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�CHAPTER 4.  CLAIMS AND APPEALS PROCESSING TIMELINESS



4.01  GENERAL



	The average days to complete will be one indicator program management and local management use to monitor the general effectiveness of adjudication claims processing and to identify situations necessitating heightened management attention.  The intent is to provide efficient, quality service to VA claimants.  Both management levels must explore ways  to  streamline  the process.



	From January 1991 to April 1991, data for claims processing  were  collected  in forty-four regional offices.  The impact of  system  enhancements,  new computer applications, new legislation, and judicial determinations were considered in establishing the average days to complete goals for each end product and appeal stage.



	The Work Measurement Study conducted in May 1993 at nine regional offices (including the four RPOs) isolated discrete work rate standards for: original disability compensation claims with less than eight issues claimed (EP 110), and those with eight or more issues claimed (EP 010); reopened/increase compensation claims (EP 020), and reopened/increase pension claims (EP 120).  The BDN and DOOR database/reports have been modified to collect work measurement and timeliness data for these new end products.  Although there will be separate data for these EPs, the overall average processing days for original compensation claims and reopened claims will be respectively the sum of the data sets for EPs 010 and 110, and 020 and 120.  This merge will continue until discrete timeliness goals are identified for EPs 010 and 020 as well as modification of the goals for EPs 110 and 120.



4.02  AVERAGE DAYS TO COMPLETE GOALS



	Average days to complete goals are measured from the date of claim to the date an award is authorized or the end product is cleared.  Emphasis will be on the average days to complete, monthly and cumulative (FYTD) as well as comparisons between these two figures.  Division management is tasked to ensure claims are properly finalized within goal time frames.



	The following table defines processing timeliness goals.



	TABLE 1.  Average Days to Complete



	End Product	GOAL



	010/110	106

	020/120	82

	130	25

	140	68

	150	24

	155	19

	160	29

	180	77

	190	44

	290	61

	310	60

	320	46

	600	65

�4.03  AVERAGE CONTROL TIME



	Although average control time is part of the average days to complete, stations will be responsible for placing claims and issues under end product control in the BDN within seven calendar days of receipt in the regional office.



4.04  AVERAGE DAYS PENDING



	Divisions should address the relationship between the average days it takes to complete claims and the age of its pending claims as shown in W10 workload data (average control time plus average days pending).  If the claims adjudication process is being well-managed, claims pending beyond their respective goals should have been identified during routine management and WIPP reviews.  If the majority of the pending claims are older than 100 days, it is unlikely that the intent of timely service is being followed.  Such data could suggest concerted effort to "manage the statistics" rather than the adjudicative process or that employees are consistently working "quick" cases while "older" cases are left behind.



4.05  APPEALS PROCESSING TIMELINESS



	In October 1991, the Veterans Appeals Record Management  System  (VARMS)  was redesigned into the Notice of Disagreement Tracking (NDT) System.  At the time of further enhancements in June 1992, the system was renamed Appeals Tracking System (ATS).  In October 1995 the ATS was modified and consolidated into eight APPL COIN reports.

 

	In June 1992, monitoring of appeals was separated into "pending" and "completed", additional COIN APPL reports for CO use were created, automatic update of code 10 to code 53 was begun, and EPs 120 and 172 were automatically generated by the system.  Because of programming limitations, since December 1992, the average control and processing times are skewed (from one to four days) for the automatically generated EPs.  The only two automatically generated EPs are 070 and 172.  EP 070, instead of EP 120, will be recorded 

for issuance of the supplemental Statement of the Case (code 42) and Certification of Appeals (codes 30 and 41).



	As indicated in M21-1, Pt. II, Chapter 7, management must ensure that the Appeals Tracking System is used.  Prompt resolution at the different appeal stages will ensure that we are providing timely service to veterans and their beneficiaries.  Although EP 170 provides overall control for the entire appeal process with no separate pending EP controls for each intermediate step, management must monitor the process so that SOCs or SSOCs are issued promptly, proper development is done on substantive appeals, and appeals are promptly certified to BVA (i.e., when no further action is required on the substantive appeal, or after the release of a SSOC).



	In addition to the goal for issuance of a Statement-of-the-Case, goals have been identified for other stages of appeal processing.  These goals represent average days processing from the prior code to the current code, i.e., from code 05 to code 10, from code 20 to code 42, from code 51 to code 42, from code 20 to code 30, from code 42 to code 30, etc.  The following table identifies the appeal processing stages with their average days to complete goals:



	Appeal Processing Stage	GOAL



Notice of disagreement to statement of the case	50



Issuance of supplemental statement of the case	88



Certification of appeal	83

�4.06  CENTRAL OFFICE DATA



	a.  COIN DOOR 1015 (RCS 20-0207) shows the average days to complete (station, region, nation), average control time for completed workload, and pending workload.  The first report was generated for October 1992 and mailed to the regional offices.  Additional DOOR WIDS have been created that will store average days to complete data.  Information on the DOOR WIDS can be found in the DOOR Training Guide, TG 20-92-1.



	b.  CO will use COIN APPL reports 1 through 8 to monitor appeals processing timeliness.  We are currently using COIN APPL report 1 to determine the average days processing for the release of a Statement-of-the-Case.  These reports were modified  in October 1995 to capture the data about average processing days for each appeal stage.



4.07  MANAGEMENT ANALYSIS



	Division management is responsible for analysis of the processing time for each end product and appeal stage.  To ensure all employees understand the importance of proper, expeditious claims processing, management should keep the following in mind:



	a.  Use date of claim processing since it provides a basis for consistent service to claimants and helps monitor the average days to complete for claims and appeals.



	b.  Maintain workflow charts/instructions for the division.  Identify the workflow of cases and documents.  State clearly which documents can be worked without claim folders and which require the files for proper processing.  Division employees will benefit greatly if they are able to follow specifically defined claims processing steps.  Deviations or areas requiring improvement can be readily identified.



	c.  Encourage all supervisors, quality officers, and staff assistants to use random and/or judgment sampling of work-in-progress in their reviews and SAOs.  The results of these samples must be documented and become a permanent part of the SAO or other report.



	d.  Analyze processing timeliness data monthly.  Prepare charts or graphs showing the status of the division's processing timeliness compared to goals for each end product and appeal stage.  Monitor data trends to identify changes requiring further examination.  Compare the age (average control time plus average days pending) of the pending workload (W10) with the average days to complete of the completed workload (W20) to identify discrepancies in division claims processing.



	e.  Ensure that findings and progress reports of TQM initiatives, as well as any other initiative, are part of SAOs addressing claims or appeals processing timeliness.



4.08  END PRODUCTS AND APPEAL STAGES BEYOND GOAL



	An end product or appeal stage is beyond its goal whenever the cumulative (FYTD) average days to complete exceeds the goal.



	a.  Management's analysis of end products and appeal stages beyond goal should identify causes, define corrective actions, and initiate actions to improve processing timeliness.  These efforts must be documented.  At the time of semi-annual analyses of Adjudication C&P operations, stations may be requested to submit documentation of their corrective efforts and results.  The Field Operations staff will look to see how soon timeliness problems were identified, if management made a concerted effort to correct the problems, and the degree of improvement those efforts achieved.

�	b.  End products and appeal stages beyond goal must also be reviewed in light of the incremental processing steps.  Regional offices should continuously review their workflow processes to ensure effective utilization of mechanical and human resources.  Effective, creative management is needed to continually progress toward improved quality, processing timeliness, and productivity.



4.09  PREVIOUS TIMELINESS GUIDELINE STANDARDS



	The processing timeliness guideline standards in effect on October 1, 1991, showed a goal, standard, and reportable level with an interval period for each end product.  The standard was redetermined annually using the previous 12-month cumulative as of EOM September.  The basic concept was percentage of end products completed by elapsed time groups.



	The following table shows the standards in effect on October 1, 1992.



TABLE 2.  Timeliness Standards prior to October 1, 1992.



Interval	Reportable

End	Period	Situation

Product                                (IN Days)                Goal                         Standard                  For FY 92



110	0-180	95	65	Below 50

120	0-180	98	85	Below 75

130	0-90	98	93	Below 89

140	0-180	98	86	Below 82

150	0-90	98	90	Below 87

155	0-90	98	95	Below 92

160	0-90	95	89	Below 86

170	0-90	95	85	Below 78

150	0-180	98	85	Below 80

190	0-90	90	75	Below 65

290	0-90	95	84	Below 78

310	0-180	98	94	Below 92

320	0-180	98	95	Below 89

600                                      	0-90	95	78	Below 70
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