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�
CHAPTER 2.  QUALITY IMPROVEMENT PROGRAM FOR ADJUDICATION DIVISIONS





2.01  GENERAL





	This chapter outlines principles and procedures for the Quality Improvement (QI) program in Adjudication Divisions.  It is based on our commitment to the continuous improvement of service to our customers.





2.02  BACKGROUND





	In 1990, the Adjudication Advisory Committee recommended a review of alternatives to the Statistical Quality Control (SQC) program that had been in effect many years.  It was felt that the old procedure was more of a method for measuring quality rather than improving quality.  A workgroup of Adjudication Officers and representatives from the Compensation and Pension Service and Education Service was formed.  Its efforts, along with contractor support, have resulted in the QI program.





2.03  GOAL





	The goal of the QI program is to provide an environment that encourages the continuous improvement of the quality of our work.  QI must be accurate, flexible, and customer oriented.





2.04  METHODS





	a.  Responsibility.  Each employee is responsible for the quality of work performed in his or her operational areas.





	b.  Supervision.  Each supervisor is responsible for the quality of work performed in the area over which supervisory authority is exercised.





	c.  Spot Checks.  Although spot checks are one of the quickest and easiest methods of developing an initial impression about a specific area of work, they should usually lead to a more detailed and statistically supportable analysis of the areas of potential problems.  Changes in work processes are not without some associated costs, particularly in the area of lost production when a change is first implemented.  While our goal is to refine the work process to provide the customer with improved service, caution should be exercised when the only data available is from spot checks or other statistically unsupportable sources.





	d.  Feedback.  The feedback we receive from upper management, other divisions, veterans service organizations, and our claimants is valuable in defining how well we are achieving our service goals.  There is probably no better source for determining product satisfaction than the customer.  While the primary customer is defined as the claimant, secondary customers, such as VA medical centers needing eligibility information, are also valuable sources of feedback.





		e.  Systematic Analyses of Operations (SAOs).  Regular recurring analyses of work processes not only provide comparative data that  would not otherwise be available, but also provide the opportunity to encourage and involve division employees in the analysis of division work processes.  Very often SAOs completed by an employee most familiar with a specific work process result in the easy identification of areas that can be improved.  See M21-4, Chapter 7.





	f.  Analysis of Quality Assurance (QA) Data.  Comparative analyses of QA data (see M21-4, Chapter 3) can be useful, but it must be tempered with the understanding that each station's sample is of such a size that chance variation can occur all the way from 93.6 percent to 100 percent, given a targeted quality level of 97 percent.  QA data does, however, give a station an opportunity to analyze an independent measure of its quality.  It also provides, over time, a chance to compare historical achievement with current success.





�
	g.  Adjudication Division Quality Committee (ADQC)  The ADQC (formerly named Division Quality Review Committee) was previously established to monitor Adjudication's quality review programs, particularly when a station failed to validate under the old SQC program or was not in statistical control for the minimum acceptable level.  Even though there is no longer a validation process under the QI program, the ADQC will be maintained as a standing committee to regularly analyze trends identified during the QI review and make recommendations to division management to ensure any necessary action.  The committee shall be composed of no less than three members, selected by the Adjudication Officer.  Some of the members may be from outside Adjudication.  The committee, which shall meet at least quarterly, shall prepare a report of its meeting and furnish a copy to the station's Director.





	h.  QI Review.  The QI review, discussed below, is a non-measurement review.  It is process-oriented and is designed to identify areas that lend themselves to improvement efforts.





2.05  PROCEDURES FOR QI REVIEW





	The QI review was developed to enable regional offices to identify areas of claims processing that could be improved based on the knowledge and expertise of local Adjudication staff.  The QI review uses a process-oriented checklist that asks questions about specific decision points in claims processing.  Success rates are calculated for specific questions or areas for trend analysis.  The success rate is the ratio of the number of questions without errors to the number of questions applicable to the issue being reviewed.





	a.  Areas Covered.  Each issue randomly selected for review will be reviewed in its entirety, including both authorization and rating actions.  Transaction codes 1 through 5 as shown on the Quality Control Review Listing (QCRE) are informational only.  Do not use these codes as a basis for determining whether a randomly selected issue is subject to review.





	b.  Issues Not Subject to Review.  End products in the 330, 400, 500 and 900 series are not subject to QI review.





	c.  Reviewers.  The Adjudication Officer will identify those employees deemed qualified to conduct the reviews.  Because each issue is subject to review in its entirety, an employee with expertise in both authorization and rating may complete the reviews or a team approach may be employed, using two or more employees, at least one with rating expertise when the issue subject to review includes a rating action.  The participation of all qualified employees is encouraged because of QI's use as a training tool, particularly since the sole purpose of the review is to identify trends, not measure performance.





	d.  Selection of Issues.  The random automated selection is based on compensation and pension issues processed by close of business of the previous week.   Selection will be equally divided between authorization QCRE and rating QCRE . If an authorization issue incorporates a rating action in the disposition of the issue under review, then the rating action will be reviewed as an integral part of that issue.  Conversely, if a rating issue incorporates an authorization action in the disposition of the issue under review, the authorization action will be reviewed as an integral part of that issue.





	e.  Quality Period and Sample Size.  The QI sample will be randomly selected with the QCRE command each week.  Sufficient cases should be selected each week to identify either 25, 50, or 75 issues for review at the end of the month, depending on the station size category.  For example, a small station in category III would select 4 authorization and 4 rating  issues each week to provide for a total of not less than 25 randomly selected issues for review for that month.





	f.  Review frequency.  QI reviews shall be conducted monthly.  They must be completed prior to  the end of the second month following the month being reviewed.  For  example, the review for April must be completed prior to the end  of May of the same year.





�
		Monthly QI Sample Sizes





Station Size	I	II	III


Sample Size	75	50	25





Station Size Categories for C&P





Station Size I:





Atlanta	Chicago	Cleveland	Columbia


Detroit	Houston	Jackson	Los Angeles


Montgomery	Muskogee	Nashville	New Orleans


New York	Philadelphia	Roanoke	San Francisco


Seattle	St. Louis	St. Petersburg	Waco


Winston-Salem





Station Size II





Boston	Buffalo	Denver	Des Moines


Huntington	Indianapolis	Little Rock	Louisville


Manila	Milwaukee	Newark	Phoenix


Pittsburgh	Portland	San  Diego	San  Juan


St. Paul	Washington	Wichita�


Station  Size  III





Albuquerque	Anchorage	Baltimore	Boise


Fargo		Ft. Harrison	Hartford	Honolulu


Lincoln	Manchester	Providence	Reno


Salt Lake City	Sioux Falls	Togus	White River Jct


Wilmington





2.06  ANALYSIS  AND  DOCUMENTATION  OF  FINDINGS





	a.  Recording Findings.  QI review findings should, at a minimum, be recorded in a spreadsheet format reflecting monthly totals for all issues reviewed for that month.  Totals for each question, for each general area such as Control and Development, and an overall total are the minimum data required.  The automated QI application or a locally developed application can be used to meet these requirements.





	b.  Analysis for Potential Improvements.  Analysis of QI data shall be accomplished by division management on a monthly basis.  Identifiable trends shall be further analyzed to determine improvement opportunities and the potential return on the investment of resources needed to pursue optional courses of action.  Depending on local needs, it might be appropriate to place the particular problem statement into the station's TQM (Total Quality Management) structure for additional analysis and recommendations.  While the QI review will identify trends to analyze, only local management can decide which improvement opportunities to pursue.  It is therefore a requirement that stations control, document and follow up on identifiable trends throughout the entire QI process.  Adjudication Division management will ensure this monitoring is accomplished.  Oversight will be exercised by the Field Operations Staff (214A) generally every six months.
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