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INTRODUCTION

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 Process Reengineering (BPR) Team. The BPR Team — composed primarily of
Adjudxcatlon Officers — presented a comprehenszve and ambltlous vision for the future of claims
processing. A vision that: T : -

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

. fosters paxmershlps bétween Veterans Beneﬁts Admnustraﬂon (VBA) and veterans and
their service representauves :

e provides a rewarding, professional environment for VBA employees

¢ exploits advances in mfonnauon technology and training to improve claims processmg
timeliness and quality to unprecedented levels :

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

The C&P BPR Team documented their. reengineered claims process in 4 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 implemment BPR were 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 wsxon a reality.

1.2 ~Implementatlon Planning Teams

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

o Work Desngn 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 posmons

¢ Information Technology/’l‘elecommumcatmns Team — plan ~the development and
deployment of technology necessary to support the new claims processing vision.
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Training Team — 1dent1fy tralmng requirements and determine appropnate tra1mng,
approaches. !

Rules & Regulations Team — identify changes in regulations and procedures that would
s1mp11fy processing and help implement the vision; examine ways to s1mp11fy the current
pension program. :

*
AI

Customer & Employee Satisfaction Team — develop survey and outreach plans and

products to evaluate customer and employee desires, attitudes, and issues through the use

- of surveys, mterv1ews and other collection methods. o . ‘f

Guidance Team: ChaJred by the Director of the C&P Service, is composed of
representatives of VHA, Board of Veterans Appeals (BVA), the office of the Assistant
Secretary for Management, the office of the Assistant Secretary for Policy and Planning,
VBA field stations and union partners and tasked with prowdmg mput into the planmng
done by all the teams.

Five of the six unplementatlon teams were led by Regional Office Directors; Rules and

Regulatlons was led by a member of the Compensation and Pension Service. Team membershlp
was diverse, including representation from area offices, regional offices, unions, national and state

service organizations, General Counsel, and the BVA

f
{
Bl
d

;
\
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‘Regional Office Staff 45
Area Staff ’

C&P Service

Union

Veterans Service Organizations and
State Service Organizations ' B
| Other VBA

Other VA

Contractor . ,
Internal VBA Consultants

KN |NO

TabIe I-I: Membersth — Implementatlon Planmng Teams | |

As Figure 1- 1 below suggests the teams did not operate independently, but collaborated

to develop a shared vision and an integrated strategy and execution plan for 1mp1ementatlon The
focal point of the effort has been the new processes, which ultimately determine the value and
service that VBA provides to veterans and other stakeholders. Improving the delivery of service
to veterans was a guiding principle for the original C&P BPR Team. The unplementatlon
planning teams carried that phﬂosophy forward — this report presents their recommendat1ons on
how to make claims processmg work better for veterans and make VBA a more satlsfymg place
to work ' : -

¢
4l

I
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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 spectﬁc way — it gives VBA’s leadersMp 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 of all recommendations.

The implementation planning teams also produced separate reports detailing their findings and
recommendations. They are published as Tabs 1 - 6 to this Executive Report.

] : 1-3 . " June 1997



VISION OF CLAIMS PROCESSING

| 2. .Vision Qf Claims Processing

2.1 duiding Principles

The original BPR team established several guldmg prmcnples in Reengmeermg 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 -
planmng process, team members ﬁ'equently asked how individual i 1mt1at1ves 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, if not impossible, to determine the needs and expectations of veterans.

Identify and resolve issues 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 resolutlon invariably become
more involved and require more effort to resolve :

Quality — Get it right the ﬁrst time — In addmon to 1mprovmg the tlmelmess 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
claims process from initial customer contact, through the rating demsxon, 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 parties, 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 involvement of Veterans
Service Officers, union members and others in the unplementatlon planning process

2-1 . ] June 1997
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. : . >' .
- represents an nnportant first step in the development of the necessary partnershlps “VBA
 must continue to strengthen these partnerships as it proceeds with BPR by involving these
groups in the actual implementation of the new claims process. Without these
partnerships, the vision cannot be achieved. .
1
o Increased accountability for employees, veterans, and VSOs — All parncxpants

involved in the claims process must understand their important role and the responsrblhtyi o
that goes with that role. This responsibility mcludes accoumablhty for performance ina

timely and effective manner. P

e Professional and fulﬁllmg work environment for VBA employees If employees are
to be glven more responsibility and made more accountable for their work, then they must
also be given the tools and training necessary to be successful, and they must be treated as
professronals An atmosphere of teamwork and success must be created so that the VBA
is a satisfying place to work. : o

The BPR concepts and recommendations contained in this report are consistent with these
guiding principles. These principles will continue to be followed as VBA impleme‘nts the
- recommendations. More than just guiding principles, they are critical success factors in the
implementation of the BPR vision.

2. 2 Work Desrgn VlSlOIl ‘ ' o o

[

- The Case Jor Change outlined the problems with the existing processes and a hlgh-level

view of the vision. This section further defines the vision for claims processing and post-demsron
review. - The processes that compose the vision are largely independent of orgamzatronal

structure; however, this section addresses the orgamzatlonal possibilities consistent w1th the .

vision for VBA

ki

‘The Veterans Service Center of 2002 (which combmes the tradmonal Adjudlcatlon and
~ Veterans Services activities) is staffed with employees who have the authority to interact with

veterans; make decisions, and identify and resolve issues at 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 as fair and equitable. Veterans and their representatives become partners in developmg
_the clarm and any post-dec1s1on review. . '

2.2.1 .Claims Process o | , . . s

In the vision, claims processing is an interactive process with a VBA employee
accountable for completing all actions necessary to come to closiire on a claim. The Veterans
Service Representative (VSR) has ownership of each claim to which he or she i is assigned and
forges a partnership with the veteran and 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 and his representative , focuses the issue, identifies all ‘sources

N
i
i
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. VISION OF CLAIMS PROCESSING

of evidence, ‘and ‘explains the clalms 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 simple 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 the rating decision. The award and notification letter to the veteran are electronically
generated. Throughout, a VSR works. with the individual veteran and his/her representatlve to
ensure that each claimant receives knowledgeable, compassionate, and equitable service. -

’ ' CLAIMS PROCESS '
£ . L S . Evidence
’ : . Gather
' Focus Issue Fite Yes Interview ¢
> Counsel Vel ~Claim} Claimant
; T No ’
V Contact

Review
‘60"‘“}—"’ Case

s aim Re;

eld

2.2.2 Post-Decision Review Process

" Claim Req| -
Review

Figure 2-1: Process Flow for Claims,Proc’:ess

Following claims processing, the next adjudication process is the post-decisioh 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 begins with.a request for clarification or expression of dissatisfaction
from a claimant or a claimant’ J representatlve 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 speciﬁcall
emphasizes streamlining the appeal process and maintaining close, personal contact among the
claimant, hlS or her representative, and VBA.
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VISION OF CLAIMS PROCESSING

'fv
" There will be a new posmon in the appeal process, the Decrsmn Review Oﬂicer (DRO)
Indmduals holding these positions will be highly skilled with the training and knowledge to
perform their duties. The vision includes significantly fewer claims appealed because veterans will
have had an accurate decrsron ﬁ;ily explained to them by knowledgeable and compass:onate VBA
remployees.

T - o . B . . :;
. sé

_ The system performs automated checks of accuracy and timeliness of actions dunng the
PDR process. To enhance. the | process, VBA offers veterans and their representatives electronic
access to the veteran’s VA records to view supporting evidence and VBA actions to date. They
can also view the content of rating decisions and Statements of the Case. Electronic; ﬁlmg of
appeals is available. An enhanced system allows for one electronic appeal tracking record used by
both VBA and BVA. It includes all actions on remands and collects data needed for. performance
measurement. Figure 2-2 illustrates the flow for the vision of the PDR process. ,

REQUESTS FOR : . , :
cmmmm’rrorz ] o ' . G
_ . POST-DECISION REVIEW LEGEND
!npu(l) VSR

AlVF Contact | : . Outpat
lnte Vet i i o
New Lssu '
26
i Process
. v Issue Not
__ | Expkin Contact | Resolved
@—_'» Decision 3 Loenmeni e
.| Resolved
o)
Issue Not

Resolved »( NOD )
()

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

o
-

i

Total Grant @
i

Develop
Evidence

2.2.3 Access Options. , . | | R
~ Personal Interactions. The new clarms processing environment provrdes a number of
access points for claimants. .Claims will be filed in person at a Reglonal Office or at an out-based

location, by telephone, electronically, via Internet or fax, by mail or through personal contact 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, Istatus of
pending claims, or for filing a claim. If the option to initiate a claim is selected, the system routes
the call to a VSR As much development as possible is completed during the mmal contact.

Nt
N

i
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- VISION OF CLAIMS PROCESSING

Regardless of point of entry, the VSR who initially receives the claim can, in most cases, arrive at -
a determination without handing off the claim to another employee.

Information Centers. VBA faces an immediate problem because its blocked call rate is
high. 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, a sophisticated 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 ﬁmctional VSR.

Information Center staff 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
: requlred to ﬁnahze 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 of initiatives. 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 requlred if pro;ected outcomes are not
achieved. ‘

The lab sites will serve as a focal point for =~ g rdarc

VBA. Through local initiatives, Regional Offices '
“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
centers for the organization. The lab sites will be
full and active partners in implementation,  Improved
measurement, and development of modifications of Performance
IT applications. For the lab site to have merit, VBA
must be willing to enforce some standardization of
the lessons learned through testing, :

Innovation

Lab Test

“Figure 2-2: Life Cycle Innovation

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
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VISION OF CLA AIMS PROCESSING

documented by supportmg objectlve measurement data, a procedure and timeline for natlonwrde
deployment will be activated. : : I

=
4

2.3 Human Resources Vision

For the BPR vision to become a success, VBA employees at all levels must be selecied
trained, motivated, and utilized according to their umque skills and abilities. , 1

R A T

231 Orgamzatlonal Structure.

_.authority. There are three primary positions for processmg claims and providing customer
service, and four positions for support and leadership. Highlights of ‘the new posmons are
outlined below. Transition to this vision begins with the merger of the Veterans Servrces and
Adjudication Divisions. Veterans Benefits Counselors (VBC) and Veterans Claims Examiners
(VCE) will cross-train to acquire claims exammmg or public contact skills. 5{.
ji
. Veterans‘ Service Representative (VSR). Duties include those of Veterans Claims
Examiner and Veterans Benefits Counselor plus development work. Incumbents in this
position will have single signature authority. In addition, they can complete simp’le rating
cases for review and approval by a Rating VSR (a task comparable to what_is currently
performed by Ratmg Anal ysts/T echmcrans) This position will be cla551ﬁed at the GS- 11
level. . ) ‘ } oo
S ' éz
. Ratmg Veterans Servrce representative (RVSR). This position is Asimilar to the
‘ tradltronal ‘Rating ' Specialist position.  The Rating VSR will be expected ‘to have
occasional contact with the veteran Thrs posmon will'be classified at the GS-12 1evel

i

¢ Master RVSR. This position would conduct quality assurance reviews and serve as
transntron officer and technical advisor to RVSRs (not a supervisor or lead). .

e Decision Review Officer (DRO) Thrs posmon 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 dissatisfaction|with the
decision) and their representatives to 1dent1fy issues and resolve drssatlsfactrcn This
posmon will be classified at the GS-13 level. :

i

e Program Support Clerk. This position replaces mail and file clerks, GS-4 dlaims or
development clerks, and other Adjudication or Veterans Service Division 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

Wt i

. ' The appendrx to Tab 2 of thls report includes -position descriptions and evaluations report for each of the

positions hsted here. . i ‘4
' N
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clerical duties, and data input and scanning (when a paperless systern is lmplemented in the
future). This position w111 be classified at the GS-4 level.

. .Supervnsor and Team LeaderfCoach ‘Position descnptlons are provided for both
supervisors and team leaders/coaches to allow flexibility among Regxonal Offices.

. Fneld-Based VSRs. Field examiner dutles should be mcorporated within the VSR

position to take advantage of outbased opportunities for claims processing. Because the . -

field examiner portion of those duties mvplves 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
descnptlon for the legal mstrument examiner (estate analyst) position.

2.3.2 Career Progress:on, 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 recommended that VBA request a waiver of time-in-grade requirements and qualifications
requirements under the Office of Personnel Management’s demonstration- project authority. This
would provide VBA with an opportunity to promote employees for their skills/knowledge without
the limitations inherent in the GS system. In addition, the New York Regional Office and Detroit
Regional Office demonstration project should be monitored 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 have acquired the skills and knowledge to perform in 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. ' : :

e VSR To assure competence and quality service to the veteran, the VSRs in 2002 will be
required to demonstrate possession of the necessary knowledge and skills prior to
progressmn 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-11 level. Employees will
receive module-based computer and classroom training designed to provide the skills and
knowledge required at each grade level (i.e., GS-5/7/9/11). 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-11 level will depend on the
employee’s demonstration of successful counseling skills and ability to “pass” an
assessment or certification process. Existing GS-11 Senior VCEs unable to acquire and’
demonstrate the additional skills necessary to serve effectively as a VSR or unable to
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i

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 h1gher level will be treated in a manner consistent wqth the
appropnate statute and/or negotiated labor management agreement |
Transition to VSR. To’ progress from either GS-9 VCE or VBC positions ; to the
transition GS-10 position, work sampling will be used to assess VBC and VCE skills to
determine readiness for the GS-10 level. Where stations have already merged these
' positions, supervisors will use the p‘erforman‘ce appraisal system to assess skills and
proficiency. All VCEs should receive training in mtervrewmg and interpersonal skills.
Existing GS-11 Senior VCEs will begin to counsel veterans in addmon to their authorizing
functrons , i

Rating VSR. Selection for Rating VSR will involve competition for the opportl.frﬁty to
obtain training and promotion: While being trained, the selectee will remain at the GS 11
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 11

trainees who are unable to complete the certification process, even after additional trammg
designed to address the identified deficiencies, will be treated in a manner con31stent with
~the appropriate statute andfor negotxated labor management agreements.

Transition to Ratmg VSR. Current Rating Specnalrsts work quahty will be rewewed on

a regular basis using work sampling. This will serve as a forerunner to the certrﬁcatron
: process and wdl continue to be used as a means to monitor employees perforrnance

Decision Revnew Officer. A training package for the DROs will mclude modules on

dispute resolution, interviewing techniques, and advanced interpersonal skﬂl_s. A

necessary component of a DRO’s preparation will include observation :of current DROs
conducting hearings/meetings, as well-as supervisory/mentor assessment of the candrdate s
conduct of hearings/meetings prior to promotlon Indmdua]s selected for this p0s1t10n
must be ratmg certified.

Transition to Decision Review Officer. Hearing Officers will continue to conduct
formal hearings and interact with service orgamzatlon representatives. Currently, some
Hearing Officers are testing difference of opinion authority. If this test proves successﬁzl
plans will be made to expand the use nationwide. Supervisors will closely monitor the
- performance of Hearing Officers: transntlomng .to DROs to identify additional trammg
requ1red : . :

- Supervisor or Team Leader/Coach Current probatlonary 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 competencres that

«will require more exterisive training and development than VBA has provided in the past. .

i
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VISION OF CLAIMS PROCESSING

_Transition to Supervisors or Team Leaders/Coaches. During the transition,
supemsors, and team leaders/coaches should receive training, development, and
, mentoring in areas to include change management, the BPR implementation plan, the
dutles of the new positions and how each will function in the new organizational structure.

2.3.3. Performance 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 Performance and Results Act (GPRA) measures. Performance plans will capture
day-to-day activities that are performed by all employees that support and reinforce the

connection to long-term strategic goals. Each employee will have a clear line of sight from his/her
* daily activities to VBA’s organizational goals and program outcomes. Results of effort will be
rewarded. Changes to perfoxmance 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 mput and provide for constmctwe feedback

The reengineered incentive awards system wxll build on the pnontles and measures set in
the performance 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 orgamzatlonal levels to reinforce accountability and recognize 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 recognition; use monetary and non-monetary options; incorporate employee
input in criteria; and be funded at sufﬁclent levels with distribution at the beglnmng and/or
throughout the fiscal year. . :

2.4 Information 'I[‘echnology VlSlOll

The information technology vision of claims processing in 2002 is ﬁ.mdamentally different
from claims processing today. The process is oriented toward a very 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 of data rather than
paper will dramatically reduce delays in queue times and eliminate 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 pro\nde
accurate information to the many users who will be able to access the system from any point in
the process. ~

3 The source of the information with which to populate the data in the system will "c':hange. -
Rather than paper applications received by mail, information will be taken via efficient
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telecommumcatlon systems and the Internet. Access to the system wﬂl be available for clatmants
through computer or telephone contacts. Veteran Service Officers will also have the same access
should claimants seek their assistance in either filing claims or dctermmmg the status of prior
applications. « :

The core concept for enhanced access to veteran benefit information is an Informatlon
Center. This is not necessarily a location but rather a single point of entry to the VBA desxgned

to provide the requested service at the time of the request. The telecommunication system must = ™"

provide customers with a wide range of services and must always give the client the choice of

speakmg with someone. The system would allow individuals to direct their questlons to,VSRs

managing their cases, to VSRs who will personally respond to general inquiries or to use
Automated Response Systems (ARS) which will have general information and secure access 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 calls 1o the
proper action pomt and regional office personnel. The location of VSRs providing Informatlon
Center services is a variable which will evolve as the concept matures. The carefil blendmg of
these components will result in timely, personal contacts with claimants, minimum blocked calls
and 24 hour coverage. . : !

In order to achieve the service goals of 2002, 1t is critical that VA eﬁ‘ectlvely link
apphcatlons that have needed functionality in a seamless manner. No one system can be
developed rapidly enough to provide the functionality needed for the vision. The Veterans
Service Network (VETSNET) currently being developed by VBA must be allowed to repleice the.
current Benefits Delivery Network (BDN). Existing “stovepipe” applications must be : lmked
effectively to produce a seamless transition of data from one process to the next. Keystrokes that
are duplications of prior data must be chmmated and data population via interfaces must sbe the
norm rather than the exceptlon

Many of today s apphcattons have some functionality that will be needed in our new
claims processing environment. However, these applications will need to be modified to mclude
additional functionality or to be able to interface with the new system, These modlﬁcanons will

‘provide short-term IT solutions for business users. Long-térm solutions will require appllcatlons

~ that conform to standard conventions, use common interfaces, and are linked to a single corporate
data base. Rule-based technology will also be a. component of the IT solution. This concept will

-allow development to be conducted on many components in relative isolation, yet be assured that
the components will seamlessly mterface and share the same data. a

The current plans and strategy of VBA's Chief Information Officer with respect: Ito the
development of VETSNET and its modemn relational data base, rule-based technology,

telecommunications, 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 marginal
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 data needs
 required by VBA to achieve the clatms processing system enwswned by the Case for Ckange

I

i
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VISION OF CLAIMS PROCESSING

2.4, 1 Short—Term Imtlatwes

Two factors wﬂl limit the number of short-term transition 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 funding phases can be completed. Second, the more immediate need to replace the existing

BDN and deal with year 2000 problems will relegate short-term 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
Information Centers with information 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 eliminate some of the repetitious, labor intensive tasks related to moving from one process to
another. In the short run, the use of Rapid 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 of close communications between VA and clients. In order
to support the demand for telephone service in the face of declining resources, regional
information centers (ICs) wﬂl 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 the movement 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 ﬁlmg
Claim specific information will be available from any site and will not require transfer of calls to a
particular site. More award adjustments 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 of information to clients, VA must rely more on
electronic solutions if customer expectatlons driven largely by perceptlons of service provided in - .
these related orgamzatlons are to be reahzed :

2.5 Training Vision

The ﬁmdamental changes that adre envisioned by VBA demand the development and
incorporation of dynamic tralmng ‘programs that are available for employees and
' representatlves alike. . VBA’s ability to provide world class service, as articulated by the
Secretary, is dependent upon a strong’ partnerslup with the Veterans Service Organizatioris ‘and
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County Service Oﬂicers This means it is imperative for VSOs to be involved with VBA, in the
~ design, trarmng 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

must learn new technical skills. In order to achieve the vision espoused in the Case for Change, L
VBA must increase its established commitment through the adoption of proven training
strategies, and devote the resources to the development, dehve;:v and maintenance of e_[fectzve e

training packages. - S )

2!
Bi

Itis known that regional offices cannot afford to have an employee in a classroom training_ '

environment for many months then still require a great deal of assnstance from experiénced
performers. “When that happens, which currently is the situation, VBA loses productivity from

both the student and from the experienced performer, who must stop working to. provide on-the-
job training. The impact of on-the-job training can be minimized by providingtraining . at the
desktop, which has proven effectiveness. Improved quality and timeliness are goals that VBA

strives for,.and which performance—based training can help to achieve. p

The vision for the future sees VBA able to prov1de training in av shorter period of ltirne
For the first time, training effectiveness will be measured directly through performance-based tests
of students. Additional benefits will be realized through the improved training methods that are
recommended, to include improved quality, reduced rework, and greater employee satisfaction.

aena

2.5.1 Long-Term Trammg Approach

[
il

- A tralmng reqmrements analys1s was performed through a study of transition staﬂing
projections and a functional review of the 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 des1gn '

(ISD) methodology. Timelines for delivery of each of the three training packages were developed
along with cost estimates for producing the training materials. It is essential that the ﬁ.mdmg

stream for these training packages be consistent and released in a timely manner. Otherwlse '

i

-unnecessary slippage in the. dehvery schedule will result. : ;
~ : Each.of the trammg packages will be developed using the ISD-methodology. For "each
pos1tlon, a job and task analysis will be the first items completed. These detailed analyses will
form the basis for further development. A learning analysis will be needed to address the tralmng
- objectives and the cognitive learning that needs to be addressed. An analysis of the proper mix 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 eﬁ‘ectwely transferred
- The ISD approach is a rigorous one that requires substantlal development time. The, VSR
and RVSR training packages will require approximately three years to be fully fielded, wh11e the

 DRO will take about 18 months to complete. . Individual training modules will be released as they :

- are ﬁnahzed A field and facilitation course will prepare ﬂeld mstructors to fac111tate these trarmng

|
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VISION OF CLAIMS PROCESSING

packages. The role of the instructor will change from primary lecturer to facilitator, with skills in
grading and credentialing, cooperative learning and 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 run. These improved training methods will also have -
residual effects on overall quahty Standardization of training will improve consistency in claims -

processing, Customer service skills will be emphasized, resultmg in better customer and employee '

satlsfactlon

BENEFITS OF THE ISD APPROACH

® Decreases time to train =~

o Permits measurement of training effectiveness
o Improves consistency of training and its application

2.5.2 Short—Term Tlralmng Approach

A list of trammg materials® to be used in the short-term has been developed Each was
mapped against the tasks and skills requlrements for each of the three key BPR positions. These
materials are recommended for use, prior to the time that the 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 of emphasis 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 in the future. This will come with the
delivery of the ISD-based training tools. A plan is under consxderatlon to add the short~tenn tools
to the Intranet under a BPR Tralmng Web Page.

(SD Developed) “Cerufmg A Cass To BVA” . X X
| (Anticipated Release 7/97) '

VCR Training Package

Advisor ° ]

“You're My Customer, I’m Yours!”

Rating Training For Non-Rating Personne]

Telephone Interviewing Techniques

“Understanding The Appeals Process”

“Summary Of Significant Holdmgs Of The United Statee Court
Of Veterans Appeals”

Development Guide For Compensation And Pension Beneﬁts
Medical References Booklet

“Government Life Insurance Programs For Veterans And
Members Of The Uniformed Services”

V1 [V1 191 IV

Y e M Y S S I I

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 skills were also 1dent1ﬁed as requisites for VBA's busmess of

| the ﬁlture Coachmg skills are valuable for all employees assuming leadershlp roles. In addmon, '

supervisory ratio goals of 1:15 argue for an evolution to fewer supervisors and more coaches As
‘the organization transitions to its reengineered state with merged adjudleatlve and veterans

assistance functions, ‘the leadership of this combined operation will require training in the
management of the component parts. Training segments are also recommended for development

on change management, the overall BPR implementation plan, the duties of the three key.

' posmons and how each will function in the new orgamzatxonal structure. ;.

It is projected that the majonty ‘of time devoted to transmon training will be for those
converting from VBC and VCE positions into VSR position. Based on the experience of one
office which recently merged operations, transition training for existing VBCs to VSR positions
required approximately 400 hours. The trammg tlme requtred for ex:stmg VCEs: to transmon to
VSR requxred apprommately 80 hours , . j_

The avmlablhty of i mteracnve v1deo satellite trammg presents a number of opportumtxes
for training. This training approach is suitable for a wide range of training classes. Traditional
classroom activities are also valuable and will continue to play a vital role in training for the short
and lorig-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 trammg in
FY98 and FY99 wxll be to support the transition of VBCs and VCEs to VSRs.

253 Trammg Resources ~ f R o i
Successful unplementatton of the BPR vision requu'es a comnntment to: mcreased targeted

. training resources. The volume of training material that requires development between now and
2002 exceeds the present capacity of VBA's training and development staffs. Furthermore it is

not practical to maintain a staff of the size required and with the types of specialized skllls tobe
devoted to this kind of actlwty The Employee Development and: Training function 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. - Supplementmg 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 dlrectly with
subject matter experts (SME) throughout the developmient process. This arrangement ; ‘allows
SME:s to contnbute their knowledge of job and processes, while the instructional demgners

contribute to finding the best way to transfer the job skills to students.  An organizational

structure to support the development of training instruments is already present. ‘
i

The C&P Service also has a staff element in place to carry out the mission. However, 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 personnel to
a total of nine. This additiona! infrastructure is required to support the increased training classes
satellite broadcasts and hard copy material necessary durmg transition plus the delwery of ISD-
based tralmng instruments according to schedule. «

ol
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- 2.6 Rules and Regulaﬁons
2.6.1 Pension Claims Processing Vision

The BPR business plan incorporated pension simplification as part of its vision for cleums

- processing. The pension simplification plan will result in a more streamlined pension program that =~ |

- will better serve veterans. Implementation of the pension s1mphﬁcatxon initiatives will foster an
orgamzatxon which works better and costs less. 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 of the effective date of the change.

The proposed revisions do not require new computer systems nor do they require
extensive reprogramming of exxstmg systems. All required systems and procedural changes can
realistically be made within six months of the date that the necessary leglslanve and regulatory
changes are made.

The foliowing highlights how pensiohwsimpliﬁcation will work:

Section 306 and Old Law Pension — recipients under the Section 306 and Old Law
_programs will be allowed to receive their benefits without change until their death. The
only exceptions will be that marriage would result in loss of entitlement for a surviving spouse.or .
child and election of another VA benefit would result in loss of protection. -Implementation of this
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 marnage “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 all veterans receiving pension subject to the same rules when hospitalized by VA.

Disability Determinations — under the revised pension program, presumption of
permanent and total dlsablllty for pension entitlement will be expanded. A veteran who
~ reaches a designated age® will not be required to submit medical evidence of disability or undergo
physical examination. VA will assume such a veteran is entitled to pension as long as income is
within appllcable limits. VA will accept a Social Security Administration determination that a
vetéran 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 in an easier
application process for veterans filing for pension benefits, reduce their reporting needs and
eliminate the need for VA examinations. These changes will uitimately expedite the payment of
pensxon benefits to the neediest veterans.

* The age at which veterans are presumed to be permanently and totally disabled is still under study. .

2-15 - June 1997



VISION OF CLAIMS PROCESSING | -

Medical Expenses — a simpler, more equitable system for addressing medical
expense needs of pensnoners is envisioned in this plan. The new plan recognizes that all
" pensioners have medical expenses, but-at the same time recognizes that VA has created a pensmn
rate structure that accounts for its more disabled recipients. A higher income limit has been
established for pensioners considered housebound or in nieed or regular aid .and attendance
Equally as important is that veteran pensioners have access to the largest health care system m the
country, and can avail themselves of this medical care and prescription medication. ;3

Under this, plan, a one-'ame addition will be made to the Maxlmum Annual Pension Rates
(MAPR) for veterans and surviving spouses. This increase is based on the amount of benefit VA

- currently makes for unreimbursed medical expenses. Thereafter, the annual cost-of lmng

adjustments will account. for necessary increases. . This plan provides pensxoners with. more
available money each month to handle their ﬁnanmal needs including medical expenses. It'also
encourages use of VA as the primary health care provider. It eliminates reporting burdéns of
submitting a separate claim each year for reimbursement. Pensioners will no longer struggle to
understand the complicated rules governing unreimbursed medical expénses. This new way of
addressing medical expense needs eliminates one of the major ‘defects of the current program,

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 nursmg homes have exeeptzonal
expenses associated with that care. For this reason, pensioners in nursing homes due to dlsablllty

will be eligible for a doltar-for-dollar reductlon in their countable income based upon these nursmg

home expenses. - ‘ , ‘ L

i E
. Pambe e
. {}:a,,,

. Income and Dependency Determmatlons —  the pension plan wnll bulld a
~dependency allowance into thé pension rate structure and eliminate the various MAPR
used for dependent children. Cost-of-living adjustments will ensure this dependency allowance
keeps current with the economic environment of the country. This change will result in a snnpler
rate structure and reduced reporting requirements for pensioners. - Pensioners will 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 beneﬁts for
dependents for whom the pensioner does not provide support. The i income of estranged spouses
- will no longer be used against veterans. Pension payments will only be affected by the income of
veterans and that of thelr spouses or the i income of a surviving spouses. ~;g
Income Reporting — annual EVRs will no longer be required for pensioners whose
only income is a matchable Federal benefit or for Pensioners in Medicare nursing homes.

In addition, pensioners in receipt of Federal benefits matched with VA will have their VA pensmn ,

rate adjusted automatically at the time of their annual cost-of-living adjustment VA will igive
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 furnished by a
VA employee or another Federal agency. This will avoid overpayments to pensioners who 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 mformatlon that
requires adjustment while reducing burdens for pensioners. These changes recogmze  and
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encourage more effective methods of receiving information from pensioners and also take
advantage of technological solutions to more efficiently process 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 sunphﬁcatlon 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 a medical 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 75 and
terminations due to dependency or income changes are very few.

2, 6.3 ()ther Rules and Regulation Changes

The rules sunphﬁcatlon unplementatlon plan identifies rule changes that are needed 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. Pension 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 regula.tory changes are expected to be identified as VBA transitions to this
- new way of processing claims. The second category includes legislative or regulatory changes
that will clanfy existing VA pohcy or enhance or sxmpllfy the claims process.
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Rule Changes to Support VlSlOll ‘ ; ﬁ

e Allow contemporaneous notice for information recelved from any Federal agency: or
. Federal employee . ¢
o Allow contemporaneous notice for self-reportmg via telephone fax, or other
electronic means - .
Allow DRO to revise decisions based on same evidence ) P
Allow extra-scheduler pension ratings by rating decision-maker i
Allow NSO to cemfy DD214 . ) A i
Change method to file NOD or substantivé appeal ‘ - - ,
Change method to withdraw appeal issues ' B K
Eliminate EVRs for pensioners receiving federal annultres or who are in’ a Med1
approved nursing home
' Eliminate requirement to file claim in writing
Establish new regulations for PDR process to include:
= Authority of DRO . : ,
- — Request for clarification or expression of drssatrsfactlon - ) s
— Informal conference : ‘ ""”ii
o - Establish new regulations to define the authority of the VSR B

Table 2-2: Proposed Rule Changes to Support Vision

Rule Changes that Clarify Regulations or Simplify Claims Processmg A

Allow basic vocational rehabilitation eligibility determination to be made by VR&C
Allow recognition of court appointed guardians ‘ 4 -
Clarify individual unemployability criteria ' » o
Clarify regulatron on findings of mental unsoundness in surcxde cases !
Clarify regulation on service connection by aggravation of pre-service conditions '
Define convalescence for paragraph 30 ratings ;
Establish entitlement to clothing allowance payment by rating when veterans meet
requirements of 38 C.F.R. 3.810 (a)(1) .

e In claims for apportionment of compensatlon or DIC beneﬁts allow only the
additional payment for dependents

|

e Increase estate limitation in incompetent veteran cases subject to reduction g
e Provide for NSC burial allowance payment to next of km (estate of) when FNOD is
processed i

T able 2-3: Proposed Rule Changes that Clarify Regulations or Simplify Claims ‘Processihg

' |
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 within the time frames assumed A
real possrbxhty exists that some proposals might never be adopted. - This could have srgmﬁcant
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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 commitment 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 and 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 level, 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 enwronment
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 VA 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 of BPR is implemented. This information, while not statistically valid, will serve asa =

beginning 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
of employee satlsfactlon

If VBA is to provide world class customer service and to become an employer of choice, 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. I:oplexheniation Strategy
3.1 Implementatlon Strategy

Following approval of the BPR Implcmentatlon Plan by the Acting Under Secretaty for
Benefits, VBA will begin implementing the claims processing vision described in Section 2. The

implementation strategy consists of several elements, including the establishment of lab sites; the = =

concurrent deployment of the major components of the new work process; and aggressxve
development of the 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 thelr statlon to accommodate site- -
specific circumstances. . :

¢ Concurrent Deployment of Process 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 allows 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 full implementation of the BPR vision by FY02.

. Aggresswe Infrastructure Development. Dunng the next five years, VBA will contmue
aggressive development of the infrastructure, including enhanced information 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,
performance may be negatively impacted as process components are deployed. ‘However, as
stations become more familiar with the concepts and successfully implement ther, overall
performance should improve. In later stages, performance can be expected to improve
dramatically as the infrastructure initiatives are deployed

3.2 Implementatlon 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 bmld the
infrastructure necessary to support the new work design.
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10| Task Name. : . gnlm 2.

1 [tmplement New Work Design f
6 | Establish Veteran Gervice Centors ‘ ‘;
$ Aroa & Station-Leve! Plarning for Merger : f '
7| Approval of PDs and Org Charts ‘[f

B| MergeVSD & Adudication Divisions !
? Establish Veteran Service Centers : 51 .
10| Cross-Train VBCs & VCES as VSRs 4
12 | tmplement Post.Decision Review Process %"
17 Difference of Opinion Test - {,
14| LabTesting of PDR Process . s j
15|  Differsnce of Opinion ' # 4 §
16| implement PDR Procoss Nationalty §
18 | Establish Partnerships o lmprove Development L . ; - %
19|  Begin Coordination with Service Orgs ® s A i
20|  Receive Developed Ciaims from Servioe Orgs = i
24 Testand 1x_nptemémm—0ischéme Exams : : {
22|  Develop Electronic Data Exchange , “
= institutionafize VSR Call-Backs to Veterans S A ' ® 5:31 }
25 | Cortity Workforce In New Positions : | —— ?
2% Bagin Cartification of VSRs - . : B : ‘ ’ i
27 Begin Cerification of RVSR&DROs I : o1 5‘
2 Bogin New Performance Mgt & Awards System .| | War | o

Figﬁre 3-1: BPR Ignblé_méntéztion Plan Milestone Chart
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: - 1998 1999 00 2001 2002 200 |
© | Task Name ' og}__gm ul{at]ozfas[aelar]crlasaalaileiaslad]atiezlaslad)
20 | Simplity Pension Program . ; ; ™
31|  SubmitLogslative Package o "My 4 '
32| Simpified Pension Enaciad ' o T i
35 | Bulld Infrastructure —T—:—__bn———————?_
7 BPR Implementation Infrastrcture ' .
38| Team8 Leadership Estabiished : ‘ 2 B
39| BPRLab Sies Bogn Testng 8 121
4 Training ' B ‘ | '

42 Appeal Certification (1SD) Tralning Module Bm

43| Intiel RVSR (1SD) Module (CompPen, DIC) | m;n

@ | Treining Web (rtranes) St C |mus

45| . Rob-Out Remainder of RVSR (1SD) Training : )
48| Intial VSR (1SD) Training Module Complete . s B
I 4 Roll-Out Remainder of VSR §S0) Treining ' ) '
4| DRO(SD) Tralning Rolkout ‘ C ' f B s
50 Information Systoms . ' '
51| RBABDNLUnk a1t

52|  Baskinrent . ' ‘i«n'

53|  Redesigned ARMS on intranet . © met :

64| CPSTestng&RollOWt . ' - '

Fzgure 3-1: BPR Implementarzon Plan Mtlesrone Chart (contmued)

3.2.1 Implement New Work Desngn

Estabhsh Veterans Service Centers - Mcrge Veterans Serv:ces and Adjudication
Divisions. The merger is the major near-term 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 and cross-train
appropriate personnel to perform the full range of duties and responsibilities of the -
"Veterans Services Representative (VSR). It is anticipated that cross-training will continue
until the end of FYO02, Internal consultant teams composed of VBA managers and
employees from stations that have successfully merged should be- established to assist
merging stations.. The tlps 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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transition plan to VBA employees and other stakeholders, and keep them mformed as
‘progress is made. _;‘?

o Area Directors must be responslble for achieving the transition to Veterans Servxces ‘

Centers. Making this happen is'a major investment of operational resources. Statxons
‘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 posmon to

motivate regional offices and ensure that support systems exist that provide for ‘the

transfer of skills and experience among offices. Furthermore, the transition of offices’ ‘must
be planned at the Area level to avoid the catastrophe of simultaneous lost productloﬁ. '

All offices complete merger planning by October 1, 1997 and organizationally merge
~ 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 VCEs cross tramed) by Apnl 2000. A : - ,3
- Implement Post—Declsmn Review Process. Concurrent with the estabhshment 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 a test of “difference of opinion” authority at several reglonal
offices, which should be completed by July 1997. The entire post-decision review process
will be conducted at the lab sites beginning August 1, 1997. During the same period of
time, the required regulation will be drafted, so that it can be enacted by April 1, 1998. At
“that point, it will be possible to deploy the post-decision review process on a natlonal
basis. Implementation of this process will take place over a 12-month penod of tlme but
is contingent upon the approval of this regulatory change. o

n
it
7

~ Establish Partnerships to Improve Development. VBA has already expenenced
positive benefits from partnerstiips with its stakeholders. In particular, partnershlps with
Department of Defense, Social Security Administration, Veterans Service Orgamzatlons
(VSO0s), county veterans service offices (CSOs), and others have proved to be extremely
effective in the development of claims. Immediately after approval of the: BPR
Implementaoon Plan, VBA will begin to develop formal partnership agreements with

7 veterans service organizations, both at the national and local level. VBA will also develop

formal partnership agreements 'with county veterans service offices. These partnership

agreements will provide for training of VSO and CSO personnel and access to} VBA

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 tést and implement pre-discharge medical examinations and facilitate

the receipt of service medical records on a timely basis. Agreements, protocols and

automated routines to establish electronic data exchange will be developed with various
- internal and external organizations to speed up the acquisition of information needed to
process claims. A substantial electronic data interface exchange capabxlxty should be in
plaee by Apnl 2000. - : 4

o
!
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The most important source of claim information is, of coufse 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 of the status of their 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 April 1,

2000, for Rating Veterans Services Representatives (RVSRs) and Decision Review
Officers (DROs). Concurrent with the certification 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 lab 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 of VBA staﬁ“ required to administer the program,;
and (3) reduce the number of payment errors. " A’ legislative package containing the
proposéd changes to the pension program will be submitted to OMB in FY97. Given the
lengthy legislative development and review process, it is esnmated that pensxon
simplification will become eﬁ'ectwe in January 2000.

3.2.2 ‘Build Infrastructure

BPR Implementation Infrastructure. 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. .

Tramung " As VBA transitions to the new work design, there will be a significant
requirement for training. In the early stages of the transition, most training will be

-accomplished with local resources through the use of the existing training tools and

materials. recommended by the training implementation team. Selected trauung materials
will be made available on an Intranet web site by November 1997. To improve the
effectiveness and consistency of training and reduce the amount of time needed to train
employees, VBA is developing training packages for the three 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 certxﬁcatlon training module which will be deployed during the fourth
quarter FY97 and the first module of the Rating VSR package which will also be released -
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dunng the fourth quarter FY97. The remaining modules for the Rating VSR will be
deployed between the first quarter, FY99 and the fourth quarter, FY00. The xmtlal VSR
trammg module will be deployed as early as the first quarter, FY00, with roll-out; of the
remaining modules occurring as they are completed The remmmng trammg module for
the DRO will be completed by May 2001. . » i

. ’ .. 1
‘ Information Systems. - Enhanced infonnation systems support is absolutely essential for

VBA to achieve the BPR vision. The VETSNET system currently under development will

ultimately provide the ﬁmctxonahty required for the vision by 2002, mcludmg case
- management. However, the critical need to replace the Benefits Delivery Network (BDN)
and address year 2000 issues will relegate major new application initiatives to the out-
- years.. Therefore, in the short-term, VBA will support the transition by focusmg on
solutions to assist lab sites in testing case management concepts and developing unproved
linkages between existing applications. By modifying and linking existing apphcatlons
VBA will achieve a much higher degree of data movement, provide users with a consistent
presentation in terms of the user interface, and allow them to more easily move from
application to application. .

: CPS Testmg & Roll-()ut — Testmg and roll-out of the Claims Prooessxng System
(CPS) will take place between the fourth quarter FY97 and the third quarter FY98.
With its user-friendly interface and rule-based development CPS will be a valuable tool

for VSRs in the Veterans Service Centers because it will facmtate the intake of clalmsg;

data — elther over the phone or in person. i
‘l

RBAIBDN Link — A useful and i inexpensive short-term information system mmatlve

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

transfer of information from RBA directly into the appropriate fields within BDN thus

eliminating the doub1e~keymg of ratmg data. This initiative will not require changes to

BDN. ’;
Build Context-Sensitive Help — As new ap’plloations are developed and- existing
* systems are modified, context-sensitive help will be incorporated in each system so
that by the second quarter, FY0O0 such help routines will be available within: all of
- VBA’s information systems. The availability of context-sensitive help will i 1mprove the
quality of claims processing and benefits delivery, and wzll also assist in tralmng new
‘users of VBA systems : :
Basic Intranet — VBA has established Intranet capabxhtles for all Reglonal Ofﬁces
By October 1997, basic Intranet access will be provided to VBA employees. The use
of a VBA Intranet will provide a powerful vehicle for linking Regional Oﬁices and
. providing access to applications and data throughout the organization. In partlcular it
~will make it possible to manage data centrally, thus: ehmmatmg the need to mamtam
multiple, mdependent local data bases. i

R

|
i

C
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Redesigned ARMS on Intranet — By Jun¢ 2000, VBA will install a redesigned
version of the Automated Reference Mamual System (ARMS) on the Intranet. The
redesigned version of ARMS, 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 available to external users.

“ VETSNET I — Between the third quarter, FY98 and 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
1 should also result in improved performance because, even though VETSNET I will
provide the same functionality as the BDN system 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.

VETSNET II — As VETSNET I is being deployed, VBA will begin the development
of VETSNET II to provide the additional functionality required for the vision.
Although this development effort will not be completed until the end of FYO02,

" modular development will be employed so that modules with specific capabilities 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 for VBA staff to perform these simple tasks. By July
1999, VBA will deliver the capability within VETSNET to begin automated claims
processing. By Januaxy 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 correspondmg fields
within the corporate data base to allow for more timely. claims processing and full
remote processing. Finally, by July 2002 it is anticipated that VETSNET will provide
expert system support for rating decisions. 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. :

Telecommunications. The VBA will develop a state-of-the-art telecommunications
system to support the high level of direct customer interaction envisioned in the new work
process. By the end of FY98, 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 aeeessnble and responsive to customers but will also free VSRs to
spend more tlme on the complex aspects of their jobs. .

‘;

. Customer & Employee Surveys. Eaeh September VBA will conduct a natxoxmnde
survey of veterans. These surveys represent an important step in providing VBA the kind
of customer feédback it needs to be more responsive to the needs of veterans. The

_customer survey results will change the focus of VBA from traditional, mtemal

production-oriented performance measures to customer-based performance measures e

~ VBA will utilize the ONE VA Employee Survey, which will be administered on a biennial
* basis, as the vehicle to capture employee feedback. In addition to these national surveys
- 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 Service| and

- Adjudication dmsxons tested at the lab sites and implemented across the country. ,‘;
3.3 Cost and Beneﬁt of Implementatxon ;

Each of the teams has recommended actions wlnch wxll contribute to achieving the v1s1on

Implementation of the recommendatlons must ultimately be tasked throughout the Veterans

. Benefits Administration. Decisions on ‘which tasks will be funded and when, are variables beyond
the control of the teams and have a profound effect on the budget. . - . .g :

The net costfbeneﬁt of unplementatlon must be addressed in the dynamic environment of the.-
budget process; both costs and the benefits which will be realized from the recommended changes
in operation fluctuate in response to implementation decisions. The benefits must be portrayed in -
the same terms as the GPRA outcomes that are used in the budget. In addition, the net eﬁ'ect on
operational performance (beneﬁt) is an aggregate outcome with dependence on other factors. such ‘
as workload and stafﬁng

Implementatlon of the Blueprmt for Change has been incorporated into development of the VBA
“submission for the FY 1999 budget.

i v’
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BPR LIFE CYCLE

4. BPR Life Cycle

The vision described in this report represents comprehensive and fundamental change.. For
implementatlox;, 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. Well-defined, intermediate milestones are essential to maintain the pace of change -

_ envisioned by this plan. Furthermore, the transition must be approached strategically from
National and Area level perspectives. Lessons learned from lab sites and other transitioning
stations must be shared. Likewise, the pain — in terms of lost 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 of performance 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 a few reasons. First, and most importantly, they lend structure and near-term
objectives to the transition. Second, they are a mechanism for communicating -the nature of
- change. Finally, they support pexfonnance modelmg and forecasang required for strategxc
transition management

4.1 Transntlon Levels

Level 0 — Traditional Positions, Two-Division Sﬂuctare, Papef and Mail-Driven

Today most stations have
separate divisions, and staff, for the
functions of processing claims and
communicating with veterans. As
Figure 4-1 shows, veterans interact
primarily with Veterans Benefit
Counselors =~ (VBCs), while
-adjudicators work behind the scenes
to process claims. This is the typical
stovepipe organization, characterized
by rigidity, hand-offs, and an emphasis
on internal measures. of productivity,
not customer-oriented outcomes.

Figure 4-1: Level 0 Station
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Level 1 —-Me:ged Station (Va‘erans Service Center), CPS 1, Tracking System,

. VETSNET I

. The first level or stage of the evolutionary process will require stations to undertake a

major cultural and' organizational shift as they merge their-Adjudication and Veterans Semces
- divisions and cross-train personnel to staff a Veterans Service Center. ‘By the middle of FY98 all -
stations will have begun to merge divisions and estabhsh a Veterans Service Center (see Fxgure 4-

Veteran Service Center

Waitfor
Evidence

T\
=

Figure 4-2: Level 1 Station

2). The initial version of CPS
will be available to assist in the
development and establishment
| of original compensation claims
and a claim tracking system to
“help manage workload ! and
respond to claim' status requests
by customers. VETSNET I will
‘be deployed ‘during by the\third
quarter FY99. The PDR process
is'tested at the Lab sites. Durmg
this period the station ;may
experience  a degradation - in
performance as employees are
pulled away from claim processing activities to undergo training. However, effective National

and Area level planning will help to minimize any performance degradation by staggermg ‘the ™

implementation of Veterans Service Centers and dxstnbutmg work to allow Level 1 stanons to’

avoid large levels of pending clalms

Level 2 — Certified VSRs VE:IISNE TII, CPS 11 operational

Level 2 of the transition will be characterized by fully trained VSRs and pockets of -
- automiation. - The typical station should achieve Level 2 by the second quarter of FYOO At thlS

point, cross-training will have been
completed and the station’s VSRs will
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 I to develop an
increasing number of claims over the
phone and VETSNET I to process

payments. Modules of VETSNET II begin to be deployed. The shift in applications from’ 'rﬁall to

i

i

‘ii

'i

Veteran Service Center

Wait for
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Clerk ViR Rattng VaR
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Figure 4-3: Level 2 Station '
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- phone will reduce the requirement for i’rogram Clerks, 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 national partnerships forged by VBA as it begins to

. receive fully developed cases submitted by veterans service organizations and pre-service -

- discharge medical examinations and, claims from military installations. The certification of the -
station’s VSRs and RVSRs coupled thh the mplementatlon of single sngnature authonty wﬂl

- and other VBA Internet-based |

 eliminate the need for authonzatxon tasks.
- Level 3 ——Movement to an Integrated Infommtwn &»stem Plaq'arm (VE TSNE T H)

. The typ:cal station should achxeve Level 3 by the end of FY01. At this point the statlon
will realize another significant. improvement in performance as the majority of the VETSNET o
modules and advanced telecommunication capabilities become available and begin to form an
integrated information systems platform. Hand-offs will be drastlcally reduced, as will the need
for clerical support (see Figure 4-4). CPS will be incorporated into VESTNET which will have -

the functionality to develop all applicable, claim 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 general information calls. The enhanced VETSNET w111 automauca]ly process
award adjustments and begin to - ‘

perform other background processing .
tasks for certain types-of claims. . Asa .
result of . . pattnerslups -and
improvements in the information
- technology ' (IT) infrastructure, ‘the | | .
number of = claims  submitted | . -
electronically will increase quickly |
when VSOs with access to VETSNET

1 Vetéran Service Center

_ applications, - outbased VSRs at VA | .
‘hospitals and military facilities, and . '

veterans with access to the Internet all - =~ £ zgur € 4’4" Level 3 & 4 Statrons ’

begin to file claims electronically. An

advanced claim tracking and performance measurement module w:thm VETSNET helps station

management to better understand and manage its workload

Level 4 ——Expert Systems Support & Enhanced Remote Access

The typxea.l station should achteve Level 4, the vision, by the end of FY02. All employees
will be in the new positions and the certification of VSRs completed. This final level of the BPR
transformation is characterized by further IT enhancements that yield additional performance
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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’ begm to become a reahty and as they do the geographrc oonstramts unposed on operatxons by
paperclannﬁleswdldummsh o ST o o Ht

. 42 Conclusnon SRR f" S e R |
Achlevmg the mﬂestones in the unplementatron plan descnbed in Seetlon 3 suggests that
stations will advance through the transition levels at different: paces- but will achieve level §r4 in _
'FY02. Level 1 is the most problematic of any as it represents cultural change and a ﬁmdamental R
shift i in mindset among managers and employees. The remaining levels are largely deﬁned by the ‘
o maturatton of the workforce and trammg and mformatton technology enablers. - l -
N g )
,Performance dunng the transmon will undoubtedly suﬁ‘er to some extent Addmonally, ‘
some aspects of the 1mp1ernentatlon may not materialize as expected and Gould set back progress
" or perforrnance ‘Specific areas of risk include: changes to rules and pension sxmplrﬁcation, Tt
cultural resistance to change, lack of infrastructure support for implementation, large changes to
C&P workload, and delays in: deploying automation. Some of these risks can be managed’zto a
certain . extent, others are completely- beyond VBA’s. control. Acknowledgmg them| and
developmg dynamrc mltrgatron strategres wﬂl be key 10 successful nnplementatlon S 1; '
, R
The transrtron to the vxsron wrll take several years and will not be an easy process. ié\s a .
result of different starting pomts staggered implementation, and resrstance to ‘change, some
stationis ‘will take longer to achieve the vision than others.. The, temptation to revert: to the . . .
 traditional claims process, with all its inherent problems will be partrmlarly intense durmg Level |
as the orgamzatron struggles to maintain productton at the same time it is leammg how to operate <o
under a new concept that will ulttmectely solve-these problems.  Therefore, if the vision is to be -
achieved, management ‘ust be committed to the BPR concept and implementation plan. descnbed
in this report, and:act’ decisively to initiate its recommendations:’ Decxsron ‘making delays e

n

measured in months wrll mewtably lead to unplementatron delays measured in years N
B . 5}

Fmally, rf the vision is to be achleved, each of the support ﬁmctrons wrthm VBA such as.

* information resources management, human resources, training,’ ‘and the C&P Service must

. result, VBA must work together to properlj,lr coordmate their- eﬁ'orts VBA ‘must all build to the * -
same blueprmt for change . _ S . S ’

i
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RECOMMENDATIONS -

APPENDIX A. RECOMMENDATION

Estabhsh a Veterans Service Center concept staffed by the positions
detailed in this report. This is the foundation for the entire BPR process.
Itis the key ccncept to reducmg hand-offs and prov:dmg better customer
service.

12, 16, 22.

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 ﬁ111y develop the concepts and 1mt1at1ves of the BPR
concept

15, 22

WD-3 -

Adopt performance measures based on GPRA. The vision for claims
processing explicitly calls for more accountability for individuals and

‘| ROs. Measurement of both orgamzatxonal elements and mdmdual
'employees is based on Government Performance and Results Act

(GPRA) and addresses customer satisfaction, accuracy, timeliness,
employee satnsfactxon and unit cost.

. 6,22

WD-4

Grant. permanent “difference of opinion” authonty to all DROs The
effectiveness of the DROs wﬂl be s1gmﬁcant1y enhanced with this
authorxty

‘WD-5

Pursue partners!np thh service orgamzanons and other claim
representatives to initiate major rule and procedural changes which are .
critical to streamline the appeal process. Partnership will further reduce
the number of appeals, improve timeliness of clalms processing, and ‘
mcrease customer satlsfactxon

WD-6

Establish effective cdmm_unication and teamwork between VBA and
BVA. BPR concepts offer the opportunity for consideration of changes
in BVA and VBA rules and procedures which can greatly improve

timeliness, customer service and quality. It is imperative that VBA seek

open dlalogue and cooperation with BVA on these i issues.

Table A 1: Work Design Team Recommendatzons

22
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- RECOMMENDATIONS

Organizational Structure

HR-1

Accept the proposed posmon descnpﬁons ‘and posmon evaluatxon
reports' for the positions of Veterans Service Representative, Rating
Veterans Service Representative, Decision Review Officer, Program
Support Clerk, Supervisory VSR, and VSR Team Leader/Coach. ’

HR-2

~ Senes

Followmg coordination with other husmess lmes prepare a request to
the Office of Personnel Management requesting the retention of Series
definitions. for GS-962, Contact Representa’ave and GS-996, Veterans
Claims Exammmg and the rescission of grade level descnptlons for these

HR-3

Rating Certified Veterans Service Representative, and Decision Review

Request the new posmon titles of Veterans Service” Representatlve

Officer be ‘added to the PAH)-OLDE’PAYVA 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-1, A-2, and-A-3,
respectively, for the discussion and basis of this recommendation. ‘

To take adeantage of  current knowledge skills and outbased

opportunities, expand the duties and responsibilities of the field examiner

to include VSR duties; accept the proposed position desciiption 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.

HR-6

To allow" employees the fullest opportumty for traxmng, all statlons

should comply with the October 1, 1998, ‘milestone for completlon of|

merged Divisions.

A-2
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RECOMMENDATIONS

Career ngressmu, Ceruﬁcatwn, and Pay

fHR:z ‘

Recommend that a natlonal team of subject-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 Team also recomimends 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 contmue to mamtam the ngorous quahty standards requrred by the ‘

certification process, strongly recommend that C&P Service develop a

‘| national policy mandating standardized quality reviews of individual |

VSRs. Fiirther recommend that C&P Service develop a method to

extract a sampling of cases from the Benefits Dehvery Network (BDN) |
‘or VETSNET (similar to the current quality review process) that are

employee-specific to' be used in con]unctlon with the: performance
appraisal process.

‘HR-9

Recommend 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 used to test employees for certification for the Rating
VSR position. Also recommend that a separate ‘group of natlonally
recognized subject-matter experts be formed to identify/develop the
cases that meet the criteria and to develop the correct/acceptable ratmg
decisions. = 4

HR-10

To continue to maintain the ngorous qualrty standards required by the
certification process, strongly recommend that C&P Service develop a
national, policy mandating standardized quality reviews of individual
Ratmg VSRs. Further recommend that C&P Service develop a method
to” extract a sampling of cases from the Benefits Dehvery Network
(BDN) or VETSNET (similar to the current quality review process) that

are employee specific to be used in conjunction thh the performance :

apprmsal process.

HR-11

Trammg package should be developed for the ROs which would include

modules on dispute resolutxon, mtemewmg techmques and advanced :

mterpersonal skills.

A-3
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- RECOMMENDATIONS _

HR-12

Recommend the use of work samplmg to assess VBC and VCE skllls |

and knowledge to determine readmess for the GS-10 level

HR-13

In order to ensure.smooth transition of VCEs to the VSR posmon,

recominend that all VCEs receive formal trammg in . mtemewmg

“techmques and interpersonal skills.

HR-14

Due to the rigidity of the GS system and consistent with the philosoﬁh}
of paymg for acquired skills, recommend requesting a waiver of time-in-

grade requirements and qualifications requirements as defined by. the
Office; of Personnel Management  (OPM) under the demonstration

project authority which would provide VBA with' an opportunity to

promote employees for their skllls/knowledge (as defined by VBA)

wrthout the limitations inherent in the GS system.

HR-15

Reoommend that the NYRO/Detron Regional Office demonstratlon
project be monitored to validate the progress of the. skxlls-based
approach to compensation. If this approach to compensation .is
successﬁll, recommend exportation to other parts of VBA where

'appropnate

?étﬁzi'mance Management and Iucenﬁvé Awards

HR-16

Create. a work group to examine performance management and mcentrve
awards and develop gurdehnes for new systems. ‘

HR-17

Consider how to reward Regional Offices and executives for supporﬁzrg
BPR duriﬂg the transition period. (It is possible that implementing BPR,

e.g., merging Veterans Service and 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 1f appropriate)..

HR-18

Reengineer budget prooe‘sses ,to change when VBA allots' incentive
awards money to Regional Offices.

enable payment of incentive awards closer in time to the achievements.

0 Distribute the money at the | -
beginning and/or throughout the Fiscal Year. This change is needed to

HR-19

.Increase 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.

A4




RECOMMENDATIONS

Consider chaugmg mcennve awards funding formulas to give larger
percentages to the high performing Regional Offices. VBA should
distribute funds to Regional Offices based 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 ﬁmds dxstnbuted based on orgamzatzonal performanoe '

Workforce Management and Planmng

HR-21

The list of “tips” on -merging should be provided to all‘statioxis.

11

HR22

Each statwn should be promded with the list of consultants and conmder
using one or more of them in their merger eﬁ’orts

11

HR-23

At the rieXt Director’s Conference a day should be set 'aéide where.
information can be shared about the best practices for merging divisions
and preparing the regxonal offices for the VBA of the future.

11

HR-24

Area Directors ‘must -be responsible for aclnevmg the transition to
Veterans Services Centers. .

11

HR-25

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

11

HR-26

As an interim measure, a VSR training package should be developed
which will supplement the Central Area training package.

11

HR-27

VBA should pursue a waiver of buyout provisions to allow eniploymehi
of retirees for the specific and time-limited purpose of cross training
staff.

11

HR-28

A group sxmﬂar to the HR Team should monitor the unpact 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 external candidates are considered.

11
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RECOMMENDATIONS

A formal upward mobility program should be estabhshed at each statxon
in consultation with our Union partners, by allowmg employees to
designate themselves as wxllmg to partxclpate in programs for self-
improvement.

An employee tuition reimbursement plan should be. established. This
increases the number of employees 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 othier
_programs to allow employees to transfer to other agencies or private
| industry should they prefer.’ '

Table A - 2: Human Resources Team Recommedations

e




RECOMMENDATIONS

:IT-‘I Devclop context sensitive help on all de\?eloped “applicati{ms - C5
§IT-2 Develop reference data bases | c6 |
IT-3 | Establish external interfaces linked to applications C-6
4 Program automatic pension adjustments froxxi interfaces | ,' c7 |
IT-5 Enhance case maniéemenf to Aﬂag special cases B | C-7
IT-6 Creéfe ad-hoc query tools for rép(orts C-7
IT-7 | Combine VETSNET and VACOLS for single tracking c-s
IT-8 | Migrate ATS functionality into VACOLS o8|
IT-9 | Take electronic filing through CPS c9 |
IT-10 | Develop fill electronic filing ﬁmctionalitj. c9
IT-11 | Record Access/Transfer from Information Center to RO C-9
I~IT-12 Establish universal application conventions/structure. | C-10
IT-13 Exbanded autdmated adjustmerits (hospital, drill pay, retil_*ed. pay) C-10
IT-14 | Enhanced rating support (&ufo’mated visual/auditory) « ‘ v C—ll , "
fIT-lS Create administrative deciéioh éoﬁware‘sﬁpport C-11
4IT‘-1 6 |Make ARMS available via Internet C-12

( _I'I}U .| Establish DoD electronic interface C-12
T-18 | Establish MOUSs (VHA/VBA) to share electronic information. C-12
IT-19 Expand data exchange with other federal ﬁgenqies | C-13 I
IT-20 Esfablish Electronic interface with National Afchives C-13 l
IT-21 | Establish National Cemetery System links C-13

. A;‘?,
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Establish local interfaces with private Medical sources -

EstabﬁSh on-line interface with SSA.

'CrAe;ate: Local/State benefit hélp ﬁlé

- C0

IT-24 Providjé VSOs with systém access

IT-25 _ Prov;*idé out-based acceés to ~VSQs C-15 I i

IT-26 | Providé basic access to tlieﬁublii:'for electroﬁic ﬁling‘of. claims C-:‘IS -

IT-27 | Provide enhanced (help/rule-based) electronic ﬁlmg of claims c1s |

IT-28 Prowde outbased VA employee access C-116 .

IT-29 |! Establish state and local interfaces C-§§16 | i

IT-30 - Develé)p overall telecommunication concept of oﬁelaﬁdﬁs A Cél? ‘ l

31 Develop detailed telecomniunicatioﬁ operatiohal médei C-{l7 ' l

IT-32 Provid'g Automated Pay Information System C-f 18

IT-33 Put a télephone on each desk o C-'18
|I11-34 - | Convert to all 800 service : : C-‘19 l

Create VBA information help file (VSR electronic refereﬁdes)

czo |

Establish RO telephone asset profile

Define information center sites

R

Develop National Automated Response System (ARS) ‘ .A C%22 '
| Adopt National Automated ‘Rééponse Script | d-22
Create FAX back/automatic mailing labels C‘;23
Develop Area Specific Migratlon Strategy C;23
g
Develop on-line claim status information =24
|
S ! :
A-8 june 1997
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Develop warm transfer capability . .

Develop callh_istoijr record o | A . ;;

Inborpordte Voice Recognitidn Technology into ARS

Develop automated transactions

Develop automated out-dialing capability - - .

. .

LA Table 4 - 3: IT Team Recommendations .
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RECOMMENDATIONS - | ~ | | L

Recommend that performance-based, multi-media, instructional 'systex.n

designed (ISD) courseware be developed to train employees in the skills
requiréd for the 3 new BPR positions, VSR, VSR-R and DRO. These
packages will fulfill training requirements for credentlahng employees as
-having the skills requlred to complete the job tasks.

[
T-2 Reoommend that the Compensation and Pension Service sponsor the 2,15
|-development of this training, assisted by the Employee Development and |
Trammg Staff. : !

T-3 Recommend that full fundmg and support to accomplish the 2/16 -
“development of this training be identified and provided to facilitate -
delivery to the field and minimize delays. This includes both ’
contracting costs for development of training packages and costs of
properly managing, monitoring and administering those contracts.

T-4 Recommend that a course for training coordinators in the field be 216 ‘
designed and delivered to provide those coordinators with the i
facilitation skills necessary to ensure successful implementation of the i
trammg packages : ‘ i

T-5 ~~Recommend a set of training packages to assist with the transition 3
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 of utilizing and updating current o
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 - A
and coach training, interactive video teletraining, and the VCR |
training package. ~ }f
i

|

16

T-6 | Recommend that VA pursue a memorandum of understanding
(MOU) with the Disabled American Veterans for the -sharing of i
training materials that their orgamzatlon has developed. o ;

T-7 | Recommend placmg appropriate short-term training matenals on the ,
Intranet in a BPR Trammg Web Page. o N

A-10 ‘ ‘fJune 1997




. - RECOMMENDATIONS

Recommend that the Veterans Service Organizeﬁehe be included and -

involved in the planning, development and implementation of all
training in order to facilitate their partnering role in the BPR vision.

Recommend that embedded training devices be included in all
informational technology releases currently under development or
planned for development,

o A-11
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RECOMMENDATIONS'

R-1 Accept Social Security Disability Determinations Legislative 19, :Ci:-'lo
. P . R : 'I .
R-2 Allow Basnc Vocation Rehabmtatlon Ehg1b1hty Regulatory 28
Determmatlon to be Made by VR&C ; : - § ‘
R-3 Allow Contemporaneous Notice for Information - Regulatory | 25
' Received from any Federal Agency or Federal Employee ‘ . ,‘; :
R-4 Allow Contemporaneous Notlce for Self- Reportmg via | Regulatory 26 ,
’ Telephone, Fax, Internet ' ;f
R-5 | Allow - Decision Review Officer to Revise Decisions Legislative 2§ It
Based on Same Evidence : 1
R-6 Allow End of the Year Adjustments for Nonrecurring | Legislative | 21, :C-ZC{
Income Adjustments o
‘ ——
R-7 Allow Extra Scheduler Pensmn Ratmgs by Rating. .Regulatory 257 o
’ -| Decision-Maker e
R-8 - Allow NSOs to certify DD214 -Regulatory: ié
- - ' 7
R-9 Allow Recognition of Court Appointed Guardians ‘Regulatory 27
' without Oversight by VA ‘ ' |
R-10 | Build Dependency Allowance into Maximum Annual Legislative | -20 b-l 8
Pension Rate
R-11 .Bﬁild Medical Expense Coverage into Maximum Annual | Legislative 19,;;012
Pension Rate and Provide Medical Expense Exclusion - 1
Only for Nursing Home Patlents i
R-12 Change Method to File Notlce of Disagreement or Regulatory 25
Substantive Appeal ' i
R-13 | Change Method to ‘Mthdraw Appeal Issues’ Regulatory :26
R-14 | Clarify Individual Unemployability Criteria " Regulatory 28
R-15 Clanﬁ( Regulatxon on Fmdmgs of Mental Unsoundness Regulatory ’&8
in Suicide Cases ' j

A-12
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RECOMMENDATIONS

Clarify Regulations on Service Connection by

R-16 Regulatory 27
Aggravation of Pre-Service Conditions
R-17 Deﬁne Convalescence for Paragraph 30 Ratings Regulatory 27
~ |IR-18 | Discontinue Hospltal Adjustments for Sectlon 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
' Nursmg Home
- ||r-20 - | Etiminate Need to File Claim in Writing Regulatory | 25
i lIR-21 | Eliminate the 45 Day Rule for Surviving Spouses Legislative 21,C-22
Ehmmate Income Limits for Section 306 and Old Law Legislative 19, C-1
' Pension ‘
Establish Entitlement to Clothing Allowance Payment by Regulatbry 27
Rating When Veterans Meet Requirements of 38 CF.R. ‘
- A 3.810 (a)(1).
| Establish New Regulations for Decision Review Officer Regulatory 25
Establish New Regulations for Informal Conference Regulatory 25
Establish New Regulations for Post Decision Review Regulatory 5
: Process ' |
R-27 | Establish New Regulations for Request for Clarification | Regulatory 26
or Expression of Dissatisfaction
{|R-28 | Establish New Reguiations for Veterans Service Regulatory 26
Representative
R-29 | In Claims for Apportionment of Compensation or DIC, Regulatory 27
| Allow Only the Additional Payment for Dependents <
| ‘ A-13 “ June 1997



| RECOMMENDATIONS

e < S SRR

Legislative

R-30 | Increase Estate Limitation in Incompetent Veteran Cases’ :
| Subject to Reductlon . |
'Presume Permanent and Total Disability at a Designated | Legislative 19, C-6
. o i

Age'

Presume Permanent and Total Disability for Nursmg Legislaﬁve

Home Panents

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

Regulato'ryi :

 Table A-5: C&P Rules Team Recommendations

* The age at which veterans are presumed to be peﬁnanently and totally disabled is still under study.

S 5B W

i

A-14

June 1997




RECOMMENDATIONS

The Compcnsanon and Pension Service must “own both customer and
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.

The responsibility for developing and conducting these surveys ‘and
focus groups will reside with the Office of Resource Management
(ORM). ORM should be supported by field and other VA Central Office
personnel in the development and administration of these instruments.

C3:

‘The nationwide customer surveys should be conducted in the fall of each

year.

C-4

The VBA portion of the ONE VA Emploj'ee Survey should be.

conducted every two years in the fall of that year.

Focus groups should be conducted at the lab sites annually and the data
should be compared to the baseline data.

Before each BPR initiative is implementéd, a base line survey should be

| 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
and reports developed, the design of a customer satisfaction index will be
pursued using the information from that survey as a guideline for
developing the appropnate variables.

‘As the data from the ONE VA Employee Survey becomes available, the

design for the employee satlsfactxon index should be pursued using that
survey data as a baseline.

T able A - 6: Customer and Employee Satisfaction Team Recommendations

A-15
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LIST OF ACRONYMS

APPENDIX B. List of Acronyms

AMIE Automated Medical Information Exchange

ARMS Automated Reference and Manual System
‘AO Adjudication Officer
AVR _ Automated Voice Response
BDN Benefits Delivery Network
BPR Business Process Reengineering
BVA Board of Veterans’ Appeals
C&P Compensation and Pension
CFR Code of Federal Regulations -
CIO . Chief Information Officer
COLA Cost of Living Adjustment
. COVERS . Control of Veterans Records System
COVA Court of Veterans Appeals
CPS : . Claims Processing System
CVSO County Veteran Service Officers
DIC Dependency and Indemnity Compensatlon
DoD Department of Defense -
DRO ‘ Decision Review Officer
EVR Eligibility Verification Report
FNOD First Notice of Death
-FTE Full Time Equivalent ~
FY Fiscal Year
GAO General Accounting Office
GPRA Government Performance and Results Act
GS General Schedule
HR Human Resources
IC Information Center
IRS ~ Internal Revenue Service
ISD Instructional Systems Design
IT Information Technology _
IVM - Income Verification Match ' ,»
MAPR Maximum Annual Pension Rate ‘
NCS - National Cemetery System
NOD Notice of Disagreement
NSC Non-Service Connected
NSO National Service Officers
oJT On-the-Job
OMB Office of Management and Budget
OPM Office of Personnel Management
- ORM Office of Resource Management
PDR Post-Decision Review
PIN Personal Identification Number -

B-1 June 1997



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
VSR

Power of Attorney .’
Rapid Application Development ‘
Rating Board Automation

. Regional Office

Rating Veteran Service Representatlve o
Strategic Management Committee
Subject Matter Expert

Service Medical Record

Statement of the Case

Social Security Administration
Supplemental Statement of the Case
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 " The formal, standardized process by which VSRs, Rating VSRs,
' : and ROs will demonstrate that 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 forit.
Corporate Data Base A single data base which captures and stores all information
(Enterprise Data Base). 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 (i.e., 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.

Demonstration Project The opportunity for an agency to experiment with new and
o ; different personnel management concepts to determine whether
such changes in personnel policy or procedures would result 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 final OPM approval.

Difference of Opinion ‘ Authonty to revise or amend a previous decision, a difference of
" opinion being involved rather that a clear and unmistakable error.
(See CF.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 also delegated to Hearing Officers.

“Master” Rating Veteran A positiqh, in the reengineered environment. The incumbent will

Service Representative conduct quality reviews and appropriate training and serve as
(VSR) _ technical advisor to Rating VSRs to assure timely dissemination
and uniform application of legal decisions and policy issues to
 rating actions.
Merger | The orgaﬁizational and physical consolidation of Adjudication

and Veterans Services Divisions, including comprehensive cross-
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b
J

. l

Performance Plans.

" Post Decision Review

Request for Clarification/

Notice of Dlssatlsfactlon

VETSNET

VETSN‘ET Im

~ the clann

E

P
training of former VBCs and VCEs for the VSR position... A, ‘
merger is a prerequisite to success in the BPR environment. J‘ .

a

. The oﬁcml document used to mform employees of

organizational expectations for individual performance. The plan
will be used to evaluate employee performance for annual ratings
and mcludes performance elements, standards and measures; !

;l o
The process in BPR which replaces the present appeal process
within VBA. It begins with an expression of dtssatlsfactxon or
request for clarification from a claimant or his/her representative.

The process’ stresses personal contact with the claimant in an

effort to focus appeal issues and resolve issues. In the BPR
vision, the entire process is under the direction of the Decnsxon‘
Review Officer. The process ends thh VBA‘s final resolut1on of

ri
1l
B

- An inquiry by the claimant or his/her representative following a

decision requiring explanation of the decision. The i mquxry may
express dissatisfaction with all or part of a decision, but has not
reached the status of a formal Notice of Disagreement (NOD)
This step in the Post-Decision Review Process a]lows for
tmproved communication with the claimant and representatives in
an effort to resolve questions pnor to commencing the appeal
process ' j

A replaeement for the Benefits Delivery Network (BDN)

»' _ payment system characterized by a Y2000 compliance eorporate

relational data base, a three tiered client-server architecture, user
designed Visual Basic presentatton screens and on—lme
processing. The improvements in claims processing functlonahty

 are primarily those related to increased access by customers to

their claim information, more user friendly processing screens and
real time processing. Improvements in program management will

- derive from the capability of the system to capture data at the

issue level. VETSNET will be the foundation system to whxch
new claims processmg functionality will be added. Basic clatms
process and veteran/dependent information will be available to all

" benefit program information systems (C&P, Education, Loan

Guaranty, Vocational Rehabilitation and Insurance.) Payment
accounting and exxstmg rudnnentary claims processmg for
education, compensation and pension benefit programs are the’
basic components of the system apphcatlon - ‘;4 .
The product of application develepment activity to mcorporate :
f
"

i
.
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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 information in
subsequent processing to the point of award decision and

payment.

VETSNET II * Continued incremental functionality and the development of
" automated decision making. -

~ Work Sampling - The standardized approach to randomly selecting a uniform
. : number and the type of cases to be reviewed for purpose of
evaluating performance.

GL-3 ‘ June 1997



Tab 1'

~ Work Design
 Team Report

- ‘Implententation Plan for
' Reengineering Claims
- Processing

June 1 997




WORK DESIGN TEAM REPORT
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1.  Work Design Report .

The BPR vision encompasses a radical redesign of the work processes whereby employees
of the Veterans Benefits Administration (VBA) interact -with their customers. This appendix
‘documents the proposed changes. Section 1.1 describes the vision for claims processmg—-—-both
how work will be performed and how the agency will organize its resources. Section 1.2
highlights some of the key transition issues and provides a schedule for implementation.

‘1.1 Work Desngn Vision

Veterans needs and expectanons are dnvmg the VBA to a new vision. 'VBA’s vision
emphasizes closer, more personal and more frequent contact with veterans and 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 unphes increased
accountablhty for these acuons 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 streamlined procedures and processes will enable faster more accurate delivery of
‘benefits with reduced likelihood of appeals _

To accomphsh these goals, the Veterans Semce Center of 2002 (which combmes the
traditional Adjudication and Vetérans Services activities) is staffed with employees who have the
authority to interact with veterans, make decisions, and 1dentxfy and resolve issues at the earliest
opportunity 'without hand-offs. More importantly, they work - with veterans and . their

representatives to assess ehglbxhty for beneﬁts based 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 organizational possibilities consistent with the
vision for VBA.

| 1.1.1 Claims Process

In the vision claims processing is an interactive prooess 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 and 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 VSR in this process to ensure the quick resolution of the claim. (VSRs
gather evidence, make decisions, notify veterans, and are accountable for their actions. Routme
actions are handled quickly, often at the initial contact. If a claim requirés more than a snmple
rating decision, the VSR transfers ownershlp of the claim to a rating VSR (RVSR), who makes

_the rating decision. The award and notlﬁcatlon letter to the veteran are. electronically generated
‘Throughout, a VSR works with the individual veteran and his/her representatlve to ensure that
each claimant receives knowledgeable, compasswnate and eqmtable service. 1;

The duties of the VSR mclude all of those traditionally performed by Veterans Beneﬁts

Counselors (VBC), Veterans Claims Examiners (VCE), and Rating Analysts or Ratmg
Technicians. The VSR is respons1ble for managing claims from application through final declslon
The VSR serves as the primary point of contact for claimants and representatives. He' or she
decides all claims not requiring complex ratings but also prepares simple rating decnslons for
approval of aRVSR. The VSR position is an entry level GS-5 with a career ladder to a GS- 11

VSRs refer claims mvolvmg complex rating 1ssues to a RVSR who ensures that all
required development is completed. Following the recelpt of all needed evidence, the RVSR
processes the ratmg, whxch generates an award and the appropnate nottﬁcatlon letter. The RVSR

isa GS-12. .

(
it
4

R B ' ) ° . <A ;i
Process Description. As shown in Figure 1-1, the 2002 environment provides a number

of access points for claimants. Claims will be filed in person at a Regional Office (RO) or at an -

out-based location, by telephone, electronically via Internet or fax, by mail or through personal
contact with the claimant’s representative. Telephone contact is the major access pomt An
automated call attendant greets. the claimant. Options are available for general beneﬁts
information, status of pending claims or the ability to file claims. If the option to initiate a clann is

selected, the system routes the call to a2 VSR. As much development as possnble is completed ,
dunng the initial contact. "Regardless of point of entry, the VSR who initially receives the claim -

can, in most cases, arrive at a determination without handmg oﬁ‘ the claim to another employee.
‘l
1
.
i
il
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One of the key elements in the reengineered process is partnership. Working together, the
VSR, the claimant and his or her representative, clearly identify each issué of the claim and the
evidence necessary -to support the claim. Continuing this partnership, the claimant and
_ representative assist in gathering 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 component of claim cycle time and, as
such, must be improved. The vision emphasizes on-line electronic interfaces with internal and
external entities, such as Veterans Health Administration (VHA), Department of Defense, Social
Security Administration, 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 apphcatlons to allow a much higher degree of
data movement.

LEGEND

Figure 1-1: Process Flow for Claims Process

The VSR has available a comprehenswe corporate database. The VSR determines the
precise reason for the call and uses these tools to assist the claimant in completing an electronic
application. Concurrent with 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 ﬁxlly informed of the time required to obtain the evidence and make a
decision. The VSR, the claimant and teprescntative 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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any status inquiry generated by the claimant, although most status calls are answered by the
Automated Response System (ARS), which offers claim-specific information after the $§clalmant
enters a personal identification number (PIN). ' ’

Once all relevant evidence is assembled, the VSR processes the claim 1nc1ud1ng
preparation of simple rating decisions for approval-of a RVSR, or refers it to a RVSR ifa
complex rating is required. When a rating is created using an automated rating system, ;the data
are automatically entered into the system, which generates both an award and nonﬁcatlon letter.
Prior to release of the notification, a copy of the decision is electronically referred to the
representative. The representative will have a specified period of time to review the rating.
Access to the claims folder will be available to the representative, if requested, on any specific
case during the review period. As a practical matter, the intensity of POA review at the; pomt of
promulgation should greatly diminish in the future as the quality of rating decnslons unpreves and
claim representatives are fully incorporated into the development process Upon electromc

acknowledgment of review or expiration of the review period, the rating is promulgated and the

notification released. ~ The letter contains the name and phone number of the VSR 'or team

responsible for processing the claim. In the event the representative initiates contact, the1 VSR or
RVSR will address the issues presented in order to resolve the inquiry.

n

-?:i

“The core processes are the samne; regardless of the entry point. Customers can corne to-

ROs or other outbased locations. In this.situation, the VSR takes the information from the
claimant, a$ they would by phone, and creates an electronic claim using CPS and the Veterans
~ 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, requnred
evidence, particularly at a clinic or hospital, and process the claim the same day. Ifa claxm comes
in electronically, such as by FAX, or via Internet, the VSR calls the claimant and begins the same
process of clanfymg the issues and explammg the process . ‘ r, :

Examples. Two examples illustrate the process. In the first situation, upon diahng 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’ lwnh the
AVR. As soon as she selects the option for filing a_new compensation claim, and enters the
terminal digit of her Social Security number, she is routed to the apprepnate team or mdmdual
for assistance. o L 5;
Upon taking the call, the VSR determines the precise reason ‘for the call and assrsts the
. veteran by completing an electronic application in CPS. Concurrent with preparing the
application, the VSR helps the veteran focus the claims issue, ensuring the VSR knows precisely
what disability or disabilities she wishes to have considered for service connection. CPS

automatically prepares requests for necessary evidence from various sources as it moves. the VSR

through the application process, preventmg the employee from omitting any necessary' ‘evidence
_requests. CPS records what evidence is requested and establishes diaries for perlodrc status
reports to the veteran and automatic notification at the time that any piece of evidence is recewed :

1
)
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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 VSR asks the veteran and her representative for their assistance in gathering evidence
such as any service medical records, private physicians reports, service verification documents or
other relevant evidence that she may have in her possessxon :

Since . mxtlal ‘compensation clalms mvolve more than slmple rating declsmns upon
completion of all required development: the claim will be referred to a RVSR. The veteran is
advised that the referral will occur. Throughout the development phase.the claim is regularly
monitored by the VSR and the veteran and representatwe kept informed of claim status. The
VSR or the represemtauve answers any status mqumes from the veteran by accessmg the eomplete
claun history' in CPS » : : : :

Once all relevant evidence is assembled, the claim is referred t6 the RVSR for rating and -
award action. In this example the RVSR determines that four disabilities are service~connected
but denies service connection for two disabilities. ‘The rating data entered into the system
automatically generates both an award and a notification letter. Prior to release of the nonﬁcatxon
or award, the decision is electronically referred to the representative for review. The
representat:ve has access to the claims folder for review, if needed on any specific case, ‘during the
review period, At the end of a spec1ﬁed period of time, the rating is promulgated and the formal
nouﬁcatmn letter is generated. The: letter provides the name and phone number of the VSR or
team responsible for the processing of the claim. If the decision is. complex, the VSR or
representatlve may decide to contact the veteran by telephone to explam particular parts or all of
the rating. o

" If the veteran needs clarification of an issue or is dissatisfied with part orallofa decision,
+ she may contact the VSR or representative. If the veteran has a representative, we will encourage
her to contact the representative. We will also contact the representative, fully informing that
organization or person of all actions and contacts. Communications resulting in acceptance of a
formal Notice of Disagreement or the withdrawal of an appeal issue must be confirmed in wntmg

- This is discussed further in the post-decision review section (see Section l 1.2).

In tlns case, the veteran believes that one of the two disabilities for whlch service
connection was denied should indeed be service-connected and is displeased with the evaluation
assigned to one of the service-connected conditions. She would 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 this example, the veteran is satisfied that the condition was evaluated correctly but
still believes that the other disability should have been service-connected. Because of the
complexity of the particular case, the VSR asks the RVSR who denied the service connection for
assistance. The RVSR calls the claimant 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 is a claim for nonservice-connected disability pension received by a
VSR at a VA Medical Center (VAMC). The veteran enters the outbased office and expresses 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 Vietnam Era.
'He states he has been hospitalized at the VAMC and was discharged a few days before. The VSR .
accesses the Patient Data File from the medical center and locates a' summary of the veteran’s.
hospitalization showing treatment for severe arteriosclerotic heart disease. The VSR ass:sts the
veteran by completirig the electronic application and verifies income amounts through ele}ctromc
interfaces with Social Seeunty Administration, ‘and other government agencies. The data from
those interfaces is automatically loaded into CPS. The veteran provides information regardmg
~ dependency and his last employment. . The VSR prepares the rating’ decision in VETSNET
grantmg pension entitlement and the RVSR approves the decision. The veteran’s representauve
reviews the rating decision. The system automatncally generates the award and notlﬁcatxon letter.
Over the life of the pension award, income is automatxcally momtored and the award adjusted
based on electromc interfaces with income sources. . - g

Measurement. The. vision for claims processmg explicitly calls. for more aceouﬁt'abnhty
for individuals and ROs. Hence, measurement must be an important component of the vision. In
the ‘vision,  measurement of both organizational elements and individual employees is based on
Government Performance and 'Results Act (GPRA) and. addresses “customer satlsfactlon,
accuracy, timeliness, employee satisfaction and umt cost. Work flow measures are. captured ,
automatically as claims are routed through the. system', IT systems generate data. to detemlme the
success of a RO, a service center, a team or an employee ‘ ,

. Tlmehness goals are constantly momtored and adjusted as necessary to reﬂect customer
and other stakeholder expectations, while realistically considering uncontrollable factors such as
fluctuations in budget, staffing levels and unanticipated workload increases. Goals are also
flexible encugh to take into account new decisions by the Court. of Veterans Appeals (COVA) .
and leglslatlve changes which i unpact -on the ttmehness of claims processmg : i

-k

As is required by GPRA, measurements look at outcomcs instead of merely outputs

Accordingly, accuracy indicators measure only fatal errors, including (1) failure in duty to assist,

(2) due process deficiencies, (3) incorrect payment and (4) inadequate notification. iExpert

systems eliminate many of the errors that prevxously resulted from carelessness haste and
unproper or madequate trmmng :

N ) ) ' h

- L 1 2 Post-Decnswn Revnew Process : D : 1[ |
Followmg clmms processmg, the second core adjudlcatxon process is the post-demsmn

review (PDR). The new PDR process is dynamic and highly interactive, focusing on zdentlfylng

the issues and areas of disagreement, with an eye to resolution at the earliest posmble point in the

process. The PDR process-begins with a request for clarification or expression of dissatisfaction

from a clatmant or a claimant’s representative and ends with VBA’s final resolution of the elalm

Sr‘
“!

! The measurement of customer satisfaction and employee development is addressed in Tab 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 spec1ﬁcally
‘emphasizes streamlining the appeal process and maintaining close, personal contact among the
claimant, his or her representauve and VBA.

‘ The‘re will-be a new position in the appeal 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 COVA. Staffing in this position is expected to be taken
from current Hearing Officers and RVSRs. All DROs will have “difference of opm;on” authorlty
The grade level for this position is GS-13. :

The vision includes many fewer claims appealed because 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 process. There are no Hearing Officers, as these personnel have converted to
DROs. Both mformak consultations and formal hearings; when needed, are accomphshed 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
. VACOLS system allows for one appeal tracking record for VBA and BVA. 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 the 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 the DRO may assume jurisdiction at any time during the appeal period to resolve an
1ssue in the claimant’s favor based on difference of opinion authority, he/she has ]unsdlcnon and is
respons1ble for all processmg after receipt of a valid Notice of Disagreement.

As shown in Figure 1-2 if a claimant requests clanﬁcaﬂon or expresses dlssatnsfactlon
'w1th a decision, the call or letter/fax is routed to a VSR for explanatlon The VSR explams the
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claim decision and the claimant’s options. Those optlons include: (1) contacting his or her claim
representative for assistance and advice; (2) submitting additional evidence; or (3) submlttmg a
formal NOD to begin an appeal to the BVA. The VSR documents this contact electronically in
the veteran’s record with an electronic notification to the VSO’ or other representatlve ,% If the
claimant submits additional evidence, but has not submitted a NOD, the evidence is rewewed and
considered by an RVSR who will prepare a rating decision or further. develop the clalm as
warranted. The DRO may assume jurisdiction to resolve an issue in the claimant’ s favor
-whenever a clalm is w1th1n the appeal tlme frame.

RIS R

| (POST-DEC'ISION REVIEW: REQUESTS FOR CLARIFICATION
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Figure 1-3 diagrams the process flow for notices of disagreement (NODs). ‘When a valid
NOD is received, the claim is referred to a DRO for review. If additional evidence is recenved with
‘the NOD' (or additional evidence source indicated), the DRO may schedule an mformal
conference to determine if any additional evidence may be obtainable prior to adjudwatmg the
evidence recewed Every effort must be made durmg the PDR process to -ensure that the
i
i
S
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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.

APOST;-DECISION REVIEW: NOTICES OF DISAGREEMENT

Dental B

Total Grant 4

Figure 1-3: Process Flow for Notices of Disagreement.

The purpose of an informal conference is to clarify the issues 'the claimant wishes to
appeal, provide explanations, and identify additional sources of pertinent evidence. An informal
conference may be conducted by telephone, by video-conference, or in person. The claimant’s
representative is always given the opportunity 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 the 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 informal 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) 15 provided to the claimant and his or. her representative.

Upon request, the DRO conducts a formal hearmg 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 formal hearing. Withdrawal of an appeal or appeal
issue is acceptable by a written statement, testimony at a formal hearing .or by telephone
However, withdrawal by telephone must be confirmed by a written statement. All testlmony
submitted at a hearing will be under oath or affirmation. "After the hearing the DRO may order
additional development or provide the claimant an opportunity to submit additional evidence.
Upon completion of any development, or after the expiration of the time period for subrmttmg

additional ewdence the DRO enters a decision. . If the DRO .cannot resolve the 1ssue in the .

claimant’s favor his/her decision constltutes a SOC. _ !
' il
Upon teceipt of a timely substantive appeal, the DRO reviews that document to détermine
if additional sources of pertinent evidence have been identified, new issues have been raised, or a
BVA hearing has been requested. Any new issues are referred to a VSR for appropnate action.
If additional evidence has been identified, it is developed and another DRO decision is made
which serves as a SSOC for issues not favorably resolved. If no additional evidence is r‘ecelved
“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 BVA -As
shown in Figure 1-4 BVA remand development and resolution will be the responsnblllty of the

DRO. o - = |
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Figure 1-4: Process Flow for Post-BVA Processing“ - A;

Measurement. RO performance m‘easures' are based on GPRA. Individual a[nd team
performance measures support VBA goals in 2002 of (1) fewer than 3% of decisions dppealed,
" indicating high levels of customer satisfaction, (2) overall accuracy rate of 97%, (3)‘ marked
reduction in percentage of VBA decisions remanded by BVAA for further work or overtumed on

. appeal (4) 1mproved timeliness in appeal processing, including remands and (5) 1{nproved

|
!
.1
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communications and outreach to veterans, resulting in marked 1mpr0vement 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 séction outlines the future positions, potential
organization 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:

e 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
performed by Rating Analysts/Technicians). Incumbents in this position will have single
signature authority. The position description assumes approval of pension simplification . -
legislation, availability of structured training; and enhanced mformatxon technology. Thts
position will be classified at the GS-11 level.

e Rating Veterans Service Represéntatzve (RVSR) This position is similar to the traditional
Rating Specialist position. The RVSR will be expected to have occasional contact with the
‘ veteran This position will be classnﬁed at the GS-12 level

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

« Decision Review Officer (DRO). This position‘ replaces the Hearing Officer and encompasses
difference of opinion authority and 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.

e Program Support Clerk. This position replaces mail and file clerks, GS-4 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 . . ' ’

o Supervisor and Team Leader/Coach. There will also remain the need for the traditional
supervisory and coordinating functions now handled by Unit and Section Chiefs 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 dynamics skills, but the human resource management issues of time
and leave .administration, discipline and contract administration. Station and *dmsmn

~ management will also receive the team dynamics trammg, as well as knowledge of how to
commumcate the vision and mission of the agency.” = . ‘2

' : :l

. F:eld Based Veterans Servzce Representatlve The HR Team recommends mcorporatmg field

examiner duties w1thm ‘the VSR position to take advantage of outbased opportumtres 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: drscrete
unit in the Veterans servrce Centers with 1ts own position description. ;l

. . ;%
* Legal Instrument Examiner: The HR team recommendations no changes in the curlent _]Ob
description for legal i instrument exammer (estate analyst) position. o :s

Teams. The vision is consistent with either traditional supervision or self- drrected team
approach.- The stations that are actively mergmg divisions, cross-training their personnel and
moving towards the vision are generally movmg towards team environmients, but either approach
can work. Traditional supervision may be the better model during the transition, wherea$ a team
approach may better suit the more hlghly skilled, empowered work force of the future. '

!!

An appeals team may be establlshed to assist the DRO but the DRO is responsrble for.all
aspects of appeal processing from receipt of the NOD through certification of the appeal to BVA.
" The DRO will also be responsible for the processing of BVA remands. Establishmient of an
appeals team will be a local option for consideration based ‘upon workload demand, avaxlable
resources, and:other local circumstances. If an appeals team is created, VSRs ass:gned to the
- team may develop for additional evidence and prepare SOC when no new evidence has been
received and a formal hearing has not been requested. An appeals team may also include a1 clerical
function to schedule informal conferences and formal hearings, track appeal cases, mamtam
reports and prepare transcripts. An appeals team VSR may complete any development requrred
by the remand decision, but the DRO must review the completed development, make ap opriate
} dec1sron(s) and 1f necessary, recemfy the appeal for BVA revrew

~ Configuration. The Veterans Service Center (VSC) of 2002 has a number of possrbl

conﬁgurattons o , : o A oo %
: i ‘ }‘l

e A core staff physically located at a Veterans Service Center worklng in employee-

managed teams organized by digits, or traditional supervrsor-managed teams organlzed by

dxglts . ‘ K . i

n
4

o Satellite offices at medical centers or military installations staffed to perform the ﬁrll range
of functions avallable at the Veterans Service Center o : I
ll

~e Individual VSRs out-based to locations convement to customer populations. Thes{e VSRs
will generally work from their homes, Vet Centers or VA Medical Centers in a number of
different capacmes domg traditional Veterans Servrce Center tasks ranging from telephone

l

o
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. :

Outbased employees will have the telecommumcatnon and information technology requlred
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 of the 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 the claimant’s contact point with VBA. In the
vision, however, on-line access to case history 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 telecommunication
or other electronic mediums. In the vision, we will have an mformatlon system that allows for
seamless electronic transfer of case specific data to decision makers and integrates additional
interfaced information with little human intervention. Addltlonally 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 VA 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 studled
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 of data and significantly 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 talking 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.

13 , , ‘ June 1997
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- To reach the vision for clairns‘processi'ng by 2002 another critical change is require'd This
new process in which each veteran and his or her service repiesentative join in full partnershxp
involves much more than change to systems and processes. Frequent and producttvc direct
contact between claims processing personnel, the veteran and the service representatwexat each
stage of the process is the norm. -This produces an eﬁlc:lent and effective development process by

reducing duplication, initiating development actions at the Ongmatmg claim locanon and

encouraging the veteran to become an active and helpful participant in the process. The expected
- benefits of this successful partnership are increased efficiencies in the work process, ttmelmess and

accuracy, and far greater customer satisfaction. “ The end results of these efforts are more -

involved, better informed and sooner compensated veterans, dependents and sumvors - j;
%5
Informatlon Centers (IC). VBA faces an 1mmed1ate problem because its bloclced call
rate is so high.. 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, a soplustlcated ARS handles most general inquiry and claim
. -status calls, and enhanced outreach answers many questlohs 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 ' §§
i
' Informatlon Center staff should be fully trained VSRs possibly supplemented by fétr‘ained
employees who have been displaced by consolidation of other VBA activities, capable of
performing all duties required to provnde immediate assistance to customers. Once fully; trained,
~ they should perform any activity that can be done without physical review of the clatms folder,
mcludmg but not limited to adjustments based on dependency, income, hospitalization or changes
in school attendance. 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 the mformatlon
centers. To eliminate hand-offs between the various centers information center employe}cs must

be able to provtde any service. requ1red to ﬁnahze action on thcse calls , i
Similarly, non—mformatlon center VSRs w111 occasmnally receive general mformatlon
requests which they should be completely equipped to resolve. For that reason, it is cssentlal that
an on-line information system be developed which contains data on the entire array of federal,
state and local benefits. For example, a VSR in North Dakota must be able to answer questlons

about ehglblhty for Dlsabled Veteran license plates in Alabama.

1.2 - Transntnon Plan

H
i
i
\ |

" To accomplish the vision requires a clear implementation approach. This section/outlines
a strategy for achlevmg the vision and a schedu e of majar mllestones in the 1mp1ementatlon
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1. 2 1 Implementatwn Strategy

. Lab Sites. Successful BPR nnplementauon requires testing and analysis in a “r

workmg environment. Testing must include establishing baseline measures and conductmg
ongoing measurements to confirm the eﬁ‘ectlveness of initiatives. 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 achleved

VBA has established two lab sites—Houston and Seattle ROs——-to prowde a controlled
environment in which to test, observe, analyze and fully develop the concepts and initiatives of
BPR. ‘ o .

The lab. sites will serve as a focai ,
point for VBA. There is currently - no
organizational standardlzatlon across ROs.
Through local initiatives, - 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 .center . 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,

developmg modifications of applications. As
shown in Figure 1-5; the lab sites do not

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 Iessons learned tbrough
testing. : . .

- Figure 1-5: Life Cycle of Innovation

- 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 has proven successful (including any desirable modifications)
and is documented by supportmg objective measurement data, a procedure and timeline for
nationwide deployment will be put in place. - '

1.2.2 Implementation Schedule

This section describes the major milestones assoclated thh implementing the work desxgn
wsxon in the lab sites and across all Reglonal Ofﬁces, respectlvely The steps mclude :
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| ; S l
Preparatory Actions ’ l
e Apprise all stakeholdere—let stakeholders know of BPR plan and wsxon/rmssmn for
- - organization (Employees, Union, VA hospitals, cemeteries, Regional Processing Oiﬁees ,
(RPO), Congressional Staffs, County Service Officers and Service Orgamzatlons) This

step gets -buy-in from stakeholders and develops the personal relatlonslups that -are .
essential to the success of BPR . , , i

oo

o Initiate partnership with Semce Orgamzatlons—develop a partnershxp with the: ?semce
organizations- similar.-to . St. Petersburg’s Partner Assisted Rating and - Assnsted
Development System (PARDS) initiative. - This allows an. efficient and eﬁ'eet:ve
development process reducing duplication’ between service orgamzatlons and VSRs and
streamhnes claims development process. . . ;}

. Identtly .and cost basnc mfrastrucmre 1ssues~—mcludes space, equlpment phones

' computer hardware and fax machmes e
o - Assess employee slolls—-usmg techmques such as Sklll blocks matrix (developed ; at New
~ York RO), determine individual technical and team dynamics skllls @if apphcable) and
project training needs . ' 3

e Establish baseline statxsttcs——captnre measures to gauge success of BPR mitlatwes,
including customer and employee satisfaction and traditional measures (quality, timeliness

)

and productmty) wlule awamng development and valtdatlon of new measures. - | -

{
Establish Veterans Semce Center | L
’ . . - - ;
e Train employees—mcludes coach training for supemsors cross«»ﬁmctlonal training for
‘ fonner VBCs, VCEs and Hearmg Officers; and team dynamxcs tralmng (1f apphcable)

. Begm planning new physxcal layout—planmng for physncal mtegratlon of employees ﬁ'om '
the Adjudxcatnon and Veterans Semces Dmsnons : N l , :

~ e Relocate phys1cal plant of d1v1s1on %

e Select DROs—~move Heanng Oﬁcers to. DROs and select best ratmg speclallst Gf

#

necessary). - - ~ ' ' - , fi
"o Establish human resources mfrastructme——dtstnbute new position descriptions, develop
performance standards, and finalize certification standards (interim for the lab and final for

4

-the nation). , i

Work Process Changes (pnor to IT Enhancements) : ' B =i

. Implement transition telephone strategy—-solve short-tenn blocked cail problem by
-routing calls to an avallable telephone unit at another RO. % s

!
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Begin using telephone as prxmary communication—use as ROUTINE mechanism during
development, claims processing, and working VSD correspondence.- This is an essential
_element of cross-functional training for VCEs.

Include NSO information on' veteran notification letters—on all correspondence with the

_claimant, provide a paragraph identifying the claimant’s power of attorney, e-mail address,
and telephone number This wﬂl facilitate unplementatron of partnershlp thh service .
orgamzatlons «

‘Receive applications and evidence via fax——allows for receipt of apphcatlon -and evidence
associated with veteran’s claim i in'an easier way.

Begin Post Decision Review on new NODs/Form 9s—implement PDR process to resolve
issues quickly and improve customer satisfaction through a more personal, informal
process. - ' ' ' ' o

,Expand rmhtary separation exam process—include all separation centers: Procedure will
facilitate claims development and provxde a quallty exam with eonmstent appheatnon of
ratmg prmclples .

VBCs begm workmg sirhple clﬁms——part of cross-functional training for VBCs.
Work Pmcess Changes with Quiek IT Enhaneements

Grve Finance commands to VSRs—expand computer commands to claims processors in
> Aorder to expedlte claxms processing and avoid unnecessary hand—offs

Improve letters to veterans———modlfy andi lmprove 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 reoelpt of ewdenee spectﬁcally needed by
- VAto process claim.

Provide on-line access to address information—give personnel on-line access to
state/nattonal telephone directory;, medical directory for private physicians and hospitals;
and rmhtary installations directory, including hospitals, reserve units, and personnel.
.Address and telephone information will hasten direct retrieval of evidence required for
clalms processing.

VCEs begin takmg ealls/seemg veterans——essennal part of becommg VSRs. Two
~ subtasks must precede this task: .

— Install Adwsor-—-—prowdes general benefit information. To serve as a tool for former
VCEs in cross-training; and

~ Install telephones on all desks-—-upgrade phone systems to prowde veterans and claims
processors with dn'ect access with each other.
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Access VAMCs databasesfmformatxon—-mcludes enhanced AMIE and ALL (nanonvwde)
VAMCs.- This allows for direct retrieval of evidence requtred for claims processmg i

) Provxde hand held eompnters/wands for COVERS—-prowde for better tracking of folders
for better claims processing. - , |

S

, !
VSRs begin taking calls on clarification of decxsmns—allows clarification and explanatlen .

of decisions and reduces the number of formal notices of disagreements.

]

Begin acceptmg apphcatlons over the - phone ; o ' .{

i

'Place outbased oﬂiees——provxde remote access capabxhty to enhance access to clmmants :

m eutbased -areas. ,}
y

Wnrk Process Changes with Long Term IT Enhancements

e Implement Automatlc Voxce Response capablhty——AVR handles many calls thleut the
. need for human intervention. AVR system inchudes capability to handle not only general
mfonnatlon calls but also clalm-spmﬁe inquiries mth PIN access. n

. 5

Deploy CPS-—prowdes for consistent and accurate development of clmms and also allows

fast retrieval of information to answer mqumes Allows service orgamzatlons ?dlrect
access to pending claim information. » : S e

I ke

Provide VSRs on-lme access to evidence snurces—mcludes direct retneval of semce data |

and service medical records’ (personnel information exchange project), on-line mterfaee
with SSA/DOL/RRB/IRS for income updates and. disability information, and on—lme
access to military records (DEERS Nhhtary hospltal recerds ESG tracking. system
access, and PEB/MEB ﬁndmgs) : ’ , ,1

“In-transxt” status updates through COVERS—provxdes automatlc updates as part of
expert system, ! f
I

dProvxde VSRs with en~11ne job aids—include ARMS enhancements (e.g., user fnendly

~ search engines for all databases; access for all employees and claimant representanves

instant updates; and access to all manuals, 38 C.F.R., 38 USC, court cases, GC oplmons ,

and Fast Letters) and context-sensitive help in all apphcatlens

Simplify physicians guide—make rating exarmnatlons, easier and establish trammg program
for doctors. - This initiative results in more comprehensxve examinations, leading to fewer
rescheduled exams and BVA remands. : E
. * . ~ l

1

\

Aceept e—maxl apphcatmns—-prowde access to CPS over the Internet..
!
|

RVSRs begin 1o process awards—RBA links to BDN (and then VETSNET) so that the

. ratmg declslon generates award/nonﬁcatlen documents and payment |
o ‘ ;
i

|
i
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. VSRsvbegin‘to' make simple ratings—expert system facilitates rating cases on simple cases. -

o Forward rating decision electronically to claim representative—eliminates the manual
steps involved in the current process, improves timeliness, and enhances the partnership.

e Automate simple transactions—eliminate all or major portions of certain end products
through data links (e.g., burial claims upon first notice of death), policy changes (e.g.,
automatic clothing allowances), or ARS (e.g., change of address).

¢ Begin paperless C-ﬁles——through imaging technology and data links, process all' new
claims electromcally

- Claims Process Phase—ln The unplementatlon schedule descnbed above translates into
the followmg tnnelme for the claims process. :

: 1997. To have all employees fully tramed in thelr new roles cross-trammg 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 managing large
workloads w:th shrinking resources. Employees training as VSRs should begin to take
applications over the phone, faxing or mailing completed applications to claimants for required
slgnatm'es and performing the front end development in partnership with the claimant and his or
her representative: Offices can begm to receive calls from claimants requesting clarification of
declsnons and attempt to resolve issues before resorting to the appeals process. All of the ADP
developments that already exist, including’ CATS,- enhanced AMIE programs, and locally

developed apphcatlons, are made available to all ROs.- Service representatives will be afforded .

the opportunity to attend any and all trammg prov:ded to aliRO employees

1998. By July, ROs should have a cadre of fully tramed VSRs and RVSRs. Training will
be provided during the transition period to allow clerks to ultimately have the opportunity to
move into the VSR position. A plan must be developed for dealmg with the issue of elerlcs who
are not able to. successfully make the transition to VSRs '

Between now and 2002, thc exlstmg RVSRs should acquire the VSR expertlse 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 of RVSR 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 of Disagreement
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 capable of performing
all of the functions that will be necessary in the vision.
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1999. Implementmg service organization pmnerslup programs at all ROs l)yi Juiy

Service organizations will become increasingly important as sources of both information gathenng
and knowledge of the clalms process. : ?}

2000-2002. The certlﬁcatron process for VSRs should be completed meamng that a
 station which begins the cross training immediately has only, about 3 years to completely tram all
employees who will be making the transmon mto that posmon ' ' 5:
r ' |
PDR Process Phase—ln The 1mp1ernentat10n schedule descnbed above translates mto the
following timeline for the post decision review process. o ~ . ,5
©

1997. Anticipated deployment date for the two selected lab sites, VAROs Houston and
Seattle, is July, 1997. These two sites are participating in the Difference of Opinion pilot pro;ect
which is scheduled to terminate in July. The difference of opinion authority to designated persons
at the lab sites must be continued beyond July. This authority is an important part of the post
decision review process. Both stations will implement the PDR ‘process mcrementally, while
mamtammg control of the present appeal backlog Imtrally, the review will include a mmn?um of

xncommg NODs and VA Form-9s : is :

' 1998 Analysis of the’ results of the Difference of Opinion pilot project will be made |

available to the lab sites as soon ‘as completed Lab sites w111 determine at what pace they can
implement the PDR process. At a minimun, during 1998 the labs will test PDR review oﬁNODs
‘and incoming VA Form-9s. The use of some informal conférences should be tested, with records

kept of the effectiveness of this procedure. If an appeal team is formed, VSRs will begm doing

. development on appeals, including-remands, and some SOCs. As adequate staffing at the DRO

level is not anticipated at this point, RVSRs will also prepare the rating and SSOC, if necessary
_ before return of a remanded case to BVA. DROs at the lab sites will begin reviewing cases at the
‘ pomt of certification to BVA.. The pre-cemﬁcatlon process for BVA cases wxll be dlscontmued

: 1999 Test results at the lab sxtes will be analyzed PDR process is unplemented

nationwide. Difference of opinion authority is delegated-to all DROs and all remaining Hearmg
Officers. VACOLS is enhanced and a single system available to BVA and VBA. It will provnde
complete trackmg 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 statlons
Appeals teams will be fully functional. Certification rcqurrements for DROs will be completed
‘ and nnplemented - - : fi

2000 and 2001. " Staffing and certrﬁcatron of DROs wdl be nnproved as resources allow.
The procedures and: decisions of the PDR process are unique in that they are not dependent on

technological advances to allow implementation. Stations should be given latitude in the ,pace of

implementation based on local circumstances. All statlons should have a fully unplemented PDR
program by the end of 2001 ‘ . %

. . ' N '! . , < ){- !
Statutory and Regulatory Changes. The current statutory and regulatory scheme in
many ways poses barriers to implementation of the BPR vision for claims processing. For

l

2 ‘ -+ June 1997

it
!
1

)

e 5T

S

P S

s, -
%

AL -
e e
£




WORK DESIGN TEAM REPORT -

example, requirements that several documents be in writing preclude VA from using current and
future technological resources. Changes to the statutes and regulations will allow VA to take full
advantage of these resources. Thxs sectxon describes proposed amendments -and how they will
facilitate BPR. - . .

Elmunatmg the requirement for written apphcattons is necessary to permit VA to take
advantage of electronic media in the claims process. See 38 CF.R. 3.1(p), 3.155. With contact
with a clalmant either over the phone or in person, claims data can be entered dlrectly into CPS
without an intermediary paper form. Once data are entered into CPS for one type of claim, they
w111 be available for any other type of ciaun : S

, Penmttmg veterans service ofﬁcers to ‘certify “true oopxes of certtﬁcate of discharge
from military service (DD. form 214) appears to be a transitional measure. ~ See 38 C.FR.
3.203(a). Electronic interface with the Department of Defense will eliminate the need for
photocoples of the certtﬁcate altogether

‘ Promulgatmg regulattons descr:bmg the complete post-declsxon review process will inform
the public of the claims and appeals process within VBA. A new regulation establishing the
request-for-clarification phase should clearly indicate that a request for clarification does not itself
initiate an appeal. - The BPR vision contemplates the liberal use of informal conferences with a
claimant and his or her representatwe in any instance of dlsagreement However, an informal
" conference is not required and is intended solely for clarifying the issues, identifying additional
evidentiary sources, and further explalmng the decision.. An informal conference will streamline
appeals with clearly defined issues.” Use of informal conferences and mcreased contact with
‘ c!axmants wxll ehmmate the need for multlple formal heanngs

Under current.regulatlons,‘ a hearmg 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 of appeals to the BVA and expedite favorable appeal outcomes for appellants. -

Processmg pension claims, especially pension maintenance, absorbs a. dlsprt)portlonate
share of resources. The problem lies in the number and complexity of the statutes govemmg the
pensxon program. Such laws are not cost-effective. Simplification of the pension program?® will
improve customer service for all 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. ' ‘

? Pension simplification proposals are outlmed in the Executive Summaxy and discussed in more detail in Tab 5 of
this report. ,
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_ Recommendatlons I

\

Establish a Veterans Service Center concept staffed by the positions detailed in this report

This is the foundation for the entire BPR process. It is the key concept to reducing hand-oﬁ‘s ,

and providing better customer serv1ce

.,l

Test and. analyze BPR 1mt1at1ves at selected lab sites. Lab sites are essential to provrde a
controlled environment in which to test, observe, analyze and fully develop the concepts and

initiatives of the BPR concept. - o _ _ L t,%
Adopt performance measures based on GPRA. The vision for claims processing ex‘plicitly
calls for more accountability for individuals and Regional Offices. "Measurement of both

‘organizational elements and individual employees is based on Government Performance and
“Results Act (GPRA) and addresses customer satisfaction, accuracy, timeliness, employee

satisfaction and unit cost.

lt
U

‘Grant permanent “difference of opinion” authority to all DROs. The effectiveness fOf the

DROs will be s1gmﬁcantly enhanced with this authorlty

4
’!

Pursue partnershrp with service organizations and other c1a1m representatlves to initiate: ma_|or
rule and procedural changes which are critical to streamline the appeal process. - Partnershrp

will further reduce the number of appeals, improve trmehness of claims processmg, and'
- increase customer satisfaction.

li

Establish eﬁ‘ectlve commumcatlon and teamwork between VBA and BVA. BPR concepts
offer the opportunity for consideration of changes in BVA and VBA rules and procedures

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

seek open dralogue and cooperation with BVA on these issues. l

+
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EXECUTIVE SUMMARY

1. Ovemew ‘

Business process reengineering (BPR) thhm the Veterans Beneﬁts Admlmstratlon (VBA)
supports a new vision for handling veterans’ disability compensation and pension claims. The -
BPR project represents a coordinated effort of many participants dealing with work: processes,
information technology, rules and proeedures, survey and outreach, training, and human 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.
‘ Thxs report documents the human resource (HR) management aspects of the BPR wsnon ‘

This report is orgamzed into seven sections. The Introduction in Sectxon 2 descnbes the
approach taken by the HR Team convened 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 detaxl the issues and recommendations in four ma;or HR areas:

e Organizational structure

e - Career progressioo, job certification, and pay

. Perfonnanee management and in‘ceotive a{\vafde
K Workforce management and plannmg : |

Each of these sections first dxscusses the As-Is operatlonal envxronment and describes
carrent HR practices. Then the changes are discussed that the HR Team deems necessary for
sticcessful implementation of the general BPR recommendations for the To-Be state. Each
section ends with a discussion of actions necessary to transition the As-Is organization to the To-
Be environment. The report "ends with a conclusion and next steps in Section 7. This Executlve
Summary presents the major accomplishments documented in the full report..

11 Organizational Structure

As-Is. The HR Team noted that the orgamzatlonal structure within C&P Adjudlcatlon
Divisions has remained basmally unchanged since the end of World War II. In order to perform
the specific steps in processing claims, employees were segmented into specific duties in an
assembly line type of operation. Because several employees worked on a particular 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 Total Quality Management in the 1990s.

1 = - June 1997
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The Veterans Services Divisions had the primary responsibility for interacting directly with

veterans and other interested parties both face-to-face and on the telephone. VBCs had no C&P -

decxsron-makmg authority and often did not have the information they needed to respond to a
veteran’s mquuy about the status of his/her claim or other mformanon requested ;,;
"s

A For years Adjudication Divisions were orgamzed into a typlcal line management structure
with three sections: development, authorization, and rating. . Some modifications werel made,

such as those resulting from the Albany Plan in the early 1970s, or individual Regional; Office

(RO) initiatives, such as those in New York and Portland in the early 1990s. In New York the
adjudication process was streamlined to reduce the number of individuals working on a case from

13to2 (a case technician who assembles the facts and evidence of the claim, and a case manager .

who reviews those facts and evidence and decides benefits due the veteran). In Portland the
traditional positions of VBC and VCE were combined so employees could handle every aspect of

~ customer service and claims processing. In 1994, the Under Secretary for Benefits issued a letter -

calling for ROs to begin blumng unnecessary division lines with the goal of eventually ehnnnatmg
these lines. Progress in merging divisions varies at the present time. Some stations are nearmg
completion of the merger while others have not started. The HR Team recommends that by
September 30, 1997 areas develop plans to merge and stations should be merged by September
30,1998. | . o
i

. To-Be. The BPR To-Be design calls for fewer posmons ‘with expanded jOb

responsibilities and authonty There are three primary positions for processing clalms and'

provrdmg customer service, and four positions for support and leadershxp These positions are
e Veterans Service Representative (VSR) - s ,' ‘ ‘, _:

e Rating Veterans Service Representative (RVSR)

L <MasterVeterao.€ Service Repre'sentati{re s

A

" e Decnslon Re\new Ofﬁcer (DRO)

. ProgramSupportClerk ,’ o -

e Supervisory VSR | ‘
e VSR Team Leeder/Coach

e .VSR(FreId-basedExannner) o _,: L .

e Legal Instmment Exammer (No change from current posmon) §

I
g
G-

Appended to this report are position descnptlons and evaluatlon reports for each lof the

seven new posmons Each posmon descnptxon was wrrtten in the Factor Evaluation System

#
o
d

:
i
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(FES) rather than the narrative format because FES facilitated recognition and detail for the
expanded authority, accountability, and contacts envisioned for the new positions. These position
descriptions have been reviewed by nurnerous agency experts nghhghts of the new positions
are: . :

e 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

comparablé to what is currently performed by Rating Analysts/Technicians). 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 GS-11 level.

e Rating Veterans Service Representative (RVSR). This position is similar 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. .

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

e Decision Review Officer (DRO). This position replaces the Hearing Officer and
encompasses difference of opinion authority and 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 Suppqrt Clerk. This position replaces mail and file clerks, GS-4 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 1mplemented in the future). Tlns posmon will be
classified at the GS-4 level. ' .

. Supemsor and Team Leader/Coach. Posmon descnpt:ons are provxded for both
' supemsors and team leaders/ooaches to allow ﬂemblhty among ROs.

o Field-Based Veterans Service Representaﬁve. The HR Team recommends incorporating
field examiner duties within the VSR position to take advantage of outbased 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 Veterans service Centers with its own position description.

e Legal Instmment Exammer The HR team recommendations no changes in the current job
descnpnon for legal instrument examiner (estate analyst) position.

3  June 1997
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A proposed orgmnzatronal chart is provided in this report Because the objeetlvesiof BPR
stress cooperation and minimal harid-offs among units, the organizational chart deplets a close
workmg relationships between VSRs and RVSRs, although individual - ‘Regional Oﬁices can
exercise latitude in selecting the exact nature of work units. The chart also depicts a “Master”
RVSR. This position would conduct quahty assurance reviews and serve as transition ofﬁcer and
teohmcal advisor to RVSRs (nota superwsor or lead) ‘ : y

y

l

* Transition. Transmon to the To—Be environment begms with the merger of Veterans
Services and. Adjudication Divisions. VBCs and VCEs will cross-train to acqmre claims
examining or public contact skills. Work performed by these GS-10 employees will be reviewed
. and signed by hlgher-graded staff during the transition period. “When training, information
technology, and pension simplification are in place,’ these employees will ‘ assume the
comprehensive range of dutles mcludmg full authonzatlon (smgle—slgnature) and accountablhty at
the GS-ll level. ; . S

Summary of Orgamzatmnal Structure Recommendatlons ﬁ
. 1. Accept the proposed position descriptions and posmon evaluation reports for the posmons
of Veterans service Representative, Rating Veterans service Representative, DGCISIOII

. Review Officer (DRO), Program Support Clerk, Supemsory VSR, - and VSR Team
Leader/Coach.

!
,A

2. - Following coordmatlon with- other business lines, prepare a request to -the Ot‘ﬁce of
Personnel Management requesting the retention of Series’ definitions for GS-962, Contact
Representative, and GS-996, Veterans Clanns Exammmg and the rescission of grade {evel

- descriptions for these Series. . - ; |

3. Request the new posmon titles of - Veterans servrce Representatlve, Ratmg Veterans

- service Representative, and DRO be added to the PA[D-OIDE/PAYVA 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, RVSR, and DRO posmons

Appendices A-1, A-2 ‘and A-3 respectively, for the drscusswn and basis of thls
recommendation. .

‘.
I

. i
4. To take advantage of current lmowledge skllls and outbased opportumtles expand the
duties and responsibilities of the field examiiner to include VSR duties; accept the
proposed position description and position evaluation report (Appendix. A-7) and retain
this outbased activity as a discrete orgamzatlonal entity.
$§

5. 'Include a “Master” RVSR position in the orgamzatlonal structure o | C

?s

6. To allow employees the fullest opportumty for trammg, all statlons should comply wrth the
September 30, 1998 milestone for completron of merged Davnsnons

Cag

. H
’ i
: . . k|
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1.2 Career Progressnon, Certnﬁcatnon, and Pay

As-Is. Today VBA does not have a standard traxmng 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 lmked ,
to how employees progress and are pald - . .

e VSRs. There are no formal national training initiatives in place today to insure proficiency

~ in the GS- 9 VBC or VCE positions or the intervening GS-10 position. Individuals are
often sclected for these positions based on perceived potential. They receive training and,
in most cases, develop the skills to perform the job at the grade to which they were
promoted "

° RVSRs Similar to promotion to VSR, Rating Speolallst vacancies are typically filled on
potential, with subsequent traxmng The training vanes widely among ROs. ‘

e DRO. Currently Hearing Oﬁieers 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 trammg .

' 0.‘ Supemsor or Team Leader/Coach. ~ Supervisors are often selected based' on their’
technical skills, wnh little emphasxs on mterpersonal skills.

The General Schedule system that serves as the bas1s for pay is qmte rigid. Within-
increases reward longewty rather than job knowledge. There is eurrently a demonstration prOJect
under developrnent in' New York: and Detroit ' that will -base compensation on acquisition of
required skills and eontnbutlons to the organization. The HR Team endorses the concept of
. career progression based the acqmsmon and demonstranon of slolls

: To-Be.. Jo‘b competency cemﬁcauon is the new formal, standard:zed process by which
employees will demonstrate that they have acquired the sk1Hs and- knowledge to perform in the
VSR, RVSR, and DRO posmons V .

e VSR. To assure oompetence and quality service to the veteran, the VSRs in 2002 will be
required to demonstrate possession of the necessary knowledge and skills prior to
progressmn 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-11 level. Employees will
receive module-based computer and classroom training to provide the skills and
knowledge required at each grade level (i.e., GS-5/7/9/11). Employees will be tested at
the conclusion of each module to assure trmmng 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-11 level will depend on the
employee’s ' demonstration of sueeessful counseling skills and ability to “pass an
. assessment or certification process. Emstmg GS-11 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 consnstent w1th 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: w1th the
appropnate statute and/or negotiated labor management agreement. ;

RVSR. . Selection for RVSR will involve competmon for the opportumty to! obtaxn
training and promotion. While being trained, the selectee will remain at the GS-11 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

“trainees who are unable to complete the certification process, even after additional trmmng

designed to address the identified deficiencies, will be treated in a manner consistent with
the appropriate statuté and/or negotiated labor management agreements. !’

DRO. The HR Team recommends a training package be developed for the DROs which
would include modules on dispute resolution, interviewing techniques, and advanced
interpersonal skills. A necessary component of a DRO’s preparation will mclude

‘observation of current DROs conducting heanngs/meetmgs as well as supemorylmentor

assessment of the candidate’s conduct of hearings/meetings pnor to promotnon

i
.

I
Supervisor or Team Leader/Coach. The one year probanonary period will be used to

- evaluate supervisors and team leaders/coaches. However, these individuals will need to
possess a wide range of technical knowledge, interpersonal skills, and competenotes that ‘
- will requn'e more extenstve trammg and development than VBA has prov:ded in the past

'I‘ransmon Beoanse VBA employees need to demonstrate a high level of competency

durmg the tmnsmon penod, a modxﬁed form of certlﬁcanon wdl be apphed to transmon posmons

'performanee

VSR. To progress from either GS-9 VCE or. VBC posmons to the transition 4GS-10
position, work sampling will be used to assess VBC and VCE skills to determine readmess :

for the GS-10 level. Where stations have already merged these positions, supemsors will

use the performanoe appraisal system to assess skills and proficiency. "All VCEs *should :

receive training in mtemewmg and interpersonal skills. Existing GS-11 Senior VCEs wnll

. begin to counsel veterans in addxtxon to thelr authorlzmg functions. - . . ,'(

RVSR. Current Ratmg Specxahsts work quality wﬂl be reviewed on a regular bams using
work sampling. This will serve as a forerunner to the certification process and will
continue to be used in the To-Be envxronment as 2 means to monitor employees

. o f%
DRO. Hearing Officers will continue to conduct formal heanngs and interact wnh semoe

organization representatives. Some Hearing Officers will exercise difference of oplmon
authority (which will be expanded nationwide if the initiative proves successﬁxl)

Supervisors will closely monitor the performance of Hearmg Ofﬁoers transmomng to

DRO to ldentlfy addmonal training required. | . i

"
i
;

)
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e 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 posmons and
how each will function in the To-Be orgamzatlonal structure,

- Due to the rigidity of the GS system and consistent with the I-IR Team’s phllosophy of
paying for acquired skills, the HR Team recommends requesting a waiver of time-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
skﬂls/lmowledge (as defined by VBA) without the lumtanons mherent in the GS system. :

The team recommends that the New York RO and Detroit RO demonstration project be
monitored to validate the progress of the skills-based approach to compensation. If this approach
to compensation is successﬁll, the team recommends exportatlon to other parts of VBA where
appropnate : :

Summary of Career I’rogressmn, Certlficatlon, and Pay Recommendatnons

1. The HR Team recommends that a national team of sub]ect-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 Team also

. recommcnds that a separate group of nationally recognized subject-matter experts be

*-formed to identify/develop the cases that meet the. cntena and to develop the
correctfacceptable soluuons to the cases.

2. To contmue to mamtam the rigorous quahty standards required by the certlﬁcatlon
process, the HR Team strongly recommends that C&P Service develop a national policy
-mandating -standardized quality reviews of individuasl VSRs. The team further
recommends that C&P Service develop a method to extract a sampling of cases from the
Benefits Delivery Network (BDN) or VETSNET (sumlar to. the current quality review
proccss) that are employee-speclﬁc to be used in conjunction with the performance
appraxsal process.

3. The HR Team recomm_ends 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

- 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. 1dent1fyldevelop the cases that meet the criteria and to develop the
correct/aoceptable ratmg decnsnons

4. To continue to mamtmn 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 of cases from the
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Benefits Delivery Network (BDN) or VETSNET (similar to the current quality ; Ire\new
process) that are employee speexﬁe to be used in conjunction thh the performance

-appralsal process . . , ‘g
' I

5. “The HR Team recommends a trammg package be developed for the DROs which ‘would
-include -modules on dxspute resolution, mtememng ‘techniques, and advaneed
interpersonal skills. : o 53

6. The HR Team recommends the use of work samphng to assess VBC and VCE skllls and

: knowledge to determine readmess for the GS-10 level. ‘ , i
H

7. In order to ensure smooth n'ansmen of VCEs to the VSR posmen, the HR | Team‘

recommends that all VCEs recexve formal trmmng in mtememng techmques and

mterpersonal skﬂls : ; i
. . l

8. Due to the ngldlty of the GS system and consistent w1th the HR Team 8 phxlosophy of

paying for acquired skills, the HR Team recommends requesting a waiver of time-in-grade

requirements and qualifications requirements (as'defined by OPM) under OPM’

demonstration project authority which would provide- VBA with an opportumty to

promote employees. for their skills’knowledge (as defmed by VBA) thhout the hmltatnons

inherent i in the GS system r' _

9. The HR Team recommends that the New York RO and Detroit RO demonstratxon pro;ect

be monitored to validate the progress of the skills-based approach to compensatlon If

 this ‘approach to compensation is successful the team reeommends exportation to; other
parts of VBA where apprepnate z ﬁ

1.3 Performance Management and Incentive Awardsr i

o
}l
i

As-ls Traditionally, performanee management and incentive awards have been lmked to.

- oneanother. Most incentive awards money has been based on individual performanee Awards
funding was distributed from Central Office annually based on a percentage of RO payroll

Specific performance standards and elements have varied by RO over time. Individual employee

standards were based on discrete tasks or activities in handling claims at various"stage of the
process, focusing on individuals’ contribution to the overall process. Some ROs have developed
group-based performance measures and awards with varymg degrees of success - 21
The new Master Agreement has ehanged performance appraisal to a pass/fall system
Awards are no longer based solely on performance rating, but include teamwork and | group
contributions. This new system emphasizes feedback, continuous communication, employee
development, and administrative simplicity. Currently ROs are using different combmanons of
group and individual standards . ! / ,;
_ Co : L |
To-Be. BPR offers the opportunity to evaluate a variety of individual and group
‘ performanee measures and standards during the transltlon period to 1dent1fy those that best
&:
r?
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support the broad GPRA measures. Performance plans will capture day-to-day activities that are
“performed by all employees that support and reinforce the connection to long-term strategic
goals. Each employee will have a clear line of sight 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 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 pnorities and measures set in
the performance 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 orgamzauonal levels to reinforce accountability and recognize results.
- Incentive awards should recognize and motivate employees for: achievements; be linked to
organizational goals and . achxevements be given closer in time to the acmevement include
individual and group recognition, use monetary and non-monetary options; incorporate employee
input in criteria; and be funded at suﬂiclent levels, distributed at the begmmng and/or throughout

the fiscal year. : . _ .

Transition. VBA needs to convene a work group to develop the details for an eﬁ’ectxve
‘performance management and awards system. This group should include representatives from
labor and management along with an experienced consultant. This group should determine which.
standards, if any, should be national; compile a list of RO innovations in performance management
and incentive awards; develep feedback ‘options; consider employee and union concerns; and
identify best practtces/benchmark performance management and i mcentwe awards systems.

Summary of Performance Management and ]Incentwe Awards Systems
- Recommendations - A o ,

1. Create a work group to examine performance management and mcentlve awards and
develop gmdelmes for new systems :

2. Consxder how to reward ROs and executives for supportmg 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 1mplementmg BPR, but the system should be- ﬂexible enough to reward if
appropriate). ‘ o _

3; Reengineer budget processes to change when VBA allots incentive awards money to ROs.
Distribute the money at the beginning and/or throughout the Fiscal Year. This change is
needed to enable payment of incentive awards closer in time to the achlevements ‘

-9 June 1997
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4. Increase VBA funding-levels for incentive awards. A review of best practlces in
- government and private sector organizations should: be done to see how VBA compares ‘
* with other orgamzanons I v A
. > |
5. Conmder ohangmg incentive awards ﬁmdmg formulas to glve larger. percentages lto the
. high perforrmng ROs. VBA should distribute funds to ROs based on results rather than
“equally, as is currently done. . We recommend that the formula would set an aeceptable
base or minimum funding level for each RO with addltxona! funds dlstnbuted based on

. ., organizational performance g s

i 4 World‘orce Management and Planmng I - o i:

]

As-Is Mergmg Adjudlcanon and Veterans Semce Divisions is a- prerequlsxte to .
transitioning to the BPR environiment. - To date, only four stations have merged, with erghteen.
reporting that they will merge within one year A survey of the merger status at all stations
reveals various perceived challenges to merging, and the results of the survey are shown m this
report. Of particular concern is the fact that C&P workload is rising while staﬁng is deelmmg
Factors underlying these trends are presented and the mphcatlons discussed. In summary, VBA’
workforce is aging with many employees becoming ehg1ble to retire within a few years, The
workforce will be shnnkmg and losing its most experienced people to retirement. VBA needs to
 ensure that it will be able to replenish vital skills and experience, while retaining its mstltutlonal :
memory. It also needs to find a way to bnng in “new blood” in order to provide for new ideas -
and fresh perspectxves REPEN ; L e o . f{

‘To-Be. For the year 2002 VBA will have suceessfhlly ‘transitioned to the’ 'I‘o-Be ‘
environment. The current positions (VCEs 'VBCs, rating specxahsts clerks, etc) will be replaced
by the new positions. The level of service will have nnproved sxgmﬁcantly and VBA Wlll be
reoogmzed as a world-class orgamzatlon ’

Transition. To facilitate ﬁmely, well-planned mergers, this report contains a list l)f tips
for merging based on experience. - The report also contains a list of consultants who can help
individual stations with merger issues. The HR Team. .recommends that Area Omoes be
designated as the responsible agents within VBA to oversee merger efforts, and each area should
work with its ROs to develop eomprehenmve plans for completing the merger. This | lreport
discussed the impact of training time for merging on workload and also presents a scheme for
stations to mentor each other through the process : . _ :

To achleve the desnred To-Be envuonment by the year 2002 requires that VBA transntlon
approximately 4435 current employees into 2955 positions. This report provides pro]ectlons of
 this transition for each position considering workload and ‘attrition. Projecting attrition| alone
- VBA will have about 70 excess employees. . Obviously, the individual excesses/ shortages wxll be
reduced/eliminated as people are promoted into shortage categories (e.g., RVSRs wxll be
promoted to DROs thus creating openings for RVSRs, VSRs will be promoted to RVSRs thus
reducing the number of excess VSRs, étc.). However, glven the fact that we are prolectmg that

about 2% of the employees will be excess, and recogmzmg that attrition at every station is not

lw

4
: _
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umform, meanmg thet some statxons will have a disproportionate number of excess employees it
is possible that small reduction-in-force actions may be required. However, many of these actions
- can be avoided if we move excess employees to different locations w1thm VBA such as Loan
-Servicing Centers, Call Centers, other dmsmns, etc.

To implement the To-Be design, the HR Team recommends a number of actions such as
developing an area or national plan to allow sharing of excess personnel, cstablxshmg an upward
mobility program where' employees self-desrgnate their willingness to participate in self-

‘improvement programs, and establishing an employee tuition relmbursemcnt program to foster =

self-improvement. Addmonal recommendatrons are mcluded
Summary of Workforee Management and Planmng Reeommendatlons B ‘

1. We recommend that ‘the hst of “tlp on mergmg (Appendxx E) be provrded to all
' “~statrons ' '

2. Werecommend that each station be provxded with the hst of consultants (Appendrx F) and :
K eonSIder using one or more of them in thelr merger eﬁ'orts ' -

3, ‘We recommend that a day be- set aside at- the next Dlrector ] Conference where ‘
) information can be shared about the best practrces for merging dmsxons and preparmg the
* ROs for the VBA of the future o :

4. We recommend that the four Area Oﬁ’lces be destgnated as the pomts wrthm VBA to.
oversee the mcrger eﬁ‘orts

5. We recommend that a elearmghouse be estabhshed to ensure that the mergers are
eonstantly revrewed and mformatron is shared :

6. As an interim measure, we recommend that a VSR training- package be deveIOped winch :
will supplement the Central Area trammg package . . -

7. We recommcnd that VBA pursue a waiver of buyout provisions to allow employment of
" retirees for the specific and trme—hmrted purpose of cross trammg staﬁ' :

8. We recommend that a group similar to- the I-IR Team monitor the xmpact of BPR
- throughout the transmon ’ ,

9. We recommend developing a plan by area or nationally to allow sharing of opportunities
for excess personnel at different facilities. 'Qualified excess employees at one facility
should be given the opportumty for positions at another facility before external candrdates

. are considered.
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1

10. We recommend estabhshmg a formal upward mobnhty program ar. ‘each statron in -
consultation with our Union partners, by allowing employees to desrgnate themselves as
wrllmg to. partrcrpate in programs for self-unprovement . R t;

11. We récommend estabhshmg an employee tultron rermbursement plan Thrs mcreasges the -

- number of employees who can obtain higher education that is reasonably related to present o

and anticipated job needs. This is also consistent with Career Transition Assrstance Plan

i
i

(CTAP) and other programs to allow employees to transfer to’ other agencres or pnvate

1ndustry should they prefer :

I
EH

.._

t

’ “ N . N ‘i‘

2. Introduct_xon R { ?
i

} i

I

2.1 Baekg'round L

In November and December 1996 senior managem from aﬂ VBA ROs as well as key
union officials met in Annapolis for -a'series of meetmgs intended to introduce a new vrsron for
" handling veterans disability compensation and pension claims. This vision was-an outgrowth of
‘VBA’s Compensatlon and Pension Business Process Reengineering (BPR) project which began in -
October 1995. In order to achieve the vision, four areas of fundamental change were required: -
‘ohange the relatronsrup with the _veteran,” change the. core process, change the infrastructure’
(mcludmg human resources and mfonnatlon technology) and rule and pensron sunphﬁcatlon -

i

To address these areas of ohange six unplementatron teams were estabhshed lWork
Design, Customer Service, Human Resources, Information Technology, Rule and Pensron
Simplification and Telecommunications, and Training. These teams were asked to analyze what
needed to be done in each of these areas’in order to achreve the BPR vision and to develop an

“Mplementatronplanandschedule o R A; o e "l(

. f-,&’»f‘

' Memberslnp on the teams consisted of volunteers ﬁ'om ofﬁces around the country as well

~ asindividuals added because of their area of expertrse The Human Resource Team consrsted of :
“;thefollowmg ‘ B o o S RS l‘E ‘

Mrchael Walcoﬁ‘ Team Leader . -. VARO, Huntington =~ . - ST
Tom Ahrend, NFFE .. - - '* VARO,Jackson” = = . - o
Mike Bratz® - ' VACO, C&P Service . SO
JimCarili = * . VARO, Denver e
Rowland Christian © . * ' VARO, Indianapolis . - g
- Paul Cook - Lt " - ./SRA, International
~ Jerry Gessner o . VARO, Phoenix L I
CaroleHarman  ° . - VACO, Human Resources |
Stewart Liff . . VARO, Los Angeles . i
JenniferLong © = = VACO, Hurnan Resources
John McCourt A  VARO, Chicago . ,
Gary Meade, AFGE - . VAMROC, Sioux Falls S
Dave Thomason = - * Disabled American Veterans o j
S o o

12 o Junel997
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Dan Umlauf = . VARO, Roanoke
Joyce Velli VBA, Eastern Area
Veronica Wales  VBA, Central Area

Stephanie Glasser, SRA, assisted the team by  providing data concerning attrition rates
and career progression of VBA employees.

The Human Resource Implementation 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 in the business case. Because many of the 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 the other implementation teams. This was particularly true of the
Training and Work Design Teams This was accomplished through Team Leader meetings,.
: conference calls, and in the case of the Trammg team, attendance at two of theu' meetings.

ROs will need to change their orgamzatxonal structure to ﬁxlly implement BPR. Merging |
divisions is a plrereqmslte to transitioning to the BPR environment. In order to assess where VBA

is in terms of merging Adjudlcatmn and Veterans Semces Dmsxons, several stations at various
stages of merger were visited. : :

- The report is orgamzed into four major sections which describe in detail the issues and
recommendauons in four major HR areas ( the relationship of these four areas to the vision for
VBA is depxcted mFlgure 2-1: - . | , o,

e Organizational struc;ure |
e Career progruessioix, ce‘niﬁchtion, and pay
e Performance management and incentive awards

) 'Workforce .tflailagement and planhing a
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s {

i

| ;;:

Organizational ) :

Structure i

- i

Work Design fi

o |

Career Progression, S

 Certification, Info Technology 4 I\A/“‘

aIld Pay ............................................................. SRR . - ' . 'i ::E:'
Human Resources

Performance . ;
‘Management and ) Rules and Pensi'on T VNG ’5' .

. , . i

Incentive Awards Sunphﬁcaﬁon ] oy

""""""

Customer Service {

- Workfdrce.:
‘Management
and Planning

- Figure 2-1: HR Issues SupportmgBPR ‘ L

‘Each of these sections first discusses the As-Is operational environment and descnbeS'

current HR practices. Then follows the changes the HR Team deems necessary for successful
implementation of the BPR recommendations for the To-Be state. 'Each section ends w1th a
discussion of actions necessary to transition the As-Is organmatlon to the To-Be envxronment

.‘ | ] » o
2.2 Human Resources Issues ' f A E

r

The dlscussmns that took place during the team meetings covered a multitude of i lssues

many of which are included in the body of this report. However, several are not mcluded*m the

report but are considered to be sngmﬁcant ‘ o o g;

1. There was much discussion in the group ‘about h()w much local flexibility. shoixld be
allowed in implementation of the Human Resource aspects of BPR. There was a concern

that some offices could delay their implementation of BPR in the name of local ﬂexlblhty, :

thus negatively i lmpactmg the opportumty for employees to move into their new posmons

i

I

i
]
i)
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Additionally, this delay would send the wrong message to employees, many of whom are
skeptical of the strength of VBA’s commitment to this change. Therefore, the team
decided to include a recommendation that human resource milestones be established (see
the milestones in Figure 2-2). The HR Team recognized that there are areas where
stations might differ in how BPR is implemented without jeopardizing the benefits inherent
in BPR. 'For examplc, the team felt that BPR could be successfully implemented using
traditional supervisors or team leader/coaches. Another example is the issue of whether
RVSRs should be included on teams with other VSRs. This is the case in many stations
such as New York and Los Angeles. However some stattons such as Cleveland have
merged divisions whxle keepmg the Rating Boards intact.

. While there has been much attention paid. to what training will be avatlable after BPR is
fully implemented, the HR Team felt that training during the transition was of equal
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
VSRs become experts in authonzauon 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 c:mployee development. Employees working as team members will need to
learn how a team functions as well as basic elements of group dynamics. In order for
" VBA'’s transition to a BPR environment to be successful, appropriate training must be

avadable for all employees. v :

. 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 Counselors who perform non-C&P duties. Realistically, any implementation
plans VBA has for BPR must include a plan for what to do with the non-C&P functions of
VSD and the employees performing these functions. Certamly, the resolution of this issue
is paruaﬂy dependent on the establishment of telephone centers and the movement of
Education and Loan Guaranty calls to servicing centers. Still, the ambiguous way that this
has been handled thus far has created much anxiety among VSD employees and may make

BPR more dlﬁicult to. manage for field stations. ‘

. For an endeavor as extensive as BPR unplementatxon to be successﬁxl, VBA must have the
support of its labor partners. Including union representation on all the implementation
teams was a constructive first step. We must continue to include the unions in future
implementation efforts. Thé 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 working together 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/sat:sfactxon whﬂe provxdmg woﬁd-class service to
our customers. :
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111 P11

C&P BPR Human Resources implementation Schedule
[TT

FYg7 , FYs8 1111 |FYs9 FY0O

FYo1

G @l e el a @ |l o|e|a o

Q2

I8

e ——————————————— o —————————— e

124

ER

Merger |

Areas complete merger plans by 10/1/37

All ROs complete merger by 10/1/98

General Transition Issues

] i .
BPR implementation plan delivered 5/1/87

3
Appoint BPR HR oversight task force 7/1/87
i i

. I
PDs and org charts developed and approved by 1011/?;7[

I 1T N
Amend executive perf standards to reflect BPR pfograss .

by 10/97]_ I

Develop a ToBe employees to full performance . N

fevel by 10/1°01

Certification.

Davelop VSR cort standards and meas 4/1/98 10/1/98
[ 1

Begin VSR cert testinig at lab sites 10/1/98

Cort lo ROs for VSRs begins 4!1!{99

[
Deveiop RVSR cert standards angd’ meas 4!1!99 10/1!99

o e — l P o

Bogin RVSRfRa!mg Officers testing ot lab sites 10/1/99
I I I

Cert to ROs for RVSRw/Rating Officers begins 4/1/00
I . '

Compensation and Awards
, !

}
Task force develops perfurmance management

and incentive awards system 1/1/08 - 10/1/98 . - I-
l

‘ =
Begin fesfing af iab sﬁles 10/1/98 - 411799
| [ -

Approved Tor! gt and awards to ROs 4/1/99
1 . -

! |
Interim evaluation of :Tgy demo 4/1/00 - 7/4/00
] | N !

Figure 2-2: HR Implementatzon Milestones

4
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5. As we transition into the BPR environment 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 & nation wide perspective: they
would monitor attrition rates, track potential shortages and excesses throughout the
country, oversee the certification process, communicate with the Office of Personnel

" - Management on’ changes or waivers to various standards, rules and regulatlons that must
be requested, monitor the progress of the pay demonstration ]pmJeet in New York and
Detroit, and ensure that we continue to work with our partners in the unplementatmn of

- BPR. By Ihavmg central overmght of the human resource issues, we can better assure that
 there will be consistency in human resource pohcxes and that all employees will be treated
fanrly and equltably ' O

23 Systems Perspeetlve

The team adopted a systems perspecuve to 1dent1fy HR xssues and create comprehensive
solutions.  One of the values of a systems perspective is. that it clearly illuminates the
interdependencies among the major components necessary to carry. out VBA’s mission. This
systems perspective is deplcted in ﬁgures 2-3 and 2-4. Figure 2-3 shows all of the systems that
interact to support the C&P mission along with a descrlptxon of current characteristics of each -
component, current external mﬂuences, and typical outcomes. Figure 2-4 describes the expected
characteristics, influencers, and outcomes of the To-Be system. . Together these ﬁgures contrast
the differences between operatmg pnnc:ples of the current versus future systems. Of particular

“note is the future objective for a ‘world-class organization supported by highly trained, fairly
compensated employees who have soplnstlcated job aids and the authonty to carry out their jobs.
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The Human Resource Team would like to thank the staffs of the Central Area Office,
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‘3. Organizational Structure - . ST e 1
‘ |
, The organizational structure in Adjudlcatxon Dmsxons has remamed basically unchanged
" since the end of World War II. The system was set up similar to an‘assembly line with each
employee executing a specific | part of the process and then handmg it off to the next in hne This
system is designed to produce a large quantity of work; thére is no room for eonsxderatxon of
customer needs. In fact, the lack of customer input has created a situation where VBA assumes
what the customer wants and works toward meeting that assumption. Assembly line processes
are notorious for their: numbmg eﬁ‘ect on workers. Employees are required-to perform repetrtwe

3.1 As-Is

' tasks ‘without ever getting to see a final product or mteraetmg wlth the veteran on.a personal‘

basis. y
. - . o Lo - . ,|
' Through ‘the 1960s, Adjudlcatton D1v1s10ns were" dmded mto three sectlons
authorization, rating, and development ‘Each of these sections was led by a sectlom chief.
Adjudication files were the responsibility of the. Administrative Division. In the early 1970s an
experiment called the Albany Plan led to the creation of units that were like small divisions. A

- Unit Chief was responsible for development ‘and authorization. Development clerks worked with

specific adjudicators. The files were transferred from the Admxmstrauve Division to Adjudleatlon

and were often included in the umt Ratmg speexahsts remamed under separate supemsxon
: $

‘The Veterans Semces Dms:ons had the primary responsrbﬂlty for i mteractmg dlrectly w1th
veterans and other interested parties both face-to-face and on the telephone. - VBCs had no C&P .

decxsron-makmg authority and often did not have the information they needed to respond to a
veteran s inquiry about the status of his/her clalm or other mformatron requested | 1}

‘ By the early 1990s, most VBA offices had launched a Total Quality Management (TQM)
eﬁ'ort Employees were trained in the principles and mechanics of quality 1mprovement and
quality improvement teams were established. Employees began to look at VBA’s proeesses and
~ ask, “Is there a better way to do this?” In the spring of 1992, managers at the New York RO
- began to realize that- TQM’s “continuous incremental unprovement” was inadequate t{)l bring
about the changes necessary to significantly improve service to veterans. So the office began to
ﬁmdamentally redesign its major business systems. The adjudication process was redesxgned to
minimize hand-offs 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 Adjudlcatnon and
. Veterans Services Divisions are now addressed by only two employees — a case techmcmn who
makes sure all the facts and evidence are assembled, and a case manager who reviews those 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 the facts
directly from the people actually working on their claims. Supervisors and managers have

changed their leadership behavlor from a “command and control” style to a more faelhtatxng and
coachmg approach ‘

i
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In March 1992, the Portland RO rrecognizing the need to improve the service they were
providing veterans, decided to reengineer their claims processing. A decision was made to create
a new position, Veterans Claims Representative (VCR), which combined the positions of
Veterans Beneﬁts Counselor (VBC) and: Veterans Claims- Examiner (VCE). Employees were
organized into a test team that was empowered to handle every aspect of customer service and
claims processmg Within a 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 1994 Under Secretary for Beneﬁts Letter 20-94-32 was msued This
letter called for VBA to change 1ts orgammtlonal environment to eontam ata rmmmum :

. Improved overall servnee thh an emphasrs on customer satrsfachon and heightened
" interaction with veterans and thelr dependents

o The development of a team environment and decentralization of decision making authonty
wrth the “blu and gradual elimination of unnecessary division lines.

e A reductron in the mnnbers and layers of unnecessary manegement (wrth NPR’s
reeonunended ratio of 1:15 as a goal).

¢ A streamlining of the work processes and a decxded reductton of case hand-effs with a
'focus on elements of the case-management process .

¢

Attaehed to the letter were sample orgamzatlonal models, some of which combmed the
Veterans Services function with Adjudication, while some models only dealt with Adjudication.
Directors were advrsed, “From the models or a combination of them, determme the organization
you believe appropnate for your statxon of the future.” A

: Over the next two years, a few stations began the process of merging drvxsrons and Cross
training their employees Many others delayed for a variety of reasons: uncertamty asto VBA’s
commitment to reengineering, concern about the criteria-that will be used in future restructuring
plans, a feeling by stations doing well under existing criteria that “if it’s working, why change,
etc.” The BPR meetings in Annapolis convinced most Drrectors that VBA was committed to
change and plans must be made to transmon to the new environment.

In order to learn how the merger process is progressing, members of the HR Team visited
five stations. While there were many similarities among the stations, there were also many
. differences. This relates back to the ﬂexxbthty allowed stations in the Under Secretary for
- Benefits letter of November 1994. All of the stations visited readily admit that they have a long
way to go before they reach therr goal '

" Houston. In 1993 Adjudlcatron organized into rts ﬁrst teams by end products rather than
drgrts By November 1995, the entire Adjudication Division was divided into end product teams.
The plan is to merge Adjudrcatlon and Veterans Services by July 1997 Currently, veterans
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benefits counselors do simple adjudlcatron ﬁmctrons development, bunals, income ad_lustments
and dependency changes. In May 1997, nine VBC volunteers will start Adjudication trammg in
four-hour blocks. They are expected to be fully trained in 12 to 18 months. There will be a call
bank established for incoming calls. ‘Calls will go to a router; the auto-attendant will answer some
calls, a VSR in the Consumer Affairs Section will answer some, and the teams will answer: zsome .
* Veterans will be able to talk to a team member although not necessarily the one workmg their
case. Rating specialists will be part of the teams. At the outbased office in San Antonio, VBCs
currently do all elementary Adjudication work and handle walk-ins but do not answer phone calls.
Houston has been selected asa Lab s:te under BPR. ‘ S R
v )l .
Seattle. . Based on the Under Secretary letter, the Seattle Reglonal Omoe estabhshed a
transition team made up of Adjudxcatron and Veterans Serwces Division managers employees
and union representatives as a prototype group in February 1996. This group was managed by a
coach and was comprised of two teams, each of which had a team leader. Limited classroom
 training “was provided to all employees and .was . supplemented by on-the-job trmmng ‘
Subsequently, at the request of the employees, an additional:group of two teams was estahhshed .
This group did not receive -as much formal cross training or equipment as the original group
Both groups are beginning to mature and are clearly showmg progress. Each group provrdes two
. individuals to answer general information calls. However, neither is performing’| case-
management. Two remaining merged groups will begin to, operate shortly. . Limitations/in the
_physical plant and telephone system have prevented them from formmg more quickly. Seattle has
been selected as a Lab s1te under BPR. - B

M ‘4.
l§ i
i

Cleveland. In November 1994 management and the union developed a plan to’ prowde .
better customer service while facing more work with less people Teams were estabhshed made
up of VCEs and VBCs. These teams will eventually beconie totally self—drrected As they
mature, they will get more mvolved in the decision making. Currently, there is a supervrsor over

- two teams, each of which has its own team leader. Rating boards form their own teams and work

with specific case-management teams. Employees are allowed to remain VCEs or VBCs although
it has been made clear to them that the future consists of a merged position. Training was done
locally. Ongmally, all work was case-managed. It was later, decided that not all cases needed to -
be handled in this manner. Now, only cases that require the procurement of evrdence from
sources outside VA or branches of the military case-managed.. However if the teams themselves
decide they want to case-manage rnore cases, they can. Phone and mtemew duty is rotated
among all the members of the team. b : - i{ -

Los Angeles. The ﬁrst merger of VSD and Adjudication personnel took place in May
1996. Seven VBCs, one to a- team, were involved and went through seven months of classroom
training. VCEs were given elght days of VBC training in December on such topics as mtemew
skills, telephone techniques, insurance, and education.” Team members rotate for four—hour shifts-
on general phone duty and case-specific phone duty. They have weekly meetings to review how .
the team is doing. Performance statistics are prominently displayed throughout the dxvrsron SO
team members are aware of areas of success and areas where improvement is needed. Four more
teams have been established. VBCs on these teams have’ gone through the Central Area IVCE-
VBC trammg course which s regarded as a good overview. - Two teams conduct on-the-Job

)\
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training every moming. VCEs have had 28 hours of VBC training agam under the Central Area
- course. Rating Specxahsts are part of the teams

Salt Lake City. The station fully merged in February 1996. The merger was not staged
— the entire division merged at one time. 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 of employees for phone duty for a week. Everyone rotates daily
doing walk-ins. Salt Lake used Portland as a model for their operation. Currently there are two
teams — one team has the work divided by digit, the other does:not. Rating speclahsts are
included on the teams and sit with the teams. VSRs make development calls to veterans.

The' above synopsis is ,mst a samplmg of the. changes takmg place at various stations,
There are others where similar reorganizations 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 dlsparxty of intention is an issue that needs to be addressed by VBA
leadership. . _

3.2 To-Be

As noted in the Bumness Process Reengmeenng (BPR) report, a phased, coordmated :
approach to nnplementmg the reengineered vision for claims processing will include an
organizational structure that early on identifies expanded job responsxbﬂmes and authority for the
redesigned positions. Appendix A includes the ﬁxll-perfonnance level posxtlon descnp‘aons (PDs)
and evaluatlon reports for the followmg posmons

" Veterans semoe Representatwe (VSR) : A-Vlv

RVSR . ~A-10
.~ DRO . . L A-20
Program Support Clerk IR A-29
Supervisory VSR . - o - A-34
VSR Team Leader/Coach . ' A-42
VSR (erld-based Exammer) S 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 responsibilities of
each position; however, they did not include the level of authority or accountability envisioned for
VSR positions in the reengineered environment. Nonetheless, these positions descriptions were
valuable resources in developmg the reengineered job statements. The Social Security
Administration is also involved ir redesigning its claims processing ﬁmctlon and developed a
prototype position description to be used durmg a five-year test period in selected offices. The
HR Team utilized these 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 accountablhty
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The posmon descriptions were written in the Factor Evaluatlon System (FES) versus the
narrative format because FES facilitated recognition and. detail for the expanded authonty
accountability, and contacts. Classification guidance from the Office of Personnel Management
(OPM) encourages the Factor Evaluation System format for most General Schedule positions.

- Members of the Case Flow and Work Design Implementation Team, Adjudication and Veterans
Service Officers from randomly selected ROs, and subject matter experts from the HR' Team

reviewed the position descriptions. Suggestions and comments have been mcorporated

significant commentaty and issues for action are addressed in the following narrative. ﬂ

|
‘ Veterans Service Representative PD: The Case Flow and Work Design Implementatxon
Team recommended that the VSR’s duties include the completlon of “simple” rating cases — a
task they identify as presently performed by the Rating Analyst/Technician. This generated
significant discussion and .differences. of opinion as to the actual role the present Rating

Analyst/Technician has and the new VSR should have for perforrmng this duty. The attached PD

(Appendix A-1) includes the reeponsxbthty to prepare and sign “simple” rating cases for } revxew
and approval by a RVSR. As noted in the PD, the VSR must possess “lay knowledge of medxcal
terminology and anatomy sufficient to facilitate sound adjudlcanve/award decisions.” From a

classification perspective, the additional duty to ‘prepare and sign ‘simple’ rating decxsmns for

review and approval . . .” should not affect the grade since'final authority rests with the RVSR
All agreed the duty would provide a positive training opportunity for career progression to a

rating certified position. However, this aspect of the PD caused concern among Umon .
Representatives, particularly in the areas of the degree of knowledge requlred and mcludmg the -
duty in performance measures. This aspect of the PD should be addressed in Labor-Management

Partnership implementation bargammg B : ! :
In place of VSR PDs at entry and mtervemng grade levels the full performance level
position description should include as an attachment the skill blocks the incumbent must acquire

before progressing from one grade to the next (see Appendix A-9). 'The skill blocks allow an -

employee to understand what skills he or she must acquire to progress along the pnth to
certification and the full performance level as a VSR ‘This concept simplifies the current processes

‘and serves to reinforce the philosophy that an employee is expected to progress to the full -

“performance level to effectively contribute to the organization. This is in contrast to the

~ traditional career ladder position where an employee may progress to a higher grade level before_

demonstration of proficiency and can remain in grade at less than full performance level. ! L

RVSR PD: The RVSR - pos1tlon description (Appendix A-2) generated substantlal
feedback pnmanly due to an unclear understanding of exactly how the position is to functton

- The RVSR’s responsibility for contact with the veteran and worklng asa member ofa team were

ubiquitous concerns expressed by reviewers. . ,- S ‘ q.

Classxﬁeatlon of the positions of Veterans service Representattve and RVSR presented |

unique challenges for grade determination due to existence of the outdated classification standards

for Veterans Claims Examining Series (1963) and Contact Representative Series (1971), The
position descriptions developed for the combined functions in ROs with merged Dmswns'

manifested the same challenges as evidenced by the disparity in orgamzatlonal titling and gradmg

-:t
|
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Titles include Customer Service Representative or Specialist and Veterans Claims Representatlve
or Specialist with posmons graded at the GS-9 and GS-10 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 (380, 000+) and take two to three years
to complete. The Social Insurance Administration Series, GS-105, developed for the Social
Security Administration in 1993 contains duties and responsxbxlmes 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 eIzminate fumre classification drﬂicultzes and solidify the attached classzﬁcat:on
reports, the HR Team recommends that the Series’ definition, which details typical duties Jor the
GS-962, Contact Representatrve standard and GS-996, Veterans Claims Examining standard be
retained. However, VA should request that OPM delete the imprecise grade level descriptions
Jor each of these standm'ds'.’ The grade level criteria do not adequately address how counseling
and claims:- work is presently accamplrshed -and were of limited asszstance in classifying. the
ree::gmeered poszt:ons. ,

If the Senes deﬁmtlons remain and grade level descnptmns are - deleted, grade
determmatnon can be eﬁ‘ecuvely aecomplxshed by cross-reference to other e:ustlng standards;
specifically; the Social Insurance Administration Series, GS-105. This would mirror the situatjon
that currently exists for : mauy classxﬁcatxon standards including VA’s Hearing Officer and Field
Examiner posmons There exists a series definition for the GS-930 and GS-1801 standards that
describes the typical duties and responsibilities of a Hearing Officer and Field Examiner.
However, the standards do not provide grade level information. The standards instruct the’
classrﬁer to, determme the grade by use of other exlstmg, closely related series.

~ The posmon descriptions were developed assuming pension simplification approval,
structured training, and enhanced ' information technology in place. Individual position

-~ descriptions were not written for entry and mtervemng grade levels. For example, the VSR
position (Appendix A-1) replaces existing positions of GS-5/6 claims or development clerk, and

* GS-5/7/9/10/11 veterans claims examiner, contact representatwe rating technician/analyst, and
senior veterans claims examiner, as well as titling variations for the combined position — veteran
claims representatlve customer service specxahst!representanve Employees on the rolls as well
as any new hires must be educated to understand that at full implémentation in 2002, the
incumbent of each of the foxmer posmons wrll be expected to be a fully trained and certified VSR.
In an era of dunnushed resources ROs must have the flexibility that fully trained VSRs offer.
Havmg one posmon descnptlon establishes a clear lme of sight for employees and precludes the

' The GS-996 Standard is used to classu‘y claxms work in other business lines; spemﬁeally, education and
insurance. It is believed that classification of these positions would not be hampered by this recommendation.
However, a personnelist with direct knowledge of these positions should review the reoommendauon and GS-105
Series to vahdate this supposition. .
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impression that an employee can function permanently at some intervening grade. It is expected

that most employees will welcome the opportunities for new learning and greater autonomy and

successﬁxlly train and attain cemﬁcatlon for the full performance level VSR posmon i ~

Program Support Clerk PD: A posmon description for a GS-4 Program Support Clerk

is found at Appendix A-4. This posmon description replaces mail and file clerks, GS-4 clalms or

development clerks, and Compensation and Pension and Veterans Services Divisions Program

Clerks. Because VSR’s are responsible for case development in the reengineered. envuonment, AR

the clerk will be responsible for mail receipt and dlstnbutmn, files establishment and maxntenance

general clerical duties, data mput of easily recognizable claims information, and dccument

~ scanning when a paperless system ls lmplemented in the ﬁ.lture . o i{
M
Superv:sor and Team Leader/Coach PDs Appendxees A-5 and A—6 provide supemsor
and team leader/coach position descriptions for the reengineered environment. The declsmn asto
whether a supervisor or team leader/coach is appropriate should be made’ by loca] RO
. management. - If a station organizes in teams with leaders/coaches, it is.recognized that early on
the incumbent may perform traditional supemsory duties until the team evolves and matures
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 HR. Team cautions against rote adherence
to this ratio. Employees on the rolls as well as new hires whose positions are covered by the
reengmeenng effort will undertake extensive training and an organizational cultural change that

may require increased supervisory/leader guidance and motivational support. In addition, wrthm;;
the transition period of BPR, VA’s Shared Service Center will come on-line. The Shared Service™

Center will centralize the majority of human resources progmms and payroll actwmes with
" selected exceptions, such as - employee and labor relations. -~ Utilizing expert systems
- supervisors/leaders will be expected to initiate recnntment, classxﬁcatlon, and placement processes
that previously were supported by human resources staff. ~Notwithstanding, the mformatlon
technology enhancements to be provided, this adds responsibilities and portends a:

consuming process. The overall impact of these changes should be careﬁllly welghed in
determining the number of supemsorsﬂeaders in transrtxon and in the early stages of full BPR
nnplementatlon. o e R 1

| “Fleld-based” VSR PD: The HR Team rev:ewed the Fnducxary and Field Examlmng Unit

to consider its alignment within the reengineered environment. Results of an informal survey of -

current and former Veterans Service Officers reveal that field examiners presently employ case-

management principles and adjudicate and award speclﬁc cases (incompetency). To take

advantage of existing knowledge and skills and the opportunity for outbased public contact, it was

determined a logical extension to incorporate the field examiner duties under the VSR posfaon A

position description for the “field-based” VSR is provlded in Appendix A-7. The field examiner
duties were expanded to include adjudlcauon and authorization of other types of claims that may
be encountered or elicited during the normal conduct of business. Because of the umque nature
of incompetency cases, it was further determined that this outbased activity should remam a
discrete unit ‘organizationally aligned under the Veterans service Center. The HR' Team
recommends expanding the former field examiner duties and responsibilities to take advantage

of outbased opportumt:es for claims processing. Due to the unique nature of field work, itis .

|
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.appropriate that an md:vrdualxzed position description be developed and discrete organizational
alzgnment be maintained. .

Legal Instmment Examiner: No recommendatrons or changes were noted for the legal
instrument examiner (estate analyst) position. However, at full BPR nnplementatron, staffing
patterns within this Section/Unit may warrant adjustment. ‘

Organizarional Chart° A proposed crganizational structure is found at Appendix A»é 3

a. The BPR report st.resses partnership between the VSR and the veteran and/or
representative (Veterans’ Service Orgamzatlon) and as well, suggests a close working
relationship between the VSR and RVSR.  As primary contact for the veteran and/or

* representative, the VSR must be in a position to explain all aspects of a decision on receipt
of a notice of dxssatxsfactrcn This necessitates a close working relationship between VSR
~and RVSR when case ownershrp transfers between the two.

- b. The size and orgamzatronal culture at a RO wrll hkely drctate if the team environment is

the most effective way to accomplish the mission and goals. The HR Team acknowledges

. that a “team” is defined differently by drff‘erent mdmduals and that a team is merely a
 means to an outcome and not an end in 1tself o

c I-Iistoncally; the ratmg actr_vxty was orgamzed as a board or team of Rating Specialists who
' could discuss legal decisions and policy issues to assure uniform interpretation and
appheauon Occasionally, officials with supervisory authorxty for the board or individual
Rating Specialists did not have rating qualifications or experience and may have relied on
colleagues with this background to validate assessments of work products or performance.
Recognizing the past and current status of the rating activity and more importantly, the
changeable body of decisions aﬁ‘ectmg the RVSR’s position, the proposed organizational
structure includes a position for a “master” RVSR. This individual would conduct quality
assurance reviews and serve as transition officer and a skilled and trained technical advisor
to RVSRs to assure trmely drssemmatlon and consistent apphcatnon of decisions to rating
actions. . This position is neither supervisory nor lead; however, it is envisaged as a vital
part of the 2002 orgamzauonal structure and will be an indispensable link betwéen training
and the certlﬁcatron process. Therefore, the HR Team recommends the inclusion of this
~ position in BPR organizational structure in mdzwdual or a consortia of ROs, where

appropnare
33 Transl_trom

~ In transitioning to the To-Be environment, the HR Team endorses the concept that the
BPR effort encompass two components. - First, a merger of Veterans Services and Adjudication

" Divisions where current GS-5/7/9 Contact Representatives and Veterans Claims Examiners will

begin to acquire claims examrmng 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-10 grade level. The GS-10
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VSR’s detemnnatxons would be subject to review and sxgnature by htgher-graded staff. Second
in 2002 at fisll implementation, with training, information technology, and pension sunphﬁcatlon in
place, employees will be prepared to compete to assume the comprehensive range of duties and
responsibilities including full authorization (smgle-sngnature) and accountability at the GS-ll
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 the full

performance level VSR. So as not to penalize employees, the HR Team recommends that a

mtlestone of Sepiember 30, 1998 be set for all stations to have completed their mergers.

During the transition years untit ROs have completely merged the Divisions, hxmted
recruitment for traditional positions may be necessary. Selectees for traditional positions) must
understand their positions will evolve to include expanded duties and the expectation for
individual training and certification. ~ Vacancy announcements for tradlttonal positions should
include information concerning the vision for how the traditional position will function i in the
future. This will assure candidates are fully informed and committed to the ttmmng and
certification processes. RO management officials should carefully assess their progress in mergmg

the Dmmons before dectdmg to recrutt for a tradmonal or reengmeered posmon . 4
i . *éi

3.4 SummaryofRecommendatlons SRR T

1. Accept the proposed position desenpttons and posmon evaluatxon reports for the posmons

. of Veterans service' Representative, Rating Veterans service Representative, DRO

Program Support Clerk, Supervisory VSR, and VSR Team Leader/Coaeh :
2. ‘Following coordmatton with other busmess lmes prepare a request to the Oﬂice of
~ Personnel Management requesting the retention of Series’ definitions for GS-962, Contact
* Representative, and GS-996, Veterans Clatms Examxmng, and the rescnssnon of grade level

A desenptxons for these Senes ' %
3. Request the new posmon tttles of Veterans semee Representatlve Ratmg Veterans

- Service Representative, and DRO be added to the PAID-OLDE/PAYVA 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, RVSR, and vDRO
~ ' positions, Appendtces A-1, A2, and A-3, respecttvely, for the dtscusswn and basxs of this

-recommendatton o _ \

4. To take advantage of current knowledge skﬂls and outbased opportumttes expand the
duties and responsibilities of the field examiner to include VSR duties; accept the

proposed position description and position evaluation report (Appendlx A-7) and retam‘

this outbased activity as a discrete organizational entxty o o _ §
5. Include a “Master” RVSR posmon in the 2002 orgamzattonal structure. - | f

6. To allow employees the fullest opportunity for’ trammg, all statlons should comply with
the September 30, 1998 rmlestone for completron of merged Divisions. '

N il
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. 4. Career ngression,'Certiﬁcation, And Pay
4.1 As-Is |

The BPR Team lists two goals — responding to customer and stakeholder needs and
maintaining a highly’ skllled, motivated, and adaptable workforce — which provide the major
impetus behind developmg a certification process for all positions in the BPR environment.
Stakeholders expressed concern with the lack of consistency in rating decisions and the absence of
formal credentials possessed 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 transmon mto the new BPR environment. .

'I‘oday, Compensatlon and Pensron (C&P) Service supplements local training initiatives
with training sessions -at the Veterans Benefits Academy. However, VBA. does not have a
standard trammg methodology or formal method of certifying the proficiency level of employees.
Therefore, in order to ensure employees have the knowledge and skills they will need to function
within the reengmeered environment and to meet organizational and customer needs, most C&P
employees will need to undergo training and certification to transition and assume the new
positions. The certification process will be an indicator of an employee’s proficiency and will be -
linked to how employees progress and-are paid in the orgamzauon.

Veterans Servnce Representatlve (VSR) : ; ‘ o ' | L

o Under the current system, Veterans Claxms Exammers (VCEs) and Veterans Benefits
Counselors (VBCs) are selected for GS 5/7/9 career-ladder positions. However, unlike VBC |
work, whlch is seldom elassrﬁable above the GS-9 level, VCE .work can encompass duties
sufficiently complex to support the GS-11 level. In addition, within the past few years, a number
of ROs have created | a new mtervemng grade GS-10 which combmes VCE and VBC dutnes

There are no formal national trammg programs in place to ensure proficiency at these
grade levels other than the Veterans 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 their actual ability to perform at the higher grade. Once promoted ‘the
employee usually receives some training and, in most cases, develops the abilities and gains the
knowledge to perform at the grade level to which promoted. However there is no guarantee.

Sumlarly, eer-ladder promotions are oﬁen eﬁ'ected solely on meetmg tlme-ln-grade
requlrements 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 perform satisfactorily at the next higher level. Whether it be a competitive or career-
ladder . promotion, individuals too often progress without formal assessment of skllls or
knowledge _ ‘ A : : : .
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- Rating Veterans Servrce Representatrve (RVSR)

Each RO is responSIble for filling Ratmg Specialist vacancles typteally at the GS 12 level
and ‘assuring training which provides the knowledge and skills required to make rating
determinations. Generally, the employee is selected and promoted based only on an assessment of
their potential to perform the duties of a Rating Spemahst Training occurs after the employee has
been promoted and the type and length of training varies greatly among ROs. Local trammg

initiatives are supplemented with training at the Veterans Benefits Academy. However, in‘'most
~ instances, employees are making rating determinations before completing formal training. There
" is no standardized mechamsm used to measure an employee’s proficiency as a Ratmg Speerahst
other than penodlc work samphng and the annual performanoe appraisal process. '

!

, =N
|

The position descnbed in the BPR model will replace the Hearxng Oﬁcer position. Whlle

the selectees for the Heanng Officer positions typrcally have rating experience. These employees

~ are promoted rmmedrately upon selection without any enhanced training or formal certification..

Hearing Officers interact with the public directly through the eoqduct of heanngs/meetmgswthh

the veteran and hls/her representatrve However the nature of most of these contacts is formal

3

Decision Review Officer (DRO)

i

Superwsor Or Team Leader/Coach e S T »j i

Presently, supemsors are selected and promoted based pnmanly on thelr possessron of
techmca.l skills, with little emphasrs placed on the degree to which they possess people skills. The
current profile of supervisors in Adjudication Divisions consists of employees who have vanous
levels of technical and managerial skills. Some supervisors have experience with both ratmg and
authorization work, while others have experience with one or the other. Many supervnsors in"
Adjudication have had httle experience dealing with the public. Conversely, individuals | who
progressed through Veterans Services Division generally are slolled in dealmg w1th the pubhc but
lack the sk:lls necessary to perform C&P decision makmg . g AT N l[

‘_Pay r . ;'. DD ‘ l;

The General Schedule (GS) system which’ serves as the basns for pay is qmte rrgld
Within-grade increases, a significant feature of the GS system, reward longevnty (txme-m-grade)
rather than achlevements Imked to orgamzanonal goals. 3 o -

‘—s

Z%

, In 1993, the New York RO merged the roles of VBCs and VCEs and xmplemented a ease-
' management approach to customer service. It also changed its approach to career. ladder
promotions. Specifically, employees were required to demonstrate the knowledge and skllls
needed to perform at the higher grade prior to promotion. The resulting certification process
served as the primary indicator for promotion decisions rather than the satisfaction of t.lme-m-
grade requirements. In fact, the New York RO and Detroit ROs are in the process of attammg

. demonstration project status from the Office of Personnel Management (OPM) They mtend to

F%
i
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~ base their compensation system solely on the acquisition of skills and orgamzatlonal contnbutxons
rather than the existing GS grade and step system.

While implementation of BPR initiatives does not require movement from the GS system,
the concepts of demonstrating skills/knowledge prior to promotion and rewarding employees for
their contributions have been adopted for the BPR environment.

4.2 To-Be .

Job competency cemﬁcatlon is the new formal process by which employees will
demonstrate that thﬁhave acquired the skills and knowledge to perform in the VSR, the RVSR,
and the DRO positions in the BPR envxronment A detailed description of the process for each
position follows. : .

Veterans Service Repraentati{re (VSR)

To assure competence and quality service to the veteran, the VSRs in 2002 will be
required to demonstrate possession of the 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-11 level. Employees will receive module-based
computer and classroom training to provide the skills and knowledge required at each grade level-
(i.e., GS-5/7/9/11). Employees will be tested at the conclusion of each module to assure training
objectlves 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 G§-11
level will depend on the employee’s demonstration of successful counseling skills and the ability
to “ pass a technical assessment or job oompetency certification process.

Listed below is a detailed descnphon of the progression and oemﬁcanon process that a
VSR will follow on the road to the target GS-11 level VSR.

GS-S to GS-7 (lf hired or selected at the GS-5 level)
° Employees will successfully complete the training modules described above.
- o Formal work sampimg will be conducted in counseling skills to determine whether the GS-
7 level has been achieved. Work sampling to determine effectiveness of customer contacts

will include monitoring of both telephone and personal interviews.

e Work sampling of cases processed will also be reviewed to determine if the VSR has
attained claims examining skills necessary to be promoted to the next higher level.

GS-7 to GS-9

o Same as process for GS-5 to GS-7.
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Gs-9toGs-11_ = " e

Employees will soccessﬁzlly complete the training modules described above. - ‘

Formal work samplmg will be conducted in counsehng and claims exatmmng skllls to
assess readiness for certification:

Upon reaehmg an aeceptable level of proficiency and with concurrence of the supemsor
~or team leader, the ernployee may apply for cernﬁcatlon

;:
It
ll

,.‘

To be fully certified, the employee must successﬁxlly complete a.set of natlonally
developed cases. . ’ ﬁi :
.The HR Team recommends that a national team of subject-matter experts stakeholders )
and Union partners establish the criteria for creatmg a pool of generic cases which will b’e used

to test employees for certification. The HR Team also recommends that a separate graup of
nationally recognized subject-matter experts be formed to identify/develop the cases that meet
the cr:tena and to develop the correct/acceptable solutxons to the cases.

-
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Figure- 4-1 illustrates the career progfession and certification process for VSRs.

CAREER PROGRESSION/

'CERTIFICATION/PAY
- FOR VSRs
GSS . @GS GS9 GS-11
« Completion of tralning |
» Completion of : » Completion of . '::::;? work sampling
o tralning module | ' training module (customer contact) . |
E & . ° Formal work ' R * Formal work « Pass nationally . B
Z> " sampling" sampling developed test of
’ sample cases
“CERTIFIED"

. GS&7 ‘ GS9  GS-10 A " In2002
: (Ends In 2002) GS-11

" * |+ Completion of training i
module

* Formal work
sampling (customer -

.contact) . .

. Proficlency In i

-+ Formal work
sampling (customer g
contact) i

* Pass. nationally
developed test of .
sample cases .

| “CERTIFIED".. |

° Ongoling training .
o Formal work "
sampling

CURRENT
EMPLOYEES

thure 4-1 Career Progresszon Cemﬁcatzon and Pay for VSRs

The certification process for exlstmg GS-11 Semor VCEs transitioning to GS-11 VSRs
will be the same as described above for new GS-11 VSRs except that they wﬂl not be requnred to
go through the formal training modules.. . : _

Existing GS-11 Senior VCEs unable to acquire and. demonstrate the additional skills
necessary to serve o.ﬁ'ectlvely as a VSR will be treated in a manner consistent with the appropriate
_ statute and/or negotlated labor management agreement. '

New VSRs who fall to progress to the next higher level will be treated in a manner
consistent wnth the appropriate statute and/or negotiated labor management agreement.

To continue 1o maintain the ngorous qualny standards requlred by the certification
process, the HR Team strongly recommends that C&P Service develop a national policy .
mandating standardized quality reviews of individual VSRs. We further recommend that C&P
Service develop a method to extract a.sampling of cases (similar to the current qualzty rewew
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process) from the Beneﬁts Delivery Network (BDN) or Veterans Service Network (VET SNET)
that are emponee-specy‘ic to be used in conjunction w:th the performance apprazsal process

The certified GS-11 VSR will provide a wide range. of comprehenswe services needed by
the veteran. These will include counseling, examining, single-signature authorization, sunpl
ratings for approval by a RVSR, and clerical tasks, including the development of cases, requlred
to assure end-to-end service. .

Rating Veterans Service Repl'escntative (RVSR)

Selectlon for RVSR will mvolve competmon for the opportumty to obtam trmnmg and
promotion. While being trained, the selectee will remain at the GS-11 level. Promotlon to the -
GS-12 level wﬂl depend on the employee s ability to “pass” an assessment or cemﬁcatxon process ~

_ Listed below-is a detailed descnptlon of the progresslon and certification process that a
RVSR trainee will follow on the road to the GS-12 RVSR. . i

_GS-ll to GS-12 o . g : 1

o The employee will receive module-based computer and classroom trmmng des1gned bythe .
Veterans Benefits Academy to provide the skills and knowledge required to perform at the
GS-12 level. {The employee will be tested at the conclusion of each module toi assure’
training objectives have been met and knowledge has been acqmred ;-

|

. ’Employee wﬂl work a carefully controlled mix of cases to gain practlcal experlence under

the gmdanee ofa mentor Tlus penod will last approxxmately 3-6 months :

. ;1
¢ Upon reachmg an aeceptahle level of proﬁclency and with the concurrence fof the
supervisor or team leaderfcoaeh, the employee may apply for oemﬁcatlon |

3
‘i

e To be fully certlﬁed the employee must successﬁllly complete a set of nanonally
developed cases. Upon successful completion of the certlﬁcatlon process, the employee'
will be promoted to the GS-12 RVSR position. | ,

. T?:e HR Team recommends that a nat:onal‘ team of subject-matter experts stakeholders
and Union partners establish the criteria for creating a pool of generic cases which will be used
1o test employees for certification. The HR Team also recommends that a separate groz:p of
nationally recogmzed sub}ecl-mattel experts be formed to|identify/develop the cases ihat meet
the criteria and to develop the correct/acceptable ratmg dec:stons o N
; l{ .
This group of employees will be required to complete a set of cases developed by the
national team of experts on a one-time basis at the begmnmg of fiscal year 2002 in order to be
certified in ‘the RVSR position. Existing GS-12 Rating' Specialists will not be reqmred to.
complete the training modules offered by the Veterans Benefits Academy given their expenenee in
rating cases. However, these employees will complete the| nationally developed cases in: {heu of
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the normal quallty review sample Completxon of this process will result in ceruﬁcatlon for the
GS 12 RVSR S

. Figure 4-2 illustrates career progression and certification for RVSRs.

CAREER PROGRESSION/
CERTIFICATION/PAY
. FOR RATING VSRs

GS-11 ‘ ‘ , o | Gs-12
© ' StepOne Step Two ‘ Step Three

* Pass nationally

g » Complete training + Local work sampling

é > module to prepare for " developed test of
£ +Pass test to affirm certification sample cases
5 A S “CERTIFIED”

- knowledge

“CERTIFIED”

. FY 2002
- GS-12 .

' m B » ' o

g ‘ ‘ _ « Passnationally . -+ [

w * Ongoing formal gasesmlem?;;m

2 work sampiing ~ work samples

=

&

Ly begenniste st e deland Fuodne il il Dles

Figuré 4-2: | Caregf 'Progressioz;; Ceftzﬁcatz‘on, and Pay for RVSRs

“Existing GS-12 Rating Specialists and GS-11 RVSR trainees unable to complete the
certification process, even after additional training designed to address the identified deficiencies,
will be treated in a manner consistent with the appropnate statute and/or negotiated labor
management agreements ' ‘ .

GS-11 trainees unable to ‘sucéessﬁxlly complete the certification procéss, even after
additional training designed to address the identified deficiencies, will be treated in a manner
consistent with the appropriate statute and/or negotiated labor management agreements.
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A To continue to mamtam the rigorous quality standards required by the certlf cation
process, we strongly recommend that C&P Service deveIop a national policy mandatmg
standardized quality reviews of individual RVSRs. The.HR Team further recommends that C&P
Service develop a method to extract a sampling of cases (similar to the current quaIzty review
process) from BDN or VETSNET that are employee speczﬁc to be used in conjunctlon w1th the
performance appraisal process. 4

GS 12 RVSRs will make ratlng detenmnatlons prepare statements of the case and

"interact wnh/notlfy customers. o ,!

S ‘,1
Decision Review Officer (DRO) ; o e :

Yhe HR Team recommends a training package be deveIoped Jor the DROs whzch would
include ‘modules on dispute resolution, interviewing techniques, and advanced mterpersonal
skills. A necessary component of a DRO’s preparation will include observation of current DROs
conducting hearings/meetings, -as well as supervrsory/mentor assessment “of the candldate s
conduct of heanngs/meetmgs pnor to promotlon : h

To continue to mamtam the rigorous quality standards required by the certlf ication
process, we strongly recommend that C&P Service develop a national policy mandatmg
standardized quality reviews of mdzvzdual DROs. The HR Team further recommends that C&P
Service develop a method to extract a sampling of cases (szmllar to the current quahty review’
- process) from BDN or VETSNET that are employee spectﬁc to be used in conjunction w1th the

performance appratsal process. 7 >1

!
The DRO GS-13 position w111 perfonn an array of, duties with the purpose of resolvmg

issues raised by our customers, or assisting them in preparation of their appeals when the issue
cannot be resolved by the DRO Indmduals selected for thls position must be ratmg certtﬁed

Supervisor Or Team Leader/Coach . B ‘{ S ‘ ‘f
By the year 2002 the busmess case calls for a s1gmﬁcantly reduced number of employees
serving in traditional supemsory ‘and managerial positions.> As a result, in the Business l]’rocess
Reengineered environment, supervisors or team leaders/coaches will need to possess a wide range
of technical knowledge skills, and competencies that tradxtlona.lly have not been requrred of
employees serving in these posmons In many instances, success in the BPR environment w111 be
based in part on the supervisor’s or team leader’s/coach’s ablhty to coordmate facilitate, develop,
manage and motxvate a large group of employees ‘ ”
Additionally, all supemsors or team leaders/coaches must possess a thorough
understanding of the skills and knowledge required of the three new positions in the Veterans
: S I' ‘
% It should be noted that in the BPR enwronment the Veterans' Service Center -at each RO will be able to deliver

compassionate, timely, accurate benefits and information to veterans ‘and their families in either an envzronment

that evolves to team leaders/coaches and self-directed teams or in a more traditional environment with superwsors :
and work units. ‘

i
7
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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 of individuals serving in these posmon&

4.3 Transition

Veterans Service Representative (VSR)

As we gradually move to our néw organization, the incumbeﬁts in each of the career-

ladder positions will continue to perform the two separate functions. However, during transition,
we will retain the GS-10 position, and it will be the first level at which both functions (VBC and

VCE) will be performed. . In fact, progression from either the VBC GS-9 or VCE GS-9 to the -

combined GS-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 recommends the use of
work sampling to assess VBC and VCE skills and knowledge to determine readiness for the GS-
10 level. In those stations that have already merged and/or already use the GS-10 position,
supervisors will use the performance appraisal system to assess and address any deficiencies in the
skills required at the GS-10 level.

. In order.to ensure a smooth transmon of VCEs to-the VSR position, the HR Team
recommends that all VCEs recetve formal training in mtervzewmg techmques and mte:personal
skills. '

Durmg transition, the e:nstmg GS-ll Semor VCEs wﬂl begin counsehng of veterans in
addition to their tradmonal authorizing funct:ons :

Rating Veterans Service Representative (RVSR) -

Existing Rating Specialists’ work quality will be reviewed on a regular basis using a work
sampling. See the recommendations 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 certification process and will continue to be used in the To-Be environment as a

means to monitor employees’ perfonnance

Usmg this methodo]ogy to assess employees already occupying rating positions will ensure
quality service is bemg provided to veterans. During this phase, existing GS-12s will continue to
rate cases but must, 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 hearings and
interact with service organization representatives. Hearing Officers at selected sites will exercise
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difference of opinion authority. If this initiative proves successful, the program wﬂl be
implemented nationwide. Additionally, as VBA moves toward the BPR ‘environment, supemsors
-or team leaders/coaches will be responsible for modifying the performance appraisal system as
needed for employees transitioning from Hearing Officer to DRO. This will allow supervisors to
identify those employees who may need additional trammg or review in order to successﬁxlly
transition to the position of DRO. 5

n‘
ik
Supervisors Or Team Leader/Coach ? ' o I‘

' - « !
During the transition, supervisors, and team leaders/coaches should receive tljmmng,
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: organm'atxonal
structure. In that regard, the degree to which VBA successﬁx]ly transitions the leadership in the
orgamzatlon will directly impact and influence the degree to which the employees mocessﬁxlly
transition into the new environment. Furthermore, as VBA implements BPR untlatxves it is
critical that we clearly define the various terms used to descnbe the supemsoxy posmons (e.g.,
coach, team leader, supemsor) ; |
. : S : I
Pay o ' '

|

Due to the rigidity of the GS system and cons:stent w:th the HR Team’s ph:losophy of

paymg Jor acquired skills, the. HR Team recommends requesfmg a waiver of t:me-m-grade'

requirements and quali ﬁcatzons requirements (as defined by OPM) under OPM’s demonstmtzon
project authority which would provide VBA with an opportunity to promote employees for their
skzll.v?mmvledge (as deﬁned by VBA) without the Ixmztar:ons mhereni in the GS system. . ..

p

7716 team recommends that the New York RO and Detrozt RO demonstratron pro_]ect be
monitored to validate the progress of the skills-based approach to compensation. *[f this
approach to compensation is successful, the team recommends emortatzon to other parts of VBA

where appropriate. b
|
Appendix B-1 illustrates by posmon (mcludmg clencal and supemsoxy) and grade level
the As-Is (Pre-Merger) To-Be (Merged) and Transmon (Mergmg) phases of thls process. i
4. 4 Summary of Recommendatlons . - - : ;x

"The HR 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 wﬂl be
used to test employees for cemﬁcatlon for the VSR position. - The HR Team also
recommends that a separate group of nationally recognized subject-matter expexts be

formed. to identify/develop the  cases that meet the criteria and to develop the

correct/acceptable solutions to the cases ( 4

2. To continue to maintain the rigorous qhality standards required by the cerﬁﬁ:cation
process, the HR Team strongly recommends that C&P Service develop a national! policy,

- AR T o ]
|

i
1
.
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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 of cases (similar to
the current quality review process) from BDN or VETSNET that are employee-specific to .
be used in conjunction with the performance appraisal process.

. The HR 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
used to test employees. for certification for the RVSR position. - The HR Team also
recommends that a separate. group of natlonally recognized subject-matter experts be
formed to 1dent1fy/develop the cases that meet the criteria and to develop the
correct/acceptable ratmg decrsrons :

. To continue to mamtam the ngorous quahty standards requlred by the certification
process, the HR Team strongly recommend that C&P Service develop a national policy
mandating standardized quality reviews of mdmdual RVSRs. - The team further
recommends that C&P Service develop a method to extract a sampling of cases (similar to
the current quahty review process) from BDN or VETSNET that are employee specific to
be used in conjunctron with the performance appra.tsal process

. The HR Team recommends a training package be developed for the DROs whlch would
include modules" on dlspute resolutlon, 1ntervxew1ng techniques, and advanced.
mterpersonal Skl.“S :

. To continue to mamtam the ngorous quahty standards requrred by the certrﬁcatron
process, the HR- Team strongly recommend that C&P Service develop a national pohcy
mandatmg standardlzed quality reviews of mdmdual Decision Review Officers. The team
further recommends that C&P Servxce develop a method to extract a sampling of cases -
(slmllar to the current quahty review process) from BDN or VETSNET that are employee
specific to be used in conjunction with the performance appralsa] process.

. The HR Team recommends the use of work sampling to assess VBC and VCE skills and
knowledge to determme readmess for the GS 10 level. - »

. In order to ensure smooth transmon of VCEs to the VSR posrtlon, the HR Team
recommends that all 'VCEs recelve formal tra.mmg in mtervxewmg techmques and
mterpersonad skrlls : -

.- Due to the. ngldlty of the GS system and consrstent w1th the HR Team s phllosophy of
paying for acquired skills, the HR Team recommends requesting a waiver of time-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 skllls/knowledge (as defined by VBA) without the limitations
mherent in the GS system :
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10, The HR Team recommends that the New York and Deuoit Regional Office demongtration
project be monitored to validate the progress of the skills-based approach to

ccompensation. If this approach to compensation is successful, the team recon'}lmends
exportatlon to other parts of VBA where appropnate : ]

S. Performance Management And Incentive Awards Systems
5.1 As-ls | N

N N N i
| v ' !

Throughout the last twenty years the performance management and incentive awards 5

systems were linked to one another. Most of the incentive awards money distributed by VBA was

tied to its performance appraisal system, a system based on' individual performance The‘systemr '

was developed as a result of national negotiations between VBA and the unions and focused on
- the accomplishment of individual objectives as the cornerstone of performance appralsal An
employee could receive one of five separate evaluations: unacceptable, mmlmally successful fully
successful, highly successful, and outstanding. Employees who received evaluations ';at the
outstandmg, highly successful, and fully successful levels could receive incentive awards The
money is allotted from Central Office based on a percentage of the RO’s payroll for a speclﬁc pay
penod The money is usually distributed by CO after the appraisal period ended, and every RO

receives the same percentage of payroll dollars. ROs. often use their own payroll dollars to

supplement the money recerved from Central Office each year S ‘ : ‘ i
As the system matured there Wwere numerous changes in the content and mrxilot‘ the
performance elements; perfonnance standards, and levels of achievement. Some omces‘added

revised, or deleted vanous performance standards dependmg on the local mtuatlon «and .

’ orgamzatxonal culture. At times, some performance elements were changed from critical to non-

critical, and vice versa. Not all of the performance standards were. closely linked to orgamzatlonal '

measures as established by the business lines or top VBA management. ‘For example many
 offices measured individual achlevement for productmty and timeliness that oﬁen did not duectly
relate to orgamzattonal goals or standards | !

‘m' , . ‘t

At the nstlonal level tlmehness goals were tradltlonally established from the date the cIalm

was received by VBA until the date of the decision. Since there were many hand-offs involved in

the overall work process of the traditional RO, individual employees had little or limited control

over the total time it took to process a claim. Performance standards were developed to measure

" the employee’s part in the overall process. Under this system, it was not unusual for the' sum of

the individual parts to exceed the organization’s overall timeliness goal. This led to s1tuatlons in

which many employees were performing at the successful highly successful, and outstandmg
levels e even while a RO may not have been meetmg its overall goals for timeliness. : i
a!

~Productivity - measures and standards for employees were ‘developed dlﬁ‘erently from

~ organizational standards. These standards were based on discrete tasks or activities mvolved in

handling claims at various stages of the process. Some of those tasks or activities may or may not .

have been included in the work rate standards developed to measure organizational productmty
While these approaches helped employees isolate and measure their individual contnhutlons
. o : i l : 4

W
1
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‘throughout the various stages of claims processing, the overall accomplishménts of the
organization as measured 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 understanding how the sum of the1r eﬁ‘orts affeeted veterans. L ‘

Over the last few years, many ROs orgamzed employees into work groups or teams and

~'expenmented with group performance and group incentive awards, rather than individual ones. )

This led to a new set of challenges concerning the value of individual achievement and individual
contribution in terms of the share of incentive award money when the team is recognized and
rewarded. Some employees believed their contribution deserved a higher percentage or award
amount than other tearn members. Other challenges were created when employees accustomed to
receiving award money based upon their performance suddenly found themselves on teams that :
were not reeogmzed or rewarded - - ’ :

The most recent Master Agreements changed the way’ VBA wdl admrmster performance
appraisals. Beginning on August 1, 1997, employees will no longer receive one of five possible
evaluations, but will be advised whether or not they are in- “good standmg ” A pass/farl rating will -
be given and used as the initial factor in: detemumng basic eligibility for consideration of awards,

promotions and other personnel actions. - Awards are no longer authorized based solely upon the

performance rating. The new-Master Agreements stress- teamwork and the interdependence of
employee contributions.. They also state’ that the eccomphshment of group or team objectives will -
be the cornerstone of performance evaluatlon Awards for aeeomphshments or contributions may
- be given to mdmduals groups or teams at any t1me based upon the value and lmpact of the
work. : R t - ,

PR

The new performanee apprarsal system emphasrzes feedback, contmueus eommumcatlon,

" employee development, and adrmmstretrve simplicity. - It ‘encourages employee input: into group - -

objectives and recognizes ‘overall employee centnhutrons .Most importantly, - there is a
requirement that each performanee appralsa.l plan. support orgamzattonal goals include
standard(s) that address customer service, and include only. critical elements. At a minimum,
performance plans will need to be revised to eliminate all non-critical elements, and focus on
results or outcomes that the employee i is expected to achieve, and not on the employee ] tasks or
activities. , :

Some ROs developed performance standards that mclude both mdmdual and team
measures, while other ROs continue using performance standards that only. measure individual
performanee ‘Most of these measures include accuracy and timeliness’ as well as orgamza'aonal
support and cooperation. A large number still include productivity as an individual: or group
 measure. However, some employees are still quite skeptical about being evaluated based upon
team measures. They see it as a faimess issue. 'They do not want to be evaluated on factors
beyond their control be they work processes or the performance of coworkers a
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. The Government Performance and Results ‘Act . (GPRA) mcorporates performance
measurements as one of its most; important. features as they can influence orgamzatlonal and

- individual behawor 'VBA will need to align its performance appraisal and incentive awards B
- systems with GPRA goals and obJectrves while it implements BPR. VBA has defined 1ts core
© - GPRA. measures as. Customer Satlsfactlon, .Timeliness,. Accuracy, Employee Satrsfactron/’
"- “Development, -and Cost-per-Clarm These are consistent wrth the Secretary ] pnorltles for the

Department . L _ e R } _1}_,

By 2002 VBA should have fully developed a strateglc planmng process and supportmg

' goals and measures. - BPR will- be the centerpiece used to redes1gn VBA'’s work processes and.

. orgamzatlonal structure. BPR will also be the catalyst used to align our performance management
and incentive awards systems to support the new orgamzatronal structure and redesrgned work
2processes These systems also must support the broader goals and obJectlves of GPRA ]i S

1
‘l

VBA’s performance management and mcentrve awards systems w111 be the maJor tools "A

- used to' accomplish the linkage between BPR and GPRA. VBA will have expenmented 'with a
* number of performance. measures and performance standards throughout the transition penod and

wrll have determined which measures or standards best support the linkage between performanoe_ )
- measurement and long-term strategic goals. - Performance plans will capture the day-to-day_“‘h _ -
activities that are performed by all employees that support and reinforce the connection to long-- .~ -

term strategic goals. Each employee will have a clear line of sight from his/her daily act1v1t1es and

~ . tasks to VBA’s organizational goals and program outcomes. VBA employees will understand the
.. key components of customer service and how and why they influence: the level of cuzstomeru

' satlsfactlon Employees w111 understand that results w111 be rewarded . :
) [ .‘ C . \l

VBA leaderslup w111 have worked wrth employees and then' representatlves t0 make

- .ﬁ.mdamental changes to the- performance management and incentive ‘awards systems. fThose

changes will have.been unplemented from the top down ‘when possrble and. will demonstrate
'VBA’s - total commitment to  customer -service. Executive performance plans and |Senior

. Executive.Service (SES) bonus plans will have. been redes1gned to lead and serve as an example

to both employees and stakeholders L : s i

Performance Management. The new system 1 must be careﬁ.llly desrgned 1f itis to be well

- Aa‘hgned with orgamzatronal objectives and well understood by employees. The HR Team outlmed

some characteristics consistent with best practices from other organizations for- consrderatton in

the ﬁnal design. The Team belleves that VBA’s, performance management system should have the '

o followmgcharactenstlcs o .,; S ook o l« :
e Performance plans are consrstent wrth GPRA and VBA core. values o 3‘

. Performance plans mcludmg elements standards and measures, are cons1stent wrth

labor-management agreements T i S S

{
N
{
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- Performance plans are elosely linked to orgamzauonal goals and employees understand the

linkages.

Perfoxmance plans promote a ‘clear line of sight between 1ndmdual and/or team
expectatxcns and orgamzatlonal goals.

Performance plans are communicated to all employees in a clear and understandable way.

Performance plans are developed w1th meanmgful input from ernployees and their
representatives.

Performance plana provide for consistent,’ constructive feedback to and from all
employees, and encourage employee mvolvement in the development of necessary skills
and competencies. : ,

Incemtive Awards.. The reengineered incentive awards system will build on the pn‘oﬁties

and measures set in the performance management system, identify meaningful distinctions in
organizational and individual performance, and distribute funds and recognition accordingly. As
with the performance management 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 orgamzatlonal level will reinforce excellence by providing funds for
- results. . The HR Team beheves that VBA'’s incentive awards system should have the followmg'
charactenstlcs . . ‘ . ,

Incentwe awards are used to recogmze and motlvate employees for their acluevements' and -
are no ‘longer linked to thelr performance ratmg of record '

Incermve awards are lmked to orgamzatlonal goals and achievements.
Incentive awards are given closer in time to the achievements on which they are based.
Incentive awards may include both individual and group recognition.

Incentive awards take maximum advantage of all monetary and non-monetaxy awards

" options.

Incentive awards criteria are developed with employee partlclpatlon, such as those already
in place for on-the-spot awards. -

Incentlve awards money is ﬁmded at sufficient Ievels and distributed to ROs throughout

. the Fiscal Year to recogmze and reward mdmdual a.nd organizational achxevements

Incentive awards funding formulas should give larger percentages to high perfomung ROs.
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‘Figure 5-1 depxcts the ahgnments and linkages of the performance management and
incentive awards systems in the fully implemented BPR environment. It also shows the. lmes of
. sxght between mdmdual and orgamzational achxevement and VBA’s long-term strategic goals

‘ B )
. \ i
[ . if

ALIGNING PERFORMANCE MANAGEMENT AND INCENTIVE
' AWARDS TO BPR

I
|
MISSION ,
VISION B
ORGANIZATIONAL VALUES . - ;t «
: 'GPRA j
VAIVBA/AREA
_ STATION GOALS

I

i
|
'
R
]
5
i
l

GOALS |

REWARDS

RECOGNITION [ AGHIEVEMENT £

1
i

i
i

Fi :gure 5-1: Alignments and Lmkages of Performance Managemem and Incentzve Awards

5.3 Transmon f
: : ‘i

The primary transition mmatlve is to de:ngn new, workable, eﬁ‘ectlve perfonnance

management and incentive awards systems to motivate and recognize achievements that truly

serve veterans and help VBA succeed. In many ways, the new Master Agreements prowde

guidelines and a general framework for these new systems. Nevertheless, the HR, Team

recommends that VBA convene a work group as soon as possible. The group -would estabhsh
additional gmdehnes to help ROs identify various ways'to develop, motivate, and :i'eward
employees. The group should include representatives from labor and management along w1th an
experienced consultant knowledgeable in performance management and incentive awards. j,? *

4
]

i

i l
H ™ ;
. o
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The following areas, in addition to the aforementioned characteristics, should be addressed

by the group:

Determine which performance standards if any, should be national.

Comptle mtormatlon on RO mnovatxons m the areas of performance management and
incentive awards ,

Develop various options for - oommumca’aon 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 commensurate control over the claims process.

Benchmark and identify best practices on eﬁ'ectlve performance management and incentive
awards for executives and employees

- Consider how to reward ROs and executtves for supportmg BPR durmg the transmon

5.4 Summary of Recommendatmns

1.

Create a work group to examine performance management and incentive awards and
develop guidelines to support new systems T

-Consrder how to reward ROs and executwes for 'supportmg BPR during the transition

period. (It is possible that nmplementmg BPR, e.g., merging VSD and Adjudication, may
affect organizational performance in the 'short run. ROs that merge early should not be
penalized for unplementmg BPR, but the system ‘'should be flexible enough to reward, if
appropriate.) ' S

‘Reengineer l)udget processes to change when VBA dtsmbutes mcenttve awards money to

ROs. Distribute the money at the beginning and/or throughout the Fiscal Year. This
change is needed to enable payment of -incentive awards closer in time to the
achxevements o .

Increase VBA ﬁmdmg levels for incentive awards. A review of best oractlces in
government and private sector organizations should be done to see how VBA’s ﬁmdmg
levels compare with other orgamzatxons

Consider changmg incentive awards funding formulas to give larger percentages to the
high perfomnng ROs. VBA should distribute funds to ROs based on results rather than
equally, as is currently done. We recommend that the formula would set an acceptable

- base or minimum funding level for each RO wnth additional funds dlstnbuted based on

organizational performance.
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6. Workforce Management and Planning | '

l
|
!
61 AsIs A | < | ‘}

\

ROs w1ll need to change their organizational structure to fully xmplement BPR. Mergmg
divisions is a prereqursrte to transitioning to the BPR environment. The chart below ﬂlustrates the
progress of mergers in the field. This chart is based on reports provided by station management at

the end of February, as well as a series of follow-up phone calls. For purposes of the ehart a

station is considered merged if Adjudlcatron and VSD are organizationally and physically rherged,
and the former VBCs and VCEs have been cross trained and functlomng as case managers.|
l
As you can. see from the followmg chart, most statrons have made relatrvely llttle progress
in mergmg divisions: . _ : .

B MERGED (4) R
{

. |mMERGED N6 ,
mNI'I-S(B) |
EMERGEDN1YR {
(1 .. - h
.NERGE)N2YRS , o
“n: ) . f!

mMERGEDNMORE|| - N E

| T™AN2YRS(14) | | - S

anTNEGNG(4) - A

- |

!

!

|

|

Fzgure 6-1: Progress of Mergers at VBA Faczlmes
S (As of February 1997) L

By our count, only four stations (7%) have merged, whlle elghteen report that they will be

merged within one year. - This means that 61% of VBA’s ﬁeld stations are not close to mergmg,
with 32% reportmg that they will either take more than two years or have no plans to merge.
" (Note: It is likely. that these percentages are overly optimistic since many of the statlons we
contacted reported more progress than had actually taken place.) While many of these statlons
have begun blurring the lines between the divisions, they have not yet started the more demandmg
-work requrred for a ﬁ.l].l merger. - - ]

l
|
i
|
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!
i
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(

(

l
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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.)

Challenge: Workload - ' Challenge: Partnership Issues
. 3 . . .
40 5% - . 40 31 (65%)
30 - ‘ 30 - ) )
201 12 26%) ‘ ‘ 20, 1765%)
10 - 10 -
° , ~ 0+ . —

YES . NO YES NO

Challenge: Supervisory/ Mgmt . Challenge: Employee Buy-In

Resistance =~ .

) , 26 (64% ’
01 ey 381 316%
26 - 30 4
25 -
207 20 - .17 (35%)
15 9 15\_‘
10 10 -
6 1 6
ol MEE R 0+ -

YES NO . 4 " YES NO :
Challenge: Budget Issues . - Challenge: Physical Plant
5. 33(69%) Y R )

30 4 36 -

30

10 - 10

8 J s -
0 y ¥ n ° A .
YES NO o YES NO

Challenge: Phone System
36 (73%)

. Figure 6-2: Chdllénges in Corizpleting the Merger
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Of all the challenges mentioned, we believe that managing the workload will be ke)E' to the
success of the mergers. “The problem is 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

§
}
i
i
i

H

cases pending has risen by 19% ' l él
TOTAL C&P PENDING' - :
‘ I 10/4196 !
~ !
.5 100.000 200000300000 *f '
F:gure 6-3 Total C&P Pendmg il

56%: § .

2126/07 RN Tt

TOTAL C&P CLAIMS PENDING |
OVER 180 DAYS

10/4/96

o 1z.sook25mo 37,500

| Fzgure 6-4’ Total C&P Claims Pendzng Over 180 Days

~ The rise in the pending workload can be explained, in part, by an mcommg workload that
is 8% higher than the comparable ponod in FY96 and 7% hlgher than the comparable penod in

FY95.

l
. o g;
NATIONAL WORKLOAD 1'.0391473 !
RECEIVED INEPs
963,172 o
T
Figure 6-5: National Workload R?ceived in EPs S 3
(NOTE: EPs 095 and 295 were not counted until December 1996) i
@?
8 s :Iune I997
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If we weight the incoming work based on its degree of complexity using VBA’s standard
base year weights, the increase drops to 6% relative to the comparable periods in FY96 and
FY95.

1,534,288

NATIONAL WORKLOAD

10/96-2/97
RECEIVED AS POTENTIAL  1oss-205 1,444,199
WEIGBITED OUTPUT

1094-2195 1,452,049

0 . 600000 1200000 1,800,000

Figure 6-6: National Workload Received as Potential' Weighted Output

However, these comparable penods in FY95 and FY96 contam vanatlons in workload due
to a variety of factors including CO projects (EPs 690 and 692 in FY95, EP 150 in FY96), EVRs
not being mailed every year, etc. If we look at the trend of our incoming weighted workload in
our core work (core work is defined as all. ongmal claims - EPs 110, 010, 180, 140, 190, 160,
165) plus key reopened work (020 and 120)° ‘and key appeals work (172 070, 174) which is not
subject to as much variation, we get a dlﬁ‘erent pxcture of the trend of our incoming work.

NATIONAL CORE St 1077,105
WORKLOAD RECEIVED . san

AS POTENTIAL ' ’ e
WEIGHTED OUTPUT |

1,500,000

_Figure 6-7: National Core ‘Workload Received as Potential Weighted Qutput
. From this perspective, the core workload is up by 15% relative to the comparable period
in FY96 and 11% relative to the comparable period in FY95. We belneve that this is a better
indication of the workload challenge faced by VBA. ‘

While the workload has mcreased 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: : L
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#of FTE
|devotedto |

. Weighted

C&P work
in the field -

Incoming
Core Work

- the same time our workforce has reduced in size. Moreover a sxgmﬁcant reducnon in ovemme

atend of FY

'
i - ;

ol[foma2/85 | [1005-2/86) ____ [10/86 - 2/97] 1.

‘Figure. 6-8: F'IE' versuslncoming Wo}kFYs 95, 90?, 97 f
Clearly, our pendmg workload has risen in part because of an increase in incoming work at o

ﬁmds has also oontnbuted to this mtuatlon ‘ ; o f! L

The process of merging not only affects workload and claims prooessmg, but also
customer contacts. As shown below, VBA is already expenenomg problems in meetmg 1ts.’

’ customer semce standards for reoolvmg telephone calls P ‘ A
1 ) B . :1;‘ .
% OfCals o
; Abandoned . “ ‘. J
}i% PR
i
Figure 6-9: VBA Abandoned-Call Rate B
. ‘ 0
 Standard: < 10% calls abandoned -~ -
5&
+
, ? i
- y g}.
i
;1 /
A
{r
‘i
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Figure 6-1 0 VBA Blocked-Call Rate
Standard < 10% calls blocked
VBA must plan carefully orits performance in this area wxll detenorate

At the same time that our pendmg workload has mcreased and phone service has been
below standard, a number of stations have become heavily involved in merging divisions, This has
resulted in thousands of hours being redlrected away from claims processing/customer contact
into cross training. Several stations estimate that 8 minimum of 400 hours of classroom tra1mng is,
required.for VBCs to learn the VCE job, while at least 80 hours of classroom training is needed
for a' VCE to learn the VBC _]Ob (These figures 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 when you multlply these numbers statron-wxde or VBA-wrde the number of man-
hours required to successfully complete 58 mergers w111 be enormous

The challenge is even more complex than j just descnbed, since the goal is not only to
merge divisions, but to transit to three positions by the year 2002 (four if we count program
support clerks). Listed below is VBA’s stafﬁng profile as of the end of FY96 as well as a flow
chart showing how these employees will transit to the “To-Be” pOSIthIlS in FY02 '
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- on the resolution of the final ﬁmctlonahty of call dlstnbutlon centers. . - o

. 767

256

382

400 l

|

!

| ‘TOTAL 4,435 R . 2,955 3l
S Table 6-1: ptBAsS:cgﬁngPraﬁfeagafﬁYsW 1

NOTE: The number of VBC’s avmlable in the AsTs and 'I‘o Be is subject to change based

In essence, VBA must cross tram the above employees as it converts to the “To B state,
lose 1480 in the process, and contlnue to meet its workload demands gl

_In spite of severe budget cuts, the physmal plant and phones must be ﬁmded if we are to
physncally merge drvnsxons and be able to route calls to their proper location in the new VBA
envn'onment L - ‘ ,é

The fact that 65% of the statlons have concerns about employee buy-in is not sml'pnsmg,
since change is always difficult. However, we have heard a number of comments ﬁ'om within
VBA suggesting a perception that some hxgh—level individuals have not yet bought-in to mergmg
divisions either. This, coupled with the fact that 46% of the stations report supervxsory/
management resistance, indicates that employees are receiving mixed messages. | Unless

employees are convinced that VBA’s top managers strongly support our new direction, 1t will be -

difficult to get employees commitment. ;
if
l

i

3 The totals in this chart do not include 144 clerks in VSD, or 600 VBCs who perform non-C&P related tasks, the

" Field Section, or C&P Service. Additionaily, the numbers do not include VSDs in the Field Section or stafﬁng in

C&P Service in CO. i
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35% of the 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 relanonshlp wxll 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 of organizational knowledge regarding the
 best practices for merging divisions. . If we take advantage of our internal organizational expertise,
~ and plan the transition as one committed organization, 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 semce for our Adjudxcatlon and Veterans
Assistance workforce: « . ,
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VSD " VSD - clerk
VSD - contact rep
VSD - other

Group Summat;v
Personnel I)vpe. Adjudication

Development Clerk
~File Clerkk
A Program Clerk
Management Adj Off/Asst
' v ‘Sect/Unit Chief
Other Dictation/Transcript
Non-C&P .
Other-Authonzatlon
Other -Office of AO
Other - Rating
: ’ Board
Rating Staff ~ = Hearing Officer
. Rating Board -
Legal - E
Rating Board -
Medical
Rating Board -
) Trainee
VCE Sr VCE,
VCE
VCE - Trainee
Group Summary

Personnel Type: Veterans Benefits Counselors

50.06

48.03.

68.69
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44.54
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38.98
45.39
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As you can see, VBA’s workforce is aging with many employees becoming eligible to
retire within a few years. Moreover, the 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 vital skills and experience, while retaining its institutional memory. It also needs
to find a way to periodically bring in “new blood” in order to provide for new ideas and fresh
perspectlves See Appendix C-1 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 of servnce will have mproved sxgmﬁcantly and VBA wﬁl be
recognized as a world-class orgamzatlon

6.3 Transmon _

During the transition, we should rake advantage of all the organizational expertise that "we
have developed on merging. To this end, we contacted all the stations that have either merged
divisions or are cldse to merging dmsrons, and have put together a list of tips for merging

(Appendix E).

We recommwnd that thzs Izst be provzded to all stations. Since it would be 1rnpract1cal to
expect stations to hire consultants to help them plan the merger, we have also put together a list
of internal consultants (Appendix F) who could assist other stations in mergmg We recommenid
that each station be provided with the list of consultants and cons'zder usmg one or more of them
in the:r merger gﬁorts

As discussed earlier, VBA must ensure 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 transform our orgamzatlon from one that processes claims using an assembly line approach and
collaterally answers questions, to one that provides proactive world-class service to veterans. To
ensure buy-in, we must continue to educate our employees.. While the conference in Annapolis,
Maryland, was an excellent first step, we must continue to educate our leaders/managers on the
benefits of BPR, as well as on how to best implement its components. . To this end, we
recommend that a day be set aside at the next Director’s Conference where information can be
shared regarding the best pmctzces for mergmg dzvzszons and preparmg ihe ROs for the VBA of
. the future.

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 desrgnated as the responsible agent
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1
within VBA to oversee o these efforts.. We also recommend that a clearinghouse be estabhshed to

ensure that the mergers are con.s1antly bemg reviewed and information is bemg shared. - i
L II
overall area-wuie plan. ‘The area plans should address the concems identified in the “as
section, particularly the workload needs and funding requirements. They should also address the
phone conﬁguratlon, including how each station’s phone system will fit into our transition fto Call

Centers. . : . ?’E'

- 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 takmg place,
~ how it will improve service to veterans, and what the ramifications are for them. (Preferably, each
station plan should include visits to and/or from another station that has merged) If employees
are given information early enough in the process, they will know what’ s coming and be able to
plan accordingly. At the same time, management needs to involve their Union partners early and
often as our partners can make the experierice more positive for everyone. Since we are! all part
of a shrinking orgamzatlon, both management and our partners will need to be ﬁemble durmg the
process. . o _ ‘ : 52

The area plans should provide. for phased ‘mergers; otherwise, our fiendihg
- workload/customer contacts will qmckly go out of control; As discussed earlier, the amount of

time devoted to planning, preparing the organization for change cross training, and logxstlcs iis:

enormous. As an illustration, listed below is the approximate amount of classroom trammg (400
hours for VBCs and 80 hours for VCEs) that would be diverted away from ; claims
processing/customer contact. during | the next three years, assuming one third of the stations were
to merge each year (as opposed to the estxmated txmeframes reported by mdnvndual statlons in the
.survey)

_ j
1700, 1890 . I S .
- ' '“ " - [ wiAvailable B

1850 - : VCEVBC FTE - i
1600 . 190 .| | mAvallable .

i VCBVEC FTE i

. . Minus Cross !r

1860 - Yraining -
1500 - "
i

1stYr 2ndYr 3dYr . - ‘ii

’ . : g

Figure 6-11 : Impact of Cross T raining VCEs/VBCs )
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While the above chart indicates that approximately 40 FTE would be lost per year, it only
shows the time devoted to classroom training.- (As discussed earlier, these numbers may be
conservative.) If we then factor in time for preparing the organization for change plannmg,
logistics, on-the-job training, etc., the time unavailable to serve veterans is likely to rise

significantly. _ K

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 VBCs to learn how to process claims. As an interim measure, we recommend
that ‘a training package be tmmedzately 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 retirees separated with a voluntary
separate incentive payment (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 of this restriction. The HR Team
recommends that VBA request a waiver of this reemployment condition for the specific and time-
limited' purpose of retraining staff as-we transition to the BPR environment. '

- Due to the complexity of mergmg so many stations, as well as the potential impact on.
workload, we believe that each area’s merger plan could practically proceed as follows: ‘

AREA X

Statlon#l " Station#2 (m/b #1) Station#6 (m/b #2) Statlon#lo (m/d #6)
(already . Station#3 (m/b #1)  Station#7 (m/b #3)  Station#11 (m/b #7)
merged) Station#4 (m/b #1)  Station#8 (m/b #4)  Station#12 (m/b #8)

Station#5 (m/b #l) Station#9 (mv/b #5) . - Station #13 (m/b #9)

Fzgure 6-12: Area Merger Plan Procedure
(m/b= mentored by station)

NOTES:
1) 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 completed. Other elements such as planning, preparing the organization for
change, etc., should occur earlier. ‘
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3) As much cross training as possible should occur before normal phone business hours to
enable the RO to meet its customer contact demands. - r ‘l
4) Stations. who are undergomg mergers have the option of brokering work to statlons who
have completed mergers or- whose mergers will occur later Th1s includes redtrectmg :
phone calls dunng penods of intensive tralmng ‘ :
5) Funding should be budgeted each year by station’ 'to cover phone costs, physrcal plant
_changes, etc. :
, The above plan should goa long way to ensuring a relatlvely smooth transition. However
workload fluctuations, staffing unbalances natural disasters, etc., are bound to occur, As a result,
it is essential that the Areas secure a sufficient amount of overtrme through FY99 and beyond to
provide them with the needed flexibility to manage the workload throughout the transrtron

Assutmng that all of the above proceeds smoothly, we Stlll must transition 4435 employees
int6 2955 positions by the year 2002. Accordingly, let’s examine the impact of attntron on our
key positions through FY02.  Note that these projections are VBA-wrde and variations from the
projections are hkely on a station-by-station basis. _ ;

. 2000 g o o - i
1500_-\ . . 1

1000 | S | ;
' |

500  [—e—Predicted |
0 — ‘Target -

. !
1996 1998 2000 2002 |

Flgure 6-1 3 Attrmon Rate of Current VCEs/VBCs versus ”Target” Stqfﬁng LeveI Veterans
Serwce Representatzves (VSRs) ' it

* Ihese ﬁgures onIy mcIude VBCs cuﬂently mvoIved in C&P related tasks

1 989 VCEs/VBCs are projected to transrtron into l 150 positions. Factoring in mmoncd
attrition rates and projecting future retlrements we can expect to have an excessrfof 315
employees o _ o

i
|
!1
l
l

: l
l1
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Listed below is the projected attrition rate for current rating specialists who are expected
to transition to RVSRs: :

ot
. : — | —e—Predicted
500 -
e TaPGRL
0

1988 1988 2000 2002

Figure 6-14: Attrition Rate of Current Rating Specxalzst versus "Target" Stqﬁing Level ‘Rating
Veterans Service Representatives (RVSRS‘)

1,046 Rating SpecialiSté are ptojected to transition into 775 positions Factoring in
historical attrition rates and prolectmg future retu'ements 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

B $———¢ [——Predicted
0 Y T 3 Target
1998 1998 2000 2002

Figure 6-15: Attrition Rate of Currejzt Hearing Oﬂiéers'ver.sz:s "Target" Staffing Level - DROs

':“,g,?f g% TS
-198 (shortage)

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 staff up in this category.
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« Listed below is the projected attrition rate for all clerical positibnsi'

:

t

1000 , - [~e—Predicted] - - L
800 - - |——Target A
. ; i
001 0 ; I
400 - ’ ‘ i
2004 S S
0 —_— o
1996 1998 2000 2002 L = fi
y

Clerks )

-10 (shortage).

: 896 Clerks are pro_;ected to transmon into 382 posmons Factoring in historical attrmon
rates and pro_xectmg future retirements, we can expect to have a shortage of 10 employees.| f .
-
Llsted below is the projected attrition rate for the Oﬂice of the Adjudlcatlon Ofﬁcer' .

;’I
< |
500 - ) ' :g

) . Target o

4001 — W |

. . S ; i

300 , |

- 100 —~4&— Predicted :
0

. —_— -Target
1986 1988 2000 2002 .

!

thure 6-17: Attrition Rate of Office of the AO versus "Te arget" Staﬂing Level - Office of the AO

ne 1997

E5 -
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Listed below is a summary of the above projections:

VSR 1150 1465 | 5
RVSR 767 - 715 ~ 8

DRO 256 58 -198
CLERKS | 382 372 -10
OFFICE | | : S

OFAO | - 400 | 355 45
TOTAL 2955‘ 1R 3025 N 70 (excess)

Table 6-3 Summary of A tmtton Pro;ecnons

Projectmg attrition 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 RVSRs thus reducing the number of excess VSRs, etc.) However, g:ven the fact
that we are pmjectmg that about 2% of the employees will be excess, and recognizing that every
station does not experience attrition umformly, meaning that some stations will have a.
dlspropomonate number of excess employees, it is possible that small reductxon-m-force actions
may be requlred However, many of these actions can be avoided if we move excess employees
to different locatlons w1thm VBA such as Loan Semcmg Centers Call Centers, other dmsxons ‘
etc. : : . .

It should be understood that the above projections do not take mto account the positions
in C&P Service, 144 excess Clerks in VSD, and the consolidations in Loan Guaranty and
Insurance (168 employees aﬁ’ected) Finance, and HRM. While some of those excess employees -
will leave VBA over the next few years, lnmted staﬁing ﬂexxblhty in the C&P business line will
make it difficult to place many of these mdmduals in positions in tlus business line.

Unfortunately, the above projec’nons indicate that VBA will have little opportunity to
brmg in the “new blood” it clearly rcquxres

6.4 Key Employee Issues During Transition

Our employees will ultimately unplement and achieve the successes of BPR. Maintaining
faith with employees and maintaining trust with veterans must be the highest pnonty

. We must ﬁrst aclmowledge that the changes cnvnsxoned 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 opportunity for advancement, new skills, and challenges, management
must be mindful that the job the individual was hired to do and has done with success for 25 years -
will be gone.
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Prowdmg support for employees is essential to suceessful unplementatxon of any ,change ,

 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. |
T
' As employees transition to new positions, maximum ﬂexlblhty must be allowed in tralmng,
levels of achievement, and time allowed for completion of training. An employee must feel the
change and trammg are focused on achieving new goa.ls, rather than elumnatmg employees
!i .

As chscussed earliér, we recommend that a groz:p similar to.the HR Team momtor the
impact of BPR on our employees throughout the transition. The group would be charged with
monitoring national trends to ensure that we are taking every reasonable action (e.g. .,| setting
hiring - and reassignment policies, following the Career Transition Assnstance Programs if
necessary, etc.) to protect VBA’s most valuable asset, its employees. ﬁ

Obviously, intervening circumstances such as reduced funding or personnel cerlmgs may
aﬁ‘ect the ability of VBA to protect its employees. However, absent such occurrences an

-aggressive program as described above will ensure employee buy-m, Union assrstanee in the -

: tranmtlon, and demonstrate that we are an orgamzaoon dedxcated to carmg for i 1ts employees

Another challenge faced by V’BA is that of upward moblhty " The impact of Busmess
Process Reengineering will increase that level of challenge, since many employees in:: the
Adjudlcatlon and Veterans Services Divisions presently hold posmons wh:ch are not part of the

'z
Dunng the period of 1998-2002 apprommately 23% of our employees will be ellglble for
retirement. As discussed earlier, even assuming all employees eligible for retirement do retire and

assuming turnover rates continue as projected, there will be minimal opportunities to hire. .

Accordingly, we will have to look inward to help replenish our dwindling staff through an
effective upward mobility program Besides providing a supply of future VSRs, such a program

o PR L

i

et R0

will also enable VBA to maintain diversity in a shrinking workforce. This is essential, partlcularly e

when a substantial number of employee reductions are in the clerical area, traditionally an entry
level for many employees and an additional source for our cultural and racial dlversrty Our
challenge is to develop the skills and abilities of these employees so that a significant number of
them can move up within VBA and replace the employees who wrll be leavmg in the next few
years. - ) , o - , |

| ' '

‘Collaborative efforts with schools having different academic and vocational progral'ns will

support this objective. - For example, many years ago the Chicago RO, working with Lia Salle .

- Extension University, tailored a correspondence course titled, “Law for Adjudicators,”, which
provided basic information and training in administrative law. More recently, several oﬁees have
partnered with local colleges to help improve the basic readmg, writing, and mathematical skllls of
employees. The net effect of the above approach i is to- develop part of 'VBA’s next generatlon of
decision-making employees. .

. ”
L
o
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1
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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 different 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 uﬁward mobility pfdgram at each station in consultation with our
Union partners, by allowing employees to des:gnate themselves as willing to partzczpate in
programs for self improvement. ‘ . ~

Establish an employee tuition reimbursement plan (subject to availability of, ﬁmds‘) This
increases the number of employees 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 transfer to other agencies or
private industry should they prefer.

6.5 Conclusion

As VBA’s BPR plan is implemented, we can expect significant improvements in
performance. However, since the world will inevitably change, VBA .will need to evolve. We.
must contmually review:our human:resource management systems as our work processes, and
technical, structural, decision making, and information management systems change. Moreover,
we will eventually reach the point where our retirement rate wxll bnng us below oeﬂmg and we
must then aggressively bring in “new blood” .

World-class organizations constantly iznprqve in order to stuy ahead of the curve. If VBA -
can integrate this philosophy into its culture, we can build a great organization and maintain this
greatness for years to come.

6.6 Summary of Recommendatlons

1. We recommend that the attached list of “tips” on rnergmg ‘be provxded to all stations.

.2.. We recommend that each station be provided with the attached list of consultants and
" consider using one or more of them in their merger efforts.

3. We recommend that a day be set aside at the next Director’s Conference where
information can be shared about the best practices for merging divisions and preparing the
' ROs for the VBA of the future

4. We recommend that the four Area Ofﬁces be desngnated as the pomts thhm VBA to
oversee the merger efforts. .
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5. We recommend that a clearmghouse be established to ensure that the mergers are
constantly rewewed and information is shared.
[
6. As an interim measure, we recommend that a VSR training package be developed whlch
" will supplement the Central Area trammg package. ' !

7. We recommend that VBA pursue a waiver of buyout provisions to allow employment of
retires for the specrﬁc and tlme-lumtecl purpose of cross training staff. -~ 3;
*i
8. We reoormnend that a group sumlar to the HR | Team monitor the impact of BPR
throughout the transmon : 4

:i

9. We recommend developmg a plan by area or natronally to allow sharmg of opportumtles
for excess personnel at different facilities. Qualified excess employees at one 'facrhty

“should be given the opportumty for positions at another facﬂrty before external candrdates
are considered. ‘ : ‘ ;;
l . - . 1!

10. We recommend establishing a formal upward mobility program at each station in
consultation with our Union partners, by allowing émployees to desrgnate themselves as
willing to partrclpate in programs for self-mlprovement - ‘ !

‘ wl

11. We recommend estabhshmg an employee tuition rennbursement p!an This i mereases the -

. number of employees who can obtain higher education that is reasonably related to present
and anticipated job needs. This is also consistent with Career Transition Asststance Plan
(CTAP) and other programs to allow- employees to. transfer to other agencres or pnvate

industry should they prefer g ‘ . ¥

7. Conclusion - LR - e !
: L i

Implementmg the human resource component of BPR will be an enormous challenge for
VBA. It will require unprecedented organizational commitment, skillful planmng, and the support
of our partners and stakeholders. It will also require a high degree of flexibility and creatmty as
unexpected dlﬁicultles are bound to occur throughout the transrtron penod :
{r

The recommendations oontamed in this report prowde a good foundanon for reachmg our
goal. However, much remains to be done. Additional committees will- need to be formed
‘waivers will have to be submitted to OPM new pohcres wdl need to be 1ssued and detaﬂed
merger plans wdl have to be draﬁed ' : : ’ . ;

The work of the Board of Dlrectors for Trarmng and the C&P Operations and Employee '
Development and Training staffs are crucial since high quality short-term and long-term tramlng
plans must be developed and implemented according to schedule. If we are unable to provrde this
* support in a timely manner, it will be extremely difficult for us to successfully transmon our
organization to the new environment. | y

1
(
!
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The HR Team is confident that VBA will develop a comprehenswe 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 tmly world-

class. We are excited about the future and look forward to the coming years.
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