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APPENDIX A. POSITION DESCRIPTION 

At. Veterans Service Representative (VSR) , 
, 	 , 

The Veterans Service Representative (VSR) serves as t~e primary contact for the veteran 
and his/her represEntative or a,4vocate, and the decision maker for compensation and pension 
claims. The Vetenms Service Representative explains benefit programs and ,entitlement criteria, 
conducts interviews, identifies issues, gathers relevant evidence, adjudicates claims, may prepare 
and sign "simple" rating decisions for review and,approval by a RVSR, authorizes payments for 
cases that do not require rating decisions, and inputs data necessary to generate the award and ' 
notification letter to the veteran describing the decision and the reason for it. The Veterans 
Service Representa1tive possesses the knowledge and skills (affinned by certification) to perfonn a 
full range of4uties 'that include: ' 

1. 	 Conducting interviews in p~~n or by telephone with veterans, eligible individuals, 
representatives, and' advocates. The incumbent explains the full range of VA benefits and 
all related programs (including disability and death compensation and pension programs, 
education, vocational rehabilitation, and other related entitlements, small or disadvantaged 
business utillization, V A heatth' care, home loan guaranty program, life insurance, general 
Social $ecurity Administration benefit programs, federal and state laws relating to 
domestic relations, and federal, state, and local assistance programs). The VSR assists 
claimants wIth completion ofthe application and other foIlllS. 

'2. 	 Analyzing tbe cl~,'and'initia~g action'to obtain all required" eviden~ to support the 
claim or providing informAtion to claimants to secure their assistance in obtaining it The 
incumbent' :monitors 'the claim to eliminate wmecelisary delays in receiving needed 
evidence. " 

3. 	 Adjudicating' the' claim and authorizing the full payment of benefits I:lS enti~ed by law, ' 
where no lating decision is required. The Veterims Service Representative is fully 
accountable for proper analysis, appropriate development, and final authorization 
determinations; ,,The VSR may fiillydevelop, prepare, and sign "simple" rating decisions 

, for the revie:w and approval ofa RVSR 

4. 	 Utilizing electronic data processing (EDP) technology to input data, generate awards,. and 
correspond€nce informing the claimant aIld any representative/advocate of the decision 
and the basis for the action taken (e.g., award, termination, amendment, or disallowance). 

5. 	 Explaining "Ilfin8.l decision if a veteran expresses an indication of dissatisfaction with a 
determinati()n (filed in person, 'by telephone, or by mail). The VSR will explain the ' 
decision in Iquestion in' an effort to gain acceptance of the determination. The VSR will 

. also explain the post-d~ision review process.. 
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6. 	 Making administrative decisions and special determinations relating to qualifying ~litary 


service, character ofdischarge, domestic relations, homicide, presumed death, line 9f duty, 

or willful misconduct, corpus ofestate, and violations ofU.S. Penal Code. i: 


, , 	 I 

7. 	 Determining eligibility for clothing and automobi~e allowances, issuing the ce~ifiJate' for 

loan guaranty. Making determinations relative to VA hospitaliZation, outpatient 


, treatment,' 	 institutional or domiciliary care, and basic eligibility for v09ational 
rehabilitation.' 

Ii 
J,1. 

8. 	 Preparing correspondence to 'members of Congress and special interest groups on case 
• ' 	 "Iassignments. 	 ' ' . , , 
, " 	 It 

9. 	 Commtriucating with veterans 'and··representatives/advocates, employees of VA kedical 

centers, other ROs, Central Office, other federaJ/stateJlocal agencies, lending insti~tions, 

and educational institUtions in support ofefforts to assist veterans. ! 


10. Authodzing' the work of V8Rs who are in transition' to the' full performan~ level; 

mentaring and training other Veterans Service Representatives' and actively partiCipating' 


, I 


in meetings. ' , I' 


. 
".i.. 

11. Serving as a member ofthe Committee,on Waivers and Compromises, as assigned.! 
: .;-;";~ 

\1 ~~\. 

IIKnowledge Required By The Position: 
,! .~ 

,Knowledge of, ,Veterans BenefitS Administration's philosophy,,' objectives, id,entified 
outcomes,and the provisioris of all laws administered by the Department ofVeterans·Affarrs and .:~., ' ~; 

their relationship to other related programs.· ' . 
, 	 .~, 

~ .,;I 

, Broad and detailed knowledge offederal laws pertaining to compensation'and pens~on and .:',. 

'. -',VA regulationS and, 'proCedures, which implement these laws including' M2I-I and M27-1, to 

·accurately adjudicate and authorize chums. . ': 


, qeneral knowledge ofother re~ted benefits; i.e., ~ducation,' vocational reluibilitati~n, loan 

guaranty, life insurance, and V A health care, as 'well as related programS including small or 

disadvantaged business utilization, general Social Security Administration benefit prognujts, and ' 

other federal, state, and local pro~s that affect veterans to offer counseling about :Ibenefit 

options'ayailable to veterans or eligible individuals. 'ii 


:f 

Knowledge of electronic data processing (BOP) systems including benefits delivery 

network (BON) and its successor (VETSNET), W ANGIMS Exchange, and PC-based programs 

to utilize rules-based claims processing, monitoring, and correspondence preparation. ;i 


'[ 

, Knowledge ofstate laws involving dependency status, social services programs, M~icaid, 

special income-based local, state, and federal programs. .,' ' , :: 


, 	 "·1 

, 
'I

'i 
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Knowledge of the Privacy Act and Freedom of Information Act requirements for release 
ofinformation to re:questers. ' 

, 
General knowledge of legal opinions from the Court of Veterans' Appeals (COVA), the 

Board of Veterans' Appeals (BVA), and state and federal courts having a relationship to V A 
programs. 

Lay medir,aI knowledge to include anatomy, sufficient to facilitate sound 
adjudicative/award and "simple" rating decisions. 

Skill in conducting professional i~terviews that yield the necessary data essential to make a 
proper decision on a claim, provide correct benefit information to claimants, and foster a positive 
relationship betwee:n the veteran and representative/advocate and VSR. ' 

Skill in Writ1ten communication to inform claimants ofevidence requirements, the decision, 
the reason and bases for it, and appellate rights. 

Ability to evaluate evidence and allegations and' draw sound conclusions. 

Ability to work in a team environment. 

Supervisory Controls: ' 

Duties and work assignments are performed under the general supervision ofthe Veterans 
Service Center M8iU1ger~ Assistain Maliager, or qther supervisory official.' Day-io.:.(fay tecIudcaV 
administrative' gUidance is available from 'a ,SupervisOry:YSR or Team Leader/Coach. ,The 
Veterans Service RepreseIltJltive worlcsind¢pendently ,to manage claims" workload,' using 
judgment, guidelin(~' an4EPP~$Upport· technology. The Veterans' Service Representative 'has 
final signatory authoritY:, to award, terminate, amend, or disallow benefits on 8ll claims to include 
diffiCult and cOmple;x cases, wtlen a rating decision is not' reqUired. . 

Guidelines: : 

Guidelines ilnclude laws and. supporting regulations,' agency policies, EDP rules-based 
technology, procedural requirements of the various social insurance and special and supplemental 
security income prclgrams. TheSe guides are numeroUs, extensive, and complex. The incumbent 
must decide betw4~ alternative guidelines and must interpret applicable provisions. The 
Veterans Service Representative must exercise a high degree of independent judgment, skill, and 
initiative in adapting guidelines and procedures to individual case circumstances. 

Complexity: 

The work requires a comprehensive and thorough knowledge base to explain programs, 
elicit claims, detemlline initial and continuing disability benefits, and the reconsideration of initial 
and post-entitlement decisions. The Veterans Service Representative analyzes substantive issues 
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. , 
". I 

or procedural matters in each case 'ranging from routine to complex, in order to' d~ermine 
required action. The Veterans Service' Representative weighs all relevant factors '\against . 
controlling policies and regulations in order to reach a sound conclusion. The Veterans 'Service 
Representative makes final determinations on all claims which do not require a rating decisi1on. 
'. . I) 

Scope And Effect: 
II 

'1\ 

The work is vital to the processes through which the agency directly informs and' serves 
the public. Conclusions reached and the decisions made are normally binding on both the~agency 
. and the claimant. The decisions by the Veterans Service Representative can result in! award 
decisions involving the expenditure of large sums of money or denials which can have major 
adverse consequences for an ·applicant. They may also affect the applicant's eligibility for 
Medicaid protection, social services, food stamps, and other forms ofincOme assistance. 

Personal Contacts: 
'i 

Areas. of program coverage are general and all segments of the general public lnay be 
encountered as potential v~eran applicants, beneficiaries,' and. designated represe~~tives. 
Contacts are made with other' agencies and institutions providing other payments and s~rvices. 
Personal and telephone contacts also occur with other VA employees, other gov~mment 
employees, and congressional affairs staff.:";;i.- :'1": . 

"t 

PuIpose OfContacts: ... ~ . ,,:::: 
. ~! .~: 

. . . I 

Contacts with veteians or advocates/representatives are made to explain the prognlms. and 
to elicit information upon which entitlement, post-entitlement, and reconsideration decisionS are 
made.. Contacts with other agencies . aDd institutions may htvolve negotiating" to:;. obtain 
information or to' represent a clainUmt's needs 'or rights to payment or Services.. "Muc~! of the 
eligibility information is acquired through interviews conducted which may involve probing of 
very personal anellor sensitive situations. The Veterans ServiCe Representative must also 'be able 
to Satisfactorily explain complex rules and requirements to individuals who· may be hostile, 

. uncooperative, antagonistic, fearful, concealing information, mentally ill, and possibly dangerous. 
The Veterans Service Representative must control the interview and keep . it on t~k to 
orchestrate the desired objective. 

Physical Demands: 

I 

. The work normally involves mental rather than physical' exertion, . The work'isiimoStly 
sedentary. . 

Work Environment: 

Most work is performed under common business office conditions at the RO. Occasio~y, an. 
applicant· or caller may become upset, unruly, or threatening. In these eases, the incumb~t must 
exercise good judgment and professional demeanor in attempting to calm the situation. 

.. 

!. 
. ''Y. 

~:.:~~ 

., ""\,

:' . ;~~~ 

,'" ~'. 
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PosmON EVALUATION REPORT 

Classification Title, Series, and Grade: 	 Veterans Claims Examiner, GS-996-11 


(Currently allowed by the system) 


Organizational Titl~:: 	 Veterans Service Representative, GS-996-11 

Organization: 	 Department ofVeterans Affairs, Veterans Benefits 

Administration, RO, Veterans' Service 

Center 

Position No.: 	 (Locally assigned) 

Standards Used: 	 Social Insurance Administration Series, GS~1 05 


Contact RepresentativeSeries, GS-962 

Veterans Claims Examining Series, GS~996 


Bacla!roun.!!: In .1996;· Veterans Benefits Administration's· (VBA's) Business Process 
Reengineering (BPiR.) team identified a new vision for claims processing. One of the fundamental 
changes calls for redesigned .. core processes perfonned by a single Veterans· Seryice 
·Representative (VSR). This position ciescription the enhaitced duties and responsibilities under 
the newly designed processes. ' . 	 '. 

Introducti.!!p The VSR position replaces present VBA positions ofclaimSlDeVeiopment 
Clerk, ContaCt Representative (Veterans BenefitsCounselor), VeteransClahns Examiner, Senior 
Veterans ClaimS Examiner, and Rating Technician/Analyst .. The VSR will have. ownership of 
each claim to which he or she is, assigned, forge a partnership with the. veteran and hislher 
advocate, arid be 'iLcCoun~le for his or. her decisions and actions. This position description is 
intended as Ii benchmark 'position description to·be used VBA:-wide on full implementation of the 
BPR vision. 

Title And Series Determination: The Series identified above were considered to 
determine the pro]per title and series for the position under review. The primary purpose for 
which the position. ~sts· is t~ explain benefit programs and, entitlement criteria, conduct 
interviews, identify issues, gather evidence, adjudicate the claim and authorize payments for cases 
that do not requir,e rating 'decisions (most claims involving rating decisions are transferred to a 
,RVSR), or prepare: and sign "simple" rating decisions for review and approval by a RVSR These 
duties are contained in ~9th the Veterans Claims Examining, GS-996 and Contact Representative, 
GS-962 Series. The GS~105 Series· includes positions that involve managing, supervising,. or 
performing work c:oncemed with the administration or operation 'of national social insurance and 
needs-based. beneHt programs similar 'to those found in VA Sound classification principles 
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require that a position be classified to, the 'series which is most closely related to the work~vered 

by an occupational series, While the type of duties and responsibilities under the GS-IOS Series 

closely align to those required by a VSR, the existence of the Veterans Claims Examinin~ Series, 

GS-996 and Contact Representative Series,' GS-962, albeit outdated '(1963 and 1971), preclude 

assignment to the GS-IOS Series. The qualifications required for claims examining are mtlterially 

higher than those required for pe~n8I and public contact work; therefore, the GS-996 S,er,ies was 

determined to be the proper series for classification' purposes. Currently, the record' keeping 

system 'is programined to record the title Veterans Claims Examiner for this Series. The BPR 

Team identified the title for the enhanced position as Veterans Service Representative; therefore, 

a new title will be required in the personnel and payroll recordkeeping system :(pAID­

OLDFlP A YVA). This, position is detennined to be properly titled and assigned: Veterans 

Service Representative (VSR), GS-996, ' ;1 


I, 

" " 
Grade Detennination:The position description was written in the Fa-ctor Ev81uation 

, System (FES) format becaUse this fonnat includes sufficient information to allow classificanon of 
a position using either a narrative or FES standard. The narrative Vetetans Claims Exami~g and 
Contact Representative Series will be used to determine grade. As well, grade determination will 
be validated by cross-reference to the 1993 Social 'Insurance Administration Series, erS-IOS, 
which describes types ofduties'an~ reSponsibilities that closely correlate' to the workofa YiSR 

, Veterans Claims Examining and Contact Representative Series: Both these n~tive 

format Series utilize two factors: Nature of Claims/Contacts and Authority Vested or ~vehoi 

Responsibility to determine grade. ' ,,' , ' ' ,' ,\, 


" .... 
" As 'described; the' VSR positioniIicludes claims processing duties arid responsibiliq.es .tnat 

clearly match the nature of work descriptioris' at the GS-I i leveL" At this leVe~' V~ are 
expected to adjudicate and authoriie the full range ofclaims involving unusually complex or novel 

'~" 
.fI'issues (e.g., character of discharge, domestic relations, homicide, presumed death, line of duty, 

willful miscondUct; and violations ofU.S. Penal' Code). Additionally, the VSR authot;izes the full 
payment of benefits 'as entitled by law, where no rating decision is required. The VSR may also 

,. . I. •..,' 

prepare and sign "simple" ratings for review and approval by a RVSR This level ofauthoQty also 
aligns with the standard at the' GS-II level. 'The .GS-9 level in the standard w~ reviewed; 
however, ' it was determined to be inappropriate becaUse payment, of benefits ba¥<l on 
adjudication typically occurs only after technical review and approval of the determinatio~ by an 
authorizer. The VSR's authority as' outlined in the position description clearly exceeds th~ GS-9 

'authority level in the standard. ;' 

: The VSR,'s responsibility for personal contacts with the veteran and hiS/her, advotkte or 
representative take on increased importance for redesigned claims processing. The VS~ must 

, possesS a comprehensive knowledge base to provide correct benefit information to c1aitnarl.ts and 
possess professional interviewing skills that can focus issues to yield the necessary data to D,lake a 
proper decision on a claim. ,At the GS-9jp'ade level the incumbent provides information 'bn the 
,full range of benefits, and related programs and is ,responsible' for other benefit coordipation 
contacts. This accurately describes the p.ature of contacts envisioned for the VSR The level of 
responsibility assigned the VSR is equivalent to the description attheGS-9 level h1 the Contact 
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Representative Standard. At this leve~. in addition to possessing knowledge and understanding of 
his or her own agency goals and identified outcomes, the VSR must be knowledgeable of other 
related agency operations and programs that facilitate effective claims development and that may 
provide additional reSources for a claimant. Key to the reengineered claims process is the 
personal contact msponsibilities which must focus issues, inform claimants of evidence 
requirements, the decision, the reason and bases for it, and appellate rights. 

The claims examining component ofthis position was evaluated at the OS-II level and the 
personal and public ,contact component at the OS-91evel. While both are equally important for 
the VSR, the claims examining component represents the primary work and the paramount 
qualifications requimd to hold this position and, consequently, is grade controlling. Therefore, 
evaluation using the 1963 claims examining and 1971 contact representative. narrative standards, 
r~sults in a tentative grade ofOS-II. . 

As.not~ ab4JVe, the Social Insurance Administration· Series, OS-lOS, dated April 1996, 
desCribes duties. responsibilities, knowledge. and abilities that closely parallel those required of a 
VS~ A Cro~-Com,lparison will be accomplished to . validate the tentative grade detennination 
reached by use of the narrative standards above. Factor Evaluation System point assigiunent.and 
narrative comments foUo.w: . . 

Evaluation Points Standards 
.. Factors. Assign~ Used Comments 

1. 	KnowledgeRequired 
by the Position 1250 FLD 1-7 See Below 

2. 	 SuperVisory.Controls 450 FLD2-4 See Below 

3. 	Guidelines 275 FLD 3-3 
.. 

See Below 

4. 	Complexity 225 FLD4-4 See Below 

5. 	 Scope and Effect ISO FLO 5-3 See Below 

6. 	 Personal ContaCfts 75 FLD2 See Below· 

7. 	Purpose ofContacts . FLDb 

S. 	 Physical Dewels . 5 FLDS-l 

9.· Work Environment 	 FLD 9-1 

Total Points Assigned 2435 

Grade Conversion GS-l1 
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Factor 1 - Knowledge Required by the Position: Factor Level Description (FLD) 1-7 is assigned. 
FLD 1-6 was not selected, because at this level, while the incumbent is comprehensively :\ 
knowledgeable oflaws, regulations, policies, and procedures to adjudicate entitlement to benefits 
and related programs, he or she is ,not responsible for the approval or authorization ofbenefits. , 
As well, FLD 1-8 was not selected, because at that level, the incumbent is the recognized ;' 
technical expert who resolves issues ofdissatisfaction involving claimants and/or their advoeates 

I 

or representatives. While the VSR is expected to provide complete information concerning;'the 
adjudication and or approval ora claini for benefits to gain acceptance ofthe deci~ion, he Orl she is 
not the final authority for resolving issues ofdissatisfaction. FLD' 1-7 accurately refleetsthe 
knowledge, skills, and level ofresponsibility for both adjudication and authorization expectt¥l of 
the VSR. Po~ts assigned == 1250 ' , ,: 

\;' 
, " 

Factor 2 - Supervisory Controls: FLD 2-4 is assigned. This factor provides only two' 
possibilities 2-3 and 2-4~ At both levels, the supervisor sets the overall objectives andemp10yees 
independently carry out designated assignments. At FLO 2-3, the incumbent determines b~nefits 
eligibility and entitlement, develops evidence, and "prepares justifications" for award, t~tion, 
amendment, or disallowance; however, the incumbent is not responsible' for authorization 'or 
approval. . FLD 2-4, 'describesc1aims 'processing that more appropriately aligns •wit~ that., 
envisioned for the VSR. Claims go directly to the VSR, the VSR plans' and Carries out 
assignments, determines the methods and contacts, and the VSR independently approYes. Qr 
authorizes claims not involving a rating decision. Also, at FLD 2-4, work products rqay be.' ' 
sampled to discern trends and effectiveness in meeting organizational goals. This is cOnSistent 
with the process envisioned for certification' and recertification for the full performance level VSR 
position. Points assigned =450. ;: 

Factor 3 - Guidelines: 'FLD3-3 is assigned. The other available FLO 3-4 is'; more 
appropriately assigned to ~e'"exp~t1?' who must interpret guidelines that' are broadly :~tated 
and/or who resolves reconsid~ra~ons or notices ofdissatisfaction. Points assigned =27S.: 

.' 
" 

Factor 4 - Complexity: FLD. 4-4 is assigned. Factor 4.;.3 was considered but not assigned, , 
because it indicates that the work is relatively straightforward and consists of'exarhining 
documentation, evaluating ifall requirements are satisfied, determining entitlement, and arriving at 
a decision concerning the types and amount of benefits that are applicable. Some of the VSR' s 
work may be straightforward, but it alSo involves features that complicate the work including 
unusual circumstances or events in the lives ofclaimants whichcan be problematic. The degk-ee of 
Complexity found in the subject description is consistent with the narrative at FLD 4-4. At this 
level, work includes gathering and assessing conflicting information, identifying issues,sorting out 
the elements contributing to complications, and arriving at decisions that resolve problems.: FLD 
4-5 was not considered as it more appropriately deals with overlooked issues and innoVative 
analyses to resolve disputes .. This is not the role ofthe VSR. Points assigned = 225., ~ 

:: 
, . '! 

Factor 5 - Scope and Effect: FLD 5-3 is assigned. At this leve~ the purpose of theiwork 
is to analyze, evaluate, adjudicate and/or authorize cases; and prepare and Sign "simple" 'tatipg 
decisions for review and approv~ using established criteria. Decisions result in detem,uning 

'\ 
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entitlement and granting, tenrunating, amending, or denying benefits. This is consistent with the 
purpose and impact lofthe VSR's work. FLD 5-4 was judged inappropriate because at this level 
the work involves resolving cases that exclusively contain unusual issues or situations similar to 
duties involved with rating activity. Points assigned =150. 

Factor 6 and 7 - Personal Contacts and· Purpose of Contacts: Factor 2b is assigned. 
Contacts are with employees of the agency; veterans, their advocates, representatives, physicians, 
attorneys; and federl!~, state, localgovemment employees. At this level, the purpose ofcontacts is 
to questioJl individuals in order to obtain infonnation to make decisions on claims and counsel 
them on acCeptable:· kinds and sources of evidence to support· claims. Employees clarify 
confliCting information through probing interviews to detennine the validity of statements and 
evidence. Although the goals o,fthe persons contacted are essentially similar to those 9f the VSR, 
the contacts may be<:ome less cooperative or confrontational when. information or a detennination 
is in question. Poin~s assigned=· 75.. 

. Factors 8 and 9 - Physical Demands and Work Environment: Only one FLO is possible -, 
FLO 8-l~and 9-1, respectively. . . . . . . 

Condusion: Evaluatiortsunder both the narrative and PES formats resulted in a grade 
level determination of CiS-II. This position is detennined to. be properly classified as· Veterans 
Service Representatnve, OS-996-ll. . . . 
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Al. Rating Veterans Service Representative (RVSR) 

. The Ratirig Vetenins Service Representative (VSR) serves as a specialist· and d~ision 
maker for claims involving rating issues. Working in concert with the team VSR, the RVS~ may 
receive cases developed by the VSR by'transfer or directly by assignment. As needed, the Rating 
VSR will contact the veteran and his/her representative or advocate' to clarifY or explain benefit 
programs and entitlement criteria, cOnduct interviews, identify issues, gather relevant evidence, 
adjudicate claims .by application of the' rating schedule and approve payments, and input data 
necessary to generate the award and notification letter to the veteran eXplaining the decisi~n and 
the reasons and bases for it. The RVSR possesses' the knowledge and skills (~ed. by· 
certification) to perform'a full range ofduties that include: . '. . I, .' 

" 
" 

, 1. 	 As required by circuinstances ofeach case, the Rating VSR conducts interviews in person 

or b~ telephone with veterans, eligible individuals, representatives, and advocates to ,pbtain . 

or cla.ri1Y information. The Rating VSR explains the full range' ofVA benefits disability 

compensation, pension, dependency·' and indemnity. compenstltion. As deteDnined 

necessary, the Rating VSR ·mayprovide general benefit and' entitlement 'inforiitation 

concerning VA health care, prosthetic appliances, vocational rehabilitation, education, and 

home loan guaranty prograIl\ life insurance, general Social Security Administration Denefit 

programs; 'federal and state laws relating to domestic relationS, and federal, state, and local 


. assistance programs. " . 	 .( 

2. 	 The Rating VSR analyzes claims to determine: 
~ ... ' ' ", .{, 	 "0IJ; 

a. 	 ifdiseases and injuries were htcuiTed in or aggravated by the military service in die line 

of duty for purposes of compensation, hospital and outpatient treatment, proSthetic 

appliances, vocational training, and related employment and· compensation benefits 

such as eligibility to monthly allowance for children with spina.bifida. ,As need~, the 

RVSR obtains all required evidence to support the claim or provides informa~on to 


. 	claimants to secure their assistance in obtaining it. The incumbent monitors the"claim 
. to e~te unnecessary delays in receiving needed evidence. .:: 

. b. if cla.im8nt's disability was incurred in the line. of duty or due to individual willful 

. misconduct or vicious habits for purposes of compensation, dependency,: and 


i:ndemnity compensation, or pension. 


c. 	 a need for examination, reexamination,. and hospitalization for observatio~ and 

evaluation o( veterans and their dependents and the type of such examination or 

reexamination. . ' 


d: 	 competency of veterans, their dependents, and beneficiaries, and the permanent 

incapacity of children, spouse or surviving spouse, for self-support as w~ll as 

testamentary capacity for insurance purposes. 
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e. 	 eligibility for various other benefits and purposes such as unemployment, civil 'service 
preferenoe, burial allowance benefits, appointment to a service academy, housing 
prefer~noe, death gratuity entitlement; educational assistanCe under Chapter 35, 
discharge of liability for educational loan, extended delimiting dates, and length of 
service requirements. 

, S. 	 The RVSR determines serviee-connection, percentage' of disability, permanent and total 
disability, and entitlement to compensation, pensio~ and vocational training" medical and 
dental treatment, automobiles or other conveyances, specially adapted housing,' and ' 

, in$urance. 

6. 	 The' RVSR 'assures proper application of the rating schedule' and other' applicable 
instructionS, and he or she is fully aocountable for proper analysis, 'appropriate' 
development" an9 final rating ~eterm.fuati()ns. , ' 

, 7., The RVSR utilizeS electronic data processing (EDP) technology,to obtain evidence and/or 
generate' aWIU"ds and notification letters fuformfug the VSR or the ,claimant and any 
representative/advoca~e of the decision, the reason and bases for the action taken (e.g., 
award, termillation, amendment" or disallowance), and appellate rights.

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

8. 	 Ifa veteran ElXpresses an iDdication ofdissatisfitction with a determination (filed in person, 
,by te1ephone,or by mail),. the RVSR Will' provide' consultative advice and assistance as 
requested by the assigned VSR ortheDRO to facilitate efforts ~o provide a full and 
comprehensh~e 'explanation of the 'decision 'in ,question and ,gain' acceptance of ~e 
determinatiOlrl. ' 

9. 	 TheRVS~ :may preparecorresp~ndence to members of Congress and special interest 
groups on caSe assignments.' , 

10. The inCuQ1bc~nt communicates with VSRs and other employees in the RO, employeeS of 
VA medical centers~ and'other ROs. ' AS required, the RVSR communicates with veterans 
and representaqvesladvocates, Ce,ntral Oflice, ,and other federallstatellocal, agencies, in 
support ofefforts to assist veterans: ' ' ' , , 

'11. The RVSR mentors Veterans Service Representatives and actively participates in 
meetings. 

12. The RVSR provides orientation, and trainiilg to medical personnel who conduct 
,compensatiori and pension examinations. 

13. With certification and delegation, the RVSR may serve as a alternate DRO. 
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Knowiedge Required By The Position: 
. :i 

" 

Knowledge of Veterans Benefits Administration's. philosophy, objecti~es, idehtified· 
outcomes, and the provisions of8.ll1aws administered by the OepartmentofVeterans Affairs ,and 
their relationship to other related programs. ' 

. Broad and detailed knowledge of federal laws pertaining to compensation, pensiob, and 
VA regulations and procedures which. implement, these laws to accurately adjudicat~ and 
authorize claims. . ' , :i 

\ , 

Broad and detailed knowledge ofVA's Schedule for Rating Disabilities which contSins 15 
body ,systems" innumerable disabilities, and percentage evaluations for disabilities, to accurately 
decide rating issues. . '. " 

General knowledge of other related benefits;' i.e., education, ~ocatioOaI rehabilitatio~ loan 
guaranty, life insuranCe, and VA health care, as well as related programs inclu4ing general ~ocial 

. Security Administration benefit programs; and other federal, state, and local' programs, :which 
affect veterans or eligible individuals tooffe{couoSeling about benefit options available. . :: 

, f~' 

. Knowledge of BOP systemS includiitgbenefits delivery networlc (BON) and its successor 
, (VETSNET),.W ANGIMS Excrumge,and PC-baSed programs to utilize rules-based rating, ql~mS, . 
processing, monitoring, and .correspondence preparation. . '::. 

, .. " 

Knowledge ofState laws involving dependency status, social servlces programs, M~icaid, 
special income-based local, state, 8lld federat programs.' . :1 ~.' I .~. 

. Knowledge of the Privacy Act and Freedom of Information ·Act requirements for r~ease . 
of information to requesters. '. '.:' . "; 

. " . '.' I . 

, Knowledge oflegal opinions from the Court ofVeterans' Appeals (COVA), the Board of 
Veterans' Appeals (BVA), and state and federal courts haVing a relationship toVA pro~. 

"I. 
". '1\ 

Lay medic8land pharmacology' knowledge sufficient to facilitate sound adjudicative, 
rating, and award decisions. .This knowledge should include major disabilitieS which can 'affect . 
body systemS, knowledge of disease proceSses'including .the probability of cure or treatmenl the 
impact ofdisabilities on social and industrial activities ofdaily living. . . . : 

Interpersonal skills to CQordinate with VSRs·and the ORO and, as necessary, to cobduct 
interviews, that yield the necessary data essential to make a proper decision on a claim, ·provide 
correct benefit information to claimants,' and foster a positive relationship between the veterah and 
representative/advocate and the RVSR. . .. " 

, 

Skill in written communication to inform cl8iman~ and· colleagues of evidence 
requirements, the decision, the reason and, bases for it, and appellate rights.. 

A-12 June 1997 
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Ability to review facts, evidence, and allegations to draw sound conclusions. 

Ability to wOirk in a team envirorunent. 

Sup~rvisory Controls: 

Duties and work assignments are performed under the general supervision ofthe Veterans.· 
Service Center Marul8er, Assistant Manager, or other supervisory official. Day-to-day technical. 
guidance is ~vailable from the Supervisory VSR, Team Leader/Coach or "Master" RVSR The 

. RVSR works independently to. manage claims workload using judgment, guidelines,· and EDP· 
support technology. The RVSR has final signatory authority to· rate and award, terminate, amend, 
or disaJIow benefits (In all claims. 

. Guidelines: 

.Guidelines include laws· and supporting regulations, agencY policies, the rating schedule, 
EDP Olles-based teelmology, proced,ural requirements of the various social insurance, and special 

. and supplemental security income programs. These guides are numerous, extensive, and compleX.· 
The incumbent· must decide betWeen alternative guidelines and must interpret· applicable· 
provisions. The RVSR must exercise a high degree ofindependent judgment, skill, arid initiative 
in adaPting guidelines and procedures to individual case circumstances. . 

Complexity: 
I 

·The work requires a comprehensive and thorough knowledge base to explaiD programs, 
elicit claim information, determine initial and continuing disability benefits, and the reconsideration 
of.ini~ 8,Ild post-entitlement decisions.. The RVSR analyzes lega~ industrial, and occupational 
factors present in a c~laim to det~rminethe value of medical and other evidence and its relevance 
to the perso~, occupatioilal, and educational background of the claimant. . The RVSR analyzes 
substantive issues or·procedural matters· in each case ranging from routirie to complex, in order to 
determine required action and arrive at a rating decision.. The RVSR weighs all relevant factors 
against controlling p'Jlicies and regulations in order to reach a sound conclusion. 

Scope And Effect: 
.,1 

The work is vital to the processes through which the agency directly informs and serves 
the public ... Conclusions reached and the decisions made are normally binding on both the agency 
and the claimant. The decisions by the RVSR can result in award decisions involving the 
expenditure of large sums ofmoney or denials which can have major adverse consequences for an 
applicant. They may also affect the applicant's eligibility for Medicaid protection, social services, 
food stamps, and other forms of income assistance.. The RVSR makes final determinations 
binding on the agenc:y on all rating issues.. 

A-13 June 1997 
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~ i 

Personal Contacts: 	 il 
'/
I 
:/ 

Areas of program coverage are general and all segmeilts of the general public ~ay be 
encountered as potential veteran applicants, beneficiaries, and designated representatives. 
Contacts are made with other agencies and institutions providing' other payments and services. 
Personal and telephone contacts occur with claimants, their families and representatives, other VA 
employees, and o~her government employees. ' 

" 

' i; 
I 

Ii 
! 

, PuIpose Of Contacts: , 	 ii 

'. ',' 	 '," j: 
Contacts with individuals are made to explain the programs and to elicit information upon 

which entitlement, post-entitlement, and reconsideration decisions are made. 'Contacts witlj other, 
agencies and institutions may involve negotiating to obtain information or to repre,Sent a 
claimant's needs or rights to payment or services. Much of the eligibility information is aCquired 
through interviews conducted which may involve: probing of very personal and/or sepgitive 
situations., The RVSR must· also ,be' able to satisfactorily discuss rating d~isions' and explain 
complex rules and requirements to individuals who' may be hostile, uncooperative, antagO,nistic, 
fearfu~ concealing information, mentally ill, and possibly dangerous., The RVSR,must control the 
intervieW and keep it on track to orchestratetlle ,desired objective. :l ' 

.. 'Physical Demands: 	
'" 

The work normally involves mental rather than physical exertion. The work is ~O~tly 
sedentary. , c~'" 

.. WorkEnvironment: 

Most work is performed under, common business office conditions at ,th~ RO. 
Occasionally, 'a ~laimant.or c8Uer may become upset,.unruly, or threatening. In these cas~s, the 
incumbent 'must exercise good judgment. arid prof~sional demeanor in attempting to ~ the 
situation. '., . , . , ,r'II

'. 	 ,..
'I 

• • j Or 

)\POSITION EVALUATION .REPORT . i1 

Classification Title, Series, and Grade: 	 Veterans Claims Examiner, GS-996-12 
(Currently allowed by the system) 

il 

'\ 
'I 

Organizational Title: 	 Rating Veterans Service Representative, 
GS-996-12 

Organization: Department ofVeterans Affairs, 
Veterans Benefits Administration, 

'RO, Veterans Service Center 

Position No.: 	 (Locally assigned) 

I; 
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Standards Used: Social Insurance Administration Series, GS:-IOS 

, Contact Representative Series, GS-962 

,Veterans Claims Examiner Series, GS-996 


Background: In 1996, Veterans Benefits Administration's (VBA's) Business Process 
Reengineering (BPR) team identified a new vision for claims processing. One ofthe fundamental 
changes' calls for redesigned core processes performed. by . a . Rating ,Veterans Service 
Representative (VSR)~ The·position desCription under review encompasses the enhanced duties . 
and responsibilities to be performed under the newly designed processes. 

'Introductiolll: The RVSR position replaces the present position of Veterans Claims 
Examiner (Rating Board) and ~ting Sp~ialist. The RVSR will b8.ve ()wnershipof each claim' . 
received bytraDsfer ftoma VSR, or byassignnlent;as required, forges a partnership with the 
veteran and, hiSlher advocate, and is accolJIltable for his or' her decisions and actions. This 
position des~ription Is intend,ed as at benctunark position description to be used VBA-wide on full 
implementation oftbe BPR ~ion.' , , . 

Tide And Series Determination: The Senes identified above were considered: to 
determine the proper title and Series for the position under review.. The prinwy purpose for 
which the position exists is to render, determinatio~, on claims involving medical issues. In· 
carrying out this responsibility~ th~ Ry'SR may expl~,benefit programs"and entitlement criteria, 
conduct intervieWS, identify'issues; ,gather evidence, adjudicate and/or rate the' claUn and award 
payments. These duties are contained in both the Veterans ClaiInsExmnining, GS-996 ~d 

,Contact Representa1ive, G8-962 series. As wel~ the GS-105' SerieS includes positions that 
'involve managing,· supervising, or' performing work concerned with the admin:isttation or 
operation of nationsJ social insurance and .needs-b8Sed benefit 'programs.' Sound' classification 

. princiPles req~that Ii position' be' ~~ifiedto the series which is most closely related. to the 
work covered by an occupational series. While the tYPe of duties and 'responsibilities under the 
GS-105 SerieS closely ~gn to those required by a R.VSR, the existence of the Veterans Claims 
Examining Series, GS-996 and Contact Representative Series, GS-962, albeit outdated (1963 and 
1971, respective.ly), lpreclude assignment to the GS-I05 Series. T~e ,qualifications required for 
claims eXlmlining ar<~ materially higher than those required for personal and public contact work; 
thererore, the GS-996 Series was determined to be the proper' series for classijication purposes. 

, Currently, the record-keeping system is programmed to record the title Veterans Claims Examiner 
for this Series. The BPR Team identified the title for the enhanced position as Rating Veterans 
Service Representative; therefore, a new title win berequiroo in the personnel and payroll record 
keeping System (pA][I)-OLDFlPAYVA). This position is determined to. be properly assigned and 
tided: Rating Vetemns Service Representative, GS-996. 

. Grade Detennination: ,The' position description was written in the Factor EvaIuation' 
System (FES) forma~t beca,use this format includes. sufficient information to aUow classification of 
a position using eithf:r a narrative or FES standard. The narrative Veterans Claims Examining and 
Contact Representative Series will be used to determine grade. As wel~ grade determination will 
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be validated by cross-reference to the 1993 Social Insurance Administration Seri~s, GS-I 05, I~hich 
describes types ofduties and responsibilities which closely correlate to the work ofa R VSR.:I 

'I 
I 

Veterans Claims Examining and Contact Representative Series: Both these nafI"ative 
format Series utilize two factors: Nature of Claims/Contacts and Authority'Vested or Le~el of 
Responsibility to determine grade. : 

" 
;1' 

As described" the RVSR position includes claims processing duties and responsibilities 
that most closely align with the nature of work descriptions at the GS-12 level iIi the st~dard. 
The standard provides that the incumbent reviews cases to· "assure the reasonableness ~f-the 

, percentage ofdisability assigned by a Rating Board." This presumes a detailed knowledge b~e to 
make such a determination and adjudicate the full range of claims involving unusually complex or 
novel issues, in this instance, 'determined to equate with rating decisions. The position :t.nder 
review· requires the' RVSR to accomplish' the' rating independently and ,not simply' perf9rm a 
review of work done by others. Additionally; the RVSR may authorize the fuUpayment of 
benefits as entitled by law for all claiins requiring arating decision, or prepare correspon~ence 
that denies benefits. This level of authority also aligns with the Standard at the GS-12 level! The' 
GS;'II level in the standard was reviewed; however, it was determined to be inappropriate 
because tlie GS-II incumbent is not responsible for rating decisions. The RVSR's authoiity as 
outlined in the position description clearly exceeds the GS-l1 authority level iIi the standard.~ 

. . . •. !) . ­

The RVSR's responsibility for personal contacts with the veteran and his/her advocate 'or, 
representative take on increased . importance under redesigned claims processing. . The RV~.:· 
must possess a comprehensive knowledge base to provide correct benefit information to cla.4naDts 
and possess. professional interviewing skills that can focus" issues to yield the' necessary data. to· . ' , ~ 

nuike a proper rating decision. At the GS-9grade level, the incumbent provide~ inforina~i~n on· 
the full range of benefits and related ,programs and is responsible for other benefit coordlltation 
con.tacts. This acCurately describes the nature of contacts which may be required of a RV~R to 
make rating' decisions' or otherwise assist a' vete~. The level' of . responsibility assigned the 
RVSR for cOntact work is equivalent. to the description' at the GS-9 level in the C<?ntact 
Representative Standard. At this level, in addition to possessing knowledge and understanding of 
his or her own agency goals and identified outcomes, the RVSR must be generally knowledgeable 
ofother related agency opera,tions and progrl\ffiS that facilitate effective claims development;1 Key 
to the reengineered claims process is the, personal contact responsibility which must focus i~sues, 
inform clairn:ants of evidence,requirements~' the decision, the reason and bases for it, and ap~ellate 
rights.:

i 

i 
The claims rating Component of this position was evaluated atthe GS-12.1evel an,d the, 

personal and public contact component at the GS-9 level. While both components are imp9rtant 
for a VSR, the claims rating component represents the primary work and the para4tount 
qualifications required and, consequently, is grade controlling. Therefore, evaluation usiri,g the 
1963 claims examining and 1971 contact, representative narrative standards, results in tentative GS-
12·grade. ! 

. 

. 
-
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As noted. above, the Social Insurance Administration Series, GS-105, dated 1993, 
describes duties, responsibilities, kno,:"ledge,. and abilities that closely parallel those required of a 
RVSR A cross-comparison will be accomplished to validate the tentative grade determination 
reached by use of thle narrative standards above. Factor Evaluation System point assignment and 
narrative comments follow: 

Evalulltion Points Standards· 
Factors Assigned Used Comments 

1. Knowledge Required 

by the Position 1550 FLD 1-8 See Below 


2. Supervisory Con1trols 450 FLD2-4 See Below 

3. Guidelines . 450 FLD3-4 See Below 

4. Complexity 225 FLD4-4 See Below 

. 5. Scope and Effect 225 FLD 5-4 . SeeBelQw 

6. Personal Contacts . 75 FLD2· See Below 

7. Purpose ofContacts'. FLD}) 

8. Physical Demands 5 FLD 8-1 

9. Work EnvirQnnient ._5 FLD9.. I 

Total Points Assigned 2985 

Grade Conversion GS-12 

Factor·l ~ Knowledge Required by the Position: Factor Level Description (FLD) 1-8 is 
assigned. FLO 1-7 was. not . selected, because 8;t this leve~ while the incumbent is 

. comprehensively .~itowledgeable of laws,' regulations, . policies, and· procedures to .adjudicate 
entitlement to ben.efits and related programs, he or she is responsible for the approval or 
authorization of bc~nefits within defined parameters~ e.g., claims not tequiring rating decisions 
which is similar to responsibilities required for the VSR position. FLD 1-8 accurately reflects the 
knowledge, skills, and level of responsibility for adjudication, rating, and authorization expected 
of the RVSR At this lev.e~ the RVSR must possess detailed knowledge of VA's Schedule for 
Rating Disabilities which contains. 15 body systems, innumerable disabilities,.and a .percentage of 
evaluation for a p~Lrticular c:Iisal:>ility. Because the rating schedule is flexible and many disability 
cases do not fit iUlto any precise disability category, the RVSR must interpret and adapt the 
schedule applying judgment and analogy to each individual case. At level 1-8, the standard also 
indicates that the work involves application ofexpert knowledge and the skill to extend and refine 
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, , 

" 

approaches and methods to deal with various disability categories' affecting claimants. ':\ This 

description accurately reflects the level of knowledge and how a RVSR applies that knowledge. 

Points assigned = 1550 ,i 


, :1 

Factor 2 - Supervisory Controls: FLD 2-4 is aSsigned. This factor provides only two 

possibilities, 2-3 and 2-4. At both levels, the supervisor sets the overall objectives and employees 

independently carty out 'designated assignments. At FLD 2-3, the incumbent determines eligibility , 


, for and entitlement to b~efits, develops evidence, and "prepares justifications" for award, 
termination, amendment, or disallowance; however, the incumbent is not responsible for 
,authorization or approva4 which is required for all VSR positions. FLD 2-4 describes ~laims 
processing that more appropriately,aligns with that envisioned for the RVSR. Claims' go tijrectly 
to the RVSR by assignment or on transfer from a VSR. ' The RVSR plans and cani~ out 
assignments, determines, the ,methods and contacts, and independently approves, rat~~ ,and 
authorizes all claims involving rating issues.' At FLD 2-4, work products may besamp1ed to 
discern trends and effectiveness in meeting organizational goals. This is consistent with the 
process envisioned for certification and recertification for the full performance level RVSR. 
Points assigned = 450. ' ,:1 

, 
, ~ .,:~, 

0$';, •Factor 3 - Guidelines: FLO 3-4 is assigned. 'At this level, the incumbent, must .int~rpret 
~ > 

the rating schedUle, court decisions, VBA and other guidelines that are broadly stated and ~y be 
incomplete, oflimited use, or inadequate. FLD 3-3 was not used because this level is reserv¥ for 
more "traditional claims work," , which includes unusiuu and complex caseWork within detmed~ . 
parameters. It does not adequately cover the challenges inherent in applyirig the rating sc~U1e 
to unique cases. FLD 3-4 more appropriately captures the nature of guidelines with' which -the 
RVSR must routinely deal. Points assigned =450. I • 

• 1 • 
. 1 

Factor 4 - Complexity: FLD 4-4 is assigned. FLO 4~3 was considered but not assjgned 

because ,it indicates that the .work' is relatively straightforward. and' ,consists of exanlining 

docUmentation, evaluating ifall requirements are Satisfied, determining entitlement, and arrlvihg at 

a decision ,concerning the types and amount of benefits that are· applicable. The RVSR's' ~ork 

routinely involves features that complicate the work including application of the rating sch~u1e 

and unusual circumstances or events in the lives of claimants which can be problematic. ! This 

degree of complexity is consistent with the description at FLo 4-4~ At this leve~ work incJudes 

gathering and assessing cOnflicting information, iden~ issUes, "sOrting out the eleq.ents 

contributing to complications,' and' arriving, at appropriate rating decisions based on· p~oper 


application of the rating schedule. FLD 4-5 was not considered as it more appropriately ~eals 

with overlooked issues and innovative analyses to resolve disputes which applies more to YJ,lA's 

ORO. Points assigned· = 225. 'i . 


,!" 

Factor 5 - Scope and Effect:, FLO 5-4 is assigned. At this 'level, the work inv9lves 

resOlving cases that exclusively cOntain unusual issues or situations which aligns With the wOfk of 

a RVSR. The RVSR routinely analyzes and interprets laws and court case decisions which Mi'ect 

rating issues .. FLO 5-3 was not seleCted because itret1ects more routine Claims processing and is 

consistent with the purpose, and impact of the VSR's work versus the RVSR's work. FLO 5-5 

was judged inappropriate because work at ~ leveltypica1ly involves policy development), and 
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affects a broad rang()of agency activities. The RVSR is not involved is this type work. Points 
assigned = 225. 

Factor 6 and 7 - PersOnal Contacts and Pumoseof Contacts: Factor 2b is assigned. ' 
Contacts are with employees of the 'agency; veterans, their advocates; representatives, physicians, 
attorneys; federal, state, locaigovemment employees. At this level, the purpose of contacts is to 
question individuals in order to m.ake decisions on claims and counsel them on acceptable kinds ' 
and sources of evidl~nce to support claims. Employees ,clarity conflicting information through 
probing interviews to determine the validitY of statements ,and evidence.. Although the goals of 
the persons contacted are ~sentially similar to those ofthe RVSR, the contacts may become less 
cooperative or'coni~ontational' when information or a determination is in question. Points 
assigned = 145. . ' , " , 

FaCtors 8 and 9 • Physical Demands and Work EnVironment: Only one FLD is possible ­
FLD 8-1 and 9-1~ rei;pectiveIy. " " .,.. . " ' . . 

Conclusion: EVllluatioIlS under both the narra.tive' andm,S fonna:ts resulted in a grade 
level determination 4:>f OS-12. This po'sition is determined to be properly classified as a Rating 
Veterans Service Representative, OS-996-12. 

, " 
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A3. Decision Review Officer(DRO): 

The DRO receives notices of dissatisfaction from veterans and advocates or 

representatives and is empowered to review the decision made by the VSR or RVSR, indhding 

,the facts and evidence submitted in support of the' claim. The DRO can uphold that decision or 

, overturn it based on diffe~ence of opinion. The DRO may conduct infonnal hearings to gbtain 
additional' infonnationfrom the veteran' and/or hislher advocate. The 'DRO can then sustain or 
change the decision' based on the additional infonnation gathered. In 'cases of continued 
dissatisfaction by a veteran, the DRO works with the veteran and advocate/representative to :focus 
the issue and fully. explain a dectsion in an effort to resolve the dissatisfaction. 'Ifinformal ~ffort ' 

. does' not resolve the issue: th~" DRO may conduct a formal liearing on the recordJ If 
dissatisfaction continues, the DRO will frame ·the issue for formal appeal (VA Fonn 9) to the ' 
Board of Veterans', Appeals (BVA). The DROmust possess extensive knowledge, skills~ and 
abilities (as affirmed by, certifiCation) ,concerning rating disabilities, as weU.as a practical 
knowledge ofadjudication and authorization functions in compensation,and pension progra.m.S. 

, 	 . . I 

. 	 ,J'. 
Based on difference ofopinion authority, the DRO may issue- a revised decision bas~ on 


the facts and evid.ence cbnsidered by the previous decision maker which fonn the basis 'for-the 

claimant's dissatisfaction. . '. 


If new evidence is offered, the DRO works with the veteran to perfect a supplemental."", 
, claim and render a decision. The DRO obtains all required evidence to support the clahn or;~r't' 

, , 	 • • Ij 

provides information to claimants to secure their assistance in obtaining it. 	 ' 

The DRO interprets laws, rules, regulations, and agency insiructions concernin~ th~'~ 
allowance ordisallowanee ofclaims. 

The DRO is empowered to resolve issues with respect to legal entitlements of vet~rans. 
, 	 I 

their surviving spouses, and other beneficiaries. Decisions serve as a basis for payment or denial 
, 	 :1 

ofbenefits to claimants and for deteimination of the amounts payable or recoverable. The D~O is 

fully accountable for all decisions' rendered which govern a wide variety of federal benefits 

including: ' :i; 


'J 

a. 	 .Compensation for se~ce-conn~ed' di~bility, including eligibility to special mopthly· 
compensation 

I; 

b. Nonservice-connected pension entitlement, including eligibility to special monthly peJion 
" 

c. Dependency and iitdemnity compensation and death compensation to surviving' spd,uses 
and dependents ofveterans where death is determined to have been due to service: 

, 	 , i 
d. 	 Death pension for surviving spouses and dependents of certain wartime veterans havipg a 

service-connected disability i: 
. t~ 

i 
H 

;\
I 
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e. 	 Compensation and pension to children found permanently incapable of self-support prior 
to their 18th birthday 

f.' 	Specially adllpted' housing, special home' adaptation grant benefits, specially equipped 
automobiles and/or adaptive equipment to certain· disabled veterans as well as clothing 
allowances, Imd issues ofcompetency and incompetency 

g. 	 QualifYing military service, character ofdischarge, ,domestic relationS, homicide,' presumed 
death, line of duty, or willful misconduct" corpus of estate, and violation of U.S. Penal 
Code 

h. 	 Burial benefits for certain veteranS ' 

i. 	 EduCational benefits to veterans, surviving spouses, and dependents, including Restored 
Entitlement l?rogranl'for Survivors (REPS) 

j. 	 Vocation81 J1e~ilitation benefits for certain veterans 

k.' 	Eligibility to monthly allowance for children with spiJ:ia bifida 

In conducting post-decisiQI,l reviews, the DR,..O Win identifY trends or out..of-line situations 
and report the, infonnation to 'm~em~nt officials. " 

Knowledge Required By The Position: 

Knowledge' of Veterans Benefits Administration's philosophy, "objectives, ·identified 
outcomes, and the ))rovisions ofall laws administered by the Department of Veterans Affairs and 
their relationship to other related programs. . 

BrOad .and detailed knowledge of federal laws pertaining to Compensation, pension, and 
VA regulations and procedurestbBt implement these laws to accurately accomplish post-decision 
review ofclaims~ , , 

Broad and detai1ed knowledge ofVA's Schedule for Rating Disabilities which contains 15 
body systems, innumerable di~ilities,' and percentage valuations· for particular disabilities to 
accurately decide claims. 

Technical knowledge of a complex field .of legislation authorized by the Congress of the 
United States as 'W'eU as related written precedents, judicial determinations (in the form of case 
law), and legal opinions ftomthe Court of Veterans' Appeals (COVA), the Board of Veterans' 

. Appeals (BVA), and stat~ and federal courts haVing a relationship to VA programs: ' 

. 'Knowl~ge of other reiated VA benefits; i.e., education, vocational.rehabilitation, loan 
guaranty, life insunU1ce, and V A health care, as well as related programs (general Social' Security 
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Administration and. other fedefaI, state, and local programs) to, offer initial or supplementary 
counseling about benefit options available to veterans or eligible individuals. " ' i 

Knowledge of EDP systems, including benefits delivery network (BDN) and its sucgessor 
(VETSNET), WANGIMS Exchange, ,and PC-based' programs to utilize rules-based ~laims 
processing, monitoring, and correspondence pr~paration. " 

:, 
Knowledge. ofstate laws invol~g dependency status, social services programs, Meqicaid, 

special income-based local, state, and federill programs. . " :: 
'II 

Lay ,mediCal' 8.n9 pharmacology knowledge sufficient to facilitate sound adjudicative, 
award, and rating decisions. ,This knowledge should include major disabilities that can affect!body 

, systems, disease processes,'tbe probability of cure or treatment, and 'the impaCt: of,disabilities on 
social and industrial activities ofdaily living. 

, '. ,'. . 

, \ . " . ., ", . . ~ ! 
Knowledge of occupational fields including basic employment requirement$, wage~ and 

salary standards, and availability ofemployment. " ,!: 
, " , '.' ,I 

)~ 
" ' I 

Skill in conducting profestJionai intervjews that Yield the n~sary data ,essential to ni~e a 
proper decision on a claim and provide Correct benefit infOnn8tion to claimants. ' '; 

" " Skill in written comrinmieation to inform ciaimants ofevidence requirenients~ the deCIsion" 
the reason and bases for it, and further .ppellate rights. ' " ';: '. 

,-, 
: . 

" ,I 

n 
Ability to evaluate evidence, allegations, programs and policies, to' , draw ~ound: 

, cor,clusio~, and ~entifY trends and out~of-lin~,situation~. ,: 
,I 
" 
,ISuperyisruy Controls:, 
I 

'I 

:i 

The DRO performs his or her ,duties under the general administrati,:,e supervision ~f the 
Veterans Service Center ~~r. The DRO independently plans and cariies outassigmri,ents" 
interprets policy, and detenriineS the methods and contacts necessary. Technical aspects of the 
DRO's position are conttolltxi by legislation and implementing' agency ~ivesincludin~ the 
Schedwe'for Rating Di_ilities, VA regulations, manuals, bulletins, circulars, written instructions 
from centralized authority" and precedent decisions made in specific eases. " , ' 

Guidelines: 

, , Guidelines include laws and supportingr~atio~ agency'policies, the rating schedule, 
EDP rules-based technology, 'procedural requjrements of the variQus social insurance and special 
and supplemental security'income programs. These guides are numerous, extensive, and complex. 
The incumbent must decide between alternative guidelines and' must interpret appliCable 
provisions. ,The DRO interprets laws, rules, regulations, policies, judicial determinations (ip the 
fonn ofcase law), and agency instructions conceriting the allowance or disallowance ofclai~. 

, ,J,­
- . '­
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Complexity: 

The DRO ex.ercises exceptional, independent judgment; skills, and initiative in adapting 
laws, court decisions, BV A and other guidelines, and procedures to individual case circumstances. 

The DRO Rlnalyzes legal. industrial. and occupational factors present in a claim to 
determine the weight and value of evidence and its relevance to the personal, occupational. and ". 
educational backgmund of a claimant The DRO examines and evaluates the records of 
claimants, including military service records, medical and hospital reports, dependency, income 
and net worth evi4ence, and priQr VA.: benefit decisions. The DRO reviews cases for the purpose 
of preparing for an infonnal h~g With regard t9 a matter of dissatisfaction concerning a 
veteran's entitlement to VA benefits and to determine whether to sUstain or change a decision or 
issue a difference of opinion decision. ' " . 

, In situatio~ where the evidence file is inadequate for an equitable decision, the incumbent 
determines from a legal viewpoint the type of evidence needed, considers the feasibility of 
obtaining it, and initiates"appropriate action to tequest the evidence., Such evidence ringes widely 
and may involve such items as sp~ia1ize4 medical examiriations, autopsy reports, hospital clinical 
records, field examir~ti()nS, sOcial and industrial surveys, or periods ofobservation in VA medical 
centers, employment 'recoms; wage and' tax statements, loan applications, and school or 
vocational t~~ng r;ecords. 

Scope And Effect;· 
\ 

The ORO resolves caseS that contain unusual issues or situations. The work is vital to 'the 
processes through which the agertcy serves the public. DRO determinations are final and binding, 
subject to formal aplpeal only to the Board of Veterans' Appeals. Decisions can result in award 
decisions involving the eXpenditure of large sums of money or denials which can have major 
adverse consequences for aclaimant. 

Personal Co~: 

Areas of program cover&ge are" so general that all segments of the general public will be" 
encountered as 'potential 'veteran applicants, beneficiaries, and·' ,designated representatives. 
Contacts are made' with other agencies" and institutions providing other payments and services. 
Personal and telel,hone contacts occur with claimants, their families, representatives, and 
attorneys, other VA employees, and other government employees. 

Purpose OfContacts: 
, ' 

Con~cts with the veterans or advocates/representatives are made to explain programs and ' 
to elicitinformatiOltl upon which post~decision reyiews are made. Contacts with other agencies 
may involve negotiating "to obtain information or to represent a claimant's needs or rights to 
payment or serviCl;'s. The purpose of contacts is to obtain, clarify, and reevaluate 'sensitive 
information on finances, relationships, medical problems or treatments. The DRO exercises 
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exceptional, inQependent judgment; tact, courtesy, patience. diplomacy; and clear, logical 
thinking. j; 

I 
. 

I 

Physical Demands: ' 	
~ , 

1 

The work normally involves mental rather than physical exertion. The work is m~stly 
sedentary. 

,Work Environment: 

Most work is ped'ormed under conimon business offi~ conditions at the RO. Cl~ants 
or callers may become upset, unruly, or threatening. In these cases, the incumbent must exercise 
go04 judgment and professional demeanor in attempting to calm the situation. ' , 

POSITION EVALUATION REPORT 

Classification Title, Series, and Grade: ," , 	 H~g Officer, GS,;,930-13 ' 
(Currently allowed by the system)

': . ­

Organizational Title: 	 ORO, GS-930-13 

.. '" -~:Organization: 	 Department QfVeterans AffairS, ~:,,':'l. \" 

,Veterans Benefits Administrati0l\ " 
•• ,T' .,1 

RO, Veterans Service'Center 

Position No.: 	 (Locally assigned) 

Standards USed: 	 Hearings and Appeals'Series, GS-930 
, , 

:iSocial InsuranCe Administration Series" 
'I 

" 

'IGS-I05 
Contact Representative Series, GS-962 

"Vetefans Claims E~er Series, GS-996 1\ 
i 

. . 	 :1 
Background: In 1996, Veterans Benefits Administration's (VBA's) Business Process 

Reengineering (BPR) team identified a new vision for claims processing and inform81' appeats. 
One of the fundamental changes' involves the way 'VBA handles veterans' appealS. The 
redesigned process calls for in{ormalinteraCtion with the ,veteran/representative and' the ORO. 
This pO$ition description encompasses'enhanced duties and responsibilities, under the ne\vly
designed process. " 	 " ' ',I 

, ,~ : ;",t 
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Introdudi(J~: The ORO position replaces the present Hearing Officer position. If a 
claimant wishes to initiate the post-decision review process. the ORO will become the veteran's 
primary point of contact. The ORO referral is made after a VSR and/or RVSR explains a 
decision and its bases'to a claimant'who has indicated dissatisfaction with the decision. The ORO 
has authority to issue a revised favorable decision based on a review of evidence. If the veteran 
remains dissatisfiec~ the ORO will either work with the veteran/representative to informally 
resolve the issue. If dissatisfaction continues, the ORO may hold a formal hearing on the record. 
Ifthe matter still C8l1l1lot be resolved, the ORO will incOrporate new evidence into a supplemental 
claim or if there is 110 new evidence, frame the issue for formal appeal (VA Form 9) to the Board 
of Veterans' Appecds (BVA). The ORO will accomplish continuing systematic analyses of eases 
to identifY trends and out-of-line situations and recommend program, policy, or procedural 
changes. The ORO will forge a partnership with the. veteran and hislher advocate and be 
accountable for hi:~ or her decisions and actions. This position description is intended as' a 
benchmark poSitiolll description to be used'VBA-wide on full implementation ofthe BPR vision. 

Title and Series Determination: The Series identified above were considered to 
determine the proper title and series for the position under review. . The' primary purpose for 
which the POSitiOll exists is to act on a claimant's notice of dissatisfaction filed due to 
disagreement with ill decision on a claim. Based on areview ofa case, the ORO is empowered to 
sustain or change a decisio~ or issue a difference of opinion decision on a ease. In cases of 
continUing dissatisfaction, the ORO will work with the veteran to incorporate new evidence into a 
supplemental cl~ or, ifthere is no new evidence, frame the issUe for the formal appeal to BVA 
In carrying 9ut this responsibility, the ORO revieWs and evaluates prior case development·and 
decisions, conducts informal hearings iIi an impartial manner, evaluates evidence, analyzes, the 
credibilitY of witne:Sses and cOmplex case issues; applies rules, regulations, and court decisions 
and arrives at a Ca!le decision that reflects sound judgment. These duties are specifically covered 
in the Hearings aIlLd· Appeals $erles, OS-930... The knowledge required to adjudicate cases is 

. found in the Vet.en~.ClaiJns Examining Series, OS-996 and the knowledge and criteria required 
for pensonal conw,-t reSpons~biliti.es are :addressed in the Contact Representative Series, OS-962. 
As well, the OS-10S Series has relevap.ce for the ORO position as it includes positions that 
involve managmg; supervising, or "performing work concerned with the ... operation of national 
social· insurance and' needs-baSed benefit programs." Sound classification principles require a 
position be classified to the series that is most closely related to the work covered by an 
occupational series. The OS-930 occupational series description specifically covers the work of 
the ORO position; .therefore, the OS-930 Series was determined to be the proper series for 
clas~ification purp()ses. Curreriily, the record keepmg syStem is programmed to record the title of 
HearingOfJicer fot positions m, this 8.erieS. The BPR Team identified the title for the redescribed 
position as O~O; therefore, a new title will be 'required in the personnel and payroll record 
keeping system (pAID-OLoE'JPAYVA). This position is determined to be properly assigned and 
titled: [)RO, OS-930. . 

.-Grade Determination: The position description was Written in the Factor Evaluation· 
System (PBS) fonnat because this format includes sufficient information to allow classification of 
a positic;>n using 'either a narrative or FES standard. There are no classification standards 
published for the GS-930, Hearings and Appeals Series, and grade determination is accomplished 
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;j 

:! 
by cross-comparison to other Series that closely correlate to the work of the position under 

review. The general knowledge ofveterans' benefit programs, skill, and processes are coyered in 

the narrative Veterans Claims Examining, GS-996 and Contact Representative, GS-962,;Series. 


, 	 I 

However, neither of these Series address the level'of expertise required for the DRO ppsition. 

The GS-I 05~ Social Insurance Administration Series, which, includes positions that "recOnsider 

claims for benefits" and "study operations; case processing, systems operations, metho~s; and 

procedures to improve ,operation and' delivery of programs" will be used to determine the grade 

for this position'. Factor Evaluation System point assignment and narrative comments folloW: 


I' 

Ii 

Evaluation Points Standards ;1 

II 


Factors ,'Assigned Used Comments 

;; 

1. Knowledge,Required , III[ 


by the Position ,1550 FLD 1-8 ", See Belpw 

I, 

I' 
, I 

'I2. Supervisory Controls ' 	 450 , FLD2-4 See Below 
:! 
'~ 

,; 3. Guidelines 	 450 FLD -3-4 See 
, 

Bel6w 
" " 

4. Coinplexity 	 325 FLD4-5' See Bel6w 
:[ 

FLD 5-4' 	
" 

5 .. Scope and Effect 225" 	 See Below:, 
, ' 

- :J.,. 

6.' Personal Contacts 	 145 FLD2, See Below, .';::,;
I;'.. 

~ t· ~ 

7.' Purpose ofContacts FLDc 	 i: ,. ,~ 

Ii 
~ 

..' I 

8. 	Physical Demands FLD 8-1 

II ' 


9. Work Environment 	 _5 FLD9-1'· 

Total Points Assigned 	 3155 

Grade Conversion 	 GS-13 
:'0, 1, 

Factor 1 - Knowledge Regu~ed by the Position: ,Factor Level Description' (FLD)!i 1-8 is 
'assigned. FLD 1-7 was not selected, because at this level, while the incumbent is expecteq to be 

comprehensively knowledgeable of laws, regUlations," policies,:andprocedures to ,adjqdicate 

'entitlement to benefits and related programs, he or she, is responsible for the appro~al or 

authorization ofbenefits within defined parameters. FLD 1-8 accurately reflects the expert t;legree 

of knowledge, skills, and level of responsibility for adjudication, rating, authorization, and ' 


" 	 I 

decis~on-making expected of the DRO; At this level, the DRO is responsible for review of cases 

from a' quasi-legal perspective and renders decisions based on mastery and 'expert application of 

principles, ,laws, rules, regulations, guidelines, court decisions, and systems involved with VA 

bene~t proSt-ams to resolve' issues ofdissatisfaction or'assure decisions withstand review .,y: BVA 
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and COYA. FLD 1-8 in the classification standard indicates that the work involves lTllistery and 
application ofexpert knowledge and the skill to extend and refine approaches and methods to deal 
with various disability categories affecting claimants in the instant case - potential appeals. The 
DRO performs a key role in resolving issues that significantly affect VA's benefits delivery 
system. This description accu~tely reflects the level ofknowledge required for the DRO. Points 
assigned = 1550· ' 

Factor 2 - SupervisoD' Controls: FLD2-4 is assigned. This factor provides only two 
possibilities in the ntandard, 2-3 and 2-4. At both levels, the supervisor sets the overall objectives 
and 'employees independently carry out designated assignments. At FLD 2-3, the incumbent 
determinesbenefit~: eligibility and entitlement, develops evidence, and "prepares justifications" for 
award, termination, amendment, 'or disallowance; however, the incumbent is not responsible for 
authorization or approval, which is required for all claims proqessing and post-decision work. 
FLD 2-4 in the standafd describes notices of dissatisfaction 9r reconsiderations that more 
appropriately align with that envisioned for the DRO. Ifa notiCe of dissatisfaction is unresolved, 
the VSR forwards the case for DRO assignment. The DRO plans and carries out assignments, 
determines the methods and contacts, and independently sustains a decision, issues a revised 
decision, perfects a supplemental claim or prepares the case for appeal. At FLD 2-4, work 
products may be' f;ampled to discern trends and effectiveness in' meeting organizational goals. 

. This is consistent with the process envisioned for certification and recertification for the DRO and 
systematic analy~, ofeases for trends arid out.;of-line situations. Points assigned = 450. 

Factor 3' - Guidelines: 'FLD 3-4' is aSsigned. At this level, the incumbent must interpret 
laws, regulations, i?oliCies, BV A and court decisions, and inanagement decisions, often brqadly 
stated. FLO'3-3 was not used because this level is reserved for more "traditional claims work," 
which includes unusual and complex caseworkwithin defined parameters. It does not adequately 
cOver the challenge" inherent in.the work of a DRO. FLD 3-4 more appropriately captures the 

. nature ofguidelinen with which the DRO must routinely deal. Points assigned =450. 

Factor 4 - Complexity:FLD 4-5 is assigned. This level includes positions that resolve 
unusually complex cases such as appellate (reconsideration) cases. At this level; incumbents sort 
out subtle or tenuous legal" or technical issues, identify incompletely explored or overlooked 
i~es, and reevaluate conflictiDg medical or vocational opinions to determine if a difference of 
opinion decision is appropriate. FLD 4-4 was considered but not assigned because it indicates . 
that the work is relatively straightforward and consists of examining documentation, eval~ting if 
all requirements are satisfied, determining entitlement, and arriving at a decision concerning the 
types and amount of benefits ~hat are applicable. The DRO's work routinely involves features 
that complicate the work inclUding application of court decisions and the rating schedule. The 
DRO frequently de:als with situations where facts are disputed and where the mental or physical 
condition ofclaimants may frustrate resolution of a case. Points assigned = 325. 

Factor 5 - Scope and Effect:FLD 5-4 is assigned. At this level, the work involves 
resolving cases that exclusively coritain unusual issues or situations which aligns with the 
casework of a DRO. The DRO routinely analyzes and interprets laws and court case decisions 
that affect appeals. FLD 5-~ was not selected because it reflects more routine claims processing 
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. and is ,consistent with the purpose and impact of the VSR's work. FLO 5:-5 was judged 
inappropriate because work at this'level typically involves policy development and affects abroad 
range ofthe agency's overall activities. Points assigned = 225.' ::' . 

• 1 

Factor 6 and 7 - Personal Contacts and Pumose of Contacts:' Factor 2c is as~igned. 

Contacts are with employees of ~he agency; veterans, their advocates, representatives, phys,icianS, 

attorneys; and federal, state, local government employees. At this level, the purpose ofcontacts is 

to obtain, clarify, and reevaluate sensitive information on.finances, relationships, medical problems. 

. , I 

or treatments. Because claimants may realize that opportunities for a more favorable decision on 

a claim are being exhausted, the environment in which contacts take place can change in thb post­

decision review arena. Contacts may become hostile, uncooperative, antagonistic, f~l and 

possibly dangerous. Notwithstanding this fact, the ORO must exercise the highest level Qf tact, 

patience,' and diplomacy. Employees obtam. information through probing interviews to det~rmine . " 


. the validity ofstatements. and evidence. Points assigned = 145 . .\'­
>:;: 

i 

Factors 8 and 9 ~ Physical Demands and Work Environment: Only one FLO is possible-
Ij., .FLO 8-1 and 9-1, respectively.' " 

,. ,. , ',' '. . , ,\' 

" ." I 
Conclusion: Evaluation under the PES format resulted in,total points of 315S.(which'~ 

equates to a OS-13 in accordance with the Grade Conversion Table on page 4 of the s$dard: 
This position is determined to be property classified as a ORO, OS-930-13... )1 c.- .~:~ 

':! 

it ' ., 

il 
,i 
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A4. Program Support Clerk 

,The incumbent works in the RO Veterans Service Center's mail and file unit. In addition 
to processing ail mail and establishing and maintaining files, the incumbent performs ,standard 
clerical assignments in support of the Veterans Service Center staff. The incumbent documents 
initial receipt,' reads, examines, and routes all types of correspondence received in the Veterans 
Service Center. Ul~lizing electronic data processing (EDP) technology, the incumbent establishes 
control of correspondence and case files and routes to the appropriate staff for processing. The 
incumbent must dc:~termine which office or individual has responsibility for a case or whether it 
should be forward,ed to a Management Official for appropriate action 'or reply. Searches data 
sources to locate files or information and insures that reCords are availabl~ for review by staff, 
claimants, and their representatives. Establishes or updates bar codes and the database to control 
folder movement: The Clerk may provide general clerical assistance to teams of Veterans Service 
Representatives (VSRs)imdRVSRs. This may include determination of Validity and submitting 
notice of, death t() the Beneficiary Identification and Records Locator Subsystem (BIRLS); 
initiating stop-pay action on, awards, making final disposition of "no, record" mail; consolidating 
folders for veterans having more than one claim number and correcting coding in BIRLS; 
resolving confusion of two veterans with same or similar names, Correcting. file materials, and 
informing ail concerned offices and data systems; 

Knowledge Required By The Position: 

Knowledge'ofthe organiZational structure ofVA, VBA's Business Lines, and the RO. 
. . .., . . . . , 

GenerallcD()wledge ofthe in~erna1 operations andbenefit programs provided by the RO. 

Knowledge of the procedures req~ired to process mail and files:'and perform standard 
clerical duties including how to process unidentifiable correspondence, how to create case folders, 
how to transfer folders into and out of the station, maintain suspense and follow-up systems, and ' 
scan documents ~to',a r~rd 'when the paperless file system is implemented. 

Knowledge ofelectronic data proCessing (EDP) systems and software programs. 

Basic, skills of English grammar to effectively communicate 'with VA staff, claimants, and 
representatives. 

Basic keyb()ard skills to utilize EDP systems for standard clerical and data input duties. 

SupervisoD' Controls Over The Position: 

The work is performed under the general guidance of the team leaders or other 
supervisory .official in the Veterans Service Center. The clerk is expected to use initiative to 
,complete recurring assignments independently. Unusual situations or problems are referred to the 
supervisor/team' leader' for assistance and resolution. Work is reviewed for accuracy and 
adherence to accepted practices. 
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,\Guidelines: 
',! 
:1 

The Clerk, is guided by instructions,organization81', charts, telephone' dire¢tories, , 

corre~pondence manuals, and standard operating procedures. ' ' 


Complexity: 

The ,clerk selects the correct guideline, practice, or procedure to fit the situatioI'/.. The 

clerk exercises judgment in determining when he or she is confronted with a deviation or'~usual 

situation for referral to a supervisor/team leader. ' . ' ,!' 


Scope And Effect:' 

The clerk is an integral part of the claims processing activity. Timeliness'of measutes can 
be adversely affected if correspondence, 'files, 'folders are not handled in accordan4 with 

, established procedures. ;j 
J; 
I; 

Personal Contacts: . 

Daily contact with 'coworkers, Veterans Service Representatives and/or RiVSRs, 

supervisors/team leaders, and claimants or representatives, as needed. 


,I 

Putpose Of Contacts: '{ 

Contacts are to receive assignments, exchange or clarifY information, and seek t~c8t·, 

guidance on unusual situations. " " , ' ' (j , 


'I ''\.' ' , " 

P~ysiCal Demands: 

, ' The clerk may expc;nence iong periods of ~ding and walking, , recurring, ~g and 

carrying of files/folders, occasional lifting of heavier materials for bulk mailings or delivery. 

Reading and examining corresponden~ and clerical, duties may be performed while sitting. II 


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

Work Environment: 


Work is performed within an office setting. 


PosmON EVALUATION REPORT 

i, 
II.Classification Title, Series, and Grade: Program Support Clerk, OS-303-4 
1) 

Organizational Title: , (S~e as above) 


Organization: Department of Veterans Affairs, " 


,
:;, 
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Veterans Benefits Administration, Regional· 
.. '. .Office; Veterans Service Center 

Position No.:. (Locally assigned) 

. Standards Used: .Miscellaneous Clerk and Assistant Series, 
GS-303 

Mail and File Series, GS-30~ 
Grade Level Guide for. Clerical and Assistant. 

", . Work, TS.,91, date4June 1989 ,. 
Personnel Circular Letter No.. 90-6 

Backgroillild: In 1996, Veterans. Benefits Admini~tration's (YBA's) Business Process 
Reengineering (BPR) team identified a In~w. visiori for claims processing. Many of the funCtions 
formerly perfoimedby· clerksWi~1 be absorbed by the remaining, restructured positions. by use of 
enhanced informatiion technology capabilities. As·a consequence of this effort, .the role of clerks 
within the former Veterans Services m,d Adjudicatio~ Divisions will of necessity change. The 
position desCription under review describes the general duties and responsibilities for.~ the clerk 
who will support the reenWneered.processes..· , 

llitroductil!!!!: : The Program Support Glerk position replaces the present man and file· 
clerk and.,claimsld1evelopment:clerk positions. This position· will provide malt, file, and clerical 

· support for the Veterans.Service Center·staff. .' . 

. .. .. Title and Series' Detennination: . The Series identified above were considered to 
determine the proper title and series for the position under review. The primary purpose' of the 
position is to proVide Clerical support in the form of data input and retrieval, mail receipt,review, 
and.distribution, and file duties. Because this position involves a combination of program support 
duties aDd· mail and file duties, the Miscellaneous Clerk and Assistant Series was selected as most 
appropria~~ fo~ tide·. and series· determination. . This series is used when work requires a 
knowledge of proc:ooures involved in carrying out the work of an organization and involves the 
application ofthosc~ procedures and practices within the framework of established guidelines. The 
clerical processes bivolved in progfam support activities are more significant than the mail and file 

· processes; therefore, the GS-303, Miscellaneous Clerk and Assistant Series was determined to be 
appropriate for titlle and series assignment. Positions classified to the GS-303 Series are titled to 

· generally describe the kind of support provided. This position is determined to be properly titled 
and assigned: Program Support Clerk, GS-303.· , 

Gradl~ .Determination: The pOSition description was· written in. the Factor Evaluation 
System (FES) forniat because this format includes sufficient information to allow classification of 
a position u~ing either a narrative or FES standard. The Grade Level Guide for Program Support 
Clerks is written in the narrative format 'and Mail and File Series is in FES format. Both standards 

..will be evaluated to determine the proper grade for this position. . 
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, The Gfade Level Guide Jor Clerical and Assistance Work uses two factors to det~rmine ' ,', 
grade; i.e., Nature ofAssignments and L.e,vel ofResponsibility.- The miture ~fassignments for the 

'Program Support Clerk align with those detailed at the GS-4,level in the sulndard and Per$onnel 
Circular Letter No. 90-6, Page A-3. Work consists of related steps, processes, or methods:jwhich 
require the erpployee to identify and recognize differences among a variety of documen~s and 
situations. Actions to be -taken differ, in nafure and sequence based on the ,particular Sitll,ation. 
The Program Support Clerk must have subject matter knowledge of the RO's progran:ls and 

'operations' and guidelines to ,understand what 'is being done and the clerk's, role ,in that p~ocess., 
The Level of ResponsibilitY 'accorded the Program' SuppOrt Clerk is also described at thdl GS-4 " 

, level.' H~re, the Progr8m Support Clerk works independently to Carry out a variety of propesses 
assOciated with his or her responsibilities for clerical, mail, and file duties. The supervisor or team 
leader is available to resolve unusual' situations or problems. Guideline's are, available to the 
Program Support'Clerk:' Contacts are with '·coworkers and those outside the organization to 
.' " . ",' "il 

exchange or clarify information. The duties and responsibilities did not'rise to the level of~: GS~·.s 
clerk, because at that . leVel the clerk',s assignments are nonstandard and require resolu~on 'of 
nonrecuning problemS. The GS-5 clerk must possess more detailed knowledge of subject tnatter .. 
to be able'to apply independent judgment to a limited field.' The Program Support ,Clerk p6sition 
under revieW works within a structured and defined framework which aligns more approripatelr 
with the GS-4 level. ' : , . , '. j1 

, ' ' , . ,I 
,~. .? 

The Mail and File ·Series us~s' the Factor Evaluation System to dete~e grade~ The 
following factor level descriptions, benchmark references, and Points are assigned: ,I;

• . ;1 . 
, \ , !f 

Eyaluation Factors Points Assigned Standards Used:i , n " 
."; . r;1. KDowlooge Required . ,'" 'J

J; 

by the Position, ' 350, . , FLD 1-3 'BMKP3 

, " , ;! 

2~ ,Supervisory Controls 125 ':,' FLD 2-2. , BMK#3 
, {l 

125 . FLD 3-2 BMK. ,#3 , , ,I . 

<.' ••••, 4. Complexity 
~ 

,FLDA-2~~MK:r3 
, "I 

,S.Scope andEffect' 75 FLD'5-2 BMK:#3 , 'I 

, :1 
, 6. Personal Contacts' .25 FLD 6-2 BMKi#4 ' 

, J 
7.' Purpose ofContacts 20 FLD 7-1' BMK'#4 

, Ii 
, , : 

I ~:." 

8. Physical Demands" . ,FLD8-1 

9. Work Environment 'FLD 9:-.1 

Total Points Assigned 805, 
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Grade Conversion GS-4 

Conelusiol!: The evaluation under both standards resulted in a grade level determination 
of GS-4. This position is determined to be properly classified as Program Support Clerk, GS­
303-4. 

',' .' 
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A5. Supervisory Veterans Service Representative ~ 

Program Scope And Effect: 

, The incumbent directs the day~to~day activities of a' claims processing team (or teatits) in a 
RO Veterans Service Center that is responsible. for both direct customer service (thro~gh in~ 

, person and telephone contacts) and claims adjudication for benefits Under VA's Compe~tion 
and Pension Programs for the State of(identify State}. 'i 

The incumbent is responsible for ensuring that the team's quality and timeliness of service 
meets VBA's organizational goals. The incumbent is also responsible for the cost-effectiveluse of 
resources to accomplish the team's assigned outcomes. ':\ 

The work supervised is vital to the processes through which the agency directly qiforms 
and serves the public. Conclusions reached and decisions made ate normally binding on both the 
individual team members and the agency. The team's work results in award decisions inJolving 
the expenditure of large sums of money or denials which can have major adverse conseq4ences 
for ail applicant. TheY may also affeCt the applicant's eligibility for Medicaid protection,;; social 
services, food stamps, and other forms ofincome assistance.. :! ' 

, 'I 
.. 

The supervisor has a familiarity, with all phases of the veterans' service activity t01 

interview claimants in-person or over the telephone and to elicit information essential to resblve.ta~:. 
concern or obtain necessary evidence so that a pending cl~may be properly adjudicated. ;i:'(;~·:'· ,;: 

, . ~ "'-I' 

, The supervisor has the ability to gather and interpret a wide range of data add~bt:" 

'f. 

:i-.' ..•.. 

service concerns. Further, he'she is able to recommend appropriate action based on the dat~:. 
, " , ' . l 

The supervisor possesses an understanding and the ability to apply the principles of 
individual counseling and small group dynamics. 

Organizational Setting: ) 
',1 

(For medium to large ROs): The supervisor is accountable 'to the Assistant Veterans 
Service Center Manager who reports to the Veterans Service Center Manager. The C~hter's 
Manager reports to the RO's Assistant 'Director who is accountable to the SES Director. [Thus, 

, the supervisory position is two or more levels below the SES Director. i\ 

OR 
:1 
II 

(For small to medium ROs):, The.supervisor is accountable to the Veterans Service 
Center Manager who reports directly, to an. SES, Director or Director who' holds the hi~est 
graded managerial position at the facility. Thus, the supervisory position is one reporting: level 
below the first SES position or highest graded managerial position. 

Supervisoty And Managerial Authority Exercised: 
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The superviisor plans and assignS work priorities for hislher subordinates - usually a work 
team of approximately 12-15 predominately "professional" level employees - and has final 
technical authority over the final work product. ' 

The supenisor analyzes and interprets laws; regulations, and rules' as they. affect the 
establishment of new policies, procedures, and methods of9peration. 

, " 

The supervisor must exercise a high degree of judgment in addiessing work issues ­
where the nature of work itself require~ the ability to analyze, interpret, and apply judgment - so 
that consistently c()rrect determinations are accomplished in a situation where existing guidelines 
do not readily yield identical decisions on even somewhat similar facts.' 

The superViSor tm4erstands th~ relationship 'of tasks 'routinely assigned tO,the clerical 
support staff: Veterans 'Service R.epresentatives (VSRs), &.rid RVSRs to effectively plan and assign 
work to the team. The supen;sor demonstrates expertiSe in all phases of the claims adjudication 
activity that helshe: directs and, is needed, deVelops ways to improve production or increase the ' 
quality ofwork. ' , ", " ' 

The incumbent is responsible for administrative actions affecting the team and provides 
advice, counsel, and, instruction to individual employees of the team on both technical and· 
administrative matters; 3: ~wel1;,.the sup~sor is responsible for personnel administration and 
actions (e.g., devellops ~darcts-ai.td 'eValuates sub~rdinates' ,performance,' intervieWs and makes 
recommendations for poSition appoi~tinent~' promotions, or reassisnments; hears and' resqlves 
employee cOmplaints; eff~-disCipllDary measUres, and identifies trairiin8 needs). ' ' , 

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

The superviSor is responsible for assigning special projects, completing Systematic analyses 
ofoperations, and ensuring that the team's efforts support the overall goals ofthe service center. 

The supervisor has, an tmcterstanding of VA's performance indicators, what they measure, 
what the measures mean, and how that information should be used iIi evaluating' the team's 
ongoing performance. ' . 

PerSonal Contacts: 

The super~visor has daily, interaction with team members, peers, higher management, and 
service organization representatives. ',' The incumbent routinely has in-person and telephone 
contacts with other stakeholders withiri the RO, at VA medical centers~ and other federal, state, 
and local agencies., 

The supervisor may interview veterans or other customers either in-person or on the 
telephone. 
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I 

Purpose Of Contacts: 	 \t 
, if 

Contacts With team members are primarily as a supervisor p~ovi~g work assi~ents, 
instructions, clarifying policies, ansWering case-specific employee' questions, or couhseting 
employees. Contacts with higher management and other service center staffare to share opinions 
and give ~vice on issues affecting the center: ' .Contacts with veterans, other claimants, arid their 
representatives are most frequently, to answer questions relating to claims' progessing 
considerations andlor the status of pending ,claims. Contacts with claimants and $ervice 

, 	 II. 

organization representatives may require explaining the bases for a decision and might i~volve 
skeptical or'even hostile individuals. ' ' :: 

Difficulty OfTypical Work Directed: ' 	 I), , 

, 	 ' 'I 
The supervisor is responsible for the technical work of the team which' includes R:VSRs, 

certified" VSRs, and Program Support Clerks. The highest grade of the nonsupervisory, work 
which the supervisOr directs is that of the RVSR, GS-12. The supervisor possesses knowl~ge of 
development, authorization, adjudication, and rating. ,Additionally, the supervisor has well~honed 
in~erpersonal and customer contact skills. Rating determinations constitUte 25%+ of the ,team's 
work. . 	 ,i ' 

Other Conditions: 	 1 
. ' 	 , .t.,., 

The work, that the supervisor' oversees requires, extensive coordination and intestation: 
The supervisor is expected to make. recOmmendations concerning workload nUmagemen(.the 
.optimum mix of staff in' consideration of operating coSts and program effectiveriess, introdliGtioIi 
of improvements to work methods and processes,' arid assessing the re8dmess of mdividuhls for 
.the "certijication" process. ;: 

PosmON EVALUATION REPORT 

~l 
Classification Title, Series, Supervisory Veterans Claims Examiner, GS-9~6-13
and Grade: 	 (CUrrently allowed by the system) ,i 

, ",'":' )1 

i;'
Organizational Title: 	 Supervisory Veterans Service Representative, (}S­
996-13 :i 

, 'i 
.Organization: 	 Department ofVeterans Affairs, Veterans Ben~fits 

Administration, RO, Veterans~ Service Center '! 

Position No. 	 (Locally assigned) 

Standards Used: 	 General Schedule Supervisory Guide, TS-123,lr 
dated April 1993 " 

Veterans Claims Examining Series, GS-996 
Contact Representative Series, GS~962 

1· ';!
;' 
("; 
," 

,~" 

J, "1 

" 

':;, 
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Social Insurance Administration Series, GS-I05 . 

Backgrounl!:, In 1996, Veterans Benefits' AdnUnistration's (VBA's) Business Process 
Reengineering (BPR) teaIII identified a new vision for claims processing. One of the fundamental 
changes calls for cllaims processing and appeals to be performedessentiaUy by three positions 
working in coordination and" collaboration to provide world-class customer service. .These 
positions are the VE~terans Service Representative (VSR), the RVSR, and DRO. The supervisory 
position under review will supervise a' team of VSRs, RVSRs, and Program Support Clerks 
organized to compk~te claims processing in accordance with the newly designed processes: 

, 
Introdudio!!: The SupervisorY'Veterans Service Representative (VSR) replaces present 

VBA positions of Unit Chiet: Section Chief, and Supervisor in Veterans Services and 
Adjudication Divisions. The Supervisory' VSR performs· traditional supervisory duties and 
responsibilities for ,the positions, for. wlUch he/she lias delegated supervisory. authority. This 
position description is· intended as a b~chmark position description to be used VBA-wide in 
transition and, at the discretion of local managemen~ may continue at full implementation of the 
BPR vision. . . '. 

Title and Series Determination: ,Supervisory positions are classified in the most 
, appropriate occupsLtional series for the work superviSed. This position supervises VSRs and 

RVSRs as well as Program Support Clerks. The VSR and the RVSR positions perform the­
substantive.work of the team and.these positions are classified to the G~-996, Veterans Claims 
Examining S~fies.:: Currently,···· the·~rdkeeping system' is .programmed. to r~rd the ·title· 
Supervisory Veterans'Claims Examiner for.this position. The BPR Team identified the title:; for 
principal positions' in the 'reengineered . environment asVetenins '.' Service Representatives; 
therefore, a 'new title will be requir~ iil the pt,rsonnel and payroll record keeping system (PAID­
OLDEIPAYVA). This' position is 'determined to be properly titled . and. aSsigned: Supervisory 

.Veterans service Represenuitive, GS-996:: ' . - . ' 

Grade Det-ermination: Positions that oversee the accomplishment of work through the 
supervision of Othlers ~d that require. technical competence related to the work directed are 
evaluated' in acCordance with. the General Schedule Supervisory Guide, The guide useS six 
evaluation factors to determine grade..,.' . . 

. Factor 1 - Program Scope and EiTect: This factor'considers the complexity, breadth, and 
impact of the program areas and work directed, including its organizational and geographic 
coverage. 

The .supen~sory position under review is responsible for administrative and technical 
aspects of claims processing at the. RO for the entire State. The work which the supervisor 
. directs is vital to the mission of VBA and can result in ~ward decisions involving the expenditure 
of large sums of money or denials whi~h can have profound consequences for' an applicant and 
affect other entitlements.' . ' 
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I 

·:1 
Factor Level 1-3 was selected as appropriate 

I 

for most, ROs. All ROs where this 
supervisory position will exist are responsible for claims processing for the entire sutte and 

, \ 

'sometimes the respo'nsibility may extend to other geographic areas. Irrespective of the ~elative 
size of the State, the RO administers the full range of compensation and pension 'I claims 
processing. Factor ~vel 1-3 encompasses responsibility for supervising a program that p~rforms 
complex technical and administrative work for a State or for a population comparable to asmall 
city. The work directed constitutes a significant portion ofVBA's line function for the Ro;'s area 
ofjurisdiction. Ii 

I ~ 
" 

, Factor Levell-iwas not selected as appropriate for this position at the majority afROs, 
because at this level; services are provided to a limited geographic area. It should be not¢<t that 
level 1-2 may be appropriate for small ROs servicitig a population equivalent to asmall c~ty. If 
this level is selected~ it will not affect,the final grade determination for this supervisory position. 

, Ii 

Factor Level 1-4 was judged inapplicable for,this supervisory position b~use thiscope 
of the work directed affects the development ofmajor aspects ofVBA's operating progr~ for 
headquarters or, all field establislmlents. This does not describe the work of the Superviso~ in the 
Veterans Service Center at the RO. ~ 

I 

,I 
, Points assigned:, 550 for the majority of ROs (medium/large) or 350 forsmalllrJ1.edium 

facilities '" ;: 
~:: ~~ ~~',;:: 

Factor 2 - OrgaDu:ational. settitig: ,This factor cOnsiders where the supervisory positi6njs 
organizatiorulny situated in relation to higher levelsofmaDagement. ',: 

it'", 
, '" ' 'I 

For medium to largeROs, this supervisory position will most likely be accountabl~ito the 
Assistant Veterans Service Center ~er. The Assistant reports to. the Veterans Service 
, Center Manager who is accountable to the Assistant Director who' reports to theSES, Director. 
Thus under this circwnstance, this supervisory position is two or more leVels below the firSt SES 
position or equivalent highest graded managerial positioQ, in the organization. , ;! . .... ;/ 

For medium t~ sriuill ROs, where staffing is compact, this supervisory position ma~ likely 
be accountable to the Veterans Service Center Manager who reports directly to the Director who',. ,,[

is in the Senior Executive Service or who holds the highest graded inanagerial'position:at the 
faciUty. Under this scenario, the supervisory position is one reporting level below. the first SES or 
equivalent highest graded nianageriallevel position in the sUpervisory chain. :! 

Points assigned: 100 (medium to large ROs) or 250 (small to medium ROs) 

, Factor 3 - SupervisoD' and Managerial Authority Exerci~ed:, 'Irrespectiv~ of the s~e of a 
RO, the authority exercised by,thesupervisor'is m~~t Factor Level 3-2. The supervisor plans 
and assigns work for the t~ assures that performance goals are met, and performs all i'of the 
tasks described in paragraph 3-2c ofthe.standard. " , ' :i 

t, 

~?... '=:';~ ~' 
\i. \ .. " 

" 
'" 

J/ . 

it;' , 
f~~ :~~' ":, '-. 
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Factor Level 3-1 was not selected because at this level the supervisor is responsible for 
selected tasks desc~ribed in Factor Level 3-2. As noted above, the position description includes 
responsibility for a'il criteria in the higher level. 

Factor Level 3-3 was not selected because at this level the duties and authorities support 
development of goals and objectiv~s related to high level program management or' development 

,and the supervisor direCts, work ihrougQ subordinate supervisory staff. 

Points assigned: 450 

Factor 4 - Personal Contacts:, 'This is. a two-part factor: nature of ,contacts and the 
purpose ofthe conta~s. . 

Subpart 4A: For the subject supervisory position, the nature ofcontacts was evaluated as 
most appropriately aligned ~ Subfactor 4A-2. The supervisor has frequent contacts with the 

, general public, higher level managers/supervisors, representatives of interest groups, employees of . . 
other Federal agencies, State and local governments. 

. , , 

Subfactor 41A-l was not selected because contacts are essentially within the work unit or 
RO. Subfactor 4A-3 was nCtt seleCted because contacts are routinely with high level or key staff 
with significant poUtical influence and these contacts are Unplanned with the sup~sor designated, 
as contact point., While such cOntact may occur, they are not of such regularity to justity 
assignment at this<level.,,' ' - " . 

Points assil¥1ed: 50 

Subpart 4:E~: For the subject supervisory position, the purpose of contacts was evaluated 
as aligning with Subfactor' 41l-2. The purposes of the supervisor's cOntacts is to ensUre that 
information provided to outside parties i~ accurate and consistent, to plan and coordinate work 
and resolve differences ofopinion among managers, supervisors, employees, and applicants. 

Subfactor 4B-l was. not. selected because the purpose of contacts at this 'level is restricted 
to an exchange of information with subordinate staff. Subfactor 4B-3 was not selected because 
contacts as this level are characterized as involving problems or issues of considerable 
consequence to thle program managed, and it more accurately describes contacts for the Manager 
or Assistant Center Manager. ' 

Points Assiign~: 75 

Factor 5 - Difficulty of Typical' Work Directed: This factor measures the difficulty and 
. complexity of thl~ basic. work . for which the supervisor is administratively and technically 
responsible. 
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, I 

This supervisory position is administratively and technically responsible for the work of a 
team of GS-12, RVSRs; 'GS-ll, VSRs; and GS-4, Program Support Clerks. The highest level of 
base work which constitutes at least 25% ofthe team's workload is GS-12. 

:i 
" Pointfassigned: 930 ,. : ' :l 

,I 

Factor 6 - Other Conditions: Thisfactor considers various conditionS which contriJute to 
the difficulty and complexity ofcarrying out supervisory duties. II 

This factor is evaluated at level 6-4. Although factor 6-5 includes supervision of positions , 
at the GS-12 'level, the description includes duties that are somewhat above that envisioned for the 
position under review. In accordance with the standard's instructions, the factor selected must 
"fully meet" the description. Factor level 6-4 accurately describes the conditions affectitlg this 

•• , " d 
POSt,tlon. ' ' ," , ' 

, ~ 

PointS assigned: 1120, 


Conclusion: Listed below is a compilation 'of the points assigned' for the fact~rs in 

• ..' I 

consideration 'of variations in RO size. ' ' 
" . 

MediumlI..8rge Ito SmalllMedium RO 
it 
JFactor 1 550 350 ,I 

Factor 2 100 250 
Factor 3 450 450 
Factor4A ~O 50 
Factor4B 75 75 
FactorS 930 ,930 
Factor 6 l120, 1120 '( 

'i 

II .. 
"TOTAL POINTS 3275 ' 3225 

:1 
;",;':EXcerpt ofConversion Chart: Gfade Point Range 

' .....' I! 
2755-3150 • ",: 
3155-3600 J; 

'I3605-4050, 
,I 

~I 
ii 

Based on, the excerpt, ,of the' Point-to-Grade ,Conversion Chart from page of 31 ~f the 
,standard, the, position, 'under either scenario, is de~~rmined to be properly, graded at GS-13:! This 
position is properly classified as Supervisory Veterans Service Representative, 'GS-996-13~ ;1, , 

~ 
ii 
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A6. VSR Team Leader/Coach 

Principal Duties And Responsibil~ties: 

The incumbent serves as a leader for a'team or Self-Directed Work Team (SDWT) that is 
responsible for bOlth customer service (through in-person and telephone contacts) and claims 
adjudi~tion for benefits under VA's Compensation and Pension Programs. The incumbent acts 
as the teain!SDWT leader or coach by providing a sound base of technical expertise, along with 
heightened interpersonal skins, and an understanding of small group dynamics' to facilitate the 
team's evolution to a work team that not only properly and timely develops and decides individual 
claims, but alsO plans, organizes, and manages aU workload management tasks and administrative ' 
tasks. 

The incumbent helps the team develop sound workload management skins so that aU team 
members understand basic workload management principles from which they can apply,a range of 
techniques to plan and organize the team's assigned direct customer, service tasks and claims 
adjudication tasksin"a maimer that meetS identified VBA's organizational goals. ' 

The inCumbent is also responsible for ensuring' that the team members learn the skills 
necessary to decid., personnel actions needed for the efficientfimctioning of the team including 
filling vacancies, llreparing performanc~ evaluations, pursuing disciplinary actions, identifying' 
training needs, and preparing syst.em8tic analyses ofoperations. ' . 

Knowledge'Required By The Position: 

The team IE:ad~r/coach must: 

, Possess th€~ knowledge of aU phases of claims adjudication and rating' activities: ,The 
incumbent demolUltrates an expert understanding of the steps necessary ~o receive, control, 
develop, and decidi" benefit claims. 

Have a fam~liarity with aU phases of the veterans' services activity to interview clainuults 
in-person or over the telephone to elicit infonnation essential to identify and resolve a concern or 
obtain'essential evidence'so that a pending claim may be properly adjudicated, authorized, and/or 
rated. . 

Understand, the relationship of tasks routinely assigned to the,clerical support staff, VSRs 
and RVSRs to assist the team in planhing and assigning work. 

Possess thi' ability to gather and interpret, a wide range of data addressing service 
concerns. Flirthel', he/she is able to explain the, meaning of the infonnation and reCommend 

, appropriate action' based on the data. This includes the ability to assess individual team member's 
readiness for the "(:ertification" process. ' , 
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'i 

Have knowledge of personnel administration and programs to handle .. or guid~ team 

members in deciding issues of labor management and employee relations, provide inform~tion to 

supervisor(s) regarding the performance appraisal systerp.s, and leave administration. :r 


IiI, 
Possess the ability to. analyze and interpret laws, rules, and regulations as the~ affect 


policies" procedures, and met~ods ofoperation. 

, .' 'Ii" 

Have knowledge of the principles ,of small group dynaniics, counseti,ng, and moti~ational 


techniques. ,\ 

11 

, ,Have aitunderstanding of VA's performance indicators, what they measUre, w~t the 

measures mean, and how the TeamlSDWT should use that information in evaluating its ongoing 

performance. .' ;! . 


!\ 


Supervisory Controls: 
,1
I, 
'I 

. II 
The incumbent' serves under the general supervision of a Service Center Manag~ or an 


Assistant Service Center Manager who provides administrative· direction through assi~~nts in . 

broadly defined mission and function terms. The incumbent is required to exercise independent . 

judgment and initiative. Most day-to-day decisions· and actions are not. subject to· supemsory 

control. I: .. 


: . :~:PJ~~. 
yO : •• i~(1The assistimce of the Service ·Center Manager or Assistant is 'sought· only on matt.er.s· of ',1'"' 

program policies and general office management. :~ .;;,,\~\,

. '.. ....... ~. ;/,'i:', 


.1,T~e quality of the services rendered, the work performed,' and the pace of the team's 

transformation to full self-direction are subject to review and evaluation by the Service Center 

Manager or higher management. ' '., . ' ,j 


, (, 

'I
d 

Guidelines: ' 
I 

i 
• ,f 

Guidellites include laws and supporting regulations, the Schedule for Rating Disabilities, 
. agency policies, EDP rules-based teChnology, procedural requirements of the various:1 social 

insurance:and special and supplemental seCurity income programs. These guides 'are num~rous, 
extensive, and complex.'· ,'. ' 'I 

The incumbent is responsib~e for determinations of basic eligibility' for VA and, n~n-V A 
. benefits and providing information and assistance to veterans and their dependents reg~ding 

veterans' rights and benefits under laws administered by VA and other agencies. if . . Ii 
, , • I 

The incumbent must demonstrate a t,horough familiarity with all laws and regulations 

peqaining to veterans' benefits and m\lst keep abreast ofany new laws, regulations, and op~ting 


changes.· In addition, the incumbent is expected to exercise sound judgment in interpreti~g ~he ' 

intent of guides as they apply to specific work areas. 
 ii 
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Complexiu~: 

. The work ,consists of guiding members of a teamlSDWT - composed of approximately 
12-15 predominat,ely "professional" level employees - as they transform from Ii supervisor­
directed work em~ronment to a fully self-directed team environment. It is essential that the 
incumbent have the ability to identifY each team member's current skills and abilities as well as a 
course of action to erihance each one's skills and abilities so that the team develops the abilities 
necessary to manage both its own work.processes and its own administrative needs. 

The incumbent must be able to arialyze and evaluate the significant aspects of VA's claims 
operation to help the teamlSDWT either modifY current operating iristructions or develop 
innovative ones that provide for the. most effective use of the team's capacities. The incumbent 
should be able tOi offer advice and guidance on new systems or operational experiments to 
improve the team':s productivity and efficiency in deciding claims for veteran's benefits .. 

Scop~ And Effect: 

The leader/coach's efforts provide the framework for the effective functioning of the team. 

The work lead is vital to the processes through which theag~cy directly infonns and 
serves the public. Team conclusions reached and decisions made are normally binding on both the· 
individual team m'~mbers and. the agency. ; Tbeteam'swork reSults in award decisions involving 
the expenditure of large;swns.of mOney. or,. denials. which can have major adver~ consequences 
for an appliCant. They lIUlyaisoatrt# the ·applicant's· eligibility for Medicaid proteCtion, spcial 
services.. food stamps, and other fomis ofincome assistaD.ce. 

As the team evolves toa fully self-directed environment, the leader/coach will develop 
strategic plans for team improvement through benchnUu-king'and research ofbest practices. . 

Personal ContactS: 

The incumbent has daily interaction with team members, peers, higher management, and 
service organizatio~ representatives.. . The incumbent routinely has in-person and telephone 
contacts with othc~r stakeholders within the RO, at VA medical centers, and other federal, state, 
and local agencies. 

'. ~ : 

The. incumbent may be called upon to interview veterans or other customers either in-
person or on the t,elephone. . 

As the team evolves to afully self-directed work team, the leader/coach may contact other 
federal agencies aJtld private sector business. . . 
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;1 

Purpose Of Contacts: 	 Ii 
",I 

I: 
I 
" , , Contacts with team members are made for the purpos~ of assisting them as they i,dentify 

and resolve unusual 'work difficulties associated with processing claims for veterans' b~nefits, 
sharing information regarding new policies and procedures, and providing advice and ~dance. 
Contacts with higher management and, other service center staffare made to exchange inforination 
about work operations and to keep management and other stakeholders informed of the :team's 
progress and other information related to the team.. The incUmbent, for the purpose of imp'roving 
claims processing or personal contact service~ may persuade/negotiate changes in operatio~s with 
other stakeholders (e.g., V AMC, other RO elements).' To develop strategic 'plans and itpprove 
process or service, the leader/coach may contact other federal agencies and private )isector 
business for benchmarking and best practices. . . ' :\ 

i 
i ,Physical Demands: 	
I 

. 	 '. ' I) 
The work is sedentary.. No sp~cial physical demands are required ,to perform thisw~rk. 
. . 	 ~ 

Work Environment: 

The work is performed in an office setting. 

posmON EVALUA TION REPORT 
I: 

, '. ' 	 . ·1· , 

. Classification Title, Series, Vetei1ms ClaimsExaminer (Team Leader), GS-996-1~;(.·, ,~. 

and Grade: . (Currently allowed by the syStem) . . , . l"/ ;\" 
, 

Organizational Title: 	 Veterans Service Representative (Team Leader), 

GS-996-13 ' , 


Organization: 	 Department of Veterans Affairs, Veterans Benefits 

Administration, RO, Veterans' Service . 

Center 


PositionNo. 	 (Locally 'assigned) 

. Standards Used:. 	 Human Resources Management Letter No. 05-95-11Ji . 
dated December 8, 1995, ~'Guidance for Team Leadef 
Positions'" 	 , . .' . . '[i 

Veterans Claims Examining Series, GS-996 ,I 
Contact Representative Series, GS-962 ;1 

Social Insurance Administration Series, GS-I05 ') 
. . 	 II 

Background: In 1996, Veterans Benefits Administration's (VBA's) Business Process 
Reengineering (BPR) team identified a new vision for claims processing. One of the fimd~enta1 
changes calls for claims processing and appeals to be performed by essentially three po$itions 

" 
i 
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working in coordination and collaboration to provide world-class customer 'service. These 
positions are the Veterans Service Representative (VSR)" the RVSR, and DRO. TheTeam 
Leader/Coach position under review will lead a team of VSRs, RVSRs, and Program Support 
Clerks organized to complete claims processing in accordance with the newly designed processes. 

Introdudi!!!:The Veterans Service Representative (Team Leader) is an alternative to 
the Supervisory Veterans Service Representative and replaces .present VBA positions of Unit 
Chiet: Section quet: and Supervi$or in Veterans Services and Adjudication Divisions. The Team 
Leader participates in the work of the team to meet VBA's' organizational goals and guides the ' 
team's ~fonnation io self-direction,' "This position description is intended asa .benchmark 
position description to be uSed VBA-wide in transition and at the discretion of local management 
may contmue at full implementation ofthe .BPR vision. . 

, , Titie' and series detennination: In·accordance With VA's' position classification 
guidance for team leaders, these positions are classified in the mO$t appropriate occupational 
series for the work led. This position leads VSRs and RVSRs as well as Program Supp'ort Clerks. 
The VSR and the RVSR positions perform the substantive work of the team, and these positions 
are classified to tllte GS-996 Veterans Claims Examining Series. Currently the record keeping 

, system is programmed to record the .title Veterans Claims' Examiner (Team Leader) for this 
position. Based ,on the position description, 'this leader asSures that the work of the team is 
,carried out by perforinitig a range of coordinating and supportive duties and responsibilities. The· 
leader utilizes a variety of coord~tin$t coaching, facilitating, arid consensus-building techniques. 

The BPR Team, identified the title for principaI' positions in the reengineered envirom;nent 
as Veterans Serviloo Representatives; therefore;' a new title will be required in the personnel and 
payroll record keeping system (PAID-OLDEIJ?AYVA)~', The record keePing system currently 

,.allows the parenthetical title, teain leader to be COded for appropriate positions; This position is 
determined to be properly, titled and 'assigned: . veterans Service Representative (Team Leader), 
GS-996. 

Grade detennination: Presently, the Office of Personnel·Maitagement's classification 
standards do not provide guidance' for team leader positions.. VA's guidance found in Human 
Resources Management Letter 05-95-11 proVides that the grade level for team leaders will be one 
GS grade level above 'the highest graded nonsupervisory; tWo-grade interval work led that is 
carried out for 25% or mo~e of the ~e by a majority ofteam members. 

The Team Leader is technically and administratively responsible for the work 'of the team. 
The,highest level ofwork led is that ofthe GS-12, RVSRs which constitutes 25%+ ofthe team's 
work. Therefore, the'Team Leader is determined tobe properly graded at the GS-13 level. 

Conclusi(!!!: Based on available guidance and the evaluation, this position is determined 
to be properly classified as Vete,rans Service Representative (T~ Leader), GS-996-1~. 
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A7. veterans Service Representative (Field Examiner) 

Principal Duties And Responsibilities: ' 
'!) 

)1 

,The Veterans Service Representative is organizationally aligned to the Field Exa.mi,Ping or 
,Outbased, Activity Unit in the Veterans Service Center. The VSR conducts field exannpations 
involving the appointment of fiduciaries for incompetent veterans and other legally disabled VA ' 

, 'beneficiaries or recommends a change from guardianship to supervised direct payment. The 
"field-based" VSR serves as the primary contact for the veteran and his/her~epresqrtativel 
fiduciary and decision maker for compensation and pension claims elicited in the, course Qf field' 
examination actiVity. The "field~based" VSR explains b~efit programs and' entitlement criteria, 
conducts interviews, identifies issues, gathers relevant evidence, adjudicates claimS, and 
authorizes payments for cases that do' not require rating decisions, and inputs data nece~sary to 
generate, the award and notification letter to the veteran describing the decision, the'reasons and 

, baSes forjt. The "field-based" VSR possesses the knowledge arid skills (affirmed by certifi(;ation) 
to perform the full range ofduties that include: ':j

" '1, ' 
• 	 Determining type of fiduciary, fiduciary qualifications, fund usage, and appropriat~: action 

reqUired to" ensure all beneficiaries receive benefits to which they 'are' entitled:~ The 
'incUmbent selects 'the fiduciary and mode of payment determined to be in th~ best ~terest 
of. ", the beneficiary; ''Ole VSR determines' frequency, timing, or neces~tyl.!~r.

nalIfu fi Id .., 	 ",, it"~, ",~",additio ' turee exammations. 	 , ' , ' .. ' '1;" -", , 
" 

" ,'" ' 	 ," ,;U',"· ":> 
• 	 Representing ~e Secretary in matte~ pertaining to VA's system ofrecords in ,probafc;';,ci.~ 

court proceedings.::
"•• " ~ 11 

" 

.R~mmending the adequacy, of bonds, ascertaining Il)isuse, of funds, and perf~rm.in8 ' 
special field examinations as requested by Veterans Service Cooter staff. . " , ' , ;\ ' ' 

I: 
l 

.' 	 Acceptance of speaking engagements as well as seeking opportunities to disseminate VA 
fiduciary and other program and benefit information to the public and other agencieSl 

.• .' • 	 '. ' .' . ' ~ I • , 

• . 	 ~ II 

• qonducting interviews'in person with veterans, eligible' individuals, fiduciarie$, ~d 
repreSentatives/advocates: The incumbent explains the full range of VA benefits ~d all 
related programs (including disability, and death compenSation and ali pension proSrams, 

, education, vocational rehabilitation, and other related entitlements, VA health care;: home 
loan guaranty program, life insurance, general Social Security'Administration ~enefit 

, programs, ,federal and ~ate laws relating to domestic relations, and federal, state, and local 
, assistance programs): The VSR assists individuals with completion of applicatio~s and 
oth~r forms. 	 " 

'~, 
1\ 

" 	 , " ' 1 

• 	 Analyzing the claim and initiating action to obtain all required evidence to suppqrt the 
claim and aSsisting claimants in obtaining it.' The mcumbent monitors the claims and takes 
necessary actions to eliminate unnecessary delays in gathering evidence; it 

:1, 

.! • 

~ 
'J" , 

, .r 

'k .,,,:~ 
i ' 
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• 	 Adjudicating the claim and authorizing the full paYment of benefits as entitled by law, 
where no ra1ing decision is needed. The "field~based" VSR is fully accountable for proper 
analysis, appropriate development, and final authorization determinations. . 

• 	 Utilizing ele~onic data processing (BDP) technology to input data, generate ·awards, and 
correspondence informing the claimant and/or fiduciary/beneficiary ofthe decision and the 
basis for the action taken (e.g., aWard, termination, amendment, or disallowance). 

• 	 f' • , 

• 	 Making. administrative decisions and special· determinations relating to qualifying military 
service, character ofdischarge, dqmestic relations, and other matters oflaw.. 

• 	 Determining: eligibility for special benefit programs relating. to loan guaranty, special 
housing anel automQbiles, VA hospitalization, outpatient treatment,institutional or 
donuciliary cme., and basic eligibility for vocational rehabilitation. 

• 	. Authorizing· the work of"field-based" VSRs who are in transition to the full performance 
level positictn. .The incumbent also mentors and· trains other "field-based"· VSR.$ and 
participates .it) mecmngsas requested or scheduled by the sup~rvisor. . 

. Knowledge Required By The Position~ ; 
. ""'.:i' ; 

Knowledge of Veterans Benefits Administration's philosophy, objectives, identified 
outcomes, aild:·the provisions ofalllaw8.. admiriistered.by the Department of Veterans Affairs and 
their relationship to other related programs. 

Broad and detailed knowledge of federal laws pertaining to compensation and pension, 
education, burial, insurance, distribution of accrued funds of deceaSed beneficiaries, retired pay, 
medical treatment, bospital, domiciliary a.nd nursing home care, and the Soldiers and Sailors Civil 
Relief Act," and VA· regulatio~ and procedures which implement these laws' including M21-1, 
M27-1, and M22-2 to explain.entitlemen~and accur~tely adjudicate and authorize claims. 

Detailed kn10wledge ofTitle 38 y.S. Code and 38 Code ofFederal Regulations and state 
laws as they pertain to fiduciary matters and incompetent beneficiaries. 

General knowledge of other related benefits; i.e., vocational rehabilitation, loan guaranty, 
as well as related "ro8t8msUu?h:ading small or disadvantaged business utilization, general Social 
Security Administnltion benefit programs, and other federal, state, and local programs that affect 

. veterans to offer C(],unseling about benefit options available to veterans or eligible individuals. 

Knowledge of electronic data processing (BDP) systems, including the fiduciary 
beneficiary syStem (PBS), . benefits delivery· network (BDN) and its successor· (VETSNET), 
WANGIMS Exch:ange, .and PC-based programs to utilize rules-based claims processing, 
monitoring, and co.rrespondence preparation. 
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. 	 fl" 

. 	 11 

Knowledge of state'laws involving dependency status, social services programs, MMicrud 

(ACCESS), special inCQme-based local, state, and federal programs. ' .. :1 


• 	 ' 11 
, 	 ,il 

, General knowledge of legal opiniom, from the Court of veterans' Appeals (COV+), the 
Board of Veterans' Appeals (BVA), and state and fedei'alcourts having a relationship to VA ' 
programs, especially those applicable to incompetency, conservatorship, and guardianship. :! 

, , ", 	 Ii 

" 
Lay medical knowledge' to include' anatomy sufficient to facilitate ;isound 

adjudicative/award decisions and decisions involving behavior which may be regard~ as a 
reflection ofincompetency. ' ii ' 

,'. 	 Ii 
Knowledge ofeommwlity'resources for referral purposes, including local and state ~elfare 


operations, state and local cpurts, food banks, church groups, private charities, and '~imilar 

organizations which assist people in need. ' ' ,I 


. 	 ,IIi 
, 	 "I 

Skill in conducting professionaJ interviews that yield the necessary,data essential to wake a 
proper decision on a claim, assess competence and provide correct benefit informaqon to 
clainWtts.' Interviews are conducted in ',a wide variety of settings -', offices, private ~omes, 

,prisons, nursing homes, hospitals, psychiatric' facilities, taverns" and social clubs. Intervie~s are 
frequently with people who, are severely emotionally' disturbed and who may be ',ph~sica1ly 
dangerous. ' . ),,', , n ... 

" 	 '~~' 

Skill in written comn1unioation to inform claimants ofevidence requirements, the d~l~io~, 
the reason and bases for it, and further appellate rights.' ~ " 

, 	 n
I! t 

Ability to evaluate' physical, 'personal, and ~ther forms ofevidence to ,aid in drawing:lsound 
conclusions. ' 

II 
Ability to work in a team environment, ifso organized. " 

:f 

'j 
,; 

1 

Supervisory Controls: L
j , 

:1 
. 	 ~ I 

Duties and work assignments are performed under the general supervision of the Mlmager 
or Assistant Manager ofthe Veterans Service Center. " " '. ;i 

, " 	 il 
:1 

The majority of assignments are performed away from the office in work si~ations' 
requiring reliance on acquired knowledge and the "field-based" VSR's own initiative. Th~ VSR 
works independently to manage Claims' workload using judgment, guidelines, and EDP s~pport 
technology. The "field-baSed" VSR has final signatory authority to award, terminate, am&id, or 
disallow benefits on all claims to include difficult and complex cases, when a rating decisiorl is not . 	 '\
reqUired. " , " ' 	 :1 ' 

!f 
The "field-based" VSR consults the supervisor only when confronted with issues in~olving 


policy or potentially sensitive matters. .. ,Ii ' 


1\ 
! 

:1 

• ,_ "t.!:'" 
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Assignment!; are diary-controlled by specifically assigned territories and are spot-check for 
conformance to m(~ure~ and goals. Reports of field examinations and claims decisions are 
reviewed under existing quality control instructions. . 

Guidelines: 

Guidelines ~:lclude federal and state laws and supporting regulations, agency policies, EDP 
rules-based technol,ogy, procedural requirements ofthe various social insurance and special and 
supplemental securilty income programs. These guides are numerous, extensive" and complex. 
The, incumbent must· decide between alternative. guidelines and must· interpret applicable 
provisions. The ''fileld-based'' V~R tnust exercise a high degree of independent judgment, s~ 
and initiative in adapting to personal Situations. and applying guidelines and procedures to 
individual case circumstances. ' 

Complexity: 

The· work requ...es a comprehensive and thorough knowledge base to explain programs, 
elicit claims and related claim information, determme initial and continuing disability benefits, and 
the reconsideration ofinitial and pos.'-eittitlement decisions. The ''field-~ased'' VSRmust also be 
able to deal with issues related to mental illness, including sources of assistance" the court 
systems, and asSociated entities.. The "field-based" VSRanalyzes sub$taRtive issueS or procedural . 
lll(Itters in each cue ranging from.rotitlrie to complex, in order to determine required action. The 
''field~Dased''.'VSR weighS: a1trelevant. factors against controlling policies and regulations in order 
to reach a sound, c:onclusion. The· VSR m8kes final determinations on all, claims which do pot 
require a ratingdec;ision. ." '. . . 

Scope And Effect: 

The work is vital to the processes through which the agency directly infonns and serves 
the public. Conclusions reached and the decisionS. made are notmally binding,on both the agency 
~d the claimant. The decisions by the "field-based" VSR can result in award decisions involving 
the expenditure of large sums of money or denials which can. have major adverse consequences 
for an applicant, particularly as related to deci~ions of incompetency.. They 'may also affect the 
applicant's eligibjljty for Medicaid protection, social services, food stamps, and other fonns of 
income assistance. . 

Personal Contacts: 

Areas of program coverage are general and all segments of the general public may be 
encountered as potential. veteran applicants, beneficiaries, designated representatives, the legal and 
judicial conuriuni~y, social service networks, and employees. Contacts are made with other 
agencies and institutions providing other payments and services. ~ersonal and telephone contacts 
also occur with (),ther VA employees, other'government employees, and congressional 8ffairs 
staff. Of criticali importance are the regular contacts with incompetent beneficiaries who 
frequently are COnlrused, non-communicative, and occasionally dangerous. 
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d 
:: 

Purpose OfContacts: :1 
,1 
:j 

Contacts with the general public are made to explain the progfains' and to:1 elicit 
information upon which entitlement, post-entitlement, and reconsideration decisions areinade. 
Contacts with other agencies and institutions may involve negotiating to obtain informationlor to 
represent a claimant's needs or rights to payment orservices. Much of the eligibility'inro~ation 
is, acquired through interviews conducted which may involve probing of very personal and/or 

"sensitive situations. The "field-based'" VSR ~ust also be able to satisfactorily ,explain coPtPlex 
, rules and requirements to individuals who may be hostile, uncooperative, antagonistic, fearful, 
concealing information, mentally ill, and possibly dangerous. The "field-based" VSRmust c9ntrol 
the interview and keep it on track to orchestrate the desired objective. 

Physical Demands: 
!I 

, • )1 

The work normally involves mental rather th~ physical e.xertion~ However, the work reguires 

extensive driving and meeting people at outbased'sites - sometimes remote, away from tlle'RO 

setting. The work is mostly sedentary. . ," . ;1, 


,I'
,j 

.<.Work Environment: 
.,d " 

'I 
II . 

Most work is performediti office settings, private homes, institutions,. autom~bii~;~' 

hospitals, .and nursing homes. Occasionally, an applicant or beneficiaiy may become uPrulY, 

threatening, or violent. The incUmbent must e?Cercise good judgment and professional de.rteanor 

in attempting to calm the situation." . '. ii ,,:
'1 

:1 
II "'1/"< •.1" 

Other Significant Facts: ;1 

.,I 
!l 

T~e '''field-based'' VSR may be ,required to accept out-of-town, oveinightassignme~ts on 
, a recurring basis.·..· . " . . . . ". . . . ~. ' 

If' n 

Avalid driver's license is required. 1\ 

it 

1:' 

:, 
Ii

ii 
POSITION EVALUATION REPORT 

11 
"'I 

Classification Title, Series, and Grade: , 'Veterans Claims Examiner, OS-996-11 II
'I 

" II 
"(Currently allowed by the system) i; 

" 
I 
'I,:
,[ 
IOrganizational Title: Veterans Service Representative, OS":996-11 
ii,(Former Field EXaminer) I 
r,I
II 
1\ 

" 

~ ! 
·1 
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Organization: 	 Department ofVeterans Affairs, Veterans Benefits 
Administration, RO, Veterans' Service 
Center 

Position No.: 	 (Locally assigned) 

Standards Used: 	 Social Insurance Administration Series, ,6S-105 l 

Contact Representative Series, 6S-962, ' 

Veterans Claims Examining Series,,6S"996 
General Inspection, Investigation and Compliance 
Series, 6S-180 1 
, ' 	 , 

, Backgri!unl!: In,I996, Veterans Benefits Administration's (VBA's) Business Process 
Reengineenng (BP1't) t~ identified a new Vision for claitnS processing. "One of the fundamental 
changes ' wls for' redesigned core' proces~ ,performed by a,' single Vete~ , Service 
Represe$iive (VSR); }.mong other d\lties,. field exanrlners currently' adjudicate ail(i' aUthorize 
claim$ .relate4 to inCompetency. The position 'de,Scrip~on under ,revieW builds' on the field 
examiner duties andlresponsibilities and incorporates' these duties int()'VSR position identified for ' 
the reengfueenxt en'Vironni~t:1'; :' :' ' ,,'1. " 

Introduction:'~ The:,"fie1d~basecl~':VSRposition replaces the pr~nt VBA position of ~eld 
examiner.'During the course of accomplishing field' work, field examiners encounter many 

, veterans anc:l eligible beneficiaries. To ,take advantage of curr~t knowledge and $kiUs 'and the 
. opportunity fQr ,Qutbased public contact, it was detennined a lojpcat'exten.sion to incorporate the 

field examiner dutic;~s under the VSR position, expanding'the duties and responsibilities to include 
adjudication and' authorization of other claims they may encounter or elicit during' the normal 
course of,'Conducting business.. BeC8tIse of the unique nature of incompetency caBes, it was 
further determined·tlult this outbaSed activity would remam a discrete unit orianiza,tionally'aligned 
undet:the Service ~enter in thereengineered enviionment. The ''field-based'' VSRwill have 
ownership of each cl8irit to which he or she is assigned or solicits, forge 'a partnership with the 
veteran and hisfhelr advocate,' and be accountable for ,his Of, her 'decisions and actions. This 
positiondescription-is intended as a benchmark position description to be used VBA·wide on full 
implementation ofthe BPR vision. " 	 , " , " 

Title and series detennination: The Series identified above were considered to 
determine the proI)er title and series for the position under review. The prinuuy purpose for 
which the positioll exists, is to explain benefit programs and entitlement' criteria, conduct 
interviews and field examiDations to determine the appropriateness Qf appointing a fidl,ldary for 
incompetent veterans or recommending the veteran receive payment under supervised direct pay. 
The VSR also idellltifies issues,'gathers' evidence, adjudicates the claim, and authorizes payments 
for cases that do not require rating decisions. .For specific and uncomplicated cases, the 
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• ,.;..... It~ ii 

:[ 
'.. I 

incumbent will evaluate the case ~d prepare a rating decision for the signature of the RVSR. All 
other cases requicirig arating decision are transfetred to the RVSR. '. ~j 

'< 
~ 

. These claims duties are contained in the-Veterans Claims Exanuning Series, OS-9Q6; the' 
public contact duties in the Contact Representative Series, OS-962 Series, and field exa4llning 
duties ~ the General Inspection, ~vestigation, and Compliance Series, OS-1801. The QS-l05 
Series includes positions that involve managing,.,supervising, or performing work concerned with 
the administration, or operation of national social insurance and needs-based benefit pr6grams . 
similar to those found in VA. Sound classification principles require that a position be c~sified 
to the series which is most closely related to the work covered by an occupational series. 'iWhile 
the type ofduties and responsibilities under the OS-lOS Series closely align to those requir~ by a 
VSR, the eXistence ofthe Veterans ClaimS Examining Series, OS-996and Contact Representative 
Series, 'OS-962, albeit outdated (1963 ~d 1971), preclude assignment to the OS-i05 Seriesi

. The 
General Inspection, Investigation, and' Compliance Series, OS-1801 was not· chos~n -for 
assignment because the enhanced position description now has as the predominant responSibility 
adjudicating and authorizing substantially for incompetency cases,' but additionally for:l other 
claims helshe may enCounter or· elicit. The qualificatic;ms required for claims examiniilg are 
materially higher· than those required for personal' and public' contact work and th~y . are 
fundamental' for effectively,performing the field eXamination work; therefore, the OS-996 ::Sedes 
was determined to ·be the proper series for classification. purposes;' Currently, the record k~ping . 
system ·is progriunmed to' record ·the title Veterans. Claims Examiner fur this Series. Th.e BPR 
Team identified the title for the· enhanced position as. Veterans Service.Representative; theferQ~';": 
a new title will be required in the. personnel and payroll recOrd keeping system ¢A.IQ~~ 

, OIDFJPAYV A). This position is determined to be 'properly titled and assigned: V~ter~,\ 
Service Representative (VSR),.OS-996, in the Outbased Activity Section. .1 :~,'h>~' 

.1 • 

:1 

. . Grade' Detennination: The position description was written in' the Factor' Evalbation 
System (FES)' format ,because this format includes sufficient infolltlstion to allo'Y c18ssifica~on of 
a position using either a narrative or FES standard. The narrative Vetetans Claims ExamiDi9g and 
Contact Repr~ntative Series will· be used to determine grade. The OS-:1801, General 
Inspectio~ Investigation and Compliance 'Series will not be used as, the standard does' not ~rovi~e 

, grade level descriptions. As well, grade determination \\Till be validated bycross-:reference,lto the . 
. Social Insurance· Administration Series,' OS~105, 'which describes types·,.of dutie~ ,and 
responsibilities that closely correlate to the work ofaVSR. . d 

I • ~:. " , . ;1 

Veterans Claims Examining and Contact Re.presentative Series: Both these nafrative 
format Series utilize two mctors: Nature of Claims/Contacts and Authority Vested or L~el of 
Responsibility to determine grade., .' 'i 

'1 

As described" this "field-based" VSR position includes claims prOcessing and duti~s' and 
responsibilities that clearly match the'nature of work descriptions at the OS-II level. At this 
level, VSRs are expected to conduct fielq examinations and adjudicate the full range ofi'claims 
Jnvolving unusually complex or noyel issues (e.g., incpmpetency, c~aracter ofdischarge, domestic 
relations, homicide, presumed death, line o~,duty,willful misconduct~ and Violations ofU,Sf! Penal 
Code). Additionally, the VSR authorizes the full paymentofbenefits as entitled by law, where no 

, 1 • 

Ji 
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rating decision is recluired. This level ofauthority also aligns with the standard at the OS-II, level. 
The OS-9 level in the standard was' reviewed; however, it was detennined to be inappropriate 
because payment of benefits based on adjudication typically occurs after technical review of the 
determination by au authorizer. 'The VSR's authority as' outlined in the position description 
clearly exceeds the OS-9 authority level in the standard. 

The VSR's responsibility for personal contacts with the veteran and hislher advocate! 
representative!fiducilary take on increased importance in the redesigned claims process. The VSR , 
,	must possess a coml~rehensive knowledge base to provide correct benefit information to claimants 
and possess profes5iional interviewing skills that can focus issues to yield the necessary data to 
make a proper decision on' a claim. This responsibility is even more challenging for the ''field­
based" VSR who dc::a1s on a regular b8$is with incompetency issues. The VSR is also expected to 
accept public spealking' engagements and solicit opportunities, to discuss V A programs and 
benefits. The nature and level of public contact equates to the OS-IO description in the Contact 
Representative standard. The VSR must be knowledgeable of community programs, establish 
effective contacts' and rtetworl,cs to provide benefits and services to claimants. 'The,GS-9 grade 
level requires that the 'incutiment provide information on the full rang¢ of benefits and related 
programs' and is'responsible for other benefit coordmation contacts, but they are not responsible 
for the degree of c()Mmunity program cOOrdination and networking that is required of the VSR 
for thepo$ition und'ef review. ", . ' 

:: The cl~'e:xamining component ofthis position was evaiuated at the OS-II level and the 
personal and'Public contact component at the OS-IO level. While both are equally important for
the VSR,~ the"c1aiJl[lS examitung' component ,represents the, p~ . work and the paramount 
qualifications' required to' hold this position and, consequently; is grade controlling. Therefore, 
evaluation uSing thf~ 1963 claims 'examining and 1971 contact representative narrative standards, , 
results in a tentative: grade ofOS-1 L ' 

As noted above, the 1993 Social Insurance Adtninistilttion Series, GS-I05, describes . 
duties, responsibilities, knowledge, and abilities that closely parallel thosei'equired of a VSR.· A 
cross-comparisOn will be accomplished to validate the tentative'grade. determination reached by 
use' of the narratiV(1 standards above. Factor Evaluation SYstem point assignment and narrative 
comments follow: . , ' 	 . 

Evaluation . Points Standards 
Factors Assigned Used Comments 

1. 	 Knowledge Required 

by the Position 1250 FLD 1-7 See Below 


2. 	 Supervisory Controls 450 FLD 2-4 . SeeBelow 

3. 	Guidelines 275 FLD 3-3 See Below 

. 4. Complexity 225 	 FLD4-4 See Below 
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5. Scope and Eff~ 150 FLD 5-3 See Below ).t 
I· 
~ 
'I 

6., Personal Contacts 145 FLD2 See Below 
It 
1 
'I
;1 

7. Purpose of Contacts FLDc 
Ii
,I
!i 

" 
I' 

},1, '. " .• I ~ 

8. ' Physical Demands 5 FLD'S-! ji 

;1 

9. Work Environment __5 FLD9-1 j 
Total Points Assigned 2505 

11:\
II 

GTade Conversion 6S-11 
11 

:1 
!I 

, ',I' 
Factor 1 ~ Knowledge 'Required by the Position: Fac,tor Level Description (FLD)::1-7 is 

assigned. FLD' 1-6 was not selected, because" at, this level, while tl)e incumb,~nt is' 
comprehensivelyknowledgeabl~ of laws,' regulationS, policies, and procedures to adjttdicate 

. entitlement to benefits and related prograins, he or she, is not responsibie for the apprQ~al or 
authorization ofbenefits: . As well, FLD 1-8 was not selected, because at that' leve~ the incUmbent 
is the recognized technical expert who resolves issues ofdissatisfaction involving claimants :~or. 
their advocates ,or representativ~. While the VSR is expected to provide complete inforipatiom'. 
concerning the. adjudication and. or approval of a claim for benefits to gain acceptance lofthe;, 
decision,' he or she' is not the final authority for resOlving issues of dissatisfaction. FLD'; 1!~;Z~' 
acCurately retlects the knowledge, skiUs; and level of responsibility for field work, ~djudiCation; 

. and authorization expected ofthe VSR. Points,as~gned = 1250' , :! . 
, 

,~!" 
Factor 2 - SuperVisory Controls: FLD 2-4 is assigned.· This factor provides only two 

possibilities ,2-3 and 2-4. At both levels, the supervisor sets the overall objectives and employees 
independently carry.oui designated assignments. 'AtFLD 2-3, the incumbent determines b~nefits 
eligibility:and entitlement, develops evidence, and "prepares justifications" for award, te1lIlh)ation, 
amendment, or disallowance; however, the incumbent is not responsible for authorization, or 
approval. FLD 24' describes claims processing that more appropriately aligns with that 
envisioned for the VSR Claims go directly to the VSR, the VSR plans' and carri~s out 
assignments, determines the methods and' contacts, and the VSR independently approyes or 
authorizes claims not invo~ving a rating 'decision. Also, at FLD 2-4, work products ~ay be 
sampled to discern trends and effectiveness in meeting organizational goals. This is consistent 
with the process envisioned for certification and recertification for the full perfolmance levJl VSR 
position. Points assigned = 450. . 'ii 
,'.. ii 

Factor 3 - Guidelines: FLD 3-3 is assigned. The other available FLD 3-4 isl more 
appropriately assigned to the "expert" who must interpret. guidelines that are broadly:lstated 
and/or who resolves reconsiderations or notices ofdissatisfaction. Points assigned =275. ;1 

. 'I 

t 
" 

,;, 

., 
, '1 

'1 
.1 
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Factor 4 - Complexity: FLD 4-4 is assigned. Factor 4-3 was considered but not assigned, 
because it indicates that, the work is relatively straightforward and consists of examining 
documentation, evaluating ifall requirements are satisfied, determining entitlement, and arriving at 
a dec~sion concerning the types and amo~nt of benefits that are applicable. Some of ~he VSR's 
work may be straightforward, but it also involves features. that complicate the work including 
incompetency and other unu~ual circumstances or events in the lives of claimants which can be 
problematic. The d.~gree of complexity found in the subject description is consistent with the 
narrative at FLD 4-4.. At this level, work includes gathering and assessing conflicting information, 
identifYing issues, sorting out the elements contributing to complications, and arriving at decisions 
that resolve problems.'. FLD 4-5 was not considered ~ it' more appropriately deals with 
overlooked issues and innovative analyses to resolve disputes. This is not the role of the VSR. 
Points assigned = 22:5. 

Factor 5 - Soppe and Effect: FLD 5-3 is assigned.' At this level, the purpose of the work 
is toan8.Iyze, evaluate, adjudicate and/or authorize cases using established criteria. Decisions 
result in determining entitlement and granting, terminating, amending, or denying benefits. This is 
consistent with the purpose and impact of the "field-based" VSR's work. FLD 5-4 was judged 
inappropriate becau5:e at this l,evel the work involves resolving cases that exclusively contain 
unusual issues or situations similar to duties involved with rating activity..Points assigned = ISO. 

Factor 6 and 7 - Personal Contacts and Pw::pose of Contacts: Factor 2c is assigned. 
Contacts ar:e"withtemployees.ofth~;ag~~cy; veterans, their advocates, representatives,physicians, 
attorneys;, and Jederal, state; local'goveinment employees. At this level, the purpose of contacts is 
to queStion individuals. iriorder to,mak~ decisions on claims and counsel them on acceptable kinds 
and sources.. of evidc~nce to, support :claims. Employees clarify conflicting information through 
probing interVi~s to determine the validity ofstatements and evidence. Contacts are with people 
who are often hostile, uncooperative, antagonistic, fearful, conCealing information, mentally ill, 
and possibly dangerous.. 

. Factors 8 andl9 - Physical Demands and Work Environment: Only one FLD is possible ­
FLO 8-1 and 9-I,re!lpectively.. 

CONCLUSION: .Evaluations under both the narrative and FES formats resulted in 8. 
grade level determinations of OS-II.. This position is determined to be properly classified as 
"field-based'~ Veterails.Service Representative, GS-996-11. 
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I 

Manager, Veterans' Service Center 

Assistant Manager. Veterans' Service Center 

"M,.~tA"" Ratino VSR..... _---­ ---,----.... - - ~ . 

. Outbase(i Activity Unit 

"Field-Based" VSR 

Legal Instrument Examiner 

I 

Supervisory VSR 


Team Leader/Coach 

Decision Review OfficerVSR 


Rating VSR 

Program Support Clerk 


VSR -- Veteran Service Representative 

Figure A-l: Proposed Organizational Chart 
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APPENDIX B. VSR SKILL BLOCKS 

GS-5 Veterans. Service Representative (VSR) . 

• 	 Knowledge ofbasicJsimple development for dependents 

• 	 Knowledge ofeligiQility requirements for burial, plot, and transpot1ation allowance 

• 	 Knowledge ofwhen to defer for ~rvice-connected death ratings 

• 	 Knowledge to generate burial allowanCe or disallowance 

• 	 Ability to process headstone disallowance 

• 	 :J(nowl~ge ofwhen and how to complete application for burial marker 

• 	 Knowledge of how to develop, for service medical records (including using VA form 
3101) and private trledical records . . 

• 	 Ability·to process a Notices ofDissatisfaction, appeals, andreniands using Notices of. 
Dissatisfaction screens 

• 	 Knowledge ofhow.to verify service,data 
. 	 . 

.' . . 	 t.• ' 

• 	 Knowledge of how to develop complex caSes (e.g., PTSD, remand, reserve umt, OD, 
severance/retired pay, fire related cases) 

I 

• 	 Knowledge: of how to input exam requests and to access other informiltion in the AMIE 
system. 

• 	 General kn'Dwledge offunctions and responsibilities ofall Divisions in the RO 

• 	 Knowledg~1 of income limitatipns for pension benefits and Parent's DIC (including 
knowledge of where to and this information) and to develop for same in non-complex 
situations 

. 	 . 
. . . 	 . 

• 	 Ability to Jtrocess authorization actions and correspondence associated with simple ratings 
(e.g., straight denial, claims that are not well-grol.lnded, c<;mfirmed & continued ratings, 
excessive income, no wartime service) . 

• 	 Ability to process denials for failure to prosecute 

• 	 Ability to do initial processing ofEligibility Verification Reports (EVRs) 
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:1 . 
IiI 

e 	 Ability to add/remove dependent children t6 Compensation awards (includes schoql-age 
and helpless children) :1 

,I 
il 

; ~e 	 Ability to process old law and 306,EVRs (except forthe removal ofaspouse) 
1/ 

"'I 

:1 

e 	 Ability to input direct deposit tracer requests II 
, 	 ~ 

• 	 Basic understanding ofall VA programs and knowledge of where to direct claimant~ who 
need services other than those offered 

'. 

in the Veterans Services . Division i(;\ 

e 	 Knowledge ofM21-1 and where information is located within the manual 

• ,Ability to interpret laws, regu1~tions, and procedures 
• 	 I 

• 	 Ability to use tools such as EDP technology ,and other systems as well as the ability t6 edit 
letters and other documents in a'grammatically correct and easily understood forinatl 

" ;1 
• 	 Ability to conduct simple telephone and walk-in intervieWs i; 

• 	 Ability to·explain initial claims processing to claimants 

• Ability to do basic arithmetic/mathematical calculations 

GS-7 Veterans Service Representative (VSR) 

• Ability to process compensation claims 


e Ability to determine effective dates for awarding benefits 


• 	 Ability to develop and process complex dependency issues 

e 	 .Ability to process requests for specially adapted housing 
" 	 ' 

,e, ' Ability to process requestsfor automobile allowance. 

• 	 Ability to process disability and dea~h pensionclaims (live and death) 

• 	 .Ability to process claims for Parents' DIC 

• 	 Ability to make income adjustments 

• 	 Ability to process pension elections ' 

• 	 Ability to process Parents' DIe triennial reports 

B-2 , Jun~ 1997 
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• 	 Ability to prepare correspondence for ratmg and authoriZation issues i 

• 	 Ability to process all EVRs/IVM cases (including removal ofspouse) 

• 	 Ability to use the WIPP System to control timeliness on claims 

• 	 Knowledge ofcontinuous cohabitation requirements 

• 	 Ability to cornmunicate with people from a variety ofbackgrounds and with varying levels 
ofunderstanding . , 

• 	 Knowledge of and ability to explain laws, regulations, and benefits effecting veterans 

• 	 Ability to read and interpret Treasury Payment screens 

• 	 Ability to convince others to accept facts or decisionswhich theY ~y find disagreeable 

• 	 Ability to recognize a potentially dangerous situation 
. . . 	 . 

• 	 Ability to cc)nduct persOnal and telephone interviews in a way :that· enSures that all 
pertinentinfclrmation is obtained apd provided 

• 	 .. Knowledge e)f the. entire· claimS process to include the ab!lity to discern the stage of a 
pending claim in order to respondio a customer's inquiry. 

. 	 . I 

• 	 Knowledge ofwhen to consult wi$ peers to provide accurate information 

• Ability to administer oaths, take affidavits and certify to the correctn¥ss of documents 

GS.9 Veterans Service Representative (VSR) 

• 	 Ability to process DIC awards based on rating decision or death iIi service for surviving 
spouse and c:hildren 

• 	 Ability to imLke administrative decisions (e.g., error, lineMofMduty, COD) 

• 	 Ability to make net worth determinations . 

• 	 Ability to request field examinations 

• 	 Ability to process clothing allowapce requests 

• 	 Ability to process claims for apportiopments 
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It., 
·.1 

• Ability to make hospitalization adjustments due to estate over $1500 	 !j 
" 

:1 

• Ability to make complex income adjustments 	 11 
:1 	 , '. 
it 

• Ability to.adjust awards for incarcerated veterans 	 " 
" 

'1 
." 

, 

• 	 Ability process dual entitlement cases {\ 

'I 


• .Ability to process severance pay cases· 	 i 

11,. 
it' 

• 	 Ability to process retired pay cases :I
I 


jf 


•.' Ability to use correct due-process procedures 	 l! 
"II 

• 	 Ability to process iIicompetency cases . :i 

Ii 


.• Ab.ility. to process accrued claims 	 ,I 

:1 


.• 	 Expert level ofcounseling With famili~ ofinsurance, loan guaranty, VR&C: edu~tion,' 

health care benefits, and.homeless programs, and benefits administered by other federifl and 

state agencies '. . Ii ..


:! 	 7'..~:, 

• 	 Ability to conduct intervieWs in'an efficient, courteous, and professional manner in P~fS9:n" 

or by telephone With individuals who difficult or hostile . , :1 ,'., . 


• Knowledge of ancillary compensation' benefits such as special monthly' compe~tion, . ,
:automobile .allowance, clothing allowance, automotive adaptive equipment, sp#cially 


. adapted housing, and mSA grants ~ 


G8-11 Veterans Service Representative (VSR) 	 II 

Further development ofGS-II skills blocks is pending. 
I!
ji 
H 
:1
Ii 
'I 
/I 
11 

:1 
d
it 
,I 
II 
11 

B-4 	 Jun~ 1997 
it 
II
," 



HUMAN RESOURCES TEAM REPORT 


APPENDIX C. lPosition Transition 


Existing Positions Clerical employees will begin to 
include: acquire additional knowledge in 
-File Clerk the following areas: 
-Program Clerk -Claims establishment 
-Development Clerk -Mail and file 
-Claims ControlCJerk -Correspondence . 
-Correspondence Clerk . -Ciaims·processing system. 
-Mail Clerk 
-Claims Clerk . 

Program Support Clerk OS-4 
will demonstrate knowledge 
of: 
-Claims establishment 
-Mail and file 
-Correspondence 
-Claims proqessing system. 

. Table C-l: PO$ition Transition: Clerical Po$l.tions GS-3, GS-4, 'and GS-5 

.' , ".", : • • > ~, • ' ' • • 

VBCs counsel 
customers. 

.As VSRs, these employees 
will be acquiring necessary 
skills culminating in 
certification:at the ,OS-11 

·VBCs continue to counsel' As VSRs. these employees 
Cti'Siomers while beginning to ,will be acquiring necessary 
aCqUire claimS'processing skills in .skills culminating in 
preparation for progression to the certification at the OS-II 
OS-1 Q(cOmbiDed VBdvCE level. 

, , 

Table C-2: Po$l.tion Transition: VBCIVCF./VSR GS-5, GS-7, GS-9 
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GS-Il Senior VCEs 
adjudiCate more 
complex issUe Cases ' 
and authoriZe claims 
prepared by the GS-9 
VCEs. Rating analysts 
prepare "simple" 

GS-lls continue to authorize 
and/or prepare "simple" J1t!ings 
and begin to receive training in ' 
interpersonal skills and " 
interviewing,techniques. Upon 
completion ofthis training they 
will counsel customers and apply 
traditional VBC skills. ' 

Certified VSRs counsel, 
adjudicate claims, prepare !~ 
"simple" ratings, process 
single-signature awards, 
develop claims. 

,j 
'J, 
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This level exists only VBCNCEs at the GS-I0 level, Vacated GS-IO positions are 
where the VBCNCE soon to be VSRs;,will continue to abolished ,and do not exist ~ 
positions have been the BPR'environment as of ' 
comb~ed. As offices ' 

refine counseling and claims . 
processing.skills in preparation for FY02. :! 

'Iprepare to merge, certification as a GS-II VSR 
ifVBCs GS-9 receive 
IItraining in claims ,i 

'Iprocessing. VCEs GS­
9 receive training in 
counseling and 
1nt.~rn;f'!I'CIJr'\nQ skills. 

Table C-3: Position Transition: VBClVCE Combined Position GS-10 

I 

i: 

. Table C4: Posi,iion Transition: Senior VCEIRa~ingAndIystIVSR GS-ll 
, "'j. 

GS-12Rating GS-12 Rating Specialists will Rating GS-12 VSRs make r 

Specialists continue to continue to make rating ratirig determinations and ti 

make rating determinations and receive regularly interact with andlQr 
detenninations. training in interpersonal skills notify customers. !I 

and begin to more closely 
interact with 

Table C-5: Position Transition: Rating SpecialistslRVSRs GS-12 
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Hearing Officer Hearing Officer conducts • DRO resolves issues' with 
conducts hearingl;' hearings, receives training in 'customer and makes 
Interacts in a fon:f18.t, interpersonal skills, and interacts decisions at hearings or 
structured tess fonnally with service frames issues for appeal. 
environment with organization representatives. • DRO demonstrates 
service organizati.ons. enhanced interpersonal 

and conUnunication skills. 
• 	 Demonstrates ability to 

prudently apply difference 
of'·...""n.".n 

Table C-6: Position Transition: Heqring OfflcerlDRO GS-13 

Supervisor or Team 
Leader/Coach. 

Develops ability to manage a 
combined:VSD and Adjudication 
function. ' 

Supervisor.or Team 
Leader/Coach. 

Technical and workload 
knowledge in all three ofthe 
following areas: 
-Rating 
-Development! authorization 
-Customer Contact. 

Expertise in one or more ofthe 
following areas: 
-Development!authol'izittion 
-Ctlstomer contact. or 
,-Ratings. 

Receiving training in other 
technical areas. 

Demonstrates: 
-Enhanced group dynamics 
skills ' 
~Ability to develop employees 
-Ability to assess employee 
readiness for certification 
-Knowledge of performance 
measures. ' 

Develops ability to manage 

TableC-7: Position Transition: Supervisor as-ll. GS-J2. GS-J3 
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APPENDIX D. 'Workforce 2000 And Beyond 

As VBA's workforce ages, we can expect to see a large portion of employees retire early 
in the next century. For this reason, it is essential that we continue to improve VBA's skills mix, 
while infusing the organization with "new blood" and transferring its institutional memory. 

, In 1987 the Hudson Institute predicted that the following skills will be requirecJ of the 
workforce 2000: 

• 	 Higher levels: ofmath, language, aitd reasoning capabilities; 

• 	 Research. pmgram management, procurement, monitoring and auditing skills; 

• 	 Competence in computer skills; and 

• 	 High competency in language skills. 

Clearly, the above skills' will be required in VBA's future workforce, particularly in the 
three positions envisioned by BPR However, the HR Implementation Team believes that 
additional skills will also be needed: 

• 	 Ability to gnlSp complex legal and medical terminology and principles (particularly for the 
Rating .vetelrans ' Services'Representatives and the DROs.) With ·increased scrutiny by 
BVA and COVA, our employees will need a solid foundation 'in medical and legal 
terminology and principles. .' '" 

. 	 , 

• 	 Ability to work with people and in.a team environment. As our ROs establish more and 
more teams, this skill willbe paramount. Ifwe are to become a more cohesive, customer­
friendly 'org~ulization,'we must hire and develop individuals who are comfortable working 
with both th4~ir coworkers and the public. . 

• 	 Ability to lefilll. World-class organizations are learning organizations. 

• 	 Ability to work in a heterogeneous organization. As the workforce becomes. more 
diverse, our employeeS must be able to successfully interact with people of diverse 
backgrounds. 

• 	 Creativity. As our workforce cOntinues to shrink, we must employ people who have the 
ability to find new ways to get the job done. 

Managerial skiUs will be in ~eat demand. Future managers will require: 

• 	 Visionary skills; , 

• 	 Strategic pltuming skills; 
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,['1 


;j

• Motivational skills; ~I 

I( 

• Labor relations skills; 	 )1 , '~. 

I' 

• 	, Facilitator skills; Ii 
II 

Ij 


• Flexibility. ' 	 ;1!t 
" 

With many of our top and mid-level' managers retiring in the next decade, we ne¢ to 
, identify and develop VBA's future managers. . ~ 

,. 
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APPENDIX E. TIPS ON MERGING ADJUDICATIONNSD ' 

Listed below are tips we have gleaned from ROs who have already merged. All tips may 
not make sense for every office; however, ROs are welcome to use any which will enhance their 
merger. The tips are listed by category. 

Leadership 

o 	Top mailagement must be unwavering in its support., The entire n;tanagement team must 
demonstrate a:L commitment to it, o~ employees will sense it and not buy i~. 

o 	Directors mU!lt be cheerleaders and accessible to employees. 

o 	Top management must explain the station is merging divisions and what outcomeslgoals'it ' 
hopes to achi4:ve. ' , 

People 

o Involve the Union partners at the very beginning. 


0' Expect many employees to be fearful ofchange. 


o 	At the.very b~g, firmly advise everyone that the merger will happen, and there is no 
turning back. 

o 	Keep ,'employees informed and involved, throughout the process.' You cannot over 
communiCate,. " ' 

o 	Explain the pJrocess to 'einployees. ' 

o 	Be honest anel up-front with everybody. 

o 	Devise,' a 'loc;al poliCy~ in. consultation with the Union, which states how to handle 
employees who cannot, or desire not to function in a case-management environment. 

, , 

o 	Bring the middle managers into the planning process at the beginning to ensure, their buy­
in. 

o 	Expect some people to leave as a result of the merger, so plan for their departure up front. 

o 	Recognize that this is a long and arduous process and continue to support and reassure the 
managers anel employees. 

. . 	 . . 
'[] 	Teach the employees the big picture (BPR, GP~ etc.) and exp~n to them the rationale , 

for the mergc;:raild how.it tits into VA's plans. 
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If 
1\ 

o 	Be particularly sensitive to the needs of the VBCs as they will worry that they ~ll be 
"swallowed up" by Adjudication. . ' . j! 

. 	 . ij 

[J Develop it road map that will enable employees to' see where we are going. 
Ii 

:1 

[J 	 To reduce uncertainty, advise employees of the Unit or Team they will be assigned to as 
. 	 ..;\ 

quickly as possible. 	 II 
I, . 

'1 . 
[J 	 Since some supervisory jobs will be eliminated as a result of the merger, be especially 

sensitive to the needs of these individuals and assure them that they will conthiue to: be an 
important ~art ofthe RO: " . ' '. . ..' 11 

[J 	 Ifpossible, bring in case managers from other ROs. t6 meet with the VBCs and. VCEs in 
order to allay their fears. . . . . I) . 

, " 	 )' , Ii 
[J 	 Stress learning, read articles, books, etc. 

.tl
'I 
~ I . 

[J 	 Give clear expectations of behaviors needed to refine the transition. - When unacceptable 
behavior is demonstrated,. talk to the individual. :1 

Planning 	 . ~ 
II .\ .... 	 . " . Ii '... 

[J Appoint a Design Team to design the change and a Steering Committee to facilitate Jt. 
. . . :~'. ~::-.!~ ,:::,. ~ eo • 

[J 	 TQp management must acCept responsibility for and support the Design TeamlS~eering 
, 
::rCommittee.' 	 :!·:'~.:~-:c:: 

. 	 . . it 

[J 	 Carefully pl~ for the change befo~e procee&,1g. Develop a reasonable set of milest~nes. .~ , 

. '.' \) 

[J Prepare the organiu,tion for change with videos, town hall meetings, written documents, 
visits from and to other offices who have merged, etc. Continue to communicatb with 
employees throughout th~ merger process. 	 ;1 . ,..

• . 	 II 

[J 	 Use a consultant from ~other RO to help you avoid "reinventing the wheel" arid to give. 
you a third party'sp~rspective. . . II 

I 

[J 	 Frequently touch base . with' other' ROs who' have' undergone similar inergers and steal 
shamelessly from them: . 

. 

ii'
'I 

. 	 'I
II 

[J 	 To facilitate the change and to foster buy-in, involve employees at every level::;of the 
or~anization in the planning and implementation of the merger. ;/ 

[J I~plement incrementally; don't try and do everything at once. Allow the merger td move 
at its own pace... . . ' .' , ~ 

. ~ 
[J Do not underestimate the length of time it will take to complete the process. This is not a 

quick fix. . 	 I; , 
11 
d 

II 
:1 
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[] 	 Teams should be comprised of a cross-section of talent and experience (i.e., don't stack 
any "test" teams.) 

[] 	 Address role ofField S'ection, VR&C, Loan Guaranty, etc. How do:they fit in? This must 
be in place bl~fore the merger can proceed. ' 

Physical Plant 
I 

[] Analyze the physical plant and redesign ifnecessary to support a merged division. 

Cl Analyze the phone system ~d redesign ifnecessary to support a m~rged division. 

[] Identify funding requirements and seek them out as quickly as possible. Plan on this being 
costly. 

[] Set up a wai1ting area(s) that is adjacent, but away from the teams so everyone will not be 
constantly distracted by visitors. 

Cl When preparing the seating arrangements, pair fonner VBCs with fonner VCEs, in order 
to facilitate informal cross training. I 

[] Seating plan!~ may change based on needs and training priorities. 

Workload MJanagelll1ent. 

Cl 	 Bring the wci,rkload'down to a rnallageable pointbefore moving forward. , 

Cl 	 When balancing the Ctlmpeting requirements' of current workload with the cross training 
required, solicit assistance from another RO ifnecessary. ' 

[] 	 To avoid overwhelming the teams and to ensure you have enough decision-makers, 
consider rO\llting some traditional ACD calls to other divisions : (e.g., Finance, Loan 
Guaranty, etj~.) , , ' 

, . 
Training 

[] 	 Ensure you I~ave the right skills'mix (e.g., rating skills, authorization, VBC,' etc.) before 
changing. 

[] 	 Consider, th(~ Central Area VBCNCR training package as a model for cross training. 
Deviate ~he:re necessary to meet local requirements. 

[] 	 Provide customer training to match the audience. Everyone may not benefit from all the 
training. ' 

[] 	 Consider detailing Adjudication and VSD supervisors between diYisions to breakdown 
organizational barriers, to enhance their skiils, and broaden their perspective. 
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Ii 

, d 
o 	Consider detailing Adjudication and VSD bargaining unit employees between divisiqns to 


breakdown orgariizational barriers, enhance their skills, and broaden their perspective'. 

, 	 ' Ii 

a As trainiDg classes progress, get and give frequent feedback from the, employee~ and, 

when necessary, make adjustments. ' II 


, II 

o 	Keep the employees informed during the training cycle. Let them know how they are" 

"i!doing and how much more they need to know. 
• 	 • I 

a 	Ensure the trainers are supportive of the change. il 
"'i 

a 	 While a reasonable amount of up-front ~ross training is essential, do not over tr~ as 

most of the training will occur on-the-job. ' :1 


o 	When training VBCs, give them a sufficient amount ofclassroom'time to work cases!! 
, 	 '" ,1 

,,' " 	 :" ' " , , ' , " 

a 	 Start training ex-VBCs well in advance. It takes much'longer to train them than it does to 

train ex-VCEs. " ' , '~ , 


I' 

, " ',' , 	 ' if ' 

a 'Don't underestimate training r~uirements: Training is the 'key' to the success 9f the 

m"erger. You must be willing to make the investment. ;1 


;1, 0,

Stakeholders 	 ;j . .;:1J2:. i."" 
.0::; 

Q , Bring the service orgamza:tions into' the process eadyand frequently solicit their input 
" " ", ',- l 


a N>prise all other stakeholders (Congressional staffs, County Service Officers, etc.) of'your 

plans, ask them to be patient during the transition, and let them see the long-term b~nefits 
 :J.... 

oftheir patience. ' , " 	 ';: 
,I 

Other )1 
" 

, :1 
a 	 Do not 'regard this as a solution to 'your organizational' problems. The problems will 


persist after y()~ merge. 
, :1

), 


'I 
,~,; 

(j 	To' receive maximum ,buy-in, direct customer service (VSD) ~ustbe, given equal p~ority 

With claims processing (ADJ).," . ' , " " ',',' ;) 


a 	 Be flexible. ' , !( 
Ii 
)1 

a 	 This is a basic philosophical and organizational change. The organization, once ~aving 

gone through this, will not be able to return to where it was. II ' 


I, 

II 
" I'
II
': 

" f 
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APPENDIX F. Internal VBA Consultants From Stations That Have Merged 

- Or Are Close To Merging 

Boise 

Guy Sakamoto, Service Center Officer 

Kay Collins, Rating Team Leader 


. , 

Bob Secrist, Service Team Leader 

Cleveland 

Gwen Strahan, Uoioill President 

Mary Joe Townes, Senior VCE 


Houston 

Candice Moore, Coa~ch 


Jim Dunphy, Coach 


Los Angeles 

Stewart Liff, Directclr 

Dennis Kuewa, Assistant Director 

Jeny Manar, Acting Veterans Services Officer 

Alberta Franklin, Union President . 


New York 

Pat Amberg-Blyskal. Assistant.Director 

Robert Dolan,'Chief; Veterans·Benefits & Svcs. 

Ben Weisbroth, Asst:. Chief, Vets. Ben. &. Svcs. 


Portland 

Tom Furukawa, Chief, Service Center . 


Providence' 

Bill Sharp, Space Ronovation Coordinator 

Maria Razos~ VCE . 


Salt Lake· 
Ken Swinson, Chief; Service Center 
Dave Phillips,. Assisltant Chief, Service Center 

Seattle 

Bob King, Assistant Service Center Manager 

Marshall Boyd, Coa~ch 

Gary Axtman, Coac:h 


Sioux Falls 

Sueann Ihrke, Adjudication Officer 


(208) 334-1958 

(208) 334-1903 

(208) 334-1647 


(216) 522-3663 

(216) 522-3530 or 3411 


(713) 791-1444 x3384: 
(713) 791-1444 x3679· 

(310) 235-7696 

(310) 235-7696 

(310) 235-7688 

(310) 235-7530 


(212) 807-:-3055 
(212) 807-3479 . 

(212) 807-4079 


(503) 326-2414 


(401) 528-4402 

. (401) 528-4403 

(401) 528-4418 


(801) 524-5966 

(801) 524-5966 


(206) 220-6203 

(206) 220-2716 

(206) 220-6177 


(605) 333-6825 


F-l June /997 



... 

Blueprint for Change 

~.~!!!!-j!!!!!I!!!-~[[;;;;]~·~--

;" Tab 3 
, 

Information. T'ecbnology 
.Te~m Report 

.\ .": ..... ' .. 

Implementation Plan/or 

Rei!ngineering Claims 
Processing 

. ~' , 
\. 

June 1997­



INFORMA110N TECHNOLOGY TEAM REPORT 


TABLE OF CONTENTS 


Section 	 Page 

EXECUTIVE SUMMA.RY ....~..~.................................~........~..................................................... 1 


1. fflTR.ODUCTION..............................................................................~................................. 2 


. . 	 -, . 

2. 'VISION OF CLA.IMS PROCESSIN'G •••••~•••••••~••••••:••••~•••••••••••••••••••••••••••••••••••••••••••••••.•••••• 4 
. 	 .' 

3. C.RITICAL ITI COMPONENTS .•.••....••••.•.••.•..•............•••••.•.•..........••••••••••••.••••....•.•..••••.•••••6 


'.3 1 T I e eco . 	 t' V· .mmUI11(:a Ions ISlon .' '..................................................................... : ................... : ......... . 
6 
. 


3..2 FTS 2000 Network ............. : .......... ; ............................ ~ ..................................... , ........... ; ......... 6 

1:, !, 

.3.3 Automated Re':sponse System ......... : ............. :·..... : ............. : ..; ........... : ... ,~ ................................. 7 
.. 	 . . 

3.4 Information C,enter ....................................... ~ ........... ,.; ......................................................... 7 
. 	 . . 
.' 	 '. 

3.5 Regional Office ................... , ........ : ...................... : .............. ; .....~ ....... : ..... ~ ........................... ~ ..... 8 


3.6 Interfaces ................................................................................ : ........ ;.~.................................. 9 . 


3.7 Software Fun(:tionality .........~:........ ~.: ............ :~ .................. · .... : .............. ~ ...... ; .......... :; ..........~.·10 


4. IT DEVELOP:MENT STRATEGIES & ASSOCIATED RISKS ••~••••••.•••.•.••••••••••••••••...:.13 

4.1 General COD1nlent. ............................................................................... ~ ................................ 13 


4.2 Telecommuni(:atio~ Strategy & Ris~s ................ : .. : ............................ : ................................ 10' 


4.3 Expected Call Volumes ...... : ................... ; ............................................................................ 13 


4.4 ARS Projectiolns.~....................... ; ................ ,'....... :.~ ..................... : ......... ' ....... :.: .... : ................. 15 


4.5 	Staffing Considerations .......... ;·.............................. : ........ · ..................................................... 15 

..4.6 T ransltl T"on Inung . '. . ................................................................................................. : ................ . 
17 


4.7 Software Devl~lopment Stratewes & Risks.. ~";",,,, ~ ............................................... ; ............... 17 


5. IT fflFRASTFtUCTURE 'VISION ~........................~..~...................... ; .. · ......~......................... 19 


. 	 . 
6. 'SOFTWARE l[N'TEGRATION•••·••~••••••••••••••••••••~••~••••~•••••••••••••••••••••••••••••••••••~••••~•.••••••••••••• 20 


6.1 Short Term (Transitions Solutions) ........ : .. : ....................... : ................. : .. : ............................. 20 


6.2, Long Term Solutions .......... ~;:........·: ................. : ...................... · ................::........................... 21 


7. SOFTWARE lI£VALUA';I'ION ..........................................................~................................ 21 


....... 


June 1997 

http:SUMMA.RY


INFORA;1ATION' TECHNOLOGYTEAM REPORT 


. ' ... ,.... , ',1 

8. CONCLUSION· ............................................................................................................~!..... 22 

.' . ~ 

. :! 

APPENDIX A. 'FuNCTIONAL REQUIREMENTS............. · .••••••...•.•~•.~..••.••...•••.••••••.....;l... A-l 

. Ii . ~ 

.' Functional Requirements i::> Telephone Subgroup .................... ~ ................. ' ... ~ ............... : ....... L.A-l 

. . , ' . 

. 
,!
I[ 

APPENDIX B. INTERFACE FUNCTIONAL REQUIREMENTS ............................~.~.... B-l 

. 

, 'I
j 

..c. fu . nat .' 'I BE al .xtem mtellace nctio requtrements:· ................... : .................................................... ,~"" -1 

-. , . d 

Work Proc.ess Software Fun~!~~al ~eCJ.uirements·.......... ; ................ ~ .................................... it ... B~l 

.' . 

APPENDIX C. DESCRIPTION OF ACTION ITEMS .................................................1l...C-3 

, I 

"I' 
. '1 

APPENDIX D. ITITELECOMMUNICATIONS TEAM ••:•••.••~••••••••.•.•••~.....................lL..D-l 

rI 

I. 11 
" . ..' 'j 

'APPENDIX E. GLOSS.AR.Y..•.~............~............... : ......................................................... ~~... E-l .
. ,.' . i 

;''r .' 

LIST OF FIGURES . 
II ' 

mgure ~hge
Ii 
I' 

~ , ; . ,~.~ ~ . , . . it . 
3 -1: Automated Response System ........................... ; ................................................. : ........ .1........ 9 . • .'.' II 
3-2: IT Action Items ........................................... ~.................... : ......................................... : ...... 12 

0-1: ITffelecommunications Team Members ........................................ :.~ ........................,J....O-1 


. .". . . . .1 

0-2: ITffelecommunications Technical Consultants ............ ~ ............................................J .... 0-1

\! . 

it'I , 
il 

LIST OF TABLES, . ~l 
i'I, 
11 . 
II 

Table :1 Page 

4-1: ,Claimsff elephone Interviews .... ; ..... · ............................... : ....... :.' ~ ... ~ ...... ~; ... : ................. J ...... 14 

4-2:' Telephone Calls/Claims .................... · .. :·~ ... :.; ......::.:.......... : ..... : .. ................... : ............... A..... ,14 


. .' .' . ij
4-3: FTE Required by Area for IC Calls .......................... ; .... · ............. ~ ..: ...... : ..................... L .... .16
.' . '. '. 1 
C-l: Summary ofImplementation Tasks ................................. ,·........................................ ..1: .. C-29 


. .' .. . .' . H···· 
, .' . . •. .' . ·i! 

it,

'I 
u 

II 11 
i' 

ii . 
June 1997 



INFORMATION TECHNOLOGY TEAM REPORT 


EXECUTIVE SUMMARY 

In order for the Veterans Benefits Administration (VB A) to become an organization which 
provides world class, service, we must deliver service at least as well as service providers in the 
private sector. Comparisons with ourselves in the past must give way to comparisons to 
'contemporary service providers who deliver benefits and services in minutes and days, not weeks 
and ,months. Reengineering VBA to provide this.1eve1 ofservice will require us to effectively use 
information technology and telecommunication tools in an organized, thoughtful and effective 
way. The IT solutions must be in support of a future vision that processes work in a totally 
different way. The vision must come first; but the information technology' solutions are the 
backbone ofthe vision. 

VBA's vision of cla.im.S processing in 2002 is fundamentally' 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 
emphasizes data movement rather than paper and claims folder movement:, Where possible, data 
will be obtained 'via electronic interfaces. VBA will' deliver services through an 'aggressive 
emphasis on partnership and trust 'with claimants and their representatives. 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 an efficient case management 
application will be the centerpiece for the IT solution.' This centerpiece will eriab1e the end user to . 

,	'link to the systems needed topr~cess .and Complete the claim. Because the data can be accessed 
by many users, ac<~ra.te information will be available at any point in the process. 

," 	 '. ' 
The'sourC(~ of the information with 'Yhich to populate the data irithe system,wi11 change. 

Rather than paper applications mailed, information will be taken via effi~ient telecommunication 
systems and the Inlternet while leaving open the traditional modes of persOnal ,contact and mail for 

, those veterans more comfortable with these means. Access to the sy~em will b~ available for 
claimants through a computer or telephone. Veteran Service Officers will have the same access 
should customers pref~r to seek their assistance in filing claims or determining the status of prior 
applications. 

The telecommunication systems must provide customers With a wide range of services but 
must always give: the client the choice of speaking with a Veterans Services Representative. 
Manycalls will be: handled by Telephone Information Centers (IC) staffed by employees who have 
access to the data. regarding claims. The key components of the Telecommunications Model will 

, be the FTS 2000 Network, Automated Response System (ARS), Infonnation Centers and 
Regional Offices eRO). The careful blending of these components will result in timely. personal 
contacts with 'claimants, minimum blocked calls, and 24 hour coverage. 

Though, of less immediate impact on a specific claimant's teq1,1est 'for services, just as 
important will be the conversion to a state of the art' relational data' base in the new corporate 
structure. 'The ne:w Veterans Service,Network (VETSNET) processing systems will enable VBA, 
for the first time, to do sophisticated data warehousing and data mining to better understand who 
our customers are, what their needs are and why some are not' successful in their claims. Such 
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information will better enable VBA to meet veteran needs and make·' available the kind ()f data 
which is essential for both operational decision making and strategic planning. . Ii 

. . 	 . ~ 

To achieve the serVice 'goals of 2002, VA must effectively link applications th~~ have 
··needed functionality in a seamless mariner. No one system can be developed rapidly eno~gh to .'. 


provide the functionality needed for the vision. VETSNET must be allowed to replace the ~urrent 

Benefits Delivery Network (BDN). Current systems such as Rating. Board A.utomation qtBA), 

Claims Processing System (CPS), Con~ol of Veterans Records. System (COVERS), Intran~t, and 

Automated Reference Materials System (ARMS) must be woven into a seamless tapestry tq allow 

. V A staff, representatives and c1aimants'to maneuver through the significant complexity of V:A law 

and procedure in a transparent and understandable inanner. 	 \1 

- . ~ 
.' Many of the applications of today have some of the needed functionality, but .will fequire 
. 'modifications to either exhibit additional needed functions or to effectively interface with tHle next .... 
component. These modifications will provide short termIT solutions that can be used by b4siness 
users. However, long, term solutions will requireapplicatio~ that conform to st4ndard 
conventions and common interfaces linked to a single corporate' data. base.' This concePt will . 

, allow development to be conducted on many components in relative isolation, yet be assur¥ that 
the components will seamlessly interface and share the same data.' It .will allow for compon¢nts to . 
be developed in different time frames and at different locations. Finally, it will allow the system to 
operate without all enhancements being available at the same time. . A Board oompo*ed of 
. business users, IT support personnel, and representatives. from Service OrganiZations sho~ld be' 
formed to assure compliance with the standards and to coordinate the development effO,rts at 
centralized as well as field locations. Compliance y.rill allow many interested groups to part~cipate 
in the development of IT. solutions, but avoid the stove pipe nature of our past applicatio~s .and . 
the myriad ofnon-linked data bases. .... . !j

" 	 I 

This document "proviqes the functional requirements needed tb'attain the vision Of:!2002~ . 
.'. the gaps in our current systems and a ~ost/timeline for making the.needed changes. :1 

I' 
# 	 I 

1. 	 I~troduction j 
. . ! 

The Veterans Benefits Administration (VB A) is making Business Process ReengiI\eering 
(BPR) the primary tool for bringmg a1?outdramatic improvements in contemporary meas~res of 
performance in the face of declining resources. BPR assumptions will drive portions of the;1 VBA . 
budget. . Given the skepticism by ,some regarding VBA's ability to deliver dramatic s'ervice 
improvements it is critical that this effort be successful. A recent study showed that !!many 
reengineering efforts fail,primariiy due to problems ,with the computer systems used to implpment 
the new processes. For this reason, the information technology' arid telecomrilUnications pprtion 
of the process must be carefully developed and must fully support the new work design. II 

" 	 ' '. I: 

While the focus of this document is information technology, we believe tha~\ new 
technology in the absence of radical work redesign will render thesoftwate solutions ineffective. 
TheBPR vision for future claims processing is such a radical change. 'For examph~, there:iis no 
real reason why spouse's death pension cannot now, in most~ases, be processed in minutts, by 

!i' 
ii 
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'phone call, with the existing systems. ~,ervice Medical Records are not always needed. Data 
already availabie in existing systems can ~d should be used. A claim can actually be processed in 
minutes, instead, it is a struggle to reach timeliness goals of sixty plus days. Requirements that a 
signed application b~: of record prior to taking the first step must be changed. There mustbe a 
willingness by VBA 1(0 truly embrace BPR and make dynamic process improvements to'bring this 
organization in line with the private sector. Paperless intake process will require that the public 
either have individual ability and access to interact electronically or they individually will have to 
seek information and present claims and inquiries through an "agent", i.e. either a direct contact 
VA employee, or a non-VA representative with the ability and access - ,the Veterans Service 
Organization. This systematic commitment to developing the substantial benefits offered by a 
paperless environmE~nt carries with' it stringent obligations to provide both' readily available 
electronic access and full partnership service organization relationships. Both ofthese obligations 
are addressed in this action plan. ' ' 

At the onset it is critical to point out that the IT vision ofthe future;is being dev~lopedby 
'looking forward to the dramatic changes that ar~ taking place in the service sector, primarily in 
private business, in IJrder to mold the vision. The reason for this is that the VBA's performance 
is compared to services and methods tI18t are available daily to our clients using private sector 
providers. Put another way, it matters little to the public that vie may have' reduced the time it 
takes to, receive beIllefits from two hundred days to one hundred ,days whep the same person can 
pick up the telephone and have several hundred thousand dollars available to purchase a home in. 
less than ten minutes. Likewise, it matters little that the process of adding a dependent to a 
compensation award has been reduced' to twenty-five. days, when the same person can have 
dependents, automobiles, and houses added to hisor her insuranCe in a matter of minutes ~th a 
phone call 'or E-mail message. These other organizations are neither taking .greater risks 
compared; to the dliys when they delivered serviCe as we now do 'nor are they providing these 
dramatic improvements for just improved profit. In fact, they are doing this to survive in the 
,Service Age wher.~ many products are indistinguishable except for the 'service aspect. 'The 
dramatic improvements in interfaces have allowed credit reports and other documents to be 
available almost, hlStantiy. The improvements in telecommunications that have resulted in 
marrying' the comrntter with powerful telePhone switches have resulted in much more 
personalized service and greatly improved access. vBA's success in matching this level of service 
will allow the BPR effort to match and exceed the perfomuu1ce ofother service providers. : 

This document is foc~sed on technological tools that can radically improve the processing 
of compensation and pension claims. However, it is important to emphasize that the building 
blocks outlined are equally appliCable to other segments of our servi~s such as Vocational 
Rehabilitation and Counseling and loan guaranty clainis processing. Certain concepts, such as the 
Corporate Data Base, will 'make iitclusion of additional services much easier and will allow for 

'improved service delivery, primarily through emdent data sliaruig. .., . 
. ' 

.VBA's tele:communications strategy must change not'only to support the redesigned .Work 
process but also tf) resolve a long-standing blocked call problem, achieving both with fewer FTE. 

,,·,While' new telecommunications technologies and reorganization of how we provide telephone 
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· "service Will help us meet this go~d, an underlying principle that must gUide VBA as we ihtplement 
telecommuniCations change, is *at new technology should result in improved service. il 

. . ' 	 11 

BPR:calls for more frequent, personal, and proactive contact among VBA, vet~rans, and 

. veterans serVice organizations. Also, in customer. surveys, veterans have told us that they want to 

be able to deal with one'person, preferably the one who handles his or her claim. Thisjemphasis

'. .... 	 \ 

on 	 VA i~tiat~customer ~ontact at, ~l phases of the claims, process' wi~1 require' 
telecommumca~lOns support at all processmg sltes~ , However; resolutIOn of the blocked call 
problem. and telecommunicat~ons support for other V A business lines will requir~ use of 
automated, telephone technologies and the adoption of a national strategy to route caJ1s where 
they can, be answered. In implementing changes to telecommunication services to supp,ort both 
BPR and the resolution of the blocked call problem, VBA must coordinate telecomm';'nication 
strategy with claims process redesign and IT improvements, using improved servic~ to our 
customers as the compass for directing the course ofchange. 	 ;\ 

!I 

2. . Vision. of Claims Processing. 	 . ' il 
. '. . 	 . 'I . 

. • .' ..•.. 	 . 11 

The claims process inthe.year 2002 willbe fundamentally different than it is toda~:. Today 
· our system emphasizes the "back end" of:the system. Our front end work is often paper intensive 

and done in preparation for a future action (e.g., disability rating, award, etc.). The 20Q2 model 

will· be highly front end . oriented. Rule based technology and case management are !~ssential 


· elements to the new VBA claims processing system. Access to VBA will be heavily lbriented . 

toward telecommunications' or other electronic mediums.1)le use ofpaper applications Mve been 


. 	 '.' '., . .' '. .\ 

discar~ed by many in the insurance and mortgage banking business by the year 1996. i;If VBA 

continues in the current mind ..:.Set . regarding paper applications, BPR will have, at besij limited ::: 

success. The need for froitt end emphasis and the use of paperless intake systems is'ii critical 

Q.uilding block for the IT solution for four reasons; ~! 


)1
" 

• 	 N~ .~jor organization has/gone to a paperless syst~ by tryin~ to convert all!iof their 
. eXIsting recor$ to electromc records. They have done: It by cuttmg over to a sy~em that 

loads current records into data fields and retrieves the existing records only whenfneeded. 
In short, the front end IT :solution will lead toa paperless system.' . i! 

H 

.• Dramatic reductions in queue time delays cannot be achieved with paper ~ork prorsses. 

'. . 	 . ~ 
• 	 . Electronic interfaces with a paper. system makes little sense fi:'om a service impr~vement 

perspective. 	 . . . ..';i . 
- . 11.. 

• '. Effective case management requites immediate availability of data when the si~tem is 

accessed by the public.. ; '. '..' 
 11 

. 	 ~ 

YBA is currently b~ilding an 'infolmation system'in VETSNET and CPS that all~ws for 

the needed front end service emphasis. In order to compete with the ·serVice industry, ~e: must 

have an information system by the year 2002 that allows for seamless electroructransfer iof caSe 

specific data to decision makers and integrates' additional interfaced information will little~\ human 


. 	 ~ I 

il 
~ 
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intervention. The c;oncept ofnon-value ,added actions (e.g., re-keYmg dat~ from a prior step) will . 
not be needed even given the fact that VBA must continue to use systems that will support very 
large databases. How the syst~m architecture can be designed to provide, these dramatic service 
improvements will he discussed shortly. However, it is important to provide a cl~ vision ofhow 

, claims will be procc~ssed in the year 2002 and the type of IT support that ~ll be needed... 

Claims will be received from a variety of access points to the traditional ones of mail and 
p~r~onal.contact. but with. an 4lcr~ing.~end tOWard .eJ~ronic means. Many of these contacts 
will involve interactions with a highly.trained Veterans Service Representative (VSR). The VSR 

. is both a decision maker and a case. mapager. The VSR will be an integral part of the vision of 
case management. Case management mcorporates both the person and the system that support 
the process. The electronic tools available to the VSR in this process will be many. The use of 
standard published interfaces Will allow rapid assembly of newly developed Components. In 
addition,' external interfaces will. allow significantly ·more final actions to be taken on the initial 
contact (e.g., addi:ng dependents, changing income, etc.). Further, the VSR's authority to make 
and explain· decisi,ons will eliminate nuiny of the current claims that do not result in favorable· 
outcomes (non-wdl grounded) and significantly slow our processes. Actions that are outside of 
the authority for final disposition by the VSR(e.g., disability rating decisions} will be developed, 
primarily via electronic interfaces with the Veterans Health Administration (VHA), private 
facilities, and' other agencies. Once actions have been initiated,' the, case will be placed in 
electronic queue' for the Rating Veterans Service Representative (RVSR). All actions Will be . 

.' recorded electronically and available for use should the client neeP to know the status ofthe case. 
The telecommunil;ation system Will identify the client to automatically bring . the record .to the 
VSR should future contacts be made. The client will always be given choices, but the IT system 
will provide the data to all VSR's making it generally unnecessary for the client to speak to the 

, same person on each contact. Exceptions may be when' dealing directly with the RVSR or the 
· Decision Review Officer. In these cases, the need to quickly resolve issues in complex cases may 
result in the client dealing'directly with the same person." . . '. 

\ . ' , 

To meet these needs VBA will deploy VETSNET, a database platform that combines the 
~ ; 

·need to work witll a single, corporate data base that is used at various logical levels. The business 
applications reside at appropriate levels, many distributed closer to the client machine, but all 

· connected with clean interfaces and many linked with. network interfaces. The use of standard 
published -interfaces allows development of new business solutions to be done at the most 
appropriate site und level with the assurance that newly developed components will engage the 
existing systems :;eainlessly. 

The architecture described above will virtually eliminate the need for additional processing 
action after final decisions by the RVSR Since we are moving data, which can be decomposed 
.and reassembled in any display needed, the input items ofthe decision will also be elements to pay' 
benefits and notify clients of the outcome. The data will.be available :for post decision reviews 
and . appealed actions. The conformity of distributed applications with the guidelines of the 
Enterprise Data Model as ,the corporate data base allows for payment data to update the Benefit 

" . " Delivery System. While data is constantly being extracted from the M4ster Data Base' for use by 
the distributed ;applications, only data .needed for pefIIU!1lent storage is ..eturned"as updates,' 
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, Transitory data drops out after their value llas been eXtracted. Becausethere wiUcontiriuel~o,be a 

need to store text data for legal and analytical purposes, data warehousing will be established to 

allow for infonnation retrieval for the Decision Review Officers as well as the Board of V¢terans 

Appeals and the Court of Veterans Appeals. If necessary, paper documents can be creatoo from 

the warehousing queries for third party review. " ",' ,: . " it ' 


' 	

!)3. Critical IT Components 	
, 

11 
, ",' 	 ' , ,1 ' 

• 	 , Indevelopirig the IT Implementation Plan it became clear, that three critical !\areas, 

although interrelated; were major components of the overall solution. These areas, are 

telecommunications, electronic interfaces, and softwa.re functional requirements. Whileso~e will 

_. 	 •. ,~, _ d 

, argue that hardware should be a major issue, the fact ofthe matter is that hardware and SYstems 
are the byproduct of the size and scope of your IT vision and should not, in and of themSelves, ' 
drive the nature of the' process. This is an un:portant lesson for VA. While 'the overall ~vision ' ' 
,largely drives the plan, each ofthese components were also developed With a vision. •i\ ,., ' 

II 

3.1 Telecommunications Vision· 	 ' \1 
. ;. ~ 

, ' " 	 , , " 'II 
, VBA in 2002 will manage ~el~commuriications under a natioDal strategy that will~inake 

available a Wide range of options for our customers. Veterans and their families will be ~le to 
, access infonnation about' their benefits and claims through both', automated options avaii~le 24 
'hours a day, ~ seven days aweek, arid by talking to a Veterans Service Representative:\!Most 

general fufonnation calls will be: luuldledbyTelephone Information Center Systems'whil~[Il1ost 
claim specific calls ,will ~e ~out~ directly to, VSRs responsible f~~ ~dlirig the callers claim. ~" , 

The BPR Telecommunications ~odel has four primary components, each with different 
basic functions' ' .:1. , 	 )' 

11 

1. FTS 2000 Network; 	
(i 

~i 
' .. 

"2. Automated Response System (ARS); 
\1t 

3., Information Centers (IC) and; 	 11 
Ii 

' 
Ii 

~ 4. Regional Offices 	 .~ 

3.2 FTS 2000 Network 	 !I 

, The network component will be the customer's principal telephone access point for~vA. 
'Customers will access any VA service by dialing 1-800-827-1000. The network will query the 

corporate database, using an identifier provided by the claimant, ' and will route the Call t9 the 
Aut'omated Response System. The network will balance calls among the different Infonn~tion ' 
Centers and ,ROs, directing Calls to the appropriate location in the, order in w.hich theX are' , 
received. ,The FTS 2000 network' alsO' will' provide key management' infoimation reports to' ~ow ' 

, 'VBA to monitor network perfonnanceand demand for service> 	 il 
. ,~ . -~ , 	 :;1 . 

n 
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3.3 Automated Response System 

Each customer, dialing the V A toll free number, will access the, ARS with an option to 
speak: directly to a VSR at any stage in the process., The ARS· is aeollection of automated 
resources that supplements human resources to answer general custom~r inquiries and provide 
basic services. The physical ARS components do not need to be collocated with the human 
resources, but rather can be geographically separated. Furthermore, the . physical ARS 
components may reside entirely. at a VBA site, inside the FTS 2QOO ~etwork, or some 
combination of both.' The ARS component of this end-state vision focuses on the functions 
performed, independent of location. I ,.­

The ARS will be available 24 hours a day, 7 days a week and will offer customers general 

Information about all V A benefits, the ,location, business hours, and directions to . each of 'our 

ROs. Customenl seeking forms or printed information about VA" benefits can have the 

information faxed directly to them or they: can leave their name and address for VBA to mail the 

information. 


Callers willi be prompted for their unique identifier such as Social Security number and VA 
assigned personal identification number (PIN) in order for the ARS to provide access to a range 
of personal accoulit information for our customers, the status of claims, and the ability to initiate, 

, business transactions, consistentwithVBA's redesigned workflow. , Customers within our case , 
, management program will be able t6! be connected to their Veterans, Service Representative 

(VSR) through the ARS., In cases where the cUstomer does not have a case manager, the 
customer will alwliLYS have the option ofbeing connected to a VSR during extended VBAbusiDess' 
hours. The ARS 'will provide VBA with the ability to sort and prioritize calls based on'who the 
caller is and the type of service required. Finally, the ARS will provide management information 
reports to allow VBA to monitor usage of the various ARS services, and ensure that the most 
useful and popular services are the most easily available. ' , 

3.4 InfonnatilmCenter 

, The Information Center (IC) will serve as the principal electronic access point to VBA 

information and sf:rvices in the future. Callers with pending actions will a~tomatically be switched 

to . their case managers. Recorded information will be available. Customers without case 

managers choosing to speak with someone will be connected to a highly trained VSR who will be 

equipped with th,~ technology necessary to provide world, class customer service to callers. 

Ultimately, the customer will receive a personalized greeting because identifying information 

entered into the ARS by the customer will automatically link to the VBA corporate database and 

"pop-up" the customer's record on the screen of the VBA counselor when the call is connected. 

This will not only provide a high degree of personalized service but also speed resolution of the 

call. 


Callers wiH receive personalized assistance from VSRs and ~.be able to deterniine the 
status of any pending action and conduct a full range of transactions. In the relatively few c,ases , . 
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.' 	 - ~ 
where the. Infonnation Center VSRs' cannot fully' address the issue, the VSR will be able to 
provide a' '''wann transfer" of the call to a benefits expert in VBA. . A wann transfer is ~ne in 
which the caller is told that he or she is being transferred and why he or she is being trans(erred. 
The information collected from the customer is transferred with the call so that the VBA .~xpert 
will not have to ask.fur'information again .. This approach will also ensure that a customer:iis not 
transferred to wait in another call queue or dropped accidentally from the connection. . H 

. . 	 ' .,.' . . ;1 , , 
. . ' 	 . . l ' 

1 
. In cases where the volume of callers requesting access to YSRs requires that the ~l be 

placed in a· queue; the caller will be infonned of the approximate wait time and be offered ~ccess 
to the infonnation in the ARS or to pre-recorded messages that publicize Y A benefits, pro~ams 
or'actiVities. In any case, use of this intelligent queuing function allows the customer to make the 
decision about whether to wait based on the actual situation.. .' i! 

. 	 i
'I 

3.5 	 Regional Office . '.. . .. . '.' . . . . . .' { .' 
. . ...... ....'. '. . 11· 

VBA Regional Offices will ,not be requirecJ.to service the large volume of incoming calls 
that they service tpday. The·YSR.at the regional office will focus on calls related to claims located 
at the RO. . This will ensure that the maximum amount of resources can be dedicated t6 case 

'r 

processing and personalized service.·. .'. '. j! 
. . '. 	 ......... d 


. To assure timely service during times ofpeak demand for col;111selor s~rvices, select~ ROs 
will augment VSRs assigned ·to les by linking directly to the Ie call queue in a backup .mO(ie and' 
taking overf1o'r calls .. In addition, this same philosophy will allow VBA to use VSRs l~cated . 

. away from the Ie to service calls. The notion of "remote servicingflwill· increase VBA's options 
for locating staffby allowing.outbased VSRs as well as, work-at-home (including the emploYment 

.. of the physically chall~ged who might be homebound), an~ flexible, shifts. , '. .... ~. . 

" .' . . .' 	 '.., 1,

'. RO VSRs will be able to call cuStomers using an advanced autoniated out-di~g system 
to provide the status ofa claim directly to a customer rather than waiting for the customer to call 

. 	 . I 

VBA. This service v.jll allow VSRs to queue multiple outgoing calls to automatically ~ our 
customers at a time that is most convenient for them and at a time when the VSR is available to 
take the call..This techno~ogy will help avoid "telephone tag" scenarios,· Out-dialing coul:~ also 
be used for outreach to selected populations (e.g., women veterans) either by ROor Ie staff•. . 	 . . . '. 'I 
. ~ .. ' . , . '.. : " " .:. , . " . .' .' ... . . '-'. . 11 ' 

.. ' Overflow blocked calls may be'routed to VSRs thro~ghout the system to assure ~imely 
service during peak call demand times.' : During these times, selected ROs will assign VSRs 10 the· . 
IC .call queue as abackup ·to handle oveitlow calls. In addition, other YSRs not assi~ed to 
service the' Ies or at remote locations, may handle overflow calls. This will iQ.crease optibns to 
locate VSRs at outbased"locations and expand opportunities forwork-at-home and flexibl~twork 

. • . 	 II
hQurs. . .;.,. . '. ". . . . '. ..-. : '11" 

,r 
)[ 

, j! 

"j. 

. .~.. 
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Customer Access ~ 

a 

.. 
Figure 3-1: AutomatedResponse System 

3.6 Inteffaces 

.' . Currently existfug electronic interfaces bring us some of the decision critical information 

.we use in the' claims proCess, but the adequacy,' reliability and timeuDess of receipt of that 

. information falls short of the principle of having the right Information· in the decision maker's 

hands at the earliest point a decision can be made. Adequate interfaces to 'release VA inf0I1l1ation 


" ". 

9 .June 1997 



INFORMATION TECHNOLOGY TEAM REPORT 

n 
iI ' " ' ',.. , 	 Ii 

about a veteran in his or her behalf is virtually non-existent. The Compensation and :eension 
(C&P) Service vision of electronic interfaces supporting the Claims process will bring cOfuplete, 
usable decision critical. information into the process at the right time and to the right pl~e and 
people to support. process decisions. The support vision provides for creating new eleptrOnic 
interfaces for veteran/public access to provide general benefit information by Internet aryd with ' 
state and, local agencies to provide timely and efficient release of VA information tq other 
organizations making their own benefit/entitlement decisions for individual veterans. Th¢ vision 
also includes full access to our systems to meet the comrilitments required of electronic ;Iservice 
organization partnerships. 1f 

, iI­
3.7 Software Functionality il 

i! 

Our current claims processing ,support' systems are ch~acterized by separ~te, I~istinct 
,systems that were developed for a particular purpose. For example, the Rating:1 Board 
Automation (RBA) system provides functionality in the area of producing rating documents. It 
does not, however, bring forward all of the possible data from prior development, nor !does it 
directly link to the payment ofbenefits. : The processing of2002 will be characterized by a :~mooth ' 
and seamless transition from application to application. VA's first response to the custom;er who 

_wish to file a claim will not be to send them'tite form, but will be to begin processing the claim. 

. Customer satisfaction will be built in from the beginning. VA will foster the spirit of incl~~ion by 


asking our., partners in the Veterans Service Organizations to use our systems to initiatt;i claims 

. • ' , 	 ' ,. J'

processmg. ' 	 J, 

II 


Interfaces will' be used to popUlate needed data fields _eliminating placing uJ,ineeded 
burdens on our claimants. Data,that cannot be obtained by interfaces will be-entered once~: If the 
same data is needed for a software application fut$er doWn the process, it will not have tQ be re­
keyed. Screen scraping -technology will temporarily fill these needs while more peqnanent 
solutions are developed by. the VETSNET group. Ultimat~ly, ,the goal of VETSNET is to 
provide the functionality within the broad application specifications. However, the s~prt run 
solution will require f. careful linkage, of the existing applications, with added functionalitY to fill 
gaps needed to reach the IT needs of the vision. By linking existing (albeit modified) applications 
we' can achieve a much higher degree of data movement and present the u~ers with a co:hsistent 

. __ presentation from which we can move, in background, from application to application. :1 

:1 

As Figure 3-2 depicts, there are fifty-nine action items needed to provide the nece~lsary IT 
· infrastructure needed for the vision. Most of these action items are already either undet active 
development, planned or under consideration. This reality reflects the planning done iJ earlier' 
business modeling exercises, the initial BPR effort and the VBA' s efforts to address :1 service ' 
delivery shortfalls. All of,these items link to, one or more of the five basic processe~ re1,ated. to 

, compensation and pension. , The numbers indicate specific action items listed in Both App~ndix B 
·and Appendix C. The degree to which we can effectively'link these"will dictate the "suc~ss we 
can achieve in the short run. Existing applications will not provide the rie'eded functionality. We 

·mus~ add some key features .. For example, the a~ility to take electroruc applications a~a begin, 
claims processing by electronic contacts is critical. This building block is missing today aAd must 
be added. There are many other IT gaps that _must be filled. Appendix A lists the ;lgeneral 

. 	 -;1 
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requirements in each of the three broad areas of telecommunications, interfaces, and software 
functionality. Appendix B provides the specific implementation p1anning actions needed to obtain 
the functionality. Appendix C gives a more complete description of the action item to include a 
description and expected benefits.' , 

.. 
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Context sensative help 

Universally accepted structure 

~ Rating PaymentandData Post-Decision,Outreach Decision InformationIntake/U pdate Review 

Ai" Information Exchange 

.•.:t:f,~!::::, Telecommunications .',.. 

, • C&P Applications 
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4. IT Development Strategies & Associated Risks 

4.1 , General Comment 

We have reviewed the plims and ,strategy of the CIO with respect ,'to the development of 
,VETSNET, telecommunications, the development ofa modern relational data base with access to 
all employees throughout the country and the approach to Rapid Application Development and 
find that it is consistent with the needs of the C&P business line. The folloWing discussion draws , 
on work,thaLtheCIO, .and his staff have done ,and which we find perstiasiverrom a business 

" perspective. 

4.2 'Telecommu,nications Strategy & Risks 

The transfOlmation of how' VBJ\' provides access to infonnation ~bout ,VA benefits and 
services and claims assistance will be affected by two separate but related f~ors: 

• , Blocked caUs. 

• Support ofthe BPR redesigned C&P work process. 

Blocked calls are a long-standing VBA customer service problem that must be addressed' 
immediately while the redesigne4 claims' process presents new telecorn.munications' challenges. 
'VBA decision maklers will now have a personal ,and proactive relationship with their customers, 
involving personnel who have not talked to customers before, answering, calls where they have 
not b~ answered before, and using communications strategies that have not been employed to 
any great extent before. '. ' , , 

These issues are interrelated, because the transition to the redesigned claims process will 

occur concurrently with VBA's efforts to adopt a national teleco~unications strategy to 

eliminate blocked calls. Currently, all calls -- C&P claims related, calls related to other business 

lines and general irtfonnation inquiries -- are answered in the Veterans Services Division. In the 


, . I , 

Vision state some of these calls will be handled by VSRs at claims processing locations while 

other cails may be answered by ARS or by IC VSRs. Both initiatives must' be coordinated closely 

with changes in' telecommunications technology, other IT roll-'outs, and retraining of VBA 


I 

employees. 

4.3 Expected Call Volumes . 

The Office of Inspector General (OIG) study in 1995-96 show~d that' 27% of VBA 

telephone calls aff~ related to C&P claims issues. Another 10% of calls were classified as 

"payment inquiries." While the 010' interpreted this category as check status information, many 

payment inquires involve claims related issues (e.g., Pension Income limitations). Consequently, 

many VBA customers consider payment inquiries as being claims related.; Also, studies by those 


" 
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ROs that route calls directly toCtairns proces~ing teams showed that 42% oftotal calls ar~ routed 

, ..j 

to case management teams. ,{" , 
, ",' j: 

Because more personalized contact With ~ustomers is a cornerstone of the re~tsigned
claims' process, all claims' specific calls should be routed to the RO where the .claim i~ll be, 
processed. However, in those cases where a claims related c8JI may be routed to an Ie,!i the Ie .. 
VSRshould handle the calL While remote VSRs at Ies or other ROs will be, able to answer many 
claims related calls by 2002, during the initial phase of telecommunications reengineering!I(1998­

, 99), approximately 40% of calls will continue to go directly to the RO ofjurisdiction. 1 

calendar year 1996 call vc;>lumes, this tr~slates to 3.7 inillioncalls per year. 
. million calls can be handled by les, using both ARS and VSR response. . 

Since the redesigned, work process will include more applications by tefephone 

customer contact with 'claiIilants~ Claims data as well as telephone calls by area (Table 

,help in forecasting anticipated call volumes. 


Telephone Interviews 
Or:iginal. , Total Claims 

Related 
1,374,076 . . 418,316 1,792,392 ' 9,184,788 3,673,91'5 
'280,001 93,285 373,286 2,047,506 819,002 

, 311~588 91,200 402,788 .1;861,193 , 744,477 
540,834 154,138 694,972 3,175,789 . , 1,270,316 

653 ·79 3 120 
Ii. 

Table 4-1: . Claims/I'elephone Interviews ~ 
, !i 

Table 4-2 below shows 'relationships between telepho~e calls and claims. This inforhtation 
can be useful in d~veloping area strategies. For: eXample, Western Area receives a signi~cantly 

. higher ratio oftelepQone calls compared to C&P claims when compared to the Southern Arba. 
, .' " ',1 

I, 
:! 
il 

Ii 
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Table 4-2-: Telephone Cans/Claims 
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4.4 ARS ProjE:ctions 

An Inspector' General, study m1995-96 concluded that 41% of VBA calls could be 
handled by automated means. Given the demographics of VA's customers and the flaws in the 
design of the abov,e study, the actual usage will be much lower than this. Many calls to VBA are 
not simply requests for infonnation. VBA custom~s are often people in crisis, who are facing a 
se.ri()u~ ,4isability or iIIn~s~, loss ofjob, loss. of home, loss of health benefits, or lack of funds to 
attend school. 1'hese customers require empathy, compassion, and understanding, not just 
information. 

VBA's Insurance Service has used ARS and· Interactive Voice: Response (IVR) since 
1995. Their experience shows that 12% of callers initially use IVR However, only 7% use IVR 
exclusively (witholJttransfer to an Insurance Specialist). Moreover, the St. Paul Ie reports only 
5% usage ofARS. ' ; 

. . , ' . 

The experience of the Insurance Service, although more conservative, represents a good 
starting point in projecting the expected benefits of ARS. Once VETSNET is deployed and 
developed,beyond its first iteration, ARS and IVR use will grow. Also, certain populations (e.g. 
those using 'education benefits may use ARS to a higher degree). The St. Louis Regional 
Processing Center is testing ARSIIVR technology but results are'limited at this point. 

AssUming :aJO% initial use!> 551,,087 calls will be handled effectively by ARS. Usage of 
, ARSIIVR could growsubstant~a1Iy by the year. 2,0,02 as some of the IVR functions described in 

the Vision becorrLe available. However, use of ARS andIVR must' be the choice of our 
customers and development of ARSIIVR technoiogy must include custo~er input through use of 
focus groups and Icustomer satisfaction surveys:' Easy aVailability of a VSR must always be part 
ofour telecommmucationsstrategy. ' . 

4.5 Staffing Considerations ' 

There are significant risks in trying to shift FTE and telephone ~s too quickly to ICs: 
Staffing will be a ,critical issue both in 2,0,02 and during the mtervening y~ars. Overstaffing of IC 
locations may re~jult in under-utilization of VSRs during slower periods. VBA has 'a f~ly 
predictable call pattern with more calls 'during the first week of the month and at the beginning of . 
the week. In planning for staffing at ICs, areas should use the minimum staffing needed for these 
slower periods. Calls during peak periods can be augmented by RO staff. Conversely, 
understaffing of les could result in a higher blocked call rate than ever, unless there is a heavy 
commitment from 'areas to use RO VSRs to augment IC VSRs. As ROs become immersed in the 
transition to the new claims process, they cannot abdicate responsibility' for general phone calls, 
based on the prem~se that the "IC will handle those calls". 
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Table 4-3: FTE Required by Area/or IC Calls ,. 

Table 4-3pr<fvides data by area showing expected call under varying call oernarlO 
scenarios. These data. show that, 83% more FTE are required on high volume days , to 
low volume days. The high vcilatilityof incoming telephone traffic is further ,complicated b,y the 

. daily patterns which can vary by up to 4000/0 during busy hours compared to slow hours. ", ii, 
I 

. The key. to dealing with. these high volumes' of. teiephone traffic 'is f1exibili~and 
cooperation. Initially" many non-C&P cl~s related calls will be handled by RO VSRs'leven 
though the call maybe processed through an Information Center. Shifting of FTE from ROs to . 
ICs may be aCcomplished over time as ~Os complete conversion to VSR positions, as techn?l~gy 

, . such as ARS/IVR is made available, and the 'effects ofthese changes are analyzed. ,: . ,', Ii ' 
. . : .'. '.' " ' ' . '. II 

. Once IC technology'is implemented, overflow calls at one IC can first go to other IC,s and 
then to ROs, This strategy will make the best use ofVSRs assigned to ICs. Management ~fthis . 
process should be· at the .national and area levels. Since VBA will be handling telephone;\ calls 
using a national strategy, telecommunications managers can project staffing needs,. . ~ 

}I
II 
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As ROs complete the transition to Customer Service Centers, calls pertaining to claims 
should be routed to the VSR or team handling the claim. Some ROs may:be able to do,this with 
local call handling e:quipment while other solutions must be found for those: with older equipment. 

, • < .' • 

VA must continue to develop solutions to blocked calls. In most: cases ibis involves the 
rerouting of blocked calls from one RO to another or to a central point such as an' Information 
Center. Strategies should link to the end state vision depicted in the Vision section, i.e: claims 
related calls will go to ROsand.general calls to ICs with support from ROs. Development of a 
national.telecommunications. strategy will.also need to be coordinated with other VBA.business 
lines as well as VHA and National Cemetery System (NCS). . 

4.6 . Transition Timing 

To achieve the long-term'visi<;>n ofimplementing a national telephone sY$tem as outlined in 
the Vision, VBA Telecommunication Service must' develop a detailed plan for replacement of 
local. telecommuni(:ations equipment with a telecommunications architecture which allows VBA 
to route customer inquires to the ·locati,on where they can receive quick, accurate !lDd complete 
answers to questioilS an~ problems with the first call. 

To achieve:: this' vision VBA must determine locations to plaCe telecommunicatioJls 
technology. Initially, Information Centers sele~ed :will principally be locations for t~hnology to, 
implement this vision. ' Ideally, these. locations will be collocated at existing RO sites. It is at 
.these les that the Automated Response systems will be located. Human VSR support for ICs will 
be also located at 1the Ie but will need to be supplemented by VSR $UPport from affiliated ROs. 
The following guidelines are offered to reach the end state: ' 

I 

General inquiry Calls may be handled by a combination of ARS, IC VSRs and ao VSRs. 
The percentage of calls handled by ARS' ,will be determined by the' effectiveness of these 
technologies to provide world class service. We expect that use ofARS will expand over time as 
technology improves at one location' may result in poor productivity during slack. periods. 
Dispersion of VSR support at ROs will provide areas with more flexibility in using VSRs during 
low call periods. :Finally, the mix of IC and RO VSR's will not be static. VBA anticipates that 
greater call volumes of.claims related issues will be able to be handled at remote locations once 

',VETSNET, CPS and other supporting ~~hnologies are available. 

4.7 Software ])evel~pment Strategies & Risks 

VBA has moved to a more dynamic software development environment which is· distinctly 
different from pa:;t practices. This has been driven by the recognition that business needs drive 

development' and busin~ss sponsors are deeply involved in the process. We must think in terms of 

which piece of th,;, solution is being solved by specific projects and work toward linking these 

parts in a manner that is largely invisible to the end user. Some of the current efforts must 


, continue with no additional mandates if they are to solve short term needs. For example,the 

VETSNET system must complete the replacement of the current BDN system in order to create 


. a high level data system that is compliant with the requirements of the corporate data model. 


. " . 
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However~ additional functionality ·is required. VETSNET' will not be . in a position' to 11 address 

these additionailleeds until after the delivery of the BDN replacement. J 


" : '. 	 1·1 

The solution to having the IT . functional requirements in place by 2002 lies both i~ system 

design as well as in software integration. We must work from two fundamental assurPptions. 


• . . . '. • 	 ,I .
First, regardless of who develops IT busmess solutlOns, or where they are developed, they must 

comply with standard interfaces and use data fields that are compliant with the cOI'por~te data 

model. . This will allow more components to become available since builders will worry less about 

interface and memory issues and will concentrate on solving the business problems. Furt~er, this 

concept will allow the assembly of business solutions using both commercial as well as ~ustom­

developed components. Second, in order to meet a 2002 timeline, there is a need to develqp parts 

of the IT solution in parallel. Clearly, the need to replace the existing BDN with VETSNET is a 

high priority. However, the replacement of the BDN and the use of a universal data base i:~ a high 


. 	 . II 

level data-service tier that houses the data needed. to make decisions. As a result, efforts' ~med at 

creating IT solutions for the problems related to decisions, business rules>' and infofmation' 

processing can be simultaneously developed at business-service or user-service' tiers. Th~ key to 

allowing the simultaneous solution of these IT issues revolves, again, around using a dbmmon 


. corporate data base and applications at all' tiers adhering to . standards. that allow for s~ess 

integration.,.. '. '" . . . . '.. . . . . ' . .~ .. I, 

. The IT effort should be a shared effort between' the IRM, the business line servidbs, and 

"field offices. We believe that the business users of the systems are a critical p~ece of the s~lution.. 

If we want user coInmitment and ownership of our IT solutions for 2002 then we inust(lhave a 

high degree of user involvement. . 'Also, it' is critical that business solu~ionapplicatibns' be 

developed, tested, and deployed. much more quickly than in the past. The critiCismVA h~ felt by 


. the GAO and· others has often been aimed at our software maturity and the inability tq! create 
timely solutions that deal with today's' business needs. In addition to developing new applibations 
faster, we must 'be prepared to modify applications currently ·in. development to fit with new 
business IIlodels. , '., '. '. , .. ' . . '. li 

.The three guiding 'principles should be:· . . 	 11 

II 

1. 	 Our business systems inust be developed quickly. 
. 	 '. .' . 1\.~ 

I! 
2. 	 We must use our' IT resources at various levels and not attempt to create inpexible 

"empires" associated with the bureaucracy of the past. ..' iJ 

• '. . 	 11 

3. 	 In prder to accomplish the two items above, we must have a three. tiered systetn with 

invisible connectivity between them. .. . ... ...... .... !' 

. The reality of pressing business needs do not allow us the luxury of entertaining "ivisions 
of grandeur" where one great IT solution will envelope or replace the patchwork of applibations 

·we now have. Applications such as CPS must be made spokes of business process solutidhs that 
.link to other applications and information sources. Whether the business process solutionsjbn on ' . 
. local serVers or sequent systems will depend upon the size of the data. base and· the perman~ncy of ' 

:1 
!I 
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the data created as well ,as the need for access. With access a high priority, most databases must 
reside in systems that can be accessed from remote locations.· . 

In order to coordinate and.integrate·the efforts of the various gro~ps, working at various 
. 'levels, we support· the' CIO's efforts to create a coordinating body. The members, and the 
represellted 8l:0ups:, are critical, as is the mission. We believe the following characteristics should 
be an important part ofmembership: 

I; 	 Since the ]process of 2002 IT development will take place . at ; three levels, members 
representing each of the levels must participate; Business line mapagers.representing the 
user level, flfld VETSNET and 20S representatives at levels 1 and 2. 

2. 	 The board must 110t exercise line authority over any sub-group, but must serve to develop. 
standards fbr application development tools as well as make sure system components are 
cOJ!lpliant vvith the IT platforms.. 

3. 	 The board would serve to coordinate rapid application developmerit (RAn) efforts at field . 
sites to make sure needed business applications are developed by the most appropriate 
group. This will result in application development time-frames that are the shortest and 
applicatiom: are developed with the most efficicmt use ofresources. 

4. 	 The board would develop a .performance measurement system that would provide 
. guidelines for. at.( applications in assessing the degree to which the· application addresses 
current business need gaps and improves our serVices. 

5. IT Infrastructure VISion 

Once we alll agree that the concept of an corporate data base is essential, the hardware on 
which the operating system resides should be scaleable in nature. That is, the hardware grows as 
the database and application grow. By using a cluster, we can manage as a single system but 
avoid the cost of ptohibitively expensive hardware. 

. I 

The design ofth~ system archite~re must provide for certain definable objectives. 

• 	 Support our current systems since they must serve us in the short run 

• 	 Distribute the fu~ctionality to the end user 

• 	 Exhibit flexibility for future needs and long term applications 

It is important that the infrastru~ture not just be viewed from the VBA perspective .. Our 
systems of the future will require clean interfaces with VHA as well as with other Government 
Agencies. In addition, our systems must support veteran and Veteran Service Officers (VSO) 
access as well as ac:cess from outbased locations. 
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6. ·Software Integration il 
. 

i 
j: . 

. The issue of software integration is a very important one and is equally critical to th~ 2002 
vision as the three tier architecture and the concept ,ofthe, IT Coordination Board. The 2002· 
"systems must havethe: '. ','. ;' ~ .' " ' :, ' ", ", 'II " 

1. Ability to access database information via the Internet 

'2. ,'Abili~ to use Telephone Application Interfaces seamlessly to our databases 

I

i 
'I 

3. Ability to remotely mairitain our databases il 
":~ 
ij4., Ability to seamtessly integrate With our mail system ' 

',' , " "I!, 
5. Ability to replicate, data to our corporate database system after the claim ha~ been 

processed; and .­ " " ' - il ", 

r· 

, , ' tI , ! . 

6. Seamless access and movement of ' data from' applicatiori, to. application' as we ~rocess 
actions." '," .'" ' " '.. 1\: 

, . 
:' i 

I 

Application development for the 2002 vision must take place in two phases, a shot;t term 
(t~siti?n) and ~ long term:, The reason for this ~istinction is b~sed on. two fa~s.ll First,' 
application planmng and costmg -must take place ,well m advance making short term tiIpe ;p-am~s , 

" difficult. Second, the critical need to replace the BON and address year 2000 issues will relegate 
. ~ajor new application initiatives to the out years. ' l~ r 

il 
6.1 ,'Short Term (T~nsitions Solu,tions) 

" 
, ' , 

,',' " ,'," 

'j 

, Ii 
)1"
il . 

There are two groups of transition recommendations. The first group relates to ~ more 
efficient linkage ofexisting applications. An eXample of this would be the recommendationjito use 
emulation software to migrate RBA data directly to BON fields and eliminate the double keying 
of rating data to the BON (Appendix,C, Action item P8) .. This'will not require BON chbges, 
but will result in efficiencies. ' With the power available in the client server environment, th~ rapid 
linkage to applications (and the needed data transfers) can be made invisible to the user a.#d:will 
allow us to use very user-friendly presentations without having to reprogram all Qf our 
applications. For ease of use, it may advisable to have a' core application from which ~e can 
"launch" seamlessly to the modified" current· applications or new applications. ',Thi~ core 

, application can serve as a "hub'; from .which we link: the various user tools. CPS' is a froht end 
intensive program that could be used as' a hub. From this, or similar programs, employ~si'cOuld, 
launch to Automated Medical Information Exchange, (AMJE) interfac~s and other development 
~~~' ~ 

The second group of transition recommendations relate to the need for VSRs to haJ~ case 
specific information available in order to respond to calls. It is clear that the information ni~st be 

. II 
',~, . ' ' :,'1' .­ .. '~"')' 

\I 
" 
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available electronictlily. It is impoI:tant that VBA adopt a st~dardized cas~ management tool that 
contains the following functionality. . 

-Case specific infonnation regarding development action 

. . ", ' 

-Infonna#on regarding received vs. outstanding evidence 

-A record ofprio~ co:nt~cts and infonnation regarding the contacts' 

, :.Giventhe vision to have applications taken by telephone and Intem~t we must have a core 
program that will facilitate the flow of work in an electronic environment. In the short run. '. 
~xisting software com be modified to provide this functionality (Appendix' C, Action Item PIS). 
We have provided an appendix that lists the functional needs filled by current applications and 
have attempted to list the gaps that must be filled to comply with the 2002 visions. I 

6.2 Long Term Solutions 

For the long ru~'the VETSNET Team is working to create a software system that will 
have all the functionali~ needed to ,support the 2002 vision. including case management. While 
the.concept ofpape:rless applications can be tested with· modified existing Software, the long tenn 
goal of moving tClward' a paperless claim· processing system will take major hardware and, 
software changes. Issues such ~ eleqronic warehousing ~ust be: addressed (Appendix G. Action 
Item P22) as well as electronic filing from remote sites (Appendix C. Action Item F20). Effective 
iilterfaces tbat link to 8+ttomated award processing are not impossible; .however. they require 

.. ' 	planning, effort, arId fiuiding.Appendix C, Action items PI3 and P22, relate to the issueot 
automated adjustments .. Sophisticated help features (Appendix C, Action Item PIO), and .. more . 
rule-based rating systems (Appendix C, Action Item P23) can be powerful tools to assist VSRs . 
and RVSRs. However,' we must be clear that these cannot be delivered in a short time frame. 
After the existing BDN has been replaced (VETSNET I), we will have the platfonn upon which 
to build thes~ significmit :enhancements. . 

7. . Software Evaluation 

In the process of defining the end state vision. as well as looking at the long term and 
short tenn strategie:s and risks, it becomes clear that some of the software fUnctionality in aU three 
IT areas (telecorruitlunications, interfaces, and process functions) exist in current or developing 
applications. However, it is equally clear that gaps exist. Th~ major goal for the 
ITITelecommunication Team was to develop and execute a systematic :method for identifYing 
where the applications fit and where there were gaps. Afterward, an estinlated date for the action 
was developed. A,~urate costing of these initiatives is impossible without a project plan. Initial 
estimates were made, however, and are included in Appendix C. 

Starting frem the vision. broad functional requirements were de~eloped for the three IT 
pieces. These are listed in Appendix A. .After the development of these requirements, a review of 
the existing and p1anne9 software applications was conducted: This arlaIysis was to compare 
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, these business solutions to the needed functions and identify the fits and gaps. The result~ of this 
Function to 'System Gap Analysis'are summarized in Appendix B. ' 

, '!l 
11 

. .' '. Fro~ the Function to System Gap Analysis a list of 59 acti~n items was developed;l These 

action items are needed to bring the telecommunicatio~, interfaces, and processing so~lu-e into 

conforinity with the needs of the 2002 visions. These action items are surrimarized in Appendix 

B~2. Some of these action items have been referred to earlier in the text. The specific action 


, items link back to the broad functional requirements in Appendix A and are cross~refer~nced in 

, that appendix by number. " : , " , ", , ' ,'ll ' 


, 'Appendix' C . is a complete listing of the' 59 action iiem~ wi~h a brief 'des~ription, 
responsible group(s), estimated completion date, estimated cost, and benefits to be derived. The 

'estimated completion dates are, at this point,' refined only to a year. Further refine~ent of 
beginning and completion dates will r~quire 'further review by the responsible groups. ,I 

.,. il 
8. Conclusion II

\ 
' 

.. :11- ,: ,. 

'"",,' " " ,,"',' , ' ... it ' 
We have reviewed the pllins and strategy'bfthe CIO with respect· to the development of 

,VETSNET, teleconlrnunications, the development of a modem relational data base with adcess to 
, , ' , , ' .\. 

all employees throughout the country and the approach to Rapid Application ,Development and 
! 

find thatthey are consistent with the needs oftheC&P business line. We strongly endors~ it and 
urge that the VBA and the Department resist in the strongest possible ways any ,e~orts to', 
discontinue the development' of ~TSNE.:T ,and the substitution of marginal e~~cement~ t~, the 
current BDN. The BDN has consIstently shown over the last several years that It IS, not a ~ultable 

, tool to provide the kind of customer service delivery nor, the dala needs required :;by ,the 
Department to achieve the vision for claims processing which we contemplate. Ii 

. .' ,Ii 

The vision of 2002' outlined in the beginning ~ages of ' this document is refined lhrst to 
, , bro.ad functions and finally to specific action steps, dates, and costs. The vision must be ~eached 

by a collective effort.and not by the incremental efforts of one group. The component developed 
by any particular group will largely be based upon where the business knowledge and skills exist. 
By adhering to standard conventions and interfaces many individuals and groups can prou~ly be a 

'part of the 'new·vision for VA.' . Ii 
:;:1 
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Appendix,A. FlIlnctional Requirements 
/' 

To a large degree, the functional requirements are a logical byprodu~ of the vision. 
Clearly, if we are to be processing claims via electronic communications by 2002 we must 
carefully' ,evaluate the gaps in the proposed software solutions currently being used and in 
development. Again, we can look at the three components of the IT solution. 

I 

Functional Requirements 0 Telepbone Subgroup 

1.' 	Develop information centers to manage, national call volume and eliminate blocked calls 
(Action Items T4I, T42,T44, T45, T46, T47, T48, T49, T50, T54, T6I). ' 

2. 	 Develop ARSs that will allow callers to access VA services without human intervention, 7 
days per week, 24 hours, per day. Options will be available in English and Spanish 
(Action !terns T5I, T52, T53"T59). 

f ' 

3. 	 Develop queumg and routing system to distribute calls among information centers and 
ROs (Action Items T4I, T42, T44, T45, T54). ' 

4. 	 Integrate te:lephone technology with corporate database so that VSRs have automated 
access to callers' records (ActionJtems T43, T44, T45, T55, T56, T57, T58, T60). 

5. 	 Provide caU monitoring capability and management reports for monitoriltg system 
performanc1e and 'service demand (Action Items T4I, T42, T54). 

, " 
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Appendix B.' IIllterf~ce Functional Requirements 

The design of the work flow of the claims' process dictates the need for specific decision 
critical infonnation from non-VBA sources and specifies the point in the ~laims process (the user 
and the timing) where that infonnation is required. The need for efficiency, accuracy and 
timeliness in each data gathering process dictates the use of electronic techpology as the exchange 
medium. 

External interface functional requirements: 

.1.' 	C1Jrr~nt inte.rface~ or matching programs need to be continued (II, 13,17) 

2. 	 Interface agreements should focus on the quality and utility value' of the infonnation we 
seek (12, 13) , 

3. 	 On-line acc.~ss or infonnation on demand applications for each of those interfaces should 
be provided (II, 12, 13,.14,.15, 18 12) . , 

4. 	 Interface agreements ~hould alsq incorpo.rate the principals ofautork.ttic notification to the 
V A when rdevant infonnation enters the external organizations dat~:6ase (12, 13, 14, IS) , 

5. 	 Partnerships with' co-located veterans representatives will require full direct access for 
those organizations to the systems application for submitting and developing ?laims (I9) 

" 	 , 
6. 	 Full'Service: Organization partnerships and commitments to outbased VA employees for 

veterans aD::ess require 'full eXternal interface access to applications for submitting and 
developing claims that are provided to in-house employees and co-located partners (19, 
110,112,113) , 

7. ' New extem.al interfaces are necessary to minimize the resource demands of providing the 
customer se':rvice' of releasing VA information in the veteranS or beneficiaries behalf (17, 
18,114) 

" . 
8. 	 New external iq,terfaces, for example Internet access, to the, VA are required to 

,supplement outreach efforts and distribution of general department, agency and benefit 
infonnation (II, Ill, 112, 114) 

'9. 	Newextemal interfaces to VBA'systems for the National Cemetery (NCS) System are 
required to support i~tiative for NCS processing ofburial benefits and payments (16) 

Work Process Software Functional Requirements 

1. 	 Offer a papc~rless;claims processing system (action tracking numbers PI, P3, PI8, & P19) , 
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. . . .' ' ...' " .' .., 	 ' ' if' 
, ,2. 	 Allow for immediate decisions on many issued via electronic contact (action tracking 

numbers P22 &P23.)' ,,';1 . , , ' 	 il 
. . 	 . ' . . . . , :1 

3. Allow for Veteran Service Offi~r claim intake (action tracking numbers PI, P2, & f20.) " . 
:j 

4. 	 Establish a consistent user presentation that ,allows' for seamless access to ~upport 
programs/systems. . (This' should be considered a common property when d~signing 
solutions and incorporated as soon,as possible and be an objective ofevery initiative.) . 

if 

5. 	 "Offer a~ss to needed data with efficient migration of the data to the case management 
system and allow' for electroni,c access to archived 'data (action tracking numbers f4, PS, 
P9. P12, PI4,PI6, PI7, & P20.) , II 

)1 

6. 	 Hand off data from .system to system with~ut the need to re-key (action tracking npmbers 
P7, P8, ~12, P13, & P20.).',,· : ' " il ' 
", ...,. ',,' ,-., ..' . '. '. 11, 

, ' 	 7.' Eliminate inefficiencies between syStems (e.g.,RBA results in payment, batch pro~ess of ' 
, 	 • 'J , ' 

C&P exams without manual input, etc.) (action tracking numbers P3, P6, P7, P~, P13, 
PI7, P20~ P~l, & p24.) ,~ 

JI 

8. 	 Create IT solutions that result in consistent and complete development at the earlie~t point 
in the claims process (act~on tracking numb~rs ~2, PIO, PI I, & PI2.) .. :1 

9. 	 Develop IT tools to generate standard reports as a natural by-product of the proc~ss and 
generate ad hoc reports on request (actions tracking ?umber PIS) .!i . 

11 
,[ , 

)1 
II 

;!
\1 
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I, 

11 

Jun'b 1997 
Ii 
il 
" 



INFORMATION TECHNOLOGY TEAM REPORT 


APPENDIX C. DESCRIPTION OF ACTION iTEMS 

Action Item Number Pll 

.,"' ..... . 

Title: Electronic Data Entry 

Descriptioll1: There is currently no wayan original or subsequent claim can be received 
electronically. CPS has the capability of receiving data electronically, buot does not establish a 
master record or ILlpdate it. VETSNET will, have the capability to establish a record in the 
corporate databas~~ or update it Therefore, the functionality to receive data electronically to 
process claims to completion and update the corporate data 'base needs to be integrated into 
VETSNET.; , 

Responsibillity: C&P Service, 20S 

, Completiolll Date: 1998 

Estimated Cost: Component ofCPS budget initiative 

Bemefits: If thi~ capability is attainable, it WQuid pro~de for electronically reCeiving a 
" claim and having the data establish a master record or update it. This would allow claims to be· . '/

received from out-based VA p~~onne~ or VSO's. 

Actiom Item Number P2 , 

.,', .... 
Title: Rulf: Based Development 

Descriptiolrt: The development program' in CPS is rule based.' VETSNET does not 
contain this featUre. The ruled based development feature of CPS shQuld be integrated into 

. VETSNET. " : 

Responsibillity: :,C&P Service, 20S 
i, ," 

Completiolll Date: ' 1998 

Estimated Cost: Component ofCPS budget initiative 

Benefits: Rule based,programs'eliminate errors of omission. Thls would ensure that all 
information necessary to properly complete a' claim would be developed at the time a claim was 
received. Thereby eliminatmg piecemeal development and reducing the amount of tinle needed to 
adjudicate a claim. Additional benefits would accrue if VSO's'are inputting claims, since they 
would be utilizing the rules based development system. ' 
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Action Item Number P3 ~ . 

:1 ' 

Title: ,Automatic Letter Generatioll n 
J: 
i( 

.nesc~ption: When all data n~cessary.to develop a claim is input, thenecessa.r}j letters 

requestmg eVldence should be automatically gener,ated. 
 11 

Responsibility: C&P Service, 20S { 
Completion Date: 1998 ~ 'Ii 

Estimated Cost: Component ofCPS budget initiative i[ 
, . U 

'Benefits: There is little decision making required when a claimant reports the soUrces of 

evidence. There is an disproportionate amount of clerical work needed to request evide~ce. If 

the data concerning the source ofinformation is entered into the system, the required letteA could 

be generated automatically. This would save the VSR the time now spent in addressing th~ letters 

and selecting the appropriate letters. ' , ;! 


. 1( 
Action Item Number P4 ~ 

" IIil 
Title: Track Claim Location Information (long term) , Ii1, 

" . ',' , . '!I11 

Description: In today's business world, the need to satisfactorily answer a cus~omer's 
'" ' ' inquiry as to $e status ofa claim is crucial. Whether the inquirer isa VSR or VSO asking~for the' , ~ 

status on behalf ofa claimant in today's environment or the claimant seeking the status directly in ' I' 

. the future, ,there needs to be a tracking tool that provides details as to what ha~. been 
accomplished, what needs to be dorie, what evidence has been· received and what n~ssary 
evidence is outstanding. ' ' i: . ~ 

,,' , 11 
Responsibility: C&P SerVice; 20S 

Completion Date: 2000 ' 
It 
\1 
II 

Estimated Cost: Component ofCPS budget initiative .. ~ 11 
, t .t.', ' , II 

" 

Benefits: Until a paperless claim is achieved; there would be significant 'saving~ in the 

time spent.' sending mail to files, to have a claims folder pulled and' then revieWed. Sl9ce the 

evidence requested and received would be availaple on all claims, there would be no need t6 pull a 


, claims folder until the C!3se management system indicated that all evidence had been, r~feived. 

There would be additional savings in the number of man-hours needed to respond to V.~Is and 


, Congressionals if the inquirer- could be told the specific status ofthe claim. i.: 


il 
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Action Item Number P5 .' 

Title: Track Claim Location Information 

Description,: CPS has . limited claims tracking capability. CATS does have claims 
tracking ability, but does not have rule base4 development capability. CPS and CATS should be 
integrated to utilize the rulebased development of CPS with the claims tracking ability of CATS. 
(This is recommended as,a short-term BPR Lab initiative.) 

ResponsibiUity: c&P Service, 20S 

'--Co~pletiotl Date: 1999, , . 

Estimated leost:1 Component ofCPS budget initiative 
. . . ... 

Benefits: Anyone req~esting the status of a claim will readily be able to determine what 
evidence has been requested and what evidence has been received. Tl~ey will also be able to 
identify what stage of processing the claim is entering. 

Action Item Number P6 

Title: Mili1ary Record Request (3101 generation) 

,DescriptiOlI: 'When a claim for benefits is received elecfronically or input by keystroke, 
and it is identified ;as n~ing military records, the request for these records: should' be" generated 
automatically to thj~ correct military records center. The records requested would'be based on the 
type of claim rece:lvCd and the information concerning the claimant's military service that was 
input. This could be accomplished by additional changes to VETSNET.· . 

ResponsibiilitY,.: RMC, C&P Service, 20S 

Completion Date: 2000 

Estimated Cost: Component of CPS budget initiative and RMC, Automate VAF 3101 
initiative 

Benefits: . There is considerable time lost between the receipt of the . claim and the 
identification of the correct military' records center. If the request is sent to an· incorrect military 
records center, additional time is lost until the request is returned as not properly. addressed or 
forwarded to the correct military center. This initiative would eliminate ~y lost time. 

Action Item N um,ber in 

Title: Inte:grate RBA decision into vETSNET payment system. - ' 
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Description: RBA decision should, upon completion ofthe rating decision,autoJatically 
transfer the ne~essary infOlmation into the VETSNET system. I 

ResponsibilitY: 20S, C&P Service ii 
) 

i 


,Completion Date:. 2001 I 
\ 

I 

Estimated Cost: ' Component ofVETSNET II ,,' . 	 \, . 
, . " 	 "', r 

. 	 ' ·1 . 
Benefits: AlloWing .: the, rating decision data to' automatically' be . incorporated ~to the 


VETSNET system will eliminate the need for duplication of data input by the Rating q~rtified' 


VSR and the VSR. This would save numerous FTEE by allowing the Rating Certified YSR to 

actually effectuate paYment and benefit notification upon completion of the rating decisio~. The 

current· system requires the Rating Specialist to ·input . the. data necessary for "t~e rating d~cision. 

The rating decision is then transferred to a .veteran's Claims Examiner, who re-enters tijis date' 

into the BON system and into·the PCGL letter writing system. Another benefit is that by htaking ,'" 

the Rating Certified VSR the last person to, see the claim, the VSR becomes a more "fro~t end" 

oriented employee.ll. 


Ii,\ " . 

. ACtion Item Number P8 	 ~ 
. . 11 

Title: Extract p~ymen:t information from RBA decision arid send to BON. Ii 
\ 

11 
!l 

. Description: . A short ~term' sol~tion that would allow the RBA decisio~. .tol\' upon 
completion,of the rating decision,. automatically,transfer the necessary payment informatiqn 'into 

'. the BON system; . II 
'\ 	 tI~ 

. Responsibility: ' C&P Service, .20S 	 II 
'f 

~I 
\: 

Completion I,}ate: .'1999 	 ;, 
, n 

Estimated Cost: Component ofVETSNET budget initiative . '. l~i 
. 	 .'

I 

. . ' Benefits! This short term solution will alleviate ·the duplication of d~ta input ~y the 
Rating Certified VSR and the VSR. If the payment information needed by BON:were exVacted 
from the rating decision produced by l,tBA, it would start to streamline the prQcess of gen~rating , 
.	an award ofbenefits. This would save FTEE and allow the VSR the opportunity to devot€1t more 

time . to ,front end development, which is essential during the transition' 'period .of~ BPR 

implementation. In'addition, it would allow,for completion ofthe claims processing systeip. in a 

more timely manner. II 


Action Item NumberP9 	 ' . ,. ~ 
!I 

. '. " , .' . 	 '. ~ 
Title: Make archived data and text available nation-wide" using a dqcument manag~ment 

system. . 	 " , '. . ., .. \" . 
11 
.;, '. 

if 
.1
'I, 

C-4 	 JUne:\1997 . 
I . 

, \t
II 
11 

http:employee.ll


, 
I 

INFORMATION TECHNOLOGY TEAM REPORT 

Description: Create a database from which archived data and teXt can be accessed 
nation-wide. 

Responsibility: t&P .Service, 20S 

Completion Date: 2000 

Estimated Cost:' RBA Component ofVETS NET IT 
I 

Benefits: Creating a document management system which can be accessed nationwide 
will have numerous; benefits. At the point ofinitial veteran contact, information such as last rating 
decisions. current disabilities, payment information, and previous veteran contact, would all be. 
available to the VSR at the same time that he or she has the veteran on the phone. This would 
'allow for a quicker and more accurate dissemination of information. This alleviates the need for 
some of the written correspondence'which we proce.ss at this .time. This also allows the first 
person that the veteran talks with to· have the information available to make necessary decisions. 
The ability to nlak:(;: decisions and process awards while the veteran is still on the phone will mean 
a reduction in pending claims as well as a more expeditious handling ofthe claim .. 

The archiv~:d data base will assist the VBA in iCstransition to have a paperless benefits. 
delivery system. Thereby alleviating the. need for the traditional claims folder in processing 
awards. . '. . 

• ' ; .,.' " ," •• ' t I: 

This system wiU effectuate the very expeditious proe;c,ssing of the veteran's claim and 
requests for inforrnation. This will saveFTEE and provide for' more ;accurate and complete 
information dissemination. . : 

Action Item Number PIO 
,. 


Title: Put context sensitive help into all applications developed. 


Descriptio:ll: Each application that.is developed should have, context sensitiv~ help 
available throughout the system. This should be incorporated into the design of each individual 
system at the time ofdevelopment. . 

. I 

" 

Responsibility: C&P Service, 20S 

Completion Date: Ongoing 

Estimated Cost: NtA 

Benefits: The availability of context sensitive help to the system user will allow for more 
complete and consistent claims processing development and benefits delivery. 'This will be 
accomplished by allowing the development and processing of the claim. to be accomplished at the 

June 1997 ' 

http:proce.ss


11 
II
Ii 
" 

INFORMA110N TECHNOLOGY TEAM REPORT :1
il 

, Ii'I 

earliest possible point in the claims processing system. The development of needed infJrmation 
. .'can be accomplished by a VSR at any level in the training process. The availability of tp,is help 

, , information will also assist in training the new users ofthe system. ' , 'i{ 
II

Action Item Number PII [i 

Ii
,Title: Develop reference databases for various purposes. II 

1: ' 

Description: Databases should be d~veloped which make available the varioJs laws. 

rules. reguliitions, and procedure by which the VBA processes claims and delivers benefi~k. ' This 

will involve rewriting andreorganizing directives.' , ' , , i\ 


i\ 
Responsibility: C&P Service, 20S II 

Completion Date: 2000 
!:~ . 

" Estimated Cost: Component ,of VETS NET-II budget initiative ~, . 
. . ~ , .' , 

~' , 

. I Benefits:._ Databases which incorporate the laws, rules, regulations.· @d proc~tires by 

which we process claims are a vital need in the claims processing system. This allows' fdr more 

consistent claims development and benefits delivery; In addition, they ensure that th~ VBA 

employees are provided with the most up-ta-date and accurate data by which to proce~~ these' 

claims. This is extremely important in light of the recent changes of laws and regulation~. This 

will also allow' for the dissemination of these laws and regulations to the claimant; thereby 


- Ii 

erlharlcing the claimant's kriowledge of the requirements for benefits delivery. This will 'in tum 
, , 'I 

alleviate some of the notices, ofdisagreement received by BVA by being able to provide complete 
",consistent data up front w~en needed ~y the claimant. , ' , i" ". 

Ii 
ji 

Action Item NumberPl2 1\ 


.. :1 

Title: ,External sources linked into applications as required. II 


II 

II 

,Description: Extetnal information that is obtained should automatically be incorPorated 

whenever necessary int9 the various applications as they are developed. ' ',: " ii' 


, - '.. " II 
1\ 

'Responsibility: C&P Service~20S II 

Completion'Date: 2002 il 
\. 

, ' il
Estimated Cost:' Ongoing li 

" Ii . 

Benefits: This will allow the VSR and Rating Certified· VSR toha~e' theillatest 

information available at the appropriate time. In addition, it will alleviate the, duplication of data 

input into the necessary application. ' This' will ,also reduce' the development time requ~ted to 


, , , : ",' , " , ' ' '" ~ , ' 

_ ' ~0 

II 
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process the claim by eliminating the need to requeSt information from various organizations and 
departments. . . 

Action Item NUnllber P13 

Title: Automatically adjust pension payment based on financial data received through 
interfaces. 

Description: Currently' pension is adjusted manually through EVR reporting. Ideally 
EVR's would be c;ompleted through electronic interfaces with the finailCial data at their source. 

" Receipt ·of this elec:tronic data should be the event which triggers a: recalc~lation ofpension rate. 

Responsibility:: C&P Service, 20S 

Completion Date: 2002 

.EstimatedCost: Component ofVETS NET ill . , .. ...~. 

Benefits: Saving of man-hours associated with pension adjustments. 

Action Item Number P14 

Title: Enhance CATS to'flag certain records (short .term). 

Descriptio11: There are instances in which certain Claims have .traditionally receivCct a 
higher processing priority. Such claims may includehomelessness or teIminally. ill veterans, or 
cases in which congressional interest has been expressed. CATS should allow special indicators, 
or markers, to "flag" these cases when the. case management record is accessed. 

I· • 

Responsib:ility: . V ARO Roanoke, 20S 
'" 

Completion Date: 1998 

Estimated Co~t: ~omponent ofCPS budget initiative 

Benefits: VV'ill s8.v~ o~ follow~up processing time for cases of sp~ial interest. 

Action Item Number PIS 
..' , . 

Title: Select Ad-hoc Query Tool(s) (both analysis and work in-progress). 

Descriptioll!: In addition to standardized. reporting capability, there should be an ad hoc 
reporting capability using specialized sorting criteria. It is anticipated that initially this capability 
would be limited to a centralized point. . 
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" Ii 
Responsibility: C&P Service,' 20S 	 lJ 

l( 

,,' Completion Date: 1999 	 \1II ' 
'\ ' 

Estimated' Cost: Component ofCorporate Data WarehouselDecision Support Sira~egy 
, 	 , ' , ~ 

, ,,' " '" ':, " ' 	 ' " " ,', Il ' 
, ' Benefits: Quicker response to special interest inquiries and more definitive replies to 

processing questions. , "" ' :. " '" " ' II 
", " , " ' ! ' 

, Action'Item Number P16, , ", ,If " 
• " < ' " ' , , • 	 ".' '.' 1\ ' 

Title: Combine VETSNET and V ACOLS to allow continuous tracking from date of 
, 	 i

claim. 	 !; 

, 	 ' , , .~ 
Description: V ACOLS tracksa claim fro~Heceipt ofV AF 9 to resolution of the appeaI. 

Tracking in VETSNETdoes not include appeals processing. If tracking in VETSNE~ were 
extended through the. appeal period, it would be far more comprehensive and useful for an8Iyziog 
trends in claims processing and appeals. ' .,' 11, , 

I: 

Responsibility: C&P Service, BVA; 20S , 	 H
II 

Completion Date: ' 2001 	 !l!! ,. 
,... Il 

il 
Estimated Cost: Onder consideration for VETSNET II 	 1( 

" ' " ,"" , , 	 j[ , . 
. Benefits: A ,single tracking tool is more convenient and will allow better statistical 

analysis. '. , ' ' " 	 , ' . , . " . ~,' 
. ;, 

. I 
,I. 	 .. , 

jAction Item Number PI7 • 

ITitle: Migrat~ ATS functionality to VAC<?LS. 	 1 .. , 
l-

I! 
. ," " Description: 'ATS measures a claim's progress from notice of disagreement to 'f;AF 9; 
VACOLS measures from VAF 9 to resolution of the appeal. ATS is a part ofBDN; VA:COLS 

. • 	 I 

uses Windows GUI and is attached to an Oracle database, ,There is general agreeme~t that 
, 	 . ,I 

, V ACOLSisa superior tracking system· and is more releyant to our future heeds than~ ATS. 
'Currently an initiative is underway to extend the tracking in V ACOLS to include the ATS 
tracking period and other fea~res that would enhance the application.' ,'. ~ 

n 
11 

Responsibility: C&P Service, BVA, 20S .. 	 II 
" 
',I
,I, ;1 

Completion Date: 1998 ' 11 
ji 

.";1 

'Estimated Cost: Addressed in Information exchange baseline {I999) 
:f· 
1('I' 
I 
/\ 
'I 
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Benefits: The Windows format of V ACOLS is more user-friendly, and the Or:ac1e 
. database is easier to query. 

Action Item Number PIS 
I 

Title: Take electronic filing through CPS. 
. l. . 

Descriptio;l1: The intake of claims data--either· over the phone or in persori--should be 
entered directly into the CPS application Without an intermediary paper folm. 

Responsibility: , C&P Service, 20S 

Completio.n Date: 1999 

Estimated Cost: Component of CPS initiative 

Benefi~: The ~temative to electronic data intake is the current paper system which is 
inefficient. 

Action Item Nuinber'P,19' 

Title: Dev,elop fullele~r~nic filing functionality. 

Descriptiolll: Electronic claims data should be captured as early in the claims process as 
possible. An electronic claims form should be available over such media as the Internet. .The 
fields in this electl'onic form should link with corresponding database fields to allow for more 
timely claims proa:ssing . 

. . Responsiblility: ; C&P Service 

,. " 


Completioill Date: 2002 


Estimated Cost: . Component of VETSNET ill 
:- ' 

. . 
Benefits: An electronic format allows not only' the quick transfer of data but also the 

immediate editing <)f data from the claimant, with a potentially more focused claim. 

Action Item Number P20 

'Title: Record Transfer 
I 

DescriptiOll: The concept of Information Centers will require tqe transfer of electronic 
records from the Ie to the RO in order to resolve case specific issues. This action item will create 
the functionality. tel smoothly transfer case specific data and 'allow for the warm transfer from a: 
VSR at a.IC to a VSR at the RO. 
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Responsibility: 20S4, 20S, C&P Service' 

Completion Date: . 2000 

Estimated Cost: Available in VETSNET I 1' 
.' , ' , t'1 

Benefits: . This item Will improve customer satisfaction as their concerns are routed ;to the 
,person most capable of resolving them. This functionality will replace the V AI system t~at did ' 
not result in immediate replies. The primary benefi~ will' be in eliminating V AIs and the imRroved 
quality ofresponse and timeliness of response. . 1 

Action Item Number P21 . 

Title: Universally Accepted Structure '. 	 ; 
. . 	 ...."1 . 

Description:' This' itction.item is critical for applications developed at field station~ or in . 
. parallel to centralized IT initiatives. It does not limit the ability of developers to solve b~siness 
, solutions. Rather, it assures that software tools will be compatible with, <,>ther!T tools arid can 

. seamlessly mtegrate and share data. This an essentiru piece for eliminatmg the stovepipe approach . 

to claims processing. . . ' . . . ',' . , . ' ' . , '. ~:. ' 
. . 	 (F' 

i,Responsibility: 20S I 
1 
j 

1Completion Date: 2000 !
'j 

Ii 

Estimated Cost: NtA 	 !I, 
JI 

• , , " . 	 ' '.' ,'. . U 

Benefits: Applications will no longer stand alone or require labor intensive re-keyjng as 
users move to new tools in background operations. Needed data will migrate or en~~r via 
interfaces. that can be assured compatibility by adhering to the accepted structure.. Significant . 

. savings in man-hours will ,be gained by distributing application development to key businesJ' areas· 
. . . 	 • II 

with the assurance that the applications will be beneficial to all users, regardless. of the size or 
. . '. J 

scope ofoperations. '. . . . . .' . .'. . .... . . !·t. 
. , . 	 ' ji 

Action Item Number P22 	 IIi1 

Title: Automated Award Adjustments via Interface 	 . f 

. DescriPtion:' While interfaces will improve the speed and 'accuracy with which we'ibtain 
needed information, the ability to link this data to BDN changes, in an automated inanm~t, is a 

. . powerful key to saving FTE in' benefit adjustments. In the absence of major legislativecharlges in 
the pension program, the need to link income changes' in Social' Security and other aPnuity 
programs to automated adjustments will be critical to reducing the' man-hours devo,bd to . 
maintenance adjustment to our program. Further, adjustments based upon h.o~pital stays, Qbth in. 

,I . 

11 
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pension and compcmsation, require time consuming' reviews and actions.' These automated 
adjustments will be needed if we are to devote more time to the customer, service side of claims 
processing and relegate maintenance ofbemefits to more automated features. 

Responsibility: C&P Service, 20S 

Completion Date: 2002 

Estimated Cost: ; Component ofVETSNET ill 

'Benefits: · Major 'savings' in FTE can be'gained by autoIDating routine maintenance 
\ adjustments, pension in particular. It is widely known that the cost of FTE to adjust pension 

awards exceeds the cost Saving related to the adjustments. 

Action Item Number P23 ' 

Title: Rating Data Storage/Support 

DescriptioJiI: T~ us~ an expert system approach to automating some of the more routine 
rating actions to allow VCR to do some simple ratings. While it is currently felt 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 ~ables ,could be supported by expert System logic,. ,In particular, issues 
related to hearing loss arid visual acUitY are examples ofdeCisions that could be supported by IT . 

. I ' -'. . . . . 
Responsibility:C&P Service, 20S 

, 

Completioll Date: 2000 

Estimated Cost: RBA component of VETSNET II 

'" , 

" 

Benefits: 'The primary benefit in this action'item is in allowing certain decisions to be 
delegated'to VSR and allow the RVSR to better utilize his or her time in the most complex of 
issues. Having dec:ision~ made at lower grade levels will save FTE. 

Action Item Number P24 

Title: Adn:unistrative Decisions 

Description: This action item results in RBA having additional: functionality to handle 
Administrative Dedsions using the same background support currently used to develop ratings. 

Responsibility:, C&P Service 

Completion Date: 1999 
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. ~ 
Estimated Cost: Component ofCPS Initiative .. . .... .. .. ~ ... 

.' Benefits: By using standardized teXt' and format features currently in RBA, we can save" " 
the time and man-hours currently being expended in creating Adininistrative Decisions usihg pure 

, , 'I 

word processing systems. '.. !1 

Action Item Number It if 
if 

Title: Internet solutions for ARMS (AutomatedReference Manual System) 1j 

. .' ....' '" . . , ~ 
Description: Make ARMS available to the public 'and external users via ,the Intem~t 

I
}1 

Responsibility: 20S, 20S52 

Completion Date: '2000 a .. :- . 
if

Estimated Cost: Included,in PII . .)i. 
", r 

. Benefits: Enables external users to more effectively interact with the VA ' 
. . ;,,:, .,' ," . " ~ '.~ , .. ~ 

It 
Action Item Number 12 l' 

a 
. 'I 

i[ ., 
LTitle:' DoD Electroruc interface ..~ 

Description: Establish formal, agreements' with DOD to' exchange info~tion 

electronically about service and medical records. The exchange of information will be affeC,ted by . 

the form in which the sources hold their information. The development of interfaces to ex~hange 


. . . this information will have to be constructed to accommodate these forms. ~ 

I 
II
il 

Responsibilif.J: 20S, C&P Service, Records Management Center 

, Completion Date: 1998 
I'd 
Ii 

Estimated Cost: . Begun in 1997 and part of base, Incremental funding is co~po~ent of 

VARMC InputDD214 Data initiative: " .' " '.'. ' " . ,~, . 


, '9 
BenefitS: Faster and more efficient development ofclaims 1\ 

! 
~' 

Action Item Number 13, 

Title: VHANBA agreements • 
.' " . 1: 

. Description:,' . Establishadditi~nal MOlls between VBA and .VHA ~o facilitat~ joint 

efforts to share mutually supportiveinfonnation. . . >·..··.1 


.. r 
S! 

II 
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Responsibility: 'VHA, VBA 

Completion Dat,e:., 1998 

Estimated Cost: None .. ! 

Benefits: Ease ~fuse and accessibility to VFiAlVBA electronic systems. 

Action Item NumberI4 

Title: Expand data exchange with other federal agencies 

Description: E~ance electronic interfaces with other federal agencies (IRS, Railroad 
Retirement Board, DoDIDMDC, etc.) to allow for automatic income adjustments. 

, . 

. Responsibility: :C&P Service, 20S 


Completioll Date: 2000 


Estimated Cost:; Included in base for Information ExChange 

l 

Benefits: Reduce claims processJngtime; red~ce amount ofhuman intervention 
" W L' " 

Action Item Number 15 

Title: Electronic interface with National Archives 

I)escriptioll: Provid~ electronic interface with the National Archives to support eligibility 
and evidence gathering process. 

ResponsibilitY: '20S, RMC, Central Area, C&P Service 

Completion Dat~: 1998 

Estimated Costs: Component ofRMC PIES initiative 

Benefits: Improves timeliness of evidence gathering; eliminate duplicate requests for the 
same data. 

Action Item Number 16 

Title: National Cemetery System links . 

Description: Provide electronic access to the National Cemetery' System employees and 
authority to process payment ofburial benefits. 
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Responsibility: 20s, C&P SerVice, National Cemetery Service 

.. ", . 

Completion D.ate: .2000 

Estimated Cost: No cost 
, 0 0 I( 

Benefits: Free C&P FTEE to work other claims; single source for burial bfnefits~0 

timeliness ofproviding claimant benefits. 
• 0 0 0 ~ 

o 0 

' .. , ..... . t ~ .

Action Item Number 17 il 
ii. 

. . t~ . 
Title: . Establish local ~erface~ to obtain private medical imormation. .;1

Ii' 
0 

o 00.,' • o. 0 • 0 

Description: Automate access to ~rivate medical systems oraut~mate the transfer ;6f that 
o ,I 

information under local ad hoc agreements. H 
, ,. 0 , o~ ~ 

Respon~ibility: Local Area Directors'"and Regional OffiCe Directors. i! 
~ 

. , .. - ...... '.' :1 
Completion Date: Ongoing' :. .n 

I 
; 

iEstimated Cost: . Will vary. - LOcal initiatives 
'j 

I 

Benefits: Reduces the veterans' reporting burden .aDdiml'roves tiffieliness oflrl~ 
processing. . . ilo • 

l' 
Action Item Number 18 

0'
Title: 0 Establish on-line interface with SSA. °i;

II 
00' • i\ 

o 0Description: .. Provides direct access for claims pro~sors to SSA wonhation for 
. verificat~ori of dependents, income and disability rating information. 11 

0 

11 
:1 

'. \1 

Responsibility:. VBA, SSA at the MOD level; C&P Service, 20S tor implementatiQn o. 

ComJlletion Date: \998 .... '.. ..' . . .': 1 
Estimated Cost: In 1nformation Exchange baseline' 

o o· o·0 0" 0 0I 
Benefits: Improves timeliness' of claims processing; minimizes overpayments; 'supports ': 

automated adjustment ofpension payments. ' o! 

Action Item NumberI9 

'. Title:' Provide' collocated veterans representatives with direct access. 
- ... .,. 
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" , ,,! 
Description: Veterans representatives will be provided direct access to appropriate VBA 

applications and systems when,they are involved with submitting and developing claims. 
. , ' .' 1'. " 

Responsibility: 20S, Area Directors, Regional Office Directors 


Completion Date: 1999 


, : 

'Estimated Cost: 'Minimal 

Benefits: Augm~nts VBA FTEE; imprQves timeliness ~ of claims, processing; increases 
accessibilitY for' v(,:teraris;" enhances partnership and collaboration between, VBA, veterans 
representatives and veterans. 

Action Item Number 110 

Title: Provide out-based veteran, representatives with direct access' 

, , I . 

Description : Veterans representatives will be provided direct access to appropriate VBA 
applications and systems when they are involved with submitting and developing claims. 

ResponsibUity: tOS, Ar~a Directors, Regional Office Directors 

, Completion Date:'; 1999 

Estimated Cost: Minimal 

Benefits: Augments VBA FTEE; improves timeliness of claims processing; increases 
accessibility for vc::terans; enhances partnership' and collaboration between VBA, veterans 
representatives and ·vele~s. 

Action Item Number 111 

Title: Provide baSic electronic access , 

Description: Provide electronic access to the general public to receIve general 
information and claims sp,:ecific'details. 

Responsibility: 20S; C&P Service, partnering local field facilities 
. ' .. 

Completion Date; 2000 " 

, Estimated ~ost: In Information Center Initiative 
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Benefits: Reduces the number of telephone inquiries that detract from claims processing; 

increases accessibility for veterans information; provides' timely access to information.' ;1, . 


',' 	 ,I 
Action Item Numberl12 	 :1 

. Title: Provide enhanced electronic access for the claims process 

Description: Provide electronic access for submission ofclaims applications and ~vidence 

and to receive claims status infurmation. (Similar to P 19) . il 


. ResponsibilitY: 20S~'C&P S~~ce:partnering local field facilities" 	 (I 


d 

" 

Completion Date:. 1999 	
:; 

II 
ilEstimated Cost: Minimal cost 'I
if 
'I 

.- " Benefits: Reduces,the number of telephone inquiries that detract from 'claims prqicessing; 
. increases ac~ssibility for veterans information; provides timely access to information. ~ 
. . "', . ." : " -' '.., . . . ,. . H·' 
Action Item Number 113 " ,. " 	 ' ii' 

I: 
·1 .... ,Title: Outbased employee actess 	 il .,~> 

Description: Outbased 'e~ployees will be provided direct' access to apprOPriaie VBA 
. applications and systems. , : ' ;1 " , . 	 ij 

,Responsibility: 20S, Area Directors, RO Directors, C&P ServiCe 
, 	 " .' 

Completion Date: , Ongoing . 

Estimated Cost: In base 

Ii 


. ,Benefits: Maxin,tizes use of scarce--resources; improves employee satisfaction; i~creases 
productivity... ' """,'"," . . :,' . II 
., ,I 	 t~ , 

Action Item Number114'rl' I
,I 

'.' 

Title: . Establish State and local agency interfaces 	 :1
:1 
'I . 

, Description: Customer', service includes the release of information ~lin the 

veteranlbeneficiary-'s behalf Quality. criteria of the acCuracy and timeliness of that rel~ase are . 

objectives. The opportunity is to minimize resource demands for non-decision activities :through 

carefully planned initiatives. Electronic delivery of this information to State apd local ~gencies 

and, when possible, provision 'for electronic query capability for those agencies is req~ired.to 

access VA databases and extract' the information they need for their own decision prbcesses, 


. ", ' . .' " 	 li,,- , 
1: 
:1 
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Specific .needs will vary greatly from state to state and no attempt has been made to inventory 
existing interfaces. . 

Responsibility:: RO Directors with support from Area Directors 

"Conipleti~lri Date: Ongoing " 

Estimated Cost: Will vary by facility 

Benefits: Automate other-agency access to the VBA database or minimally, the actual" 
transfer of that in£ormation; reduce the resources involved in an essentially. non-decision making 
activity; improve the tiffieliness and accuracy ofcustomer service at ROs. 

Action Item Number Tl 

Title: Develop Concept ofOperations 
; " 

DescriptioiD: Pevelop a business· plan for handling all telecoInmunications issues. This 
includes determining where to route C&P claims related calls, general information calls, and calls 
for other VBA busin~ss lines: Insurance, Education, Loan Guaranty. Also, included is 
identifiCation ofthose services that can be provided using an Automated Response System (ARS). 
and Interactive Vo:ice R~sponse (IVR). 

Responsibillity: Area Directors, SMC, 20S4 

. " 

CompletiolD Date: 10/01197 

Estimated Cost: Component ofInformation Center Initiative 

Benefit: OnC$' VBA decides" how' customers will access VBA, how VBA will provide 
service, and who ::lnd where that service will be provided, 20S4 can begin development of a 

. detailed" operational model. This is a critical planning step "that will allow VBA to determine the. 
most effective telec:ommunications architecture"needed to implement VBA's Vision state. 

Action Item Number T2 

I 

Title: Dev!elop Detailed Operational Model 

" DescriptiOII: The detailed operational model will provide very de~ailed information about 
how every type of telephone call to VBA will be handled including how and where calls will be 
routed, the required technology and interfaces needed to route and service calls, the locations of 
primary telecommunications technologies (e.g. ARS) and the locations of supporting technologies 
(e.g. what telecommunications investment is needed at remote locations and ROs). 

, < >. ..' : 

Responsibility: ,20S4 
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II
i' 

Completion Date: April 1, 1998 	 if 

:1 

Estimated Cost: Component of Information Center Initiative . ~ 
Benefit: The Detailed -Operational Model. will: provide the, specific functional 

requirements necessary to prepare a request for proposal from vendors. II 
~ 

, i!Action Item T3 
l[ 
" , 

ilTitle: Automated Pay Information System , , ' , , 	 ,ij 
Description: Through the us~ of a payment database and text to sp~ech tec~Ology, 

payees will be able to obtain their current pay status information. Since some of. this inforfuation 
(e.g., payee's address) is protected under the Privacy Act of 1974, access to'the inforlnation 

, ,'should be password protected.' " 	 Ii ' 
. . -~ . ',"I' 

A rudimentary system for access to this info~ation is already available at the S~. Paul 
: Information Center: This involves d9wn1oading ,pay status information into a database ~ltat is 
then made available to callers. While this does not provide the latest .information to pay~s, it is 

, ,nevertheless, an improvement over the' current procedure that requires the interventiop. of a 
counselor. Access to this database should be made available to as many payees as 9urrerit" 
equipment and resources allow" as Part of, the, transition to the system that will provi~~ fully 
automated, current data. ,,',,' ); 

, 
'I • 

II, 1:tesponsibility: 20S4 'I 

.\ Completion Date:3f1l98 	 i 
, I 

, Estimated Cqst: ' Component ofInformation Center Initiative ii 
. ." . . '. .' .ri ' 

" ,Benef'lts: HistoriCal telephone traffic data indicates that th~re is a significant increase in 
telephone traffic during the first. days of each month .. , A significant portion of -that t~c is 
attributed to payees seeking pay status informatio!1. Currently, counselors have to ilobtain 
identifying data from the payee and access the payment status database in order to provide the 
required information. These procedures are cumbersome and manpower intensive. Thro~gh the 

. use of the automated system, the payee keys in the identifying data and,the system p~ovides 
instant, up-to-date iflformation. This not only provides faSter service to the caller. but also frees 
up the human resources to do, 'other work. Thus. both the payee and the VA l?enefit fr~m this 
system. 

'; 
li 

Action Item Num~er T4 ' 

,Title: Telephone on each desk 

. . _. ~ 
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DescriptiOill: A telephone with incoming and outdialing capability will be on each VSRs 
desk at each Information Center and each RO. 

ResponsibiiIity: : Area Offices, 20S4 ' 

CompletioJIl Date: 10/1/98 

'Estimated Cost~ Component of Infonnation Center Initiative 

.' '.' ,. 

Benefits: lndividual telephones are required for _VSRs to receive incoming calls either to 
'the infonnation ce:t1ter ,or the RO. 'These may be general calls or claims-related calls. Some 
incoming calls for RO VSRs will be from claimants with cases assigned to the VSR Outdialing 
capabilities will permit VSRs to cpntact claimants or other individuals to request infonnation 
pertaining to claims: or to explain decisions to claimants. 

Action Item Number T5 
, , 

" 

Title:, Voice Mail Capability 

Descriptiolll:" EachRO will have voice mail capability." 

"Respon.sibiJlity: Area Directors, 20S4 

Completiolll Date: 10/1198 

Estimated eost:' Component of InfoI11Uition Center Initiative 
" , 

Benefits: Voice mail capability will enable callers to leave messages regarding claims or, 
fonn requests during non:' VBA business ,hours. :, ' , 

.. 
Action Item Number T6 

Title: Convert to 800 service 

Description: All, local telephone lines coming into telephone units at all ROs will' be 
converted to 800 Iin,es. 

Responsibility: , Area Directors, 20S4 
! 

,Completion Date: 7/1198 

Estimated Cost:' Component of Infonnation Center, Initiative 

Benefits: Customers will be able to reach all ROs and Infonnation Centers using the 
same toll free number. The ARS will be able to direct calls to the appropriate location based on 
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established criteria.: and VBA will be' able to manage call volume at 'a national level ~o that 
blocked calls are reduced and service is uniform throughout VBA Calls can be rer04ted to 
different les or ROs based on established call patterns or emergency situations. r . . , , H 

H 
I' 
IIAc~ion Item Number T7 il 

, I~ 

\I 
Title: Local/state bene?t help file , 	 II 

II 
): 

Description: Ail on-line h~lp. file with local and state benefit information rill be 
developed and made available to all VSRs at all leo and ROo. II. .' 

Responsibility: Area Directors, 20S5 	 if 
, -Y, il ' 

Completion Date: 111198 	 )1 ' 
;i 
;1 

" . Estimated Cost: Included in operational base '.,' , )1 
.. - . . ,.' , " , . '. ;1­

Benefits: . This' help file will enable VSRs at all locations to anSwer questions abo~t local 
benefits in any part of the country. ThiswiU improve servic~ to callers because they wilIj~e able, 

, to get complete non-VA information no matter which state they are calling from., Current~y, local 
information available to callers is restricted primarily to the area of jurisdiction of the, JtO the 
caller reaches.· . ' . '" . ;! .;" 

:i 
IIAction Item l~umber'T8 	 . ~l 
II 

Title: VBA help file . 	 , :J 

:1 
. . Description:' An on-line help file with infonnatipn about all VA benefits ,~:: . 

(C&P, education, loan guaranty, insurance, etc.) will be developed and made available to all VSRs 
at all ICs and ROs. ..' . . • ' , '" ' it . 

. . 	 II 
, ' 	 ~ 

Responsibility: VBA Business Lines, 20S5 	 il ' 
11 ' 

if ' 
Completion Date: 111/9.9 . 	 " 11 

, Estimated Cost: Included in 'operational base' 	 ,I 

.' . '. . ~ 
,~ .', Benefits: Although VSRs will spend a large part of their time processing C&P:iclaims, 

. they will still receive calls about other VA benefits, and they will' receive questions ab04t other 
. VA benefits during their conversations with claimants about their C&P claims. Most genetal calls 
will be handled by ICs,but VSRs in ROswill receive calls during call overflow situations~ VSRs 
must have current and. readily available information about all VA, benefits, if they are to i1provide 
accurate and world class customer service to all callers. '. . f 

..•. i,l 
I 

Action Date Number 1'9 . 	 ,.I 

i!'. 

i ' 
Ii 

, 
, i' 
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Title: RO Telephone Asset Profile 

Descriptiom The telephone equipment currently at each RO will be documented. 
I . 	 . 

Responsibility: 20S4 

I 

Completioll Date: 2/27/98 

Estimated Cost: Included in operational base 

Benefits: This asset inventory is necessary to determine what additional equipment will 
be needed to achieve thenationaI telephone strategy. 

Action Item Number T.O 
• t ~ 

Title: Define ICSites 
I 

Descriptiolll: To achieve the long-term vision of implementing a national telephone 
system -as outlined in the Vision Section,- VBA Telecommunication Service must develop a 
detailed plan for replacement of local telecommunications equipment with a telecommunications, 
architecture which allows VBA to route customer inquir~ to the location where they can receive 
quick:, accurate and complete answers 'to questions. and problems with the first call. . 

, . 
To achieve this vision VSA must determine locationS to place telecommunications technology. 
Some VSRs will bl~ located at the IC but will need to be supplemented; by VSR support from 
affiliated ROs. The following guidelines are offered: 

• 	 General inquiry Catls may be handled by a combination of ARS, IC VSRs and RO'VSRs. 
The percentagp of calls handled by ARS will be determined by the effectiveness of these 
technologies to provide world class service. ' 

• 	 VBA expects that use of ARS will expand over time as technology. improves and use of 
, . 

ARS becomes the choice ofmany VA customers. 

• 	 . Dispersion (;)f VSR. support at ROs will provide Areas with more flexibility in using VSRs 
during low c;all periods. 

• 	 Finally. the mix of IC and RO VSRs will not be static. VBA antiCipates that greater call 
volumes of claims related issues will be able to be handled at remote locations once 
VETSNET, CPS ,and other supporting technologies are available. 

'RespoDsibiility:Area Directors 

Completioll Date: 8131198 
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iJ 

~ 

Estimated Cost: Component of Infonnation Center initiative TBD'20S4 will :'provide 

telecommunications costs. i! 

" • . • ! " " Ii 
Areas may incur construction' equipment costs, depending on the strategy emplo~ed, i.e.' '," 


the more centralization of IC personnel at IC location. _ j 

, I 

I 
; 

Benefit: Infonnation Centers will allow VBA to centralize call handling equipment so 
that telephone calls for large geographic areas can be handled at one site and routed to 1RS, or , 
available counselor who can handle'the calL Overflow calls can be rObted to other ICs or to 
supporting ROs. This strategy will eliJninate VBNs blocked call problem.' ii­

i) 

Action Item Number Tll u 
~ 

Title: Develop National Automated Response System (ARS). '\
ii
il 

Description: The ARS is a vehicle for providing infonnation' to callers}vithout· 
interaction with aVSR. 'The ARS will handle incoming calls requesting infonnation to co~only 
asked questions. The ARS can work in concert with audiotex pre-recorded messages to provide 
infonnation to callers. A FAX on demand system'can be used to provide callers with electronic 
versions of VBA forms, documents, etc. in a hard-copy fonnat. Speech recognitioncap~bilities 
'will enable the routing of callers with rotary telephones to be handled by the ARS rathe~ than<a 
VBA counselor. - _! 

Responsibility: 20S4 " ' , 
II 

Completion Date: 1011/98 j,II
ii 
Ii

Estimated , Cost: Component of Information Center Initiative , ;:' 

Benefits: ,The National Automate~ Response System will provide virtually ~ted 
customer access to VA services anytime, anywhere. The ARS will provide features tl:tat will .. 

, minimize call, blockage, improve telephone access to VBA services and the delivery of newly 
automated, features such' as automated ,call attendant, intelligent network services, audiotex 
messaging; and FAX services. This system should be able to handle an estimated '10 to 20 ;bercent 
ofall incoming call, freeing human resources to perfonn other functions. il 

Action Item Number T12 ~ 
IITitle: Adopt National Automated Response System (ARS) Script. 

1\ 
Description: The National ARS Script provides a system of pre-recorded messages that 


provide answers to commonly asked questions and general benefits infonnation to callers. il ' 


," "Responsibility: 20S4 ,,' il 
j: 

11 
1! 

C-22 Juhe 1997 
I 

i 



INFORMATION TECHNO~OGY TEAM REPORT 

Completion Date': 10/1/97 

Estimated Cost: Component of Infonnation Center Initiative 

~ 

Begefits: The National Automated Response System script will reduce the need of callers 
to interact with VSRs. 

Action Item Numb.~r TI3 

. • I 

.. Title:....FAX hack/~utomatic mailing labels 

Description: The capability to provide FAX on' demand to transmit standard VBA 
written fonns or docum~nts in a timely fashion without any human intervention or mailing 
expense. ,When them is a need to mail a fonn or a document, the system will provide an address 
label. 	 . 

;' ",Responsibili1y: .20S4 

Completion ][)ate:' 10/1/98 

, 
Estimated.Cost: Component of Infonnation Center Initiative 

. 	 . . 

Benefits: The FAX back/automatic mailing labels capability will provide callers' ;with 
faster service while'reducing the need to interact with VSRs. 

• 	 I " . <'. 

Action Item Numbeir TI4 

Title: Develc,p Ar~ Specific Migration Strategy' . 

~. • 	 I 

Description: VBA currently answers most telephone inquires at 58 ROs. Generany. ifall 
incoming. trunk: lines to a VBA RO are busy the caller receives a busy signal.: The end state vision 
describes how customers will access VBA in 2002 by calling one toll-free. number which will 
connect them to eithelr automated services, an IC VS~ or a RO VSR if they have filed a cl8im. 
The transition to the vision state will not occur overnight. This migration from the current 
process to a.nationaltelecommunications strategy will be affected by two separate but interrelated 

I 	 . 

factors: 

• 	 How teleconu:nuni~tions and other means ofaccess to VBA supports the BPR redesigned·· 
C&P work process.' 

• 	 Blocked calls. 

. I' .' 	. 

These ar~ separate. issues in that blocked calls aie a long-standing customer service 
problem that must be addressed immediately. These issues are interrelated because the transition 
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. . '. ,.' , 	 1\ 

to'the BPR reengineered process must be coordinated with changes 'in telecommunication~ and IT 
improvements at the same time that VBA works to reduce blocked calls.· The reengineeref,i claims 
process, as envisioned under BPR presents new telecommunications challenges. Th,is . new 

!f 

process reorients VBA's approach to its customers, where VBA decision makers have, apersonal 
and proactive relationship with their customers. This new strategy will· involve perso~el who' 

. have not talked to customers before, answering calls where they have not been answeroo,[ before, 
and using communications strategies that have not been employed to any great extent before' .. 

'. 	 ~ 

Some areas have already take~ some steps to. address blocked calls, notably thel/Central 
• " 	Area through the St. Paul Information Center. . Other areas are also working on plans to;laddress 

. this" problem. In most cases this involves the rerouting of blocked calls from one RO to.l/another 
, 	 J 

or to a central, point such as an Information Center. As VBA Area Directors dev~lop and 
implemell.,t plans for addressing blocked calls their strategies .should link to theend stat¢ vision 
depicted'in the Vision Section: i.e,' claims. related calls will go to ROs an(f$en~ral !;calls to 
Information Centers with support from ROs~' '..". ii" . 

" 	 . ~ '. . '. . ;1 

Initially, ~TE to handle general calls may be dispersed among ROs rather than ce~tralized. 
,.~ . at one location, As noted in the Vision Section, the' Information Center is a way we h~ple calls 

. ' 	 . m.ore than a place where calls· are . answerlXl. Shifting of FTE. from. ROs . to IC's l:may ~e 
, accomplished' over time as ROs complete conversion to VSR positions, as technology:isuch as 
, ARSIIVR is made available and assessments' ofthese changes are analyzed, II 

,I 
I: 
:1
'I 

Responsibility: Area Directors 

\1 
Completion :nate: 9/1198 	 11 

II 

Estimated Cost:' Component ofInformation Center Initiative 	 il
'j 

. 	.'. . '. ~ 
'. .... 	 ;" 

Benefit: . Areas must take immediate action to . address the problem of blocked calls . 
. These actions will prqvide improved access to VBA Customers. Linking changes to th~ Vision 

State will facilitate VBA's· transition to the Vision state and retain stilffing flexibility d~ring the 
transition period. .' .• . ' ' , .'. . . .' .,.' 	 ~' , 

....., 	 ..... Ii 

Action Item Number TIS. 	 1( 

~Title: On-Line Claim Status infonnalion. .. .. ... . . . 

Description: Callers to the VBA ARS would ,be. able ,to access infomtation cOncerning 
the status ofa pending claim without having to speak to a VSR The customer would eniha PIN 
or other identifier, which would allow access to the corponlte database, Using voice reCognition 

. 	 , , ,I 

technology, the caller would be asked a series of questions and provided appropriate claim status 
.. 	 ,information (e.g., receipt ofservice medical records, exam scheduied etc.) 	 \1 

. 	 if 
. ResponsibilitY: VETSNET, 20S4 	 Ii 

11' 
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, 
Completion Date: ·6/30/99 

Estimated Cost: 'Component or'Infonnation Center Initiat!ye 

Benefit: VBA customers would be able to gain direct information· about claim status 24 
· hours a day. Calls to VSRs would be limited to more'substantive issues •. 

. '.," 	 . , 

Action Item T16 

Title: Pop-uplDa~a Tr.ansfer Technology. 

" . . 
Description: The caller will be prompted to provide a claim identification number. The 

· Automated Responsl~ System will validate the identification number to the host data system. The 
· caller's unique data record will be retrieved automatically from the host database and will be 
displayed on the VSR's workstation as the call arrives .. Should there be a need to transfer the.call, 
the . data record will be transferred simultaneously... This capability will be dependent on ·the 
implementation ofVJETSNET. 	 . 

Responsibililty: 20S4,VJETSNET 

Completion lDate: 6/30/99 

Estimated O[)st: ~omponent'of Information Center Iilitiative . 

Benefits: VSRs will be able to provide callers with faster quality, service, WhenCans 
· have to be transferred, the !receivmg VSR will not have to repeat the data gat,hering process. 

Action Item NumberT17 

Title: Develop Warm Transfer Capability ,. 	 , 

Description: . YBA customers have long . lamented their frustration about having to 
provide information about themselves and their claims to VBA personnel repeatedly. In the 
Vision State, VBA expects that most calls to· VBA ·will be handled by the first person who 
answers the call, whethenhe call be answered at an Information Center or a RO. However, there 
may be situations wbere the quick resolution of an issue requires transferring a call to an expert, 
whether that be the VSRJwho is case managing a claim, or an expert in .one of VBA's other 
business lines (e.g., education). ; 

t 

A "warm traIi.sferll,involve~ two components: transferring the call: and transferring the 
data: . . 

• 	 When calls an~ transferred callers are told why the call is being transferred and the VSR 
does not release the call until the transfer is completed. This type of transfer can be done 

i 
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/I 

'. . '. .' 11 

now within many ROs but is often limited to specific divisions. Few ROs can transfer calls 
to other VA facilities. . . . ..'j11 

. I 

";1 

• Transferring data will allow the expert receiving the call to have all the relevapt VBA . 
. database information II pop-up II on his or her oomputer when the call is transferr~d. The" 

caller is not required to provide this'infonnation again. . . '. . il: 
;1 ' Responsibility: 2084, 2083., 

.~Completion Date: June 30, 1999 
l( 

Estimated Cost: Component of Information Center Initiative ;[ 
. . '. . (! 

Benefit: Callers to .VBA wait for someone to Call them back when they 'need to t~k to' an 
expert. Also, when calls· are transferred they will not be placed back in a calling queue or 
inadvertently disconnected. Availability of data will also enhance service and reduce thel amount 
of time VBA takes to resolve the issue. . . '" " . i! ,.' . 

I:II A~tion Item NumberT18 
.11 

Title: Develop Call History Record II 
:. ;~. . . . . " , , . .' ,!{., . 

Description: 'A record of each call to VBA would be documented and incltidM in the 
VET8NET database. . The incoming telephone number would automatically be record~ by the 
FT8 2000 and documented in the cOrporate database if the telephone number matched! a VBA 
record. The VSR would document the reason/disposition of the call ' . 11' 

I: 
Responsibility: VET8NET 12084" ,Ii

II 
,1," 

Completion nate: 2002 

E.stimated Cost: Component ofInformation Center Initiative . it . 
. . ' . - ~.. , 

Benefit: VBA wo.uld have a record of previous calls for a specified p'e~od o~ time. A 
V8R would know when the customer last called V A, the reason for the call, and dispositipn. This 

" enhancement. will improve customet:'-service and avoid V8Rs having. customers repe~t issues, 
'. re9uests, etc. , . . . . .' " ' .' . ' .', , II ' , 

, . . '. . ' I 
.. 'Action Item Number T19 ' . . II 

jl
I 

Title: Voice Recognition Technology ;1 

Ii 

. . Description:8peech recogriition will be used to compliment the AR8. The sy~tem will . 
be able to recognize a spoken command independent of the speaker (e.g., digits·zef(~i, thr~ugh 

'", .!.

nine, yes, no, and oh) and route calls to. menu options selected. " .f' .. 
" .I. 

I 
! , 
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Responsibility: 20S4 

Completion Date: 2002 

Estimated Cost: Component of Infonnation Center Initiative 

Benefits: Voice: recognition technology will be used to route callers with rotary dial 
telephones through the ARS and to VSRs. Speech recognition will make menu-driven systems 
easier to use by allo'wing callers to-speak. their menu selection. Voice recognition will also allow 
disabled ~efs to u~;~. ~utoma~ed teleservices. 

Action Item N umb(er TIO 

Title: Automated Transactions 

Description: ,Callers will be able to perfonncertain transactions, such as changing their 
address or their. dire(;t deposit infonnation, without speaking to a VSR. ---' , 

Responsibility: 20S4, VETSNET 

Completion Date:. 6/30/99 

Estimated Cost: Component ofInfonnation Center Initiative 
, 

Benefits: Curreritly ~ simple transactions such as a claimantfs request: to change an address 
or DDIEFT require a, written request or contact with a VBA counselor. These kinds of activities 
could be processed more efficiently and provide better customer serviCe by 8llowing claimants to 
complete these transactions by inputting their claim numbers or PINs and other appropriate data 
by pressing the corresponding keys on the telephone set. .. 

," 
The VSR, as a result of the aUtomated transactions, will have more time to assist those 

callers who have more complex questions or issues to be resolved. M~reover, by enabling 
claimants to transact certaipkinds of activities electroniCally, these activities Could be provided 24 
hours a day, 7 days ~ week, thereby enhancing customer service by providing greater 
convenience. 

Action Item Number TIl 

Title: Devek,p Automated Outdialing Capability 

Description: Telephones can be progranuned to automatically place calls to parties 
outside VBA at specified times. 

Responsibilit;y: 20S4 
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11 ' 
Ii 

.11 
Compl,etion Date:,' 2002 


Estimated Cost: .component oflnfonnation Center Initiative ' 

• . '. 101 , 

. Ben'efits: This will'provide for a more efficient use of the VSR's ti~e both at thel;RO and ' 
the IC and improved service to claimants.' It will enable VSRs at ICs to respond to:\system­
initiated calls from a' telephone number list provided by manual entry or computer files ;at times 

, , ,. . 'I 

when Call volume is reduced. VSRs may use this as' an outreach tool or a means to'remind 
claimants oftipeoming appointments,: for example. RO VSRs will be able to program th~ system 
to place outbound calls based on the time of day and alert the VSR when the party is oni1the line. 
VSRs can electronically track and maintain customer call back lists in order to provid~; a more 
timely response. This Will prevent.the VSR having to remember to call a party at a specified time 
while at the same time permitting the VSR to reach the claimant at a time convenierlt to the 
claimant. The system will differentiate between busy signals, no answer signals, modeIp' tones, \ 
answering machines, and hang-up signals so VSRs will not waste time trying to make telephone 
calls manually. The system will also provide analtemate ,message iran answering,;bchine 
answers the call. The'system will continue to place calls 'until the list is completed or ailset time 
range is reached or the system is discontinued by a VSR , :1 

;1 
If 

if 
i! 
~ 

:1 

II 
:I 
:[
II 

II 
it. .. 
;r 
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Summary of IT Implementation Tasks ' 

I Develop Electronic Data , IThe development ofthe interfaces'withRpher PI2,I2,13,14,I5, 
Exchange 	 V A elements as well as other federal, state & 16,17 , 

TR TQ TlO Tl1 11.11local data sources to dramatically reduce the I --,_.. ,---,...... _, ........ 


49 
50 

Information S ,stems 
RBA enhancements & 
RBAlBDN Link 

tinte to obtain needed data: 

Transition initiatives to allow link 
independent applications pending VETSNET 

-~- ~. ­ -' 

P8,P23,P24 

II&m 
I Basic Intranet I Begin using the Intranet as an alternative to 111 

local databases. 
Alternative to distributed'CD-ROM 111 
technolo ' 

53 I CPS Modification, Testing and 

.52 ' I Redesigned ARMS on Intranet 

Transition initiative to allow case 1 P3, P5,P14 
Roll-Out management and telephone applications 

... VETSNETID 
54 I VETSNETI I Replacement ofcurrent BDN with -I 1 IT page 22 

VETSNET 
55 I Build Context Sensitive lan-going requirement for all new 1 PI0,1l2, 

Aids Init. 
56 I VETSNET II The migration ofRBA and CPS functionality P3,P5,P6,PI4 IIT Appendix C, 

into VETSNET. 	 Pl,P2,P4, 
.. 

P7,P9,Pl1,PI5,P 
16!P21 

58 I VETSNETID I The full implementation of.electronic filing I, 1 PI9,P13,P22 
and automated award adjustments via 
interfaces. 

59 I Electronic Applications Begin I	Transition initiative for using CPS to 1 P3,P5,PI4 I P18 
initiative 
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63 Telecommunications 
Transition IT support for VSR I IT infrastructure to support the VSR T4, T5,T6,T9 64 

Table C - 1: .Summary ofITImplementation Tasks (continued) 

!. , 

EstAblishment ofconsolidated telephone .. Information Centers Established Tl,T2,T3,T7,T8, 
response·i'nformation centers~ 

T1565 
TIO 
Tl1,TI2,T13,Tl 
4,TI6,TI7,TI8,T 

T21 
66 Necessary for proper case tracking and T15 

Information .' 
On-Line Claims Status 

status. 
67 with military record centers P63101 Generation 

Date after which VBCs and VCEs will beginBegin Certification of VSRs • Development of HR Appendix. 
to be certified as VSRs and promoted to GS­

25 
VSR Certification ·p3-1O 

1oposition during the transition period based Standards and 
on reviews ofwork samples. . Measures . 

• 	 VSR Certification 
at Lab Sites 
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, Appendix'D. ITrrelecommunications Team, 


! 
Frank C. Nev~bell, 'Jr. VARONashville 615-736-7328 

' 

615-736-5334 'Michael MacDonald VARO Nashville 

I ", 
'-/" .

Figure D-l: ITlTelecommunications Team Members' 
, I 

Figure D-2: ITlTelecommmiications Technical Consulta,nts' 

. ~,., '., 
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Appendix E. Glossary of Terms , 

Abandoned Call - A call outcome where the caller hung up before getting the requested service 
(e.g., speaking to a VSR): . 

, 
',' 

1 
! 

Abandoned Call R~ - The percentage orcalls upon which the caller hangs up before receiving 
service. World class service organizations strive to achieve an abandoned call rate of less than 
2%. 'I 


I 


Application Server - A dedicated computer used to control the voice response unit and provide 
the execution platform for automated response system applications like' automated attendant, 
audiotex, fax back, (:tc. ' ; , 

Audiotex - Telephony applications that dispense prerecorded information to callers. When 
, audiotex systems are combined with' database links and text-to-speech technology, callers can 

,retrieve information that is stored in ASCII format 
, , . 

Automated Attendlant '~ A call routing/answering system that enables · incoming calls to' be 
automatically. transf(~rred to the proper extension,' resource, or department (e.g., ,sales, technical 
support, etc.) using audio prompts. " 

Automatic Call Di!ltributor (ACD), - A specialized phone system for handling incoming calls 
according to a predetennined scheme. ' ' , ' 

Automated Con tad Management,- An automated application used to develop customer 
profiles based on prc;:vious call history and provide enlulnced customer servi~. 

Automated Outbolllnd Dialing - An automated application used to enable VSRs to use their PCs 
to originate a phone call to VBA clients. These calls are typically the result of a customer inquiry 
that required, further ,investigation, and the VSR must call back the client to achieve caller 
resolution.: ' 

ARMS (Automated Reference Manual System) - This system, is a dtttabase of the current 
manuals and laws regardi~g receipt and administration ofVBA benefits. In addition, this database 
includes Court of Veteran's Appeals (COVA) precedent decisions, as well as Gener81 Council 
Advisory Opinions. 

Automated Response Systems (ARS) - A computerized system that provides telephony services 
to VBA clients. ,The ARS is' capable of providing answers to' client inquiries using technologies 
such as audiotex and. fax back services. ' 

, I 

ATS (Appeal Tracldng System) - This system is designed to track the status ofa pending appeal 
from the time the veteran first informs the V A of his disagreement until the appeal has been , ' 

resolved. ,'This system utilizes the BON' (Benefits Delivery Network) ~ystem. 

E-I 




INFORNfATION TECHNOLOGY TEAM REPORT 
'.' 	 . If

'. .. 	 I 

BlockedCall - A call outcome'where the caller received a busy signal and is unable to ~each a . 	 .' ., 
VBA resource.· '.; .' 	 . . 11' 

. I 

Blocked CaURate - The percentage' of. offered calls which re.ceive a busy signal.' wor1b class 
serVice organizations strive to achieve a busy rate ofless than 1%. .'. . . . ~.. . 

Business Line - A VBA organizational business activity;· currently consisting of the follpwing: 

Compensation and Pension (C&P), Education (EDU), Loan Guaranty (LGy), Insuranc~ (INS) 

and Vocational Rehabilitation and Counseling (VR&C)., !l . 


'. ," 	 ~ - II 

'. '. . . '. . '. . 	 . '. . ,. .... '11 

,Case Management -'VBA term signifying the task of managing open claims, 'typic~y for 

Compensation and Pension claims. . . Ii 


Check Status Database - A d~tabase built and maintained by the YBA providing'calle~! timely. 
, . information concerning the~rrent status ofC&P checks., . . ~ . 

Computer Telephony Integration (Cm - The concept of adding computer inte1ligen~ to a 
telephone call. '. • .... .:. . . ,'. • . . . ." . .:~-. . . . 

Congressional - These are inquiries from Members of Congress and the U. S. Senate, re~arding 
their constituents (our: claimant's).' When the ···~laimant· request assistance from ilhiS/her,' 

'. congressional or senatorial representative, that representative will contact the VA reg~g the(' 

claimant's case. The claims folder will be reviewed and the congressional or serlatorial 

representative willb~informed:via phone and correspondence ofthe status ofthe issue. ":1 '. 


Consultative C~II Transfer - An application that enables aVSR to transfer a call; along -J,ith the 
client record associated with it, to another VSR or supervisor. ' . il ' 

l . " 	 II' 
. " I 


. . .. !I 


Comorate Data Bas&(Enterprise Data Base).- A single data base which captures and stores all 
. . " 

information currently stored in the Legacy systems that are required organizational entities and 

attributes. The Enterprise Data Base stores data for ALL distributed business solutions rebrdless 

ofservice (i.e., C&P, Loan Guaranty, etc.) and location. Common data fields (i.e:, name, a<tdress, 

SS#, etc.) must comply with standard conventions (i.e;, field length,. numeric, logic, etc.).:[Use of· 

ari Enterprise Data Base is a fundamental concept in the Enterprise Architecture that Will eliminate 
. ' . n . 
the cuiTent "stovepipe" applications and numerous non-linked data bases. . i! 

EVR (Eligibility Verification Reportl- These' are 'p~nsion and parent's disabilityin4emnity 

compensation (DIC)~ forms that are completed yearly by the claimant. They provide infotmation 


. as to the claimant's income, net worth, and employment data. .' . '!f .... 

. 	 . i1 

FAX - Facsimile Transmission. The transmission of photographs, maps, diagrams, and other"'" ' 
graphical data by communication channels. The Jmage is scanned at the transmittirlg site, 

'. 	 transmitted as a series of. impulses (normally at 9600 bps), and reconstructed at the reteiving 
station, to be duplicated on paper .... . ". . '. . '. . " 11· .. 

}, '.' , " 	 II 

~." ,'. 
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Fax Back - This service offers the instant delivery of specified infonnation to any fax machine in 
response to telephone pro~pts. ' 

First Call Resoluti(]in - The, percentage of calls in which the caller's issues are resolved by one , 
agent without requiring :a transfer or hand-off toa second person. World class service, ' 
organizations strive to achieve a first call teso!ution rate greater t~ 85%. ' !', 

Intelligent Network! - The concept of using resources contained inside the' carrier network to 
provide value-added services such as call routing, etc. 

. , 

. , .' .-.' I, 

Interactive Voice Response (IVR) - A telephony system where applications prompt the caller 
forkeypad (or spoken) input and use that response to perfonn actions on a database. . 

Management Infortnation Systems (MIS) - Provides managers and supervisors direct access to, 

and dynamic control ofcall center resources and their features. System managers and supervisors 

can use this technology to' analyze agent and system perfonnance, gather real-time and historical 

management infonnation, and perfonn system administration. ", .. 


, , 

PCGL (Personal CDmputer Generated Letters) - PCGL is a letter writing program that is 

designed to generate award, disallowarice, prooetenniriation and pqst-:deiennination letters. 


Predictive Dialer-",An ,automated system that is used to place outbound calls based on 
anticipated workload .of call. center agents .. Dialing is initiated b~fore the, operator is idle and ' 
waiting. By detecting answering machines' and handling calls over to agents· only when live 
prospects have been teached, these systems free up agents for actual customer contact. ' · 

.. 
Proactive Outreach, - A: computer telephony appUcation that can be progranuned, to place a 

, recorded reminder call to qlients in advance ofa scheduled appointment or other tYPe ofevent. 

Oueue Waiting Time - The total, time (in seconds) a received call is placed in a queue before 
, being answered by a:n attendant or agent. 'World class service. organizations strive to achieve a 

queue waiting time less than 60 seconds. 

RBA <Rating Boalid Automation) - This program allows the Rating' SpeciaIist or Rating 

Certified Veterans Service Representative, to process rating decisions. This is an, executable 

program which conv(~rts t~e needed information into a Word for Windows document. 


VACOLS (Veteran's Appeals Control and Locator System) - This system is designed to track 

the status of a pending appeal from the time the VA Fonn 9 is filed until the appeal has been 

resolved. " , , 


VAl's (Veteran As;sisted Inquiries) - These actions are processed as a result of telephone 

contact with the veteran or hislher representative. They usually regard a pending claim. When a 

V AI is taken over the phone, the Veteran's Benefits Counselor (VB C) wil( take the infonnatiori 
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needed, and then get back with the veteran via the phone or through correspondence wi~h an 
answer to his/her question., ' " ' ' ;1, ' 

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

VETSNET- A replacement for the Benefits Delivery Network (BON) payment system jl ' 
characterized bya corporate relational data base, athfee tiered client-server architecture, us~r' , 

'designed Visual Basic presentation screens and on-line processing. The improvementsinclajms, ,,' 
processing functionality ,are primarily those related to increased access by customers to their ?laim 

, information, more User friendly processing screens and real time processing. Improvements iA 
program management will derive from the capability ofthe system to capture data at the issu~ 
level. VETSNET willbe the foundation: system to which new claims processing functionalitY: will 
be added. Basic veteran/dependent information will be available to all benefit program ' il 
information systems (C&P, Education, Loan Guaranty, Vocationat'Rehabilitation and Insurarice.) 
Paymen~, accounting aqd existing rudimentary claims processing for education, compensati9~ and 
pension benefit programs are the~asic components ofthe system application. , ii' 

VETSNET 11-' The product of applicat,ion de~el~pmeili activity to incorpora~e rule based; ~!and 
, alone systems such as the C&P Claims Processing System (CPS) to the corporate data base; and 
, extend the functionality to melude the creation ()fratings (Rating Board Automation - RBA).~ The 

" " "objective is to develop an integrated syste~ which suppo~s one-time data input for the :i' 
development ofa claim and reuse ofthe information in: subsequent processing to the point of!! 
award decision and payment ' ' I, 

" ' , ' ,,' '" .,' ,c, "':, :,',' ',', !l " ' 
VE:SNET m -Conti,nued incremental :functionality and the development ofautomateddec~ri~n , 
m~ i, 

'i
I 

" 
VSR - Traditionally, the Veterans Benefits CounSelor (VBC) was VBA's public c6ntact 
representative with veterans and other customers. VBCs handled personal interviews, ans~ered 
telephone calls arid replied to incoming correspondence. More recently the VBA field st~~e 
has moved to combining the functions ofthe Adjudication and Veterans Services Divisions. !!As a 
result, the position of tb.e VBC has evolved into a position of several different titles: custbmer 

, service representative (CSR), team member, case manager, VBC(still used in many instar{ces), 
and Veterans S~ces Representative (VSR). The generic tenn VSR represents the Rublic' 
contact person in VBJ\.' ' "{v;I' , 

I, 

" Voice'Forms - A vOIce mail application. that allows customers to record specific information in 
response to voice prompts for the purposes ofcompleting forms documents. ' , 11 

Voice Mail -Providesthebasicabilitytoreoord, store and manipulate spoken messages. Ii ' 
, ',,',' " , ' , " " , ' :f 
Warm Call Transfer - A call outcome where the call was transferred to another resource ~ong 
with the corresponding callinfonnation (e.g., caller name, account number, etc.). II' 
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