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VBA Letter 20-99-75



Director (00)

All VACO Services and Offices and All Regional Offices and Centers





SUBJ:  Classification of Veteran Service Center Manager Positions





1.  The implementation of Business Process Reengineering (BPR) in VBA has resulted in the creation of a new position organizationally titled Veterans Service Center Manager (VSCM).  This position, which is a combination of the Adjudication Officer and Veterans Service Officer positions, is in the GS-301 series with a classification title of Supervisory Veterans Claims Specialist.  When the individual stations began implementing BPR and submitting the VSCM position descriptions to their respective HRM centers, it was often with a request for classification at a higher grade level.  The number of such requests dictated that guidance be published, in an effort to ensure that the VSCM position description is appropriately and consistently classified.  This guidance will be used as an interim classification measure, as explained below. 



2.   As VBA has gained experience with needs of the VSCM position and the Service Center concept, it has become apparent that the most appropriate series for the VSCM position is GS-996, Veterans Claims Examining Series.  However, this VA standard has not been revised for decades and does not adequately address management of claims examining work at higher grade levels.  VBA will undertake a long-term project to work with the Office of Personnel Management to rewrite and update the standard, an effort that could take up to two (2) years.  The appropriate interim series is GS-340, Program Management Series, which includes positions managing or directing one or more programs using management and executive knowledge and ability.  Additional guidance on the GS-340 series will be developed and issued.   VSCM positions now in the

GS-301 series will remain in that series during the interim.   Transition to the

GS-340 series will occur later and will be fully discussed with the issuance of new guidance. 
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3.   The current VSCM classification is explained in the following paragraphs and enclosures.  An analysis of the General Schedule Supervisory Guide (GSSG) classification standard in correlation with the VSCM position has revealed that there are factors that are considered consistent VBA wide.  In VBA, two factors, Organizational Setting (Factor 2) and Other Conditions (Factor 6), will determine the final grade.  Organizational Setting reviews the grade of the Director, Senior Executive Service (SES) or General Schedule (GS) grade 15.  Other Conditions reviews supervisory responsibilities and workload.  A full description of the factor levels is attached.



4.  Factor 6, Other Conditions, measures the extent to which various conditions contribute to the difficulty and complexity of carrying out supervisory duties, authorities and responsibilities.  When assessing this factor, there are two conditions that must be considered:  the composition of the service center and the definition of “substantial workload.”



5.  In order to receive credit at Factor Level 6-6B, the following are required:



Veteran Service Center Managers manage through subordinate supervisors, and/or contractors who each direct substantial workloads comparable to the GS�12 or higher level.  



An organization would not meet the criteria that assigned employees performing GS-12 level work to a single supervisor while other supervisors directed employees with workloads comparable to less than GS-12. 



Substantial workload is defined by VBA as VSCM-wide work which represents at least 1.6% of the national total of rating receipts.



6.  These recommendations are based on the assumption that the configuration of the larger service centers results in an organizational structure that is led by supervisors as opposed to team leaders.   This relationship is in correlation with sound position management in that larger service centers require a higher level of supervisory and decision making authority due to the difficulty and complexity inherent in resolving a greater number of issues.  
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7.  This guidance is not intended to conflict with, but rather to supplement VA guidance contained in HRML 05-93-24 and OPM advisory opinions and appeal decisions.  It is to be applied in conjunction with the above references and with sound classification principles to produce uniform and consistent classification of VSCM positions.  We are evaluating the need to develop criteria distinguishing the GS-13 from GS-14 levels for VSC Managers.  The implementation of these recommendations will provide the Regional Office Directors and HRM Centers with guidance as well as flexibility in determining the appropriate grade.  This guidance will apply to those pending classification actions, and subsequently to all VSCM positions as they become vacant.



8.  Enclosure 2 contains duties and responsibilities, qualifications, and rating factors that will be used for future vacancies.



9.  Contact John McCourt, Deputy Director of Compensation & Pension Service at (202) 273-7204; Carole Harman, Office of Human Resources (202) 273-5911; or Lynn Flint, Office of Field Operations at (202) 273-7206 if you have questions.





								/s/



Joseph Thompson





Enclosures

�
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Enclosure 1





Factor 1, Program Scope and Effect:  This factor assesses the general complexity, breadth, and impact of the program areas and work directed, including its organizational and geographic coverage.  It also assesses the impact of the work both within and outside the immediate organization.  When applying this factor to the VSCM position, Factor Level 1-3 is the most appropriate in that the program segment and work directed typically have coverage which encompasses a major metropolitan area, a State, or a small region of several States.  Also, the work directly involves or substantially impacts the provision of essential support operations to numerous, varied, and complex technical, professional, and administrative functions.  Points 550.



Observation:  This factor should be consistent across the board in that the program area and work directed at all service centers encompasses a major metropolitan area or a State or a small region of several States.





Factor 2, Organizational Setting:  This factor takes into consideration the organizational structure of the supervisory position in relation to higher levels of management.  Two levels are possible within VBA.  



Level 2-3.  VA HRM Letter 05-93-24, Guidance for Application of General Schedule Supervisory Guide, provides instructions for applying this factor level in regional offices with SES Directors.  Points 350



Level 2-2.  In Regional Offices with GS-15 directors, FL 2-2 is appropriate for division chiefs.  Points 250



Observation:  The assignment of this factor level will vary depending on the grade level of the Regional Office Director.





Factor 3, Supervisory and Managerial Authority Exercised: This factor covers the delegated supervisory and managerial authorities which occur on a recurring basis.  The most appropriate factor level assigned for Veterans Service Center Manager positions is Factor Level 3-3B.  This factor level spells out managerial responsibilities and depicts a division chief of an organization with subordinate organizational units typically headed by supervisory positions.  Points 775.



Observation:  This factor level should remain consistent across the board.  All Veterans Service Center Managers are division chiefs with subordinate organizational units.





Factor 4, Personal Contacts:  This is a two part factor which assesses the nature and the purpose of personal contacts related to supervisory and managerial responsibilities.



The first subfactor is Nature of Contacts.  To be credited, the level of contacts must contribute to the successful performance of the work, be a recurring requirement, have a demonstrable impact on the difficulty and responsibility of the position, and require direct contact. 



Subfactor Level 4A-2,  50 points

Frequent contacts comparable to any of those below meet this level.  Contacts are with:



members of the business community or the general public;



higher ranking managers, supervisors, and staff of program, administrative, and other work units and activities throughout the field activity, installation, command (below major command level) or major organization level of the agency;



representatives of local public interest groups;



case workers in congressional district offices;



(	technical or operating level employees of State and local governments; and

reporters for local and other limited media outlets reaching a small, general population.



Contacts may be informal, occur in conferences and meetings, or take place through telephone, televised, radio, or similar contact, and sometimes require non-routine or special preparation.



Observation:  In most cases the 4A-2 factor level will be consistent in that most VSCM’s are in contact with the general public, higher ranking managers, supervisors, case workers in congressional district offices, etc., and the nature of these contacts is to represent the program.  VA HRML 05-93-24, page A-11, states that "The contacts listed under each subfactor are intended to be a sampling of comparable types of contacts.  A position would not need to have all such types in order to meet a particular sub factor level; "look to the full intent of the level."  However, there may be local extenuating circumstances which may result in crediting this factor with a level higher than, 4A-2.

�The second subfactor is Purpose of Contacts.  This subfactor covers the purpose of the personal contacts credited in Subfactor 4A, including the advisory, representational, negotiating, and commitment making responsibilities related to supervision and management. 



Subfactor Level 4B-2  75 points.  The purpose of contacts is to ensure that information provided to outside parties is accurate and consistent, to plan and coordinate the work directed with that of others outside the subordinate organization; and/or to resolve differences of opinion among managers, supervisors, leaders, employees, contractors or others.   



Most VSC Division Chiefs do not meet the next level, 4B-3,100 points.  However, there may be local extenuating circumstances which may warrant assignment of this factor level.  The purpose of contacts at this level is to justify, defend, or negotiate in representing the project, program segment(s), organizational unit(s) directed, in obtaining or committing resources, and in gaining compliance with established policies, regulations, or contracts.  Contacts at this level usually involve active participation in conferences, meetings, hearings, or presentations involving problems or issues of considerable consequence or importance to the program or program segment(s) managed. 





Factor 5, Difficulty of Typical Work Measured:  This factor measures the difficulty and complexity of the basic work most typical of the organization directed, as well as other line, staff, or contracted work for which the supervisor has technical or oversight responsibility, either directly or through subordinate supervisors, team leaders, or others.  The highest grade which best characterizes the nature of the basic nonsupervisory and nonleader work performed or overseen by the organization directed must be determined.  Also excluded from the base level are unrelated clerical and lower level technical positions, such as secretaries, clerks, office automation clerks, etc., when these positions do not directly accomplish "mission oriented" work, but rather perform general clerical support tasks in the unit.  In most cases, the highest level of base work led is at the GS-11 or GS-12 grade levels.  Those Veterans Service Centers in which the base level of work led is at the GS-11 level would be assigned Factor Level 5-6, and those in which the base level of work led is at the GS-12 level would be assigned Factor Level 5-7. 



VA HRML 05-93-24, pages 17 and 18 prescribes a minimum "quick test procedure " for determining the base level of work for first and second level supervisors.  



For first level supervisors, after excluding all appropriately identified positions from consideration, a classifier may presume that a grade level represents the required 25% of the substantive work of an organization if there remains a minimum of 3 FTE at or above that grade level, regardless of the size of the organization.



For second level supervisors, after excluding all appropriately identified positions from consideration, the classifier may presume that a grade level represents the required 50% of the substantive work of an organization if there remains a minimum of 6 FTE at or above that grade level, regardless of the size of the organization.



Level 5-6,  800 points.  Highest level of base work is GS-11.



Level 5-7,  930 points.  Highest level of base work is GS-12.



Observation:  The assignment of this factor level will vary depending on the grade of the base level of work led.  However, in most cases the base level will be at the GS-12 grade level.





Factor 6, Other Conditions: This factor measures the extent to which various conditions contribute to the difficulty and complexity of carrying out supervisory duties, authorities and responsibilities.  



Factor 6 is structured in two parts, essentially, 

evaluating predominantly supervisory work; and  

assessing predominantly managerial work. 



Reasonable VSCM factor levels provide 1120 to 1325.  In summary:



Level�Description�Points��Factor Level 6-4.�Work supervised is comparable GS-11.�1120��Factor Level 6-5A�Work supervised is comparable to the GS-12 level.�1225��Factor Level 6-6B.�Work is directed through subordinate supervisors, and/or contractors who each direct substantial workloads comparable to the GS�12 or higher level.  Such base work requires similar coordination as that described at Factor Level 6� 5A above for first line supervisors.�1325��

Because of the complexity of this particular factor level, it is recommended that the GSSG be interpreted as follows when applying this standard to the VSCM position.  

�Factor Level 6� 4 �� 1120 Points



a.  Supervision at this level requires substantial coordination and integration of a number of major work assignments, projects, or program segments of professional, scientific, technical, or administrative work comparable in difficulty to the GS�11.  For example, such coordination may involve work comparable to one of the following: 



identifying and integrating internal and external program issues affecting the immediate organization, such as those involving technical, financial, organizational, and administrative factors; 



integrating the work of a team or group where each member contributes a portion of the analyses, facts, information, proposed actions, or recommendations; and/ or ensuring compatibility and consistency of interpretation, judgment, logic, and application of policy; 



recommending resources to devote to particular projects or to allocate among program segments; 



leadership in developing, implementing, evaluating, and improving processes and procedures to monitor the effectiveness, efficiency, and productivity of the program segment and/ or organization directed; 



reviewing and approving the substance of reports, decisions, case documents, contracts, or other action documents to assure that they accurately reflect the policies and position of the organization and the views of the agency. 



- OR -



b.  The position directs subordinate supervisors and/or contractors who each direct substantial workloads comparable to the GS�9 or 10 level.  Such base work requires coordination similar to that described at Factor Level 6-3a., above, for first line supervisors.



Factor Level 6� 5 �� 1225 points 



a.  Supervision and oversight at this level requires significant and extensive coordination and integration of a number of important projects or program segments of professional, scientific, technical, managerial, or administrative work comparable in difficulty to the GS�12.  Supervision at this level involves major recommendations which have a direct and substantial effect on the organization and projects managed.  For instance, makes major recommendations in at least three of the areas listed below or in other, comparable areas: 



significant internal and external program and policy issues affecting the overall organization, such as those involving political, social, technological, and economic conditions, as well as those factors cited in the first item of Factor Level 6� 4a; 



restructuring, reorienting, recasting immediate and long range goals, objectives, plans, and schedules to meet substantial changes in legislation, program authority, and/ or funding; 



determinations of projects or program segments to be initiated, dropped, or curtailed; 



changes in organizational structure, including the particular changes to be effected; 



the optimum mix of reduced operating costs and assurance of program effectiveness, including introduction of labor saving devices, automated processes, methods improvements, and similar; 



the resources to devote to particular programs (especially when staff� years and a significant portion of an organization's budget are involved); 



policy formulation, and long range planning in connection with prospective changes in functions and programs. 



- OR -



b.  Supervision of highly technical, professional, administrative, or comparable work at GS�13 or above involving extreme urgency, unusual controversy, or other, comparable demands due to research, development, test and evaluation, design, policy analysis, public safety, public health, medical, regulatory, or comparable implications. 



- OR -



c.  Managing work through subordinate supervisors, and/or contractors who each direct substantial workloads comparable to the GS�11 level.  Such base work requires similar coordination as that described at Factor Level 6� 4a. above for first line supervisors. 



Factor Level 6� 6 �� 1325 points 



a.  Supervision and oversight at this level requires exceptional coordination and integration of a number of very important and complex program segments or programs of professional, scientific, technical, managerial, or administrative work comparable in difficulty to the GS�13 or higher level.  Supervision and resource management at this level involves major decisions and actions which have a direct and substantial effect on the organizations and programs managed.  For instance, supervisors at this level make recommendations and/ or final decisions about many of the management areas listed under Factor Level 6� 5a., or about other comparable areas. 



- OR -



b.  They manage through subordinate supervisors, and/or contractors who each direct substantial workloads comparable to the GS�12 or higher level.



Substantial workload is defined as work which constitutes at least 1.6% of the national total.  "Brokered" work is not considered in determining substantial workload due to the nature of the work.
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Enclosure 2



Qualifications Requirements:  Experience that equipped the applicant with the particular knowledge, skills, and abilities to perform successfully the duties of the position, and that is typically in or related to the work of the position to be filled.  To be creditable, specialized experience must have been equivalent to at least the next lower grade level in the normal line of progression for occupations in the organization.  Specialized experience is characterized by work that has provided a thorough knowledge of general laws affecting veterans Compensation and Pension benefits, knowledge of the laws, regulations, precedent opinions of the Court of Veterans Appeals, authoritative opinions of the General Counsel, and the procedural requirements affecting the entire field of Compensation and Pension benefit programs.



Duties and Responsibilities:  The incumbent serves as the principal technical advisor to the Director on the administration of the Compensation and Pension programs.  Exercises administrative and technical supervision of staff, including authority and responsibility for the accuracy and integrity of all adjudication decisions.  Is responsible for directing counseling, compensation and pension benefits.



Rating Factors:



Factor 1:�Knowledge of Federal, state and local laws, regulations, policies, guides, procedures and judicial determinations applicable to the Veterans Benefits Programs or similar programs.�����Factor 2:�Ability to manage and/or supervise (plan, organize, direct, control, review, etc.) the work activities of subordinates.�����Factor 3:�Ability to communicate orally complex information to employees and special interest clientele.�����Factor 4:�Ability to analyze (i.e., review and evaluate), comprehend and apply decisions derived from a variety of data or complex information.�����Factor 5:�Knowledge of human resources management systems administered on merit principles.�����Factor 6:�Ability to review and/or initiate quasi-legal, technical, administrative and general written communications.��










































