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1.	Enclosed is a copy of the VBA Performance Awards Program for FY 2002.  The awards program incorporates the many changes and shifts of emphasis occurring within VBA.  





2.	The Performance Awards Program is designed to provide meaningful incentives for high performance to individuals and stations in the field.  The Program ensures that individual and station awards are tied directly to the goals and targets established by the Under Secretary for Benefits (USB) in response to priorities and goals established by the Secretary.





3.	The Performance Awards Program also has been amended so that it is easy for employees to understand what they must accomplish as individuals and as part of the Regional Office (RO) or VA Medical and Regional Office Center (VAMROC) to be eligible for a performance award.





4.	The Performance Awards Program allocates funds based on three award levels:





Level I – Basic Incentive Awards





Level I funds are intended to support an office’s various incentive (e.g. “special act,” “extra step,” and “on the spot”) and performance/special contribution awards programs.  This pool of funds will be equivalent to 0.65 percent of RO salary funds and 0.80 percent of unique functions’ salary funds (e.g. Pension Centers, Human Resource Centers), as of pay period 1 for FY 02 and pay period 21 for subsequent years.  The salary funds include locality pay.











�



Level II – Pay for Performance





Level II funds will be paid to stations meeting key performance targets as established by the Under Secretary for Benefits.  The total amount of this pool will be equivalent to 0.90 percent of the salary funds (including locality pay) in the field as of pay period 21.  The funds will be sub-divided (based on salary) along business lines.  Level II funds will be paid out once a year, in the beginning of November, and distributed based on the performance achieved in the prior FY.





The Insurance program, funded primarily by Trust Funds, will develop a similar awards’ program that is consistent with the objectives and dollar amounts in this plan.





Unique functions will not be eligible for a Level II payout, but may compete for Level III recognition.  If appropriate performance targets can be set for these functions, they will be included in the Level II pool in subsequent fiscal years.





Level III – Under Secretary for Benefits’ High Performance and Special Contribution Awards





Level III is a discretionary award pool for the use of the Under Secretary for Benefits to recognize contributions by stations that exceed normal expectations.  Stations will be given the opportunity to nominate their office for a share of this pool based on exceptional contributions they made during the FY to help VBA and the Under Secretary meet their performance goals.  The amount of the fund will be equivalent to 0.20 percent of field station salaries (including locality pay) as of pay period 21.





5.	All performance award distribution plans at the national and local level within VBA must be linked directly to the achievement of individual and/or organizational performance targets or goals.  Directors will be expected to ensure that the allocation methodology is tied directly to performance, and that there are meaningful distinctions in the amount of award dollars granted.





6.	A copy of the Performance Awards Program is enclosed for your review.  If you would like to discuss the Program further, please contact Mike Walcoff at (202) 273-7259.














						/s/												Daniel L. Cooper


Under Secretary for Benefits
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Objective





The Performance Awards Program is designed to provide meaningful incentives to individuals and stations in the field for high performance. Awards will be based on the achievement of performance targets that are set by the Under Secretary for Benefits (USB) in response to priorities and goals established by the Secretary.  Performance indicators will be tied directly to the needs of veterans and their families, and will reflect not only production targets but also rigorous quality standards.  The criteria for earning an award will also include indicators that reflect the Secretary’s commitment to improve timeliness and reduce the pending workload.  The performance awards program is also designed so that it is easy for employees to understand what they must accomplish as individuals and as part of the Regional Office (RO) or VA Medical and Regional Office Center (VAMROC) to be eligible for a performance award.








VBA Performance Management Policy





All performance award distribution plans at the national and local levels within VBA must be linked directly to the achievement of individual and/or organizational performance targets and goals.  Directors will be expected to ensure that the allocation methodology is tied directly to performance, and that there are meaningful distinctions in the amount of award dollars granted.  








Description of the Three Performance Award Pools  





Level I - Basic Incentive Awards:





Every station will receive the equivalent of 0.65 percent of their salary funds (including locality pay) as of pay period 1 for FY 02 and pay period 21 for subsequent years.  In subsequent years, the funds will be paid out in the beginning of the first quarter of the fiscal year.  This pool of dollars is intended to fund the various incentive awards programs (e.g. “special act,” “extra step,” and “on the spot”) and performance awards programs (e.g. special contributions) established by an office.  While a station may not reach its performance goals as outlined in Level II, the Level I station distribution recognizes the fact that there will be some individual employees within an office that are high performers who deserve recognition during the operating year.  Additional/supplemental incentive award funds for these high performing employees may be earned if the station meets its performance targets as part of the Level II Pay for Performance award distribution.





Since the following unique functions do not have sufficient performance targets set for this year (FY 02), they will receive a Level I payout that is equivalent to 0.80 percent of their salary funds.  Although they will not be eligible for a Level II payout, they may compete for Level III recognition.  If appropriate performance targets can be set for these functions, they will be included in the Level II pool in subsequent fiscal years. 





Pension Centers


Resource Centers


Human Resources Centers 


Network Support Centers 


The Records Management Center 


The Portfolio Loan Oversight Unit


Tiger Team


Huntington SRA


Muskogee Direct Deposit Unit  








Level II – Pay for Performance: 





The total amount of this pool will be equivalent to 0.90 percent of the salary funds (including locality pay) in the field as of pay period 21.  The funds will be sub-divided (based on salary) into the following award pools:





Veterans Service Centers* 


Regional Loan Centers* (Including funds for the LG activities that still remain at the Regional Offices) 


Regional Processing Offices* 


Vocational Rehabilitation and Employment Divisions*


Loan Guaranty Eligibility Centers





* The overhead payroll dollars for Executive Direction, Information Resources Management, Human Resources Management, and Support Services at each of the Regional Offices will be added to the program/business line pools on a proportionate basis (e.g. if Compensation and Pension represents 72 percent of the business line salary dollars in the field, then 72 percent of the overhead salaries would be added to the Compensation and Pension award pools).  If the business line divisions make their performance targets, the elements that support them would be expected to receive an appropriate share of the Level II award payout.  





To be eligible for a Level II business line pay out, a station must meet key performance targets established by C&P, LGY, VR&E, and Education Services; the Associate Deputy Under Secretary for Field Operations; and the Associate Deputy Under Secretary for Policy and Programs.  These targets must have the concurrence of the Under Secretary for Benefits.  The ADUS for Field Operations, the ADUS for Policy and Programs and the ADUS for Management will appoint a committee at the end of each Fiscal Year to review the performance award program and recommend any necessary revisions to the performance indicators or distribution process to ensure that the program continues to support the priorities of the organizations. 





The total amount in each business line pool will generally be distributed to qualifying stations on a pro-rata basis (i.e. based on their proportionate share of the total business line salary dollars for the stations that qualified for a Level II payout).  However, each service is capped at the following:  VSC 15, RLC 3, RPO 1, and VR&E 15.  If the number of stations is less than the cap, the award funds will be limited to the salaries for one pay period for that service divided by the number of FTE on board (per capita).  For example, if 14 stations achieve the VSC target, the per capita would be $1,816 if the salaries were $12,387,689 divided by 6,821.  A station of the size of 10 FTE would receive $18,160 for Level II payout.  If the entire pool for a business line is not paid out because only a limited number of stations make their performance targets, the excess funds will roll over into Level III.  The payouts under Level II will occur once a year in the beginning of November and will be distributed based on the performance achieved in the prior FY.  This time frame should allow stations to authorize performance awards prior to the end of the calendar year and traditional holiday seasons.





The Regional Loan Centers (RLC) and the Regional Processing Offices (RPO) that achieve their performance targets will be responsible for allocating an appropriate amount of funds from their award pool for the outbased employees assigned to their area of jurisdiction.  The salary dollars for all Loan Guaranty employees, even those still assigned to an RO, are rolled into RLC salary dollars.  Therefore, the RLC will be responsible for distributing Level II awards to all Loan Guaranty employees, including those assigned to an RO.  The San Juan and Honolulu Loan Guaranty functions are treated like an RLC, but are not included in determining whether the payout is capped.    





The Insurance program, which is funded primarily by Trust Funds, will be expected to develop a similar awards program that is consistent with the objectives and dollar amounts in this plan.





The performance targets that must be met in FY 02 to qualify for a Level II payout in November of this year are as follows: 





Veterans Service Centers





A VSC must meet three of the following four performance targets to be placed in the pool: 





Meet or exceed the station’s Rating Related Production target for the year





Achieve an accuracy rate of 85% for Ratings and 70% for Authorization on the national STAR reviews





Rank among the top one-third (19) stations for average processing time for the rating- related end products, and reduce their total pending workload from the beginning of the FY to the end of the FY by 15%





Reduce pending appeals by 10% for the year





	Regional Loan Centers





A Regional Loan Center must meet both of the following performance targets to be placed in the pool:





96% accuracy under the SQC program index 





39% or better FATS ratio





Loan Guaranty Eligibility Centers





A Loan Guaranty Eligibility Center must meet both of the following performance targets to be place in the pool:





96% eligibility accuracy for the SQC review of this program


6 day timeliness standard for processing eligibility applications





	Regional Processing Offices





A Regional Processing Office must meet three of the following four performance targets to be placed in the pool:





38 day timeliness standard for original claims





21 day timeliness standard for supplemental claims





94% payment accuracy 





A blocked call rate of 20% or less





	Vocational Rehabilitation and Employment Divisions





A Vocational Rehabilitation & Employment Division must meet three of the following four performance targets to be placed in the Level II pool:





Entitlement determination accuracy will be at least 91%





Outcome accuracy will be at least 84%





The rehabilitation rate will be at least 65%





The serious employment handicap rehabilitation rate will be at least 65%








Level III – Under Secretary for Benefits’ High Performance and Special Contribution Awards:





This discretionary award pool is for the use of the Under Secretary for Benefits to recognize contributions by stations that exceed normal expectations. The amount of the fund will be equivalent to .20 percent of field station salaries (including locality pay) as of pay period 21. 





Stations will be given the opportunity to nominate their office for a share of this pool based on exceptional contributions they made during the FY to help VBA and the Under Secretary meet their performance goals.   Nominations must be submitted by September 15th to an Awards Panel that will make recommendations to the Under Secretary on which organizational elements should be rewarded and on the amount of the award.  The Awards Panel will consist of the Associate Deputy Under Secretary for Field Operations, Associate Deputy Under Secretary for Policy and Programs, Associate Deputy Under Secretary for Management, and Area Field Directors.  The ADUS for Field Operations will serve as the Chairperson of the Panel, and the Director of the Office of Human Resources will provide administrative and advisory support to the Panel.  





Since this is a discretionary fund, the Awards Panel may recommend paying out none, some or all of the funds depending on the extent of special contributions.  The USB may also decide to use a portion of the fund for special recognition during the year prior to the convening of the Awards Panel.  Criteria and a nomination format will be provided to all field sites by July 2002.





Payouts will be combined with the Level II payouts in early November. 





The following is a list of examples of the types of contributions that might be recognized by a Level III award.  The list is intended to be illustrative and not all-inclusive: 





Outstanding levels of performance in key indicators that far exceeded the stations targets (e.g. exceeding the production target for ratings by 150 percent);


Volunteering and contributing to the successful testing of a new application or process;


Performing significant amounts of additional work (brokering and/or help teams) for other stations;


Developing a new initiative or process that improves performance or service to veterans;


Exceptional performance in support of the veterans in communities served by an RO or VAMROC that experienced a natural disaster or other devastating event;


Exceptional outreach programs;


Initiatives that support and enhance the “One VA Vision” or other priority programs identified by the President and Secretary; 


Creative initiatives that improve relationships with key stakeholders (e.g. VSO’s, congressional staffs, mortgage brokers, schools, and the military services at the local RO and VAMROC level). 
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