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SUBJ:  Internal Controls - Large Payment Verification Process








This letter addresses the next step in implementing enhanced internal controls for VBA.








Why Such Quick Modification of This Verification Process?





The heightened focus on internal controls reflects the priority VA has placed on strengthening the integrity of the compensation and pension program.  This letter is a continuation of VBA Letters 20-01-45 and 20-01-47, which addressed the large payment verification process.  We are continuing with the process changes, focusing on implementing an electronic review system to verify the propriety of payments of $25,000 or greater.








How Will the Verification Process Be Modified?





The Compensation and Pension (C&P) Service and the Office of Program Integrity (OPI) have modified the business rules (copy enclosed) for all regional offices.  VBA Letter 20-01-47 directed each RO to establish a mailbox (RETRO) that only the Director or Assistant Director can access.  The process for notifying each regional office (RO) has been modified.  The verification process will change as follows:





Instead of paper printouts being sent by Hines, notification of large retroactive payments will be forwarded to the RETRO mailbox by the Data Management Office (DMO).   





For now, both large payment verification systems will continue.  Any discrepancies regarding the claim numbers on these lists (the list from Hines and DMO) should be reported to OPI.  The RETRO mailbox will also be used to send a separate e-mail for the Director to confirm that both the list generated by paper from Hines and the e-mail lists contain all of the same cases.  The confirmation will be requested two to four weeks after the process begins.
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It is important that only the Directors or Assistant Directors have access to this mailbox.  In the future, other cases requiring Director level reviews will be forwarded to this box; the criteria used for selection will not be distributed below the Director level.





The RO Director is still responsible for verifying and certifying the propriety of large retroactive payments.  The four-question checklist designed by the C&P Service will continue to be completed by the RO Director, or Assistant Director if designated to do so by the Director, when conducting this review process.  The reviewer will be responsible for completing the checklist contained in the e-mails for each payment by answering four questions and providing any comments.  The reviewer should use the comments section of the checklist to discuss all deficiencies noted, such as instances where a third signature on the award print was missing or the third signature did not belong to a supervisor.





Every award on this list should have a third signature.  If there is not a third signature on the award, the Service Center Manager, or Assistant Veteran Service Center Manager, should personally review the award and explain why there wasn’t a third signature.  This explanation should be included in the remarks.  A common example would be where the payment resulted from an administrative error or a computer system error.





After the e-mail checklists are sent, they should be printed, signed and maintained in the Director’s office indefinitely.  








When Will this Review Process Be Modified and What Changes Can Be Expected?





The modifications in this large payment review are effective immediately.  





On or about the night of October 2, 2001, the first e-mails will be sent.  





The deadline to complete the review has been shortened to 15 days.  When a Director or Assistant Director are unable to complete a review, the RO should e-mail a short explanation and expected completion date to VAVBAWAS/CO/25K RETRO CERT.  An automatic suspense indicator is being developed that will notify the station when replies are overdue.  Until then, if the Director and Assistant Director are unavailable for 15 or more days please notify OPI.  
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If the Large Payment Is Generated at Another Site, Who Is Responsible for Certifying the Large Payment?





The Director or Assistant Director at the station where the pending end-product was established, which was used to control the disposition of the claim that generated the large payment, are responsible for certifying the large payment.  As such, whenever a third signature award is processed, the site that generated the large payment must notify the Director at the station where the end-product was established of this large payment.  Also, the file should be immediately sent back to that Director, or the Assistant Director.








Who Should I Call If I Have Any Questions?





If you have any questions about the review of the awards, call Steve Simmons, Assistant Director of Benefits Delivery, at (202) 273-7343.  If you have any questions about the notification process please call Jeff McAdams, Office of Program Integrity, at (202) 273-7139.














					            /s/	 	


     			Guy H. McMichael III


Acting Under Secretary for Benefits








Enclosures:  	Revised Business rules


		Checklist
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The Business Plan for Review of Cases with 25K Payment or Greater





Regional Office Business Rules:





DMO will send each regional office (RO) an email to a new mailbox of the cases where payments of $25,000 or greater were released.  Only the Director or Assistant Director will be able to access this mailbox.  These emails will be sent after each payment cycle is processed.  Only one email will be sent to each RO per cycle.  Each email will include all of the payments for review along with the checklist below each payment.  Generally, there are two cycles per week.   If the station does not receive an email, then no payment greater than $25,000 was generated that cycle.





The RO Director is responsible for ensuring that the checklist located below each case on the email is completed.  The checklist will include the following questions:





Did you review the claims folder or lightweight (NOD) folder?


In prior incidents of fraud, the claims folders could not be located and were likely destroyed.  


Is there a rating decision with an award print or other documentation with an award print that supports the retro payment of 25K or greater?


Most large retro payments emanate from rating decisions.  Accordingly, if there is no rating decision one must identify the source document that warrants the large retro payment.


Was the payment properly issued to the veteran or the veteran’s beneficiary, as confirmed by the evidence of record?  


The RO must determine that the payment is being made to the appropriate payee. 


 Is there evidence that justifies the rating action?


Fraud may be perpetrated by promulgating a “dummy” rating decision without any medical evidence.





Note: The email checklist has a space for comments.








If there is a “no” response to any of these questions, especially if the file cannot be located, and you suspect there was a fraudulent payment, contact the Inspector General’s office.  You should also contact the C&P Service for assistance; notify 214A immediately by contacting the Chief of Program Support, Glen Hartung at (202) 273-7275, or Mike Blazis at (202) 273-7141.  Provide a brief explanation of the problem(s) found. 





Directors are encouraged to review these cases expeditiously—as they arrive.  In any event, each email must be reviewed no later than 15 days from the day the list is generated and returned to CO’s RETRO CERT.
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These completed emails should be printed after they are sent and signed by the Director or Assistant Director.   The signed email must be maintained in chronological order in the Director’s office so that they are available for review upon request. 





Each email will list at the top that they should be returned to sender.





The RO Director or Assistant Director must complete these checklists.  The reviewer (Director or Assistant Director) should sign the award print that generated the retro of 25K or greater.  The signature should be in close proximity to the required third signature. 





Each RO must conduct an annual systematic analysis of operations (SAO) on the review process of these large payments.  When reporting the local findings, include an analysis of the third signature, the accuracy of payments and outline a plan of action to address the inaccuracies and fraud.





A web based compliance system is expected in the future that will allow easier reporting and more advanced analysis.








Central Office Business Rules:





When the above email is sent to the ROs, a cc will be sent to:


VAVBAWAS/CO/25K RETRO CERT





The subject line of each email will have the date DMO sent it listed first.  The format should allow Exchange/Outlook to sort by the date that is in the subject line.  If only one payment is listed, then the C Number should also be listed on the subject line, after the date.





Each email will list at the top that they should be returned to sender.  Once returned, an Auto Rule should forward them to:


VAVBAWAS/CO/25K RETRO CERT





The emails will be in a format that the RETRO CERT mailbox can automatically sort into a sub box by RO number.





The rest of the business rules for the generation of the CDs by Hines should be followed.





After each payment cycle, Hines will send a disk to the C&P Service with a complete listing of all claim numbers with payments of $25K or greater. 





When the disk is received by the C&P Service, it will be routed to the Chief of Program Support.  The lists will be sorted by RO number.  These lists will be used for internal control review purposes.  For example, during site visits the C&P Service will review the completed checklists and compare them to the list of cases from Hines.  They will also ensure that the ROs are complying with the business rules when conducting their reviews.       





As these lists are received by the C&P Service, they will be collated and periodically analyzed by the Program Support Staff.  If there is any evidence of suspicious payments, such as multiple retro payments for the same claim number within a short time period, the RO will be contacted by the Chief of  Program Support.





The Chief of Program Support will conduct an annual SAO of this review process and provide a report to the Director of the C&P Service.  The report will identify what actions were taken when ROs contacted Program Support Staff after recording “no” responses on the checklist (i.e., what were that problems found and what were the outcomes).  The report will also include an analysis of the timeliness and accuracy of the listings sent from Hines to both the ROs and the C&P Service. 





Any questions from the ROs regarding the business rules for this review will be routed to the Program Support Staff.  
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$25K CASE REVIEW








Claim #:  �formtext ��     �		Name:  �formtext ��     �				RO:  �formtext ��     �








Did you review the claims folder or


lightweight (NOD) folder?			YES  �formcheckbox ��		NO  �formcheckbox ��





Is there a rating decision with an award print	YES  �formcheckbox ��		NO  �formcheckbox ��


or other documentation with an award print that


supports a retro payment of 25K or greater?


      


Was the payment properly issued to 


       the veteran or veteran’s beneficiary


       as confirmed by the evidence of record?		YES  �formcheckbox ��		NO  �formcheckbox ��





Is there evidence that justified the award


     action?						YES  �formcheckbox ��		NO  �formcheckbox ��








**NOTE:  If there is any “no” response to the any of the questions above, you must explain the reason below.








COMMENTS:  �formtext ��     �


















































