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CHAPTER 18.  VA MANAGEMENT REVIEW AND IMPROVEMENT PROGRAM





1.	PURPOSE





This chapter establishes the VA Management Review and Improvement Program consistent with the Office of Management and Budget Circular No. A-44, Revised, dated May 24, 1972.





2.	POLICY





It is VA policy to systematically review and seek ways of improving operations wherever possible and to assure that VA benefits are provided beneficiaries effectively and efficiently.





3.	OBJECTIVES





The VA Management Review and Improvement Program is designed to determine how well the VA mission is being accomplished by:





	a.	Examining operating programs to ascertain their impact on accomplishing a significant aspect of the overall mission.





	b.	Analyzing operations to determine whether they are being performed effectively and efficiently.





	c.	Appraising systems, methods and procedures to identify and decide on alternative approaches for performing operations in a more cost effective manner and with improved quality of service.





4.	SCOPE





The VA Management Review and Improvement Program is for agencywide application.  Full participation by departments, staff offices, and field station personnel is required to achieve the program's objectives.





5.	DEFINITIONS





	a.	Operating Program.  A mix of activities and resources under common management organized to accomplish a specific VA mission.





	b.	Management Review.  An objective examination, analysis, and appraisal of operating programs, functions, or organizational units.





	c.	Management Improvement.  An effort implemented by departments and staff offices that increases productivity, renders more timely service, provides better quality, or reduces cost of an operating program in relation to the achievement of its objectives.





	d.	Priority Improvement Project.  A priority improvement project is one that requires top management attention and decisionmaking and is of sufficient importance to be of interest to the 
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Administrator.  The project will be selected from areas requiring improvement during the year based on an assessment of all applicable evaluative sources including management review recommendations.





6.	RESPONSIBILITIES





	a.	The Assistant Administrator for (Planning) and Evaluation is responsible to the Administrator for:





	(1)	Formulating and recommending policies, guidelines and criteria for implementation and administration of the program throughout VA.





	(2)	Advising and assisting department and staff office heads in the development and implementation of the program.





	(3)	Assessment of the administration and accomplishments of the VA Management Review and Improvement Program at all levels of management.





	(4)	Conducting independent review and cost-benefit studies of policies, programs, and operating procedures.





	b.	(The Assistant Administrator for Personnel is responsible to the Administrator for the conduct of the Presidential Management Improvement Awards Program including:





	(1)	Formulation and recommendation of program policies, guidelines and criteria.





	(2)	Necessary directives and instructions for the submission to the Administrator of nominees for the Presidential Management Improvement Awards.)





	(c)	Department and staff office heads, following overall agency policies and requirements contained in this directive will:





	(1)	Develop, install and conduct a management review and improvement system for their respective organizations.
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	(2)	Develop and issue necessary supplements to this directive and (to the extent necessary develop reporting systems for use in monitoring the VA Management Review and Improvement program within their respective organizations.)





[7.]	MANAGEMENT REVIEW GUIDELINES





	a.	Department and staff office systematic management review programs will provide for:





	(1)	Examination of operating programs to ascertain their impact on accomplishing a significant aspect of the overall mission.
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	(2)	Analysis of operations to determine whether they are being performed efficiently and effectively through appraisal of organization, methods, operating performance, productivity, staffing, utilization of resources, etc.





	(3)	Appraisal of alternative approaches for performing operations in a more cost-effective manner.





	b.	These review programs will be planned to include:





	(1)	Establishment of review schedules to assure that appropriate planning precedes initiation of management reviews.





	(2)	Assessment of management review recommendations to determine impact on all operating program objectives.





	(3)	Screening of review recommendations to identify those which should be designated as priority improvement projects as specified in paragraph (9).





	(4)	Prompt dissemination of recommendations to the level capable of initiating necessary corrective actions.





[8.]	TYPICAL ANALYTICAL AND APPRAISAL TECHNIQUES AND OTHER PROCESSES USED IN MANAGE-MENT REVIEWS





	a.	Performance Measurement which measures performance against standards which fix the quantitative and qualitative levels of performance expected to be reached.  This technique is covered in detail in MP-1, part II, chapter 17.





	b.	Management Analysis Studies to analyze operations, methods, procedures, organization, controls, and reporting.  Recommendations for improvements are made as necessary.





	c.	Management surveys which are generally department oriented and are based on specific areas of inquiry.  Surveys concern the review and appraisal of quantitative, qualitative, and management performance at the field station level as well as compliance with existing directives. 





	d.	Cost-Benefit Studies to aid management in making sound selections among alternative systems or courses of action without a deterioration in effective and economic allocation of available resources or in the quality of service.





	e.	Internal Audits conducted by the office of the Assistant Administrator for (Planning) and Evaluation, to evaluate the effectiveness of the policies and plans being followed, and adequacy of internal controls, the efficiency of procedures being followed, and the effectiveness and economy of performance under policies, plans and procedures.  Internal audits are usually conducted at the program and/or field station level.





	f.	Budget Administration which is designed to:
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	(1)	Determine and justify the minimum funds required to achieve the VA's program objectives for a given period of time.





	(2)	Distribute, control and utilize available funds in the manner and amounts which will most effectively and economically accomplish VA program objectives.





	g.	Fiscal Audits to provide management with independent, objective and constructive appraisals of the effectiveness and efficiency with which financial management responsibilities at all levels of management are being discharged.





	h.	Management Reports such as AMIS, field station summaries and other management reports which are principal sources of information by which to gauge progress, estimate trends, identify trouble spots and operating deficiencies so that corrective actions can be taken where necessary.
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	i.	Reports Management to insure effective policies and controls in the creation of reports including a periodic review of data requirements.





	j.	Paperwork Management to insure effective policies and controls in the creation, maintenance, and disposition of records, and in the creation and use of forms, form letters and correspondence.





	k.	Work Simplification to encourage employees at all levels to analyze operations, appraise alternatives, and recommend better and easier ways of doing things.





[9.]	MANAGEMENT IMPROVEMENT GUIDELINES





The management improvement procedures established by each department and staff office head will provide for the accomplishment of priority improvement and other improvement projects.





	a.	Priority Improvement Projects





	(1)	Selection.  Prior to the beginning of each fiscal year, a limited number of areas of sufficient importance to be of interest to department and staff office heads and the Administrator will be designated as priority improvement projects.  Such projects will identify areas requiring improvement during the year based on an assessment of applicable evaluation sources, including management review recommendations and should consider:





	(a)	The need for improving the operating program or function in terms of accomplishing the mission.





	(b)	The cost effectiveness of an improvement in terms of the potential benefits to be obtained.
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	(c)	The availability of resources to apply to the proposed improvement in terms of department or staff office priorities.





	(2)	Objective and Performance Indicators.  Management improvement objectives and performance indicators will be established and quantified where practicable, for each priority improvement project.  Performance indicators should permit continuous and total assessment of progress in the attainment of each improvement objective and should reflect:  (a)	increases in productivity, (b) more timely service rendered, (c) better quality in the output, or (d) reduced costs for the operating program or support function.





	(3)	Implementation.  Priority improvement projects will be implemented through the appropriate operating program or supporting function.





	(4)	Periodic Evaluation.  Actual performance achieved will be compared at appropriate intervals during the year against each performance indicator and corrective action will be initiated by the appropriate official.  Comparisons will reflect a balanced assessment of productivity, service, quality, and cost indicators to assure that corrective actions foster the total improvement desired for each objective.





	b.	Other Improvement  Projects.  Other improvement projects will be implemented through the appropriate line and staff officials to the extent of available management improvement resources.  Other improvement projects should be designated as priority improvement projects when appropriate in the judgment of department or staff office heads.  For example, budgetary constraints may warrant designation of an overall effort to reduce costs as a priority improvement project.  Efforts will be concentrated on:





	(1)	Financial operations as defined in "The Joint Financial Management Improvement Program in the Federal Government of the United States," 1967, GPO No. OF-278-392.





	(2)	Automatic data processing operations as defined in (Federal Management Circular 74-2,) subject, ADP Management Information System (ADP/MIS).





	(3)	The management of internal, interagency, and public reports as defined in OMB Circular No. A-40 and the Federal Property Management Regulations.





	(4)	Productivity of VA operations including development of productivity indices, better use of work measurement systems, expanded use of unit cost measures, and productivity justification of capital investments.
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	(5)	The utilization of available resources at all levels to reduce the cost of currently approved programs or budget estimates including the elimination of nonessential activities and positions, adjustments in existing activities and procedures, use of labor-saving equipment, economical procurement, and other actions that will reduce costs.
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	(6)	Common operational areas which are periodically designated by the Office of Management and Budget for Government-wide study.





	c.	Improvement Coordination.  The scheduling of other improvement projects will be coordinated with the selection of priority improvement projects to assure that they complement the priority projects.





	d.	Improvement Incentives.  Appropriate improvement incentives will be used to encourage improvements.  These should include:





	(1)	The interchange of ideas within the VA stressing innovative improvements and techniques that may be adapted for use in areas other than where originated.





	(2)	The nomination of individuals or groups who have made exceptional and outstanding contributions to the achievement of management improvements for Presidential Management Improvement Awards.  These awards represent the pinnacle of recognition granted by the Federal Government for management improvement and, as such, are an important part of various other forms of recognition which may be granted though the Federal Incentive Awards Program.
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