiations between,VBA and the unions 'and fo~sed on 
the accomplishment of individual objectives as the cornerstone of performance apprais8J. An 
employee· could,receive one of five separate evaluations: unacceptable, minimally successru,l, fully 
successful, highly $Uccessful, and outstanding. Employ~ who received evaluations;1 at the 
outstanding, highly successful, and fully successful levels could receive incentive award~. The 
money is allotted from Central Office based on a perCeritageofthe RO's payroll for a specific pay 
period., The money is usUally distributed by CO after the appraisal period ended, and evfh.y RO 
receives the same 'percentage of payroll dollars. ROs often use their own payroll dopars to. 
supplement the money received fr()m Central Office each y~. ' ,i ..",;. 

. , . " . " 	 , ~. '.. ' ' . }!" :1" 

, As the system, matured, ,there were numerous chaDges in the content and mix) of. the 
, 	 I " ,I ,

performance elements, performance standards, and levels Qf achievement. Some offices,added, 
, ,., ' , ' 	 ' , , ' '..' q

reVised, . or deleted various' penon:iumce standards depending on the. local. situation 'and 
organizational cultUre.' 'At tUDes, sorne performanCe elementS~ere changed from critical,io non
critical, and vice versa. Not all ofthe pertormancest8ndard~ wereciosely linked to org~tional 
measures as esiablishedby the bUSiness' lines or .top VBA JIULri8geinent. for example; many 
offices measured individual'achievement for produCtivity anc;l timeliness that . often did not' directly 
relate to organizational goals or standards. Ii ." : • •(:n-::c'~, . 

'I 
~ . !t 

Ai: the nationall~vel, timeliness goals were traditionally established from the date the .claim 
was received by VBA until the date of the'decision. Since there were many IUuid..:offs invd,lved in 
the overall work process of the traditional RO, individual employees had little or limited Control 
over the totaltim~it took t() process&. claim. Performance Standards were developed to nteasure 
the employee's part in the overall process. Under this system, it was not unusual for the :'bn of 
the individual parts to exceed the organization's overall tim~liness goal. This led to sltua~ons in 
which many employees 'were performing at the successful, highly successful, and outstanding 
levels even.while a RO may nothave been meeting its overaU goals for timeliness. . ii . 

, 	 il 
. . . .' 	.' J 

.Productivity measures and, standards for employ~ were .developed differently from 
organizational standards; These standards were based on discrete tasks or activities involved in 
handling claims at various stages of the process. Some ofthose tasks or activities mayor oiay.not . 
have been included in the work rate standards developed to measUre organiZational produ~vity. 
While these approaches helped employees isolate and measure their individual contributions 

. 	 , .' : . ;1 

')'. 
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,throughout the vurious stages of'claims processin& the ove;all accomplishments of the 
organization as mC".asured by Division' or RO' performance ,may have fallen ,far short of the 
veteran's or VBA's expectations. These approaches also served to dilute accountability and 
prevent employees from und,erstanding how the sum oftheir efforts affected vetera,ns. 

Over the la.iR few years, many ROs organized· employees into work groups or teanls . ~d 
experimented with group perfQrmance and group incentive awards, rather than individual ones. 
This led to a new set of challenges, concerning the v8Jue of indiVidual achievement and individual 
contribution in terms of the share of i~centive award money when the team is recognized ,and 
rewarded. Some employees believed t~eir contribution deserved a higher percentage or award 
amount than other'team members. 'Other challenges were created'whenemployees aCCUstomed to 
receiving award money based upon their perforinance:suddeniyfound'tbemselvesorl teams that ' 
were not recognized or rewarded.,' 'I. ' 

) , , , ,,' ", 

The mostre:cent Master Agreements changed the way'VBA will administer performance, 
appraisals~ Beginning on August 1, 1997, employees will no longer receiveone offive possible 

, evaluations, btlt will be advised whether or notthey are in "good stallding." Apasslfailrating will 
be given and used as the initial, factor in: determinin8basic eligibilitY for consideration ofawaids, 
promotions an~ otherperSoDDe1 actions; ,Awards' are' no' longer autho~ based solely upon the 
perfonnanCe ,rating. Th~ new, Master 'Agreements ~s· teamwork and the interdependence of 
employee contributions., They also state:~t the accomplishment ,ofgroup or team objeCtives will, 
be the cornerstone ofperformance evaluation.' Awards for accomplishments orcontributions may 
be givento individlws, groups, or teams ~'any tinte, ~ upon the value' and iiDpact of the 
work.· , ".' 

'. I' 

The new performance appraisal' ~ietn emphasizes feedback, ~continuo~s 'cOmmunication, 
employee development, and administrati,ve' simplicity. It encourages ,employee inptitinto group , 
objectives and rer.ognizes' overatI .employee C()ntrib~tionS.'.: Most "importantly, . there 'is a 
,reqti~e.nt that' each perf,onnance' aPpraisal plan sUpport organizational goalS, include 
standard{s) thataddress,customer service, and iri.Cludeonly critical elements.Ata minimum, 
performance plans Will need to ber~vised to eliminate &:11 non-critical elements, and foCUs, on 
'results'or outcomes,that the employee ise,q,ected to achieve, and not on t~e ~mployee's tasks or 
activities. ' ' 

. ,',' Some' ROs developed perfol'Il1ince s~dards,' that include, both, individual and team 
D\easures, while ,other ROs continue using perfomui.nce Stand8!4s that only, measure ~di:vidual 
performailce. ' 'Most. of these measures ~nclude accuracy and titilel~ess 'as well' as organiZational 
support and coope:ration. 'A lai'ge nUmber still mclude productiVity as an individt,18l, or gr9uP 
measure. Howev~i', some 'employees are still quite skeptical about being evaluated based upon 
team' measur~. They see it as a fairness issue. They do not want tob~ evaluated,on factors 
beyond their control, be they work processes or, the performance ofcoworkers. 

. , ". 
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, 	 ,!, 'I 
' " 5.2 To-Be," ,,"," , 'II 

~, , , ' , :' , , , ! ' , ;1 
" " The, Government Perfonnance and, Results ,Act; (GPRA) incorporates perfonnance 

measurements, as one of: its IIlost,;jmportant,;features, as they can influence organizatio¥ and 
, individual behavior. '~A will need to align its perfol1$l~ appraisal and incentive awards . 
. systems with GPRA goals.and object~ves while itimplemehts BPR. VBA has, defined ~ts~re. 
GPRA, measures as Customer ,Satisfactio~ ,Timeliness, .. Accuracy, Employee Satisfaction! 

• ". . .' I' 	 ~ I 

Development, and Cost-per-Claim. These are C9nsistent. ~th the Secretary's priorities' :for the 
' . 	 'II' 

, , D~p~ent. ~ " ' , .....,. ','"!i,,, 

'; , . ' ,,:," ',:,. "'~ " 'i .'. " + 


. By,2002, VBA should have fully develoPed a strategic planning process and supporting 

goals and.measures,·,BPR will, be ~e centerpiece used to 'rede~ign VBA'~ work proces~ and 

organizaiional structure. BPR will aiso be the~talyst used to ~gn our perfonnance,in~ement 

and incentive awards systems to support the neworganiza~ona1structureand redesigne# work 

:processes. }'hese systems also must su~po~ th~'brOader:g~als and objectives ofGPRA., !i" ' . 


• ' j ~ : , " ,.' 1;:. ." :' , '.. ..~. 1 .' _ .., ; I". .. , r ::t ' 

" VBA's perfonnanee management' and. incentive, aw~ds systems' .willbe.the majdr tools : 

used ~o' accomplish th~ Iirikage betweenBPRand G}lRA.., :VBAwill have experimented!IWith a 

n~ber of perfonnan~,measures and perfonnance, stap.ctards thro~gbout thetransitioit peripd and 

will have det~~ which measures or standards best ~upport the linkag~ between,peifopnance, " 

measurement and, long-term' strategic goals. ' Perfomian~plans will qapturethe day~to-day, 


actiVities that are' perfonned by' all'employees that support and reinforceiQe corinection to JorigP'" ,', 

>. " '.. 1 . , ' 	 tl • 

term strategic goals. Each employee will have a. clear line of sight from hislher daily activities and 

, tasks to vBA's organizational goals and program outcomes.: VBAemployees 'will underStirld the 

key 'components' of customer, Service and how and why they' influence the level of afstomer 


'satisfaction. Employees will understand,that.results will be r¢ward~: ' " ,,', ", ii. ' " 

" , , " : '..' ~ ,: ", ' " t ' , ' '. '". , ':1 ", " " 

: " VBA leadership will" have 'worked, With' employees ,and' their representatives ,to' make 

, fuDdamental changes tothe.·perfoinUmCenlanagementarid mcert~ve'aw&rds systet;nS.l( Those,.' 

changes will have"beeniinplemented 'ft.om ,the top down ::when possible~dwill demdilstrate 


·VBA's.total <:ommitment t~ ~sto~~ service. Ex~~ve perfonnanee plBns, and,rjSenior 

Ex~ti~~.SeMce'(SES), bonus plans Will have been r:edestgIled,to l~d and serve as an ~ple 

to both employees ~d stakeholders.,' ,",: ' ,,',.' 11, 


;1
"i 

, , . Performance Management. The new systeIl! m~st ~e carefully designed if it is to pe well 

aligne~ with organizational objectives and wellllDderstood by employees. TheHR.'I~eam q~tlined 

so~e characteristics Consistent with best practices from.ow.er organizations for 'cOnsid~~tion in 

,the ~,desigll~, T~e!eam belieyes t~t VBA's,perfonnan~ ~gement system should ~~ve the' 

followmg charactensttcs: " )1


" " ' ' ; ':'" Ii 


"I. ,Perfonnance, pl~s are cOnsistent~th GPM~d VBA cOre,value,s. 
li

11 

, 	 , 

• 	 Performance plans, includmg:elements, standards,: and meas1;lres,are' consistefttwith 
'" \ labor-management agreements;, :i 

; 	 :1 

" \ !I 
: III 	 ( I ,

i 	 H 
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• 	. Performance plans are closely linked to organizational goals and employees understand the 
li~ages. . 

• 	 Performance plans promote a . clear line of sight between individual and/or team 
expectations and organizational goals. 

• 	 Performance plans are coinmunicated to all employees in a clear and understandable way. 

• 	 Performance plans are developed with meaningful input from employees and their 
representatives. 

• 	 Performance plans provide for consistent, I constructive feedback to and from all 
employees, and encourage employee involvement in the development of necessary skills 
and competencies..·· . 

Incentive Awards •. Thereengineered incentive awards system will build on the priorities 
and measures set i:n the performance management system, identifY meaningful distinctions in 
organizational and individual performance, and distribute funds and recognition accordingly. As 
with the performance mariagement system, the incentive awards system must be aligned at all 
levels starting from the top, to reinforce accountability and. recognize results. Incentive awards 
funding distribution on an organizational level will reinforce excellence by providing funds for 
results. .The. IIR Tleanl believes that, VBA's incentive awards system, should have the 'folloWing' 
cbataCterimcs: · . 

• 	 blcentive awards are used to recognize and moti\,at~ employees for their achievements'and . 
are no longer linked to their performance rating ofrecord. ' . ' 

• 	 Incentive a",rards are linked to organizational goals and achievements. 

• 	 Incentive awards are given closer in time to the achievements on which they are based. 

• 	 Incentive awards may incl\lde both individual and group recognition. 

• 	 Incentive a,w.rds take maximum' advantage of all monetary and ,non-monetary awards 
options. 

, • 	 Incentive awards criteria are developed with employee participation, s\1ch as those' already 
in' place for on-the-spotawards. . , 

• 	 Incentiv" awards o:.oney is funded at sufficient levels 8nd distributed to ROs throughout 
, the Fiscal Year to recognize and reWard individual and organizational achievements. 

• 	 Incentive awards fundjng formulas should give larger percentages to high performing ROs. 
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, ,Figure 5-1 depicts the alignments and linkages of the perfonnance managem~t and 
incentive awards Systems in the fully implemented BPR environment. It also shows the; lines of 

, sight between individual and organizational achievement and VBA's long-tenn strategic g4als. 
" , 	 ,I 

'I: ' 	 I, 

ALIGNING PERFORMANCE MANAGEMENT AND INCENTIVE 

REWARDS 
RECOGNmON 

AWARDS TO BPR "i 

MISSION 
VISION 

ORGANIZAnONALVALUES 
'GPRA 

VANBAJAREA ' 
STAnON GOALS 

INDIVIDUAL 
GOALS 

, 
ACHIEvEMENT M"'-.~ ACHIEVEMENT 

I 

ANNUAL 
RA~NGS 

'I,, 

,I' .~~~.;. 

" 
REWARDS I 

RECOGNmON 
I 

'.~~ , 

" , 

.' " 1l..,.;j,..~.;' 

Figure 5-1: Alignments andLinkages ofPerformance Management andIncentive Aw~tU 
, 	 ';1 

II 

I,I5.3 Transition 	 " 

!; 
The primary transition initiative is. to design neW. workable, effective' perfoI!mance 

management and incentive awards systems to motivate' and recognize achievements' tha~ truly 
serve veterans and help VBA succeed. In many ways, the new Master Agreements p,rovide 
guidelines and a general framework' for these new systems. , Nevertheless, the HRji Team ' 
recommends that VBA conVene a work group as soon as possible. The group would establish 
additional guidelines to help ROs identify various ways', to develop, motivate, and ~eward 
employees. The group should include representatives from labor and management along vyith an 
experienced consultant knowledgeable in perfonnance management and incentive awards.;1 ' 

: 
I 
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The following areas, in addition to the aforementioned characteristics, should be addressed 
by the group: 

• 	 Determine which performance standards, ifany, should be nationaL 

• 	 Compile information on RO innovations ~n 'the areas of performance management and 
incentive awards. ' 

" 

• 	 Develop vluious options for' communication and feedback among employees and 
supervisors at all levels. 

• 	 Consider employee and union concerns about fairness in setting goals and accountability 
for employees who do not have eommensunitecontrol over the claims process. 

• 	 :Benchmark and identifY b~ practices on effective performance management and incentive 
awards for executives and employees. 

• '. Consider how to reward ROs and executives for supporting BPR during the transition. 

5.4 Summary of Recommendations 

1. 	 Create a work group· to examine performance man8gement and incentive awards and' 
develop guidelines to support new systems. 

, 	 , 

2. ' Consider how to reward ROs and executives for supporting BPR during the ~ition 
period (It is po~siblethat iniplernentingB})R" e.g., mergirig VSD and .,\djudication, may 
affect organizatiollal performance,in'tAesh0rt run~ ROs that mer~ early should not be 
penalized for implementing BP~ but' the' system'should be flexible enough to'.reward, if 
appropriate.) 

3. 	 Reengineer budget Processes to change when VBA distributes incenti~,aWards money to 
ROs. Distribute' the money at the beginiUng andlor throughout the FisCal Year. This 
change is needed to enablepa~ent of, incentive awards closer in time to the 
achievements. " 

4. 	 Increase VilA funding levels forincen~ve awards. A review of best practices in 
government and private sector organizations should be done to see how VBA's funding 
levels compare with other organiz8.iions. 

S. 	 Consider changing incentive awards funding formulas to give larger percentages to the 
high perfomling ~.os. VBA should distribute funds to ROs based on results rather than 
equally, as i:; currently done. We recommend that the formula would set an acceptable 
base or minimum funding level for each'RO with additional funds distributed based on 
organization.al performance. . 
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i 
III I,6. Workforce Management and Planning 
iI 
I 

6.1 As-Is il 
,) 
I 

, Ii 
. ROs will need to change their organizational structUre to fully implement BPR Merging 

divisions is a prerequisite to transitioIiing to the BPR enviroiunent: The chart below illusttiltes the 
progress ofmergers in the field. This chart is based on reports provided by station manage'~ent at 
the end of February, as well as a series of follow-up phone calls. For purposes of the 8hart, a 
station is Considered merged ifAdjudication and VSD are organizationally and physically ~erged, 
and the former VBCs and VCEs have been cross trained and functioning as case managers:: ' 

. , ! ii 
As you can,see from'the following chart,. most stati~ns have made r~latively little Progress 

in merging divisions:' , ·jl 

25% 

18% 

.~8J(4)
7% 7% 

.~8J1N6 

M>NTHS(8) 

ct.SG8JN1 YR 
(19) 

mMi=RG8JN2YRS 
. (17)' 

.~8JNt.I)RE 

~N2YRS(14) 

III NOT ~NG (4) 

.Figure' 6-1: Progress 'OfMergers at'YEA Facilities 
(As ofFebruary 1997) , . 

By our count, only four stations ('1%) have merged, ;wbile eighteen report that ttrei will be 
merged within one year. ,This means that 61% of VBA' s fieldsiations are not ,close to ~erging, 
with 32% reporting thatthey'will either take lilore than tWo 'years or have no' plans to'imerge. 
(Note: It is likely that these perceiltagesare overly' op~stic since many of the statibns we 
contacted reported more progress than had actually taken 'place.)' While many of these 'stations 
have begun blurring the lines betw~n the divisions, they hate not yet started the more d~anding 

,work required for a full merger.· "I ' ';1, 
:1 

:i 
.r 

il 
:r 

;i 
d 
" il 

11 
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The stations that have not merged anticipate the following challenges in completing the 
merger. (Note: ''yes'' means a station foresees a challenge, while "no" means it does not.) 

Cb~llenge: Workload Challenge:>, Partnel,'Sbip Issues 

40 38(75") 40 

30 30 

20 20 

10 10 

0 o 
YES· NO 

Challenge: Supervisoryl Mgmt 
Resistance 

28(64%)30 
22 (46",

26 


20 


16 


10 


6 


0 

YES NO 


Cballenge: ' IJudget Issues 


33(88%)36 

so 

21 

20 

11 

10 

I 
o 

Cballenge: Pbone System 
31(73%) 

YES NO 

YES NO 

Cballenge: Employee Buy-In 

YES NO 

S6 

so 
26 
20 

16 
10 
6 
o 

, Figure 6-2: Challenges in Completing the Merger 
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Ofall the challenges mentioned, we believe that managing .the workload will be ke~ to the 
success ofthe mergers. 'The problem js greatly complicated,by the fact that our pending workload 
is currently rising. For example, since the beginning of fisCal year '97, the total number of C&P 
cases pending has risen by 19%: Ii ' 

i
l 

2128197 

TOTAL C&PPENDING' 

10/4/98 

;j 
o "00,000 2oo,QOO. 300,000 'I 

'I 

'I 

Figure 6-3: Total C&P Pending , il 
, I' 'i 

: II 
Perhaps ofeven greater concern, our total C&P claims pending over 180 days has risen by. :

Ii56%: I' ',I 

I 

2128197 
r. 

TOTAL C&P, CLA.IMS PENDiNG, 
1014198 

-"'"OVER 180 DAYS 

0, 25.000 37,500,2,500 
,.,\. 

Figure 6-4: Total C&P Claims Pending Over 180 Days ' , 

The rise in the pending workload can be explained,: in part, by an incoming workl~ad that 
is 8% higher than the comparable period in FY96 and 7%' higher, than the comp8rable p'eriod in 
FY95. '!:' 

:! 
'I 

1Q196.NATIONAL WORKLOAD , 1,039.473
2197RECEIVED IN EPs 

1019> 
963,172 . , 2196 

10194 . 975,937 
2f35 

o 600.000 \000.000 \600.000 

Figure 6-5: Nationr;zl Workload R~ceived in EPs 

(NOTE: EPs 095 and 295 were not countefl until December 1996) 
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Ifwe weight the incoming work based on its degree of complexity using VBA' s. standard 
base year weigtlts, the increase drops to 6% relative to the comparable periods in FY96 and 
FY95. 

1,534,286
NATIONAL ,,'ORKJpAD 
RECEIVED AS POTENTIAL 10r'95-2196 ••••••• 1, ...... ,199 

WEIGHTED OUTPUT 
1Q'94.2195 ••••••• 1,452,049 

o . 600,000 1,200,000 1,800,000 

Figure 6-6: National Workload Received as Potential Weighted Output 
. . . 

However, these comparable periods in FY95 and FY96 contain ~ations.in workload due 
to a variety of factors including CO projects (BPs 690 and 692 in FY95, EP 150 in FY96), EVRs 
not being mailed every year, etc. IfWe look at the trend of our incoming weighted workload in 
our core work (core work is defined as all origin8lclaim,s·.. BPs 110, (HO, 180, 140, 190, 160,' 
165) plus key reope:ned work (020aitd 120)aridkey appeals'work{l72~ 070, 174) ~hich is.not 
subject to as much variation, we get a diiferentpicture ofthe ~d ofour incoming work. 

" ", ....... :' 
 ..... " 

1,on,1051~W7"""II""1B. . ..NATIONAlL CORE 
WORKLOAD RIECEIVED 1,0r'95-2198 ••••••1 938,«)1 

............. 

AS POTENTIAL, . 10194-2195 ••••••• 974,187
WEIGHTED OUTPUT 

o 500,000 1,000,000 1,500,000 

Figure 6-?:National Core Workload Received as Potential Weighted Output 

From this perspective, the core workload is up by 15% relative to the comparable period 
in FY96 and 11% relative to the comp~le period in FY95. We believe that this is a better 
indication ofthe workload chal1enge faced by VBA 

While the workload has increased, staffing has declined. The net result can be seen in the 
. following graph which portrays a three-year decline in FTE versus an increase in the incoming 

core work:' . . 
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'5000 J4784 11,200,000 " I PI 11077jO 
I: 

fi II - /' FYTD ;;'"#ofFTE ~ , 197416 1 I 4173 Weighteddevoted to 

.-- -- (estimated) , of-! Incoming,C&Pwork 
I ,j193840 1

in the field Core Work 
! :1at end of FY ;i .....: ". ',I , /I, 

\f 
I'

I 

, ' I: 
l~ 

~ 10/94 -2195 I 110/95 -21961 ! 110/96 - 2197. 'I0 !iI 
I 

" 

F~gure 6-8: FTE versus!'!coming Wo~kFYs 95, 96, 97 :! 
"" 

Clearly, our pendin~ workload has risen in part b~ ofan increase in incoming ivork at 

the same time our workforce has reduced in size. Moreov.er, a: significant' reduction in o~eitime 


" '\' " : " ,Ii

funds has also cOntributed to this situation. If 

d . 

'The' process of merging not ,only affects workl~a.d and claiJps processing" bl~t also ··r~~. ,"$ 

cus,tomer contacts. As shown below, VBA is already experiencing problems in m~g)ts, " t~ir:, ::', 
, cuStomer service standards for'teceiving telephone calls: ' 

>~: ;; 
J:~:; .~~ 

,~, 

" ~.,.,; 

10% ,Of calls 
Abandoned 

.' .,' 

Figure 6-9: VBA Abandoned-Ca// Rate 

Standard: < 10% calls abandoned ' 
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4216 Of calls 
, Blocked 

, Figure 6-10: .VBA Blocked-Call Rate 

Standard: <: l00At calls blocked 

VBA must plan carefully or its performance in this area will deteriorate: . 

At the Same time that our pending workload has increased and phone service has been 
below standard, a number ofstations have become heavily involved in merging divisions. This has 
resulted in thousands of hoUrs being' redifeCted away from claims processing/customer contact 
into cross training. Several stations estimate that a minimum'of400 hours ofclassroom training is, 
required.for VBCs to leam ,the VCE job,' while at least 80 hours ofclassroom training is needed 
for a VCE to learn the VBC job. (These flglires do not take into' account on-the-job training.) 
While estimates 'vary, with some stations indicating these.numbers are far too low, the fact 
remains that w~eil yo~ 'multiply tliese nWnbers station-wide or·VBA-wide, Ute number of man-
hours required to successfully cOmplete 58' mergers ~Il beenOmlOUS.. ' . . . 

The cllallenge is even more CompleX than just desCribed,' sinceth~ goal is not omy to 
merge divisions, but to transitto three positions by the year 2002 (four ifwe count program 
support clerkS). Listed below is VBA's staffing profile as ofthe end ofFY96 as well as a flow 
chart showing how tlnese employees Will transit tO,the "To-Be" positions in FY02: 
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-+.767 

-+ 256 

382 

,l 

~OO II 
[~ 
" , 

Table 6.-1: .vBA's Staffing Profile, as ofFY96 J .. 

,I " 
NOTE: 'The nUmber ofVBC's availabl€dn the As Is and To Be is subjeet:to change based 

, on the resolution Qfthe fiilaI fuDctionalityofcalldistributioncenters. ' .. :j , 
, 	 " 

II 
In essence, VBA must cross train the 'above emplQYees as it cOnverts to the "To-B~" state, 

lose 1480 in the process, ~d continut;'l to meet its workload demands. '. .~! 
. .' II 

. . '. ,.,:i 
..' _ . . . . 1)' 

" .. ,In spite ofsevere,budgei'cuts,thephysica1 plant and phones must be furided, ifw¢ are to 
'physically merge divisionS and be able to route' calls to their proper loCation in the neiv vBA 
environment. " . \1 

ii' 
The fact that 65% of the stat~ons have concerns about employee buy-in is not sufprising, 

since change is always difficult.. However, we have heard a number of ~mments fro~ within 
VBA suggesting a perception that some high-level individuals have not yet bought-in to ~erging 
divisions either. This, coupled with the fact that 46% of the stationS report sup~soryl 
management resistance, indicates that employees are receiving mixed messages. ;1 Unless 

,. 	 employees are convinced that VBA's top managers strongly support our neW direction, it will be . 
difficult to get employees' commitment. ':: 

'[ 

'l 
. , . . .. 	 .1 

3 The totals in this chart do not include 144 clerks in VSD, or 600 VBCs who perfonn non-C&P related ~ the 
. Field Section, or c&.P Service. Additionally,the numbers do not include VSDs in the Field Section or ~g in 

C&P Service in CO. .. 

TOTAL 
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35% ofthe stations report that they expect partnership difficulties while merging divisions. 
We believe that partnership is one· of the key components of the merger process, and those 
stations who have a strong labor-management relationship Will experience the smoothest 
transition to the new environment. . 

Fortunately, VBA does not have to reinvent the wheel when it comes to merging 
. divisions. Since 1993, we have developed a great deal oforganizational knowledge regarding the 
. best practices for merging divisions.. Ifwe take advantage ofour internal organizational expertise, 

and plan the transition as one committed organizatio~ rather than as 58 individual ROs,we have 
an excellent opportunity to achieve our goals and transform VBA into a world-class organization. 

There is one.other factor that. we must take into account and.that is our aging workforce. 
Listed below are. the' average age and years of service· for our Adjudication and Veterans 
Assistance workforce: '. . : . . 
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Personnel Type: Veterans Benefits Counselors 

VSD - clerk 14.18 
VSD :'" contact rep 19.03 
VSD - other 
Group Summary . 

Personnel Type: Adjudication 

48.~7 
45.82 

Development Clerk 
File Clerk 
Program Clerk 

Management 	 Adj Oft!Asst 
SectlUnit Chief 

Other 	 Dictationffranscript 
Non-C&P.,. 
Other-Authorization 
Other-Office ofAO 
Other - Rating 
Board 

Rating Staff Hearing Officer 
. Rating Board ': 

Legal . 
Rating Board 
Medical 
Rating Board 
Trainee 

VCE 	 SrVCE 
VCE 
VCE - Trainee 
Group SumllUllY 

45.75 
4l.46 
43.56 
50.62 
49.23 
46.98 
49.32 
45.70 
45.23 
40:67 

50.06 
48.03 

68.69 

42.71 

44.54 
42.71 
38.98 
45.39 

19.15 
' . . 18.80 
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16.24 
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13.63 
27.17 
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Table 6-2: Average Age and Years ojService as oj9/30/96 
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As you can ~ee, VBA's workforce is aging with many employees becoming eligible to 
retire within a few years. Moreover, th~ workforce will be shrinking at the same. time it will be 
losing its most experienced people to retirement. .VBA needs to ensure that it will be able to 
replenish these vitali skills andexperienc~, while retaining its institutional memory. It also needs 
to find a way to pc~riodically bring. in "new blood" in order to provide for new ideas and fresh 
perspectives.. See Appendix C·} for additional discussion of the characteristics of the workforce 
in the year 2000 and.beyond. 

6.2 To-Be. 

For the year 2002, we will have. successfully transitioned to the BPR environment.' The 
current positions (VCEs, 'VBCs, .rating specialists, clerks, etc.) Will be replaced by the -new 
positions described earlier. The level ofservice will 'have improved significantly and VBA will be 
recognized as a world-class organization. 

6.3 Transition 

During the transition, we should take advantage ofall the organizational expertise that' we 
have developed on merging. To this end, we contacted all the' stations that have either merged 
divisions. or are close to merging divisions, and have put together a list of tips for merging 
(Appendix E). 

We recomm.~1ui that this list be provitkd to all stations. Since it would be impractical to 
expect stations to hire conSultants' to help them plan the merger, we lulVe also put together a list 
of internal eonsUltallts'(Appendix F) who could assist,other statio~ in~erging. We'recom,;,eiid 
that each Station be provided witft the list ofconsultants t:ind 'consitkr Using one or more ofthem 
in their merger efforts. '., 

As discussed earlier, VBA must ~nsure the total commitment of its managers. By this we 
mean that all managers must understand and fully support VBA's'long-term goals., We believe 
that VBA's goals are much broader than simply merging divisions. We think that the true goal is 
to transfonn our organization from one that processes claims using an assembly line approach and 
collaterally answers quemo~, to' one that provides proactive world-class ~rvice to veterans. To 
ensure buy-in, we nlUst continue to educate our employees: 'While the conference in Annapolis, 
Maryland, was an erxcellent first step, we must cOntinue to' educate our leaders/managers. on the 
benefits of BPR, ns well as on how 'to best implement its components.. To this end, we 
recommend that a (fay be set asitk at the next Director's Conference wh'ere information can be 
shared regarding the best practices for merging divisions andpreparing the ROs for the VBA of 
thefuture. 

Even if we develop a foundation of commitment and support, VBA's challenges and 
constraints will be formidable. Therefore, in order to prepare for the future, while meeting our 
present workload requirements.' we muSt set up central points to support and facilitate the 
mergers. We recommend that the four Area Offices be tksignated as the responsible' agent 
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:1 
,I 

within VBA to oversee these efforts.· We also recommend that a clearinghouse. be establifhed to 
ensure that the mergers are constantly ,being reviewed and ~n/ormation is being shared· I!: 
;. 	 . .. .'. ,11 

The Ar~ Offices need to review the plans of the individual stations and then develop .an 
ove~all area-wide plan. The area plans should address the concerns identified in the ;l"as-is" 
section, .particularly the workload needs and funding requirements. They should also addr'ess the 

. 	 . ,I

phone configuration, including how each station's phone system will fit into our transition'ito Call 
Centers. 

:i
If 

, 	 , 

. As a first step, each area plan should ensure that every station is prepared! at all 
organizational levels for change. Employees must understand why the change is taking place, 
how it ~ improve service to veterans, and what the ~amifications are for them. (preferably, each 
statton plan should include· visits to and/or from another station that has merged.) ,·If employees 
are given information early enough in the process, they wil): know what's comiilg and be;lable to 
plan accordingly. At the same time, management needs to involve their Union partners early and 
often as our partners can make the experience more positive for everyone. Since we arelall part

. 	 , ,I 

of a shrinking organization, both nianagement and our partners will need to be flexible dur;ing the 
. 	 'I 

'Iprocess: ,I 

)\ . 

The 'area plans should provide. for phased mergers; otherwise,· our ~endiitg 
workload/customer contacts will quickly go out of control: As discussed earlier, the ampupt of 
time devoted to planning, preparing the organization for change, cross training, and lomstlcs:ds' 
enormous.· As an illustration, listed below is the, approXimate amount of classroom trainiAg (400

, 	 ..'.. I 
hours .for VBCs and 80. hours for VCEs)· that would be diverted away fromd claims 
processing/customer contact during the next three years, assuming one third ofthe statiohs w,ere 
to merge each year (as opposed to.the estimated timeframes reported by individual statio~ in the 
survey): , ': . 

Ii 
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Figure 6-11: . Impact o/Cross Training VCEslVBCs 
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While the above chart indicates that approximately 40 FTE would be lost per year, it only 
shows the time devoted t~ classroom training.' (As discussed earlier, these numbers may be 
conservative.) If we then factor in time for preparing the organization for change, planning, 
logistics, on-the-job training, etc., the time unavailable to serve veterans is likely to rise 
significantly. .: 

Another issue that is crucial to a smooth transition is training. Virtually every station that 
we visited which has merged or is close to merging, indicated that their training was Inadequate. 
While the Central Area Training package was considered to be a good overview, it was not 
intended to be a complete training package and did not include the requisite case-specific training 
to enable former VUCs to learn how to process claims. As an interim measure, we recommend 
that a training package be immediately developed which will. supplement the Central Area 
training package. ' , 

The HR ,Team also ,recommends that VBA consider employing on a temporary/ 
contractual basis, retirees who have recognized quality experience in adjudication/rating who 
can assist, in the cross" training efforts. ' Because many recent retiRes separated with a voluntary 
separate incentive pllyment'(buyout), they are precluded from reentering Federal employment for 
a five-year period" without first repaying the buyout amount. Much of VBA's institutional 
knowledge and technical expertise cannot be accessed because ofthis restriction. The HR Team 
recommends that VIlA request a waiver ofthis reemployment condition for the sPecific and time- . 
limited"purpose, off(~training.staff as~we transition to the,BPR environment. 

: Due to the (:omplexity of merging so many stations, as well as the potential impact on 
workload, we believ,e that each area's tnerger plan could practically proceed as follows: t . 

AREA X 

Station#1 Station#2 (mIb #1) Station#6 (mIb #2) Station#IO (mIb #6) 
(already Station#3 (~ #1) Station#7 (mIb #3) Station#ll (mIb #7) 
merged) Station#4 (mIb #1) Staiion#8 (mIb #4) Station#12 (mIb #8) 

Station#5 Station#9 , . Station # 13 

Figure 6-/2: Area Merger Plan Procedure 
. (~mentored by station) 

NOTES: 

I) 	Station # 1 serves as master mentor throughout the process. 

2) 	The year in which a station completes its merger is the year when the bulk of the cross 
training is C()mpleted. Other elements such as planning, preparing the organization for 
change, etc., should occur earlier. 
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, 	 ,.'. i: 

3) 	As much cross training as possible should occur before normal phone bu~iness Jours to 
enable the RO to meet its customer contact demands. I: 

4) 	 Stations,who are undergoing mergers have the option of brokering work to statidns who 
have completed ,mergers or· whose mergers will occur later. This includes redirecting 
phone calls during periods of intensive training.: " i! 

'I• '. 	 , .1 

5) Funding should be budgeted each year by. station' to cover phone costs,' physichl plant 
changes, eic. : I 

. '. The above plan should go a long way to ensuring a ~latively smooth transition. H~wever, 
workload fluctuations, staffing imbalances, natural disasters~ etc., are bound to occur. As ~ result, 
it is esse!1tial that the Areasseeure asufficient amount of overtime through FY99 ,and beyond to 
provide them with the needed flexibility to manage the workload throughout the transition~' 

;". 	 , :1 

, Assuming that all ofthe~ove proceeds smoothly, ~e still must transition 4435 e~ployees 
into 2955. positions by the year ~OO2. Accordingly, let's examine. the impact of attritio~! on our 
key positions through FY02." Note that these projections are VBA-wide and variations ~om the 
projections are likely on a station-by-station basis. ' 

--+-:Predlded 
--Target 

1896 1898 2000 2002 

'. 	 , :r. 

Figure.6-J3:,Attrition Rate ojCu"ent VCEslVBCs ver~s"TQ1'get"StaffingLevel- V~terans 
. . , Seniice Representatives (VSRs) ii 

. 	 " 

, . 

• These figures only include VBCs cu"ently invplved in C&P related tasks. 

1,989 VCEslVBCs are projected to transition into 1,150 positions. Factoring in hlS1tOrllcaI 
attrition rates and projecting future retirements, we can expect to have an 

,Iemployees. 	 ' 
" . 

'I 

.;! 	" 

ii 
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Listed below is the projected attrition rate for current rating specialists who are expected 
to transition to RVSRs: 

1000 ... --.• 

--..-Predicted 
100 --Target 

o +--~-.,.--...., 
1996 1998 2000 2002 

Figure 6-14: Attrition Rate o/Cu"ent Rating Specialist versus "Target" Staffing Level:· Rating 
. Veterans Service Representatives (RVSRs)' 

. . . 
1,046 Rating Specialists are projected to transition into 775 positions. Factoring in 

historical attrition nites and projecting future retirements, we can expect to have an excess of 8 . 
employees. 

Listed below is the projected attrition rate for current Hearing Officers who are expected 
to transition to DROs: 

300 

200 

100 

...... --..- Predicted 

-Targeto+--....---r---.. 
1998 1998 2000 2002 

Figure 6-15: Attrition Rate 0/Cu"ent Hearing Officers versus "Target" Staffing Level - DROs. . 
, ' > • 

72 Hearing Officers are projected to transition into 241 positions. Due to the obvious 
shortage and factoring in attrition, it is clear that VBA will need to staffup in this category. 
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Listed below is the projected attrition rate' for all clerical positions: 

1000 -+-Predicted 
800 --Target 
600 


400 -1-------""....... 


200 

o+--..,---r------. 
1996 ,1888 2000' 2002 

Figure 6-16: Attrition ~te ofAll Clerks 'versus "Target" Staffing Level - Program ~U11Oarl 
Clerks 

, ' , i\" 
896 Clerks are projected to transition into 382 positions. Factoring in historical attPtion 

rates and projecting,futufefetirements, we can expect to have a shortage of 10 employees.!1 " 
.' '> " ~ , , 

, , 'I' 

Listed below is the projected attrition rate for the office ofthe Adjudication Office~: ' ~;; 
, -i 

~!: 
" 

:isao :r:,Target
~ ,I400 ~=-...-""'=""--+--=--- 400 1 

, ....... 
 il 
:. 300 
H 
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200 :1 
j;
II100 -+- Predicted :1 
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Figure 6-17: Attrition Rate ofOffice ofthe AO versus "Target" Staffing Level- Office o~'he AO 
" II 
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Listed below is a summary ofthe·above projections: 

. Table 6~3.~ Summary o/Attrition Projections . 

Projecting attrition a1o~e, VBA will have &.bout 70 excess employees. Obviously, the 
individual excesses/shortages will be reduced/eliminated as people are promoted into shortage 
categories (e.g., RVSRS win be promoted to DROs thus creating openings for·RVSRs, VSRswill 
be promoted to RVSRS, thus reducing the number ofexcess VSRs, etc.) However, given the fact 
that we are projecting that about 2% ofthe employ~ will be excess. and recognizing'that every 
station doeS n()t exPerience attrition' uniformly, meaning that some . stations will have a, 
disproportio~te number of excess employees, it is possible that small reduction-in-force actions 
may be required.. However,' iilan:y. of these actions can be avoided ifwe move excess employees 
to ditTenmt locations' within vilA such as Loan Servicing Ceilters, Call Centers,oiher divisions, 

, '.' . 
etc. 

. . It should be underst<xxt that the 'above projections do not take into account the positions 
in c&P .'Service, '][44 eXcess C;:let'ks in VSD, and the . conSoli(fati~ns' in Loan Guaranty and 
Insuranc;e (168' eml,loyees ~eCted). F~~anq HRM.. While some of those excess employees 
will leave VBA ove,.- the·next few years, limited staffing flexibility in th~ C&P busin~s line will
make it difficult to 'pIacC:,\many ofthese individuals iD p~sitionS ~ this business line. 

Unfortunately, the Jlbove projections indicate' that YBA will have little opportunity to 
bring in the "new blood" i~ clearly requires. 

6.4 Key ElIIIlployoe Issues During Transition 

O\tr employees will ultiinately implement ~d achieve the successes ofBPR Maintaining 
faith with employee:s and maintaining trust with veterans must be the highest priority. 

We must first acknowledge that the.changes envisioned by the BPR are both sweeping and 
radical..A 25-year employee of VBA may see his !her entire job abolished. While the employee's 
neW job may proVide·the opportutUty for advancement, new skills, .andcballenges, management 
must be mindful that the job the individual was hired to do and has done with success for 25 years 
win begone. 
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. . P~oviding support for employees is essential to successful implementation of any ,phange. 
Assurance that these changes will occur, that they are well considered and that employees will be 
supported throughout the change will help ensure a smooth transition for our employees. :! 

.. Ji 
I 

·As employees transition to new positions; maximum flexibility must be allowed in (raining, 

levels of achievement, and time allowed for ·completion of training. An employee mus(feel the 

change and training are fOcused on achieving new goals, rather than eliminating employeesi 


. . . ' ~ '! ~ 

. . if . 
As discussed earlier, we recommend that.a group ~similar to· the HR Team mon~tor the 


impact ofBPR on our employees throughout the transition. The group would be charged with 

monitoring natioruiJ. trends to· ensure that we are t~g every reasonable aCtion (e.g.,:i setting 


.. ' hiring· .and· reassignment policies, following the Career.Transition Assistance Progfarns if . .••.• I 
necessary, etc.) to protect VBA's most valuable asset; its employees. ..... i: 

j( 

Obviously, intervening circumstances such as redU(~ed funding or personnel ceiIit)gs may 
~ec:t the ability of VBA to protect its employees. However, absent such occurredces, an 
. aggressive program as described above will ensure employee buy~~ UDion .assistan~ in the 
transition, and demonstrate that we'are an organization d~cated to caring for its employ~, . , 

H 
'I 

Another cluillenge faced by VBA is that of upw8{d mobility.. The impact, ofi'!~usiness 
Process. ReengiD.eering will increase that level of challenge, sinCe IDanY employ~!!: in~; th~· 
Adjudication and Veterft11S·Services.DivWonspresently hold positions, which are not PaJ! of the 
table oforganization projected after the y~ 2002. ....:. ... . .. . .. ."'!( ,';: 

. .... . d • 
During the period of 1998-2002, approximately 23% of oUr employees will be eligible for 

retirement. As discussed earlier, even assuming all employees eligible for retirement do r.e and 
assuming turnover rates' cOntinue· .as projected, there will ·be minimal opportunities ~o hire. ' 
ACcordingly, ·we·will have to ,look~inWai'd to help repleDlsh our dwindling staff thrQ~ugh an 

~, 

effective, upward mobility program. ,Besides providing a s~pply of future VSRs, sUch a program 
. " ,\ .. 

will also enable VBA to maintain diversity in a shrinking workforce.. This is esSential, p~cularly 
when a substantial number of employee· reductions are in the clerical·area, traditionally art· entry 
level for many· employees and an additional source for oUr cultural and racial diversitSr. . Our 
challenge is to develop the skills and·abilities of these employees so that a sigDfficailt nwhber of 
them can move up within VBA and replace the employeeS who will be leaving in the n~ few 
years. Ii 

I I[ 

. Collaborative efforts with Schools· having different academic and vocational progr~ will 
Support this objective. ,For eXample, many years ago the· Chicago RO, working with :Lla Salle . . >" . 

Extension University, tailored a correspondence course titled, "Law for Adjudicators:r; which 
provided basic information and training in administrative law. More recently, several offices have 

, . 'I 

partnered with local colleges to. help improve the basic readipg, writirig, 'andmathematical skills of 
employees. The net effect of the above approach is to·develop part ofVBA's next genem,tion of 
decision-making employees. . ' :; 

~ ! 

:i 
i·., 
I, 
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. In order to implement the above concepts, we recommend that VBA: 

Develop a plan by area or nationally· to allow sharing of opportunities for excess 
personnel at differe.nt facilities. Qualified excess personnel at one facility should be given the 
opportunity to compete for positions at another facility before external candidates are 
considered 

Establish a formal upward mobility program at each station in consultation· with our 
Union partners, by allOWing employees to designate themselves as willing to participate in 
programsfor selfimprovement.' . 

Establish an employee tuition reimbursement plan (subject to availability offunds). This 
increases the number ofemployees who can obtain higher education that is reasonably related to 
present and anticipated Job needs. This is also consistent with a Career Transition Assistance 
Plan (CTAP) and other programs which wOuld allOW employees to trlmsjer to other agencies or 
private industry should they prefer. 

6.S Conclusion 

As VBA's BPR plan is implemented,' we can expect significant improvements in 
performance. How4,ver, since the world will inevitably change, VBA.will need to evolve. We. 
must continually: review:'our human; resource niartagement' systems· as our work processes, and 
technical~' sttUCturaI,· decision ntaking; ~d information managem,ent syStems change. Moreover, 
we will eventually rt~h the point when~ our retirement rate win bring' us below ceiling and we 
must then aggressively bring in "new blood." .. '," . ...... ." . .' · 

. 	 ' . 

. ,. 

World-class organizations constantly improve in order to stay ahead of the cwve. IfVBA' 
can integrate this philosOphy into its culture, we can build a great organization and' maintain this 
greatness for years to come. . 

6.6 Summary orReeomniendations 

1. 	 We recommend that the attached list of"tips" on merging be provided to all stations . 

. 2 .. We recommend that each station be provided with the attached list of consultants and 
consider ~sil1lg one ormore of them in their merger efforts. 

3. 	 We recommend that a day be set aside at the next Direqtor's Conference where 
information can be shared about the best practices for merging divisions and preparing the 

.ROs for the VBA ofthe future. . 

4. 	 We recommend that the four Area Offices be designated as the points within VBA to 
oversee the merger efforts. 
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5. 	 We recommend that a clearinghouse be established to ensure that the mergers are 
constantly reviewed and information is shared. ' " 

'ii 
6. 	 As an interim measure, .we recommend that a VSR training package be developed! which' 

will supplement the Central Area training package. a 

7. 	 We recommend that VBA pursue a waiver of buyout provisions to allow emplo~ent' of 
retires for the specific and time-limited purpose ofcross training staff. Ii 

,I 
. . 	 ' : . ~t 

. , 	 . . I 

8. 	 We reCommend that a group similar to, the HR:Team monitor the impact of BPR 
throughout the transition. !i 

11 
, . ' 1-.. 	 II 

9. 	 We recommend developing a plan by,area or nationally to allow' sharing of opportunities 
for excess personnel at different facilities. Qualified excess employees atone ifacility 

"should be given the opportunity for positions at another facility before external ~~dates 
are considered. " 'i 

10. We recommend establishing a formal upward mobility program at each station in 
consultation with our Union partners, by allowing employees ~o designate th~Jves as 
willing to participate in programs for self-improvement.', ", ,I 

:1 
!. 

1LWe recoIlllPend establishing an emplOYee tuition reimb~ment.pian., This inCr~es the, . 
, 'number ofemployees who- can obtain ~gher 'edu~tion that. is reasonably:related to present 

and anticipated job ,needs~ This ,is alsocoilsistent ~th Career Transition AssistaneePlan 
(CTAP) and other programs to allow employees to, transfer toather agencies or :private 
industry should they prefer.' 	 .., . ;; 

1 . ~t 

7. 	 Conclusion ' 

Implementing the human resoUrce ~mponent of BPR will be an enormous challe~ge for 
VBA It will require unprecedented organizational commitment, ski11fu1 plannitig, and the ~pport 
of our partners and stakeholders. It will also. require a high degree of flexibility and crea~vity as 
unexpected difficulties are bound to occur throughout the transition period. : ;: 

, 	 :I 
if 
Ii 

The recommendations contained in this report provide a good foundation for reaching our 
goal. However" much remains to be dobe.·' Additional Committees. will, need to be f~rmed; 
waivers will have to be submitted to OPM; new policies ,will need to be' issued; and detailed 
merger p Ians'will have to',be drafted'." ,'.:1 ' '!' ,I 

, " 	 H 
. 	 ' . , . ' ' " r~ 

The work of the Board of Directors for Training and the C&P Operations and Enlployee ' 
Development and Training staffs are crucial since high qUa¥ty,short-term and long-term #"aining 
plans must be developed and implemented accorqing to schedule. Ifwe ate unable to provj,de this 

. support in a timely manner, it will be extremely difficult for us to successfully. trarisitipn our 
organization to the new environment. ;., ,i 

I 
I 
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The HR Team is confident that VBA will develop a comprehensive plan for achieving its 
vision. Our challenge is to work together with our partners and stakeholders as one-VA, to 
implement this plan. If we are up to the task, we will build an organization that is truly world
class. We are excited about the future and look forward to the coming years. 
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