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CHAPTER 5.  QUANTITATIVE MEASUREMENT IN ADJUDICATION DIVISIONS





SUBCHAPTER I.  GENERAL





5.01  SCOPE





	This chapter covers principles applicable to quantitative measurement of Adjudication operations at field stations.





5.02  TYPES OF QUANTITATIVE MEASUREMENT





	a.  Productivity Measurement.  This system measures and compares the total output (based on weighted end product categories) with all available labor (indirect and direct labor) resources.





	The productivity system is the basic system of work measurement used by Compensation and Pension Service for report and tracking purposes.  This system provides the most accurate comparison between work generated and available resources.





	b.  Work Measurement (Effectiveness).  This system provides a measure of effectiveness by comparing standard hours generated from completed end products, formal training time, other measured hours and Committee on Educational Allowance hours with available labor resources.





	(1)  Direct labor effectiveness is measured by dividing standard hours generated by available direct labor (GOE Measured Hours).





	(2)  Total effectiveness is measured by comparing earned hours with Total CALM GOE Hours.





	(3)  The work measurement system may be useful as a secondary source in detailing effectiveness by activity and by employees designated as direct labor staff-members.





5.03  PURPOSE OF QUANTITATIVE MEASUREMENT





	a.  Quantitative measurement is an essential tool in preparing budget forecasts and in distributing available staffing.  Productivity Measurement is the quantitative measure used for this purpose.





	b.  Quantitative measurement is also an essential management tool for comparing and tracking the efficient employment of resources.  Both Productivity Measurement and Work Measurement are tools available to management for this purpose.





	(1)  Quantitative measurement allows local management to track trends and do comparisons of themselves with other offices.





	(2)  Quantitative measurement also allows Central Office and each Area Office to compare stations and to track both local and national trends.





	c.  Productivity Measurement and Work Measurement are complementary measurement systems.  Work Measurement provides additional detailed information which supplements the overall measurement provided by the Productivity Measurement System.  Work Measurement provides measurement at the activity level and separately measures direct labor effectiveness.  This system also tracks training hours and other measured hours.  It provides local managers with detailed information concerning utilization of their resources.


�
5.04  AREAS OF QUANTITATIVE MEASUREMENT





	a.  Rating  (Work Measurement - COIN DOOR Report No. 0026)





	b.  Authorization (Work Measurement - COIN DOOR Report No. 0026)





	c.  Files (Work Measurement - COIN DOOR Report No. 0026)





	d.  Division Total (Productivity Measurement - COIN DOOR Report No. 0068 and 0069), (Work Measurement - COIN DOOR Report 0026)





5.05  MEASUREMENT UNITS





	a.  Work Rate Standards.  Work rate standard is the time value assigned for a completed end product.  Work rate standards are periodically adjusted based on time studies of representative Adjudication divisions.  Work rate standards reflect a proportionate distribution of available direct labor hours among the end products completed during the studies at the sample stations.  The work rate standards include a proportionate share of the "non-productive" time reported for direct labor employees during the study.  Work rate standards are in Appendix C of this manual.





	b.  Standard Hours.  Standard hours are the result of multiplication of end products completed by the assigned work rate standard for each end product code.  Standard hours are also credited on a one-to-one basis for all reported formal training hours, other measured hours and Committee on Educational Allowance hours of direct labor employees.





	c.  Measured Hours.  The total of CALM GOE Hours adjusted by net borrowed/loaned hours and overtime minus overhead hours.





	d.  Overhead Hours.  The total of all categories of leave (except holiday hours), all indirect labor hours and unmeasured hours (specifically authorized special projects such as folder retirements).





	e.  Earned Hours.  The total of standard hours  generated  plus  overhead hours (CALM data) reported during a specific timeframe.





	f.  Total Hours  (Total CALM GOE Hours).  The total of all CALM GOE hours (including all overhead hours) plus overtime plus borrowed time  minus loaned time.





	g.  Base Weight.  Base weight is the percentage of one FTE required "on average" to produce 1,000 completed actions of each end product category.  This represents the total labor production cost as Total CALM GOE Hours are used to compute this figure.





5.06  CURRENT REPORTS





	a.  Productivity Measurement Reports





	(1)  Station Total Standard Productivity Indexes - (COIN DOOR NO. 0068).  This report provides a productivity index at the division level.  This index is based on the ratio of Total GOE Employee FTE to total standard weighted output (annualized).  This index is generated on both a current month and fiscal year to date (FYTD) basis.  The standard base weights are computed every five years based on national work loads and the national Total GOE Employment FTE for the base year.  Current base weights are based on FY 92 national data.  These base weights will next be re-computed based on FY 97 national data.  Standard base weight indexes provide a basis for comparison of the performance of different Adjudication divisions.


�
	(2)  Station Total Local Productivity Indexes - (COIN DOOR NO. 0069).  This report also provides a productivity index at the division level.  This index is based on the ratio of Total GOE Employee FTE to total local weighted output (annualized).  This index is generated on both a current month and fiscal year to date (FYTD) basis.  Local base weight productivity compares each Adjudication division's current productivity to their prior years productivity.  Local base weights are adjusted for each station annually to reflect a one-to-one relationship (index of 100) between Total GOE Employee FTE and weighted output based on the prior year's staffing and completed end products.  Maintenance of the same relationship between Total GOE Employee FTE and end products produced will generate a productivity index of 100.  Therefore an index above 100 indicates improvement over the prior year's productivity, while an index below 100 suggests decreased productivity.





	(3)  Adjudication Division Work Counts & Weighted Workload Data - (COIN DOOR NO. 0001).  This report shows the standard and local base weight for each end product.  Monthly and fiscal year-to-date work counts by end product are included.  The standard and local weighted outputs are computed for each end product as well as a division total.





	b.  Work Measurement Reports





	(1)  Adjudication Division Work Rate Standard, Work Counts & Weighted Workload  (Hrs) Data - (COIN DOOR NO. 0013).  This report provides a listing of all work rate standards.  Work counts are also listed for the reporting period. Related work counts and work rate standards are multiplied to generate	standard hours earned for that reporting period.  This total is amended to include additional standard hours based on formal training time, other measured hours and Committee on Educational Allowance hours.  Standard hours are credited for these activities on a one-to-one basis for reported actual hours.





	(2)  Adjudication Work Measurement Report - (COIN DOOR NO. 0026).  This report provides a listing of all staff hour data from the PAID system and the CALM system.  It provides a conversion factor to distribute CALM data to each activity in proportion to PAID distribution.  CALM staff-hour data is used to generate both measured hours and total hours.  Direct labor effectiveness and total effectiveness figures are shown on this report.





	(a)  Direct Labor Effectiveness.  This is the ratio between generated standard hours and CALM measured hours.





	(b)  Total Effectiveness.  This is the ratio between earned hours and total GOE hours.





SUBCHAPTER II.  END PRODUCT CLASSIFICATION AND PRINCIPLES





5.07  CONCEPT OF CLASSIFICATION OF CLAIMS AND ACTIONS





	a.  The Adjudication Division has responsibility to make an adjudicative disposition for each claim, application, document, inquiry, or other issue received in accordance with applicable laws, regulations, and procedures.





	b.  A pending issue is created upon receipt of a claim for a specific benefit.  In addition, receipt of a document, letter or other material requiring some type of adjudicative action to discharge the specific VA responsibility requires the establishment of an end product.  The finalized end product indicates that the Adjudication Division responsibility has been fulfilled.





	c.  Appendix C of this manual contains a listing of Compensation and Pension end product codes as well as a summary of the claim(s) or issue(s) applicable to each end product code.


�
5.08  GENERAL END PRODUCT CODE PRINCIPLES





	a.  Initial Review.  When an application, letter, document or other correspondence is received in the Adjudication Division, a determination must be made as to the claim or issue involved.  The appropriate end product shall be established in the Benefits Delivery Network (BDN), if that issue is not already under control.





	b.  Identification of End Product Code.  Assignment of the correct end product code is of prime importance because it properly accounts for time required to complete similar issues and it affects the projection of future workloads.  A sound understanding of the end product codes is essential for determining the assignment of the proper code as well as for determining when final disposition has been accomplished.





	c.  Claims and Issues Not Covered by Specific Criteria.  The end product selected for use should reflect the specific issue involved.  The absence of a certain type of claim or issue under an individual end product code should not be interpreted to preclude its use if the claim or issue involved seems to fall within the general criteria of the end product code.





	d.  Resolving Questionable Issues.  Situations may arise in which the assignment of the proper end product code for a particular claim or issue is not clearly defined under existing criteria.  When this occurs, use your best judgment to resolve the issue promptly.  Central Office (214A) may be consulted to assist in determining the appropriate end product.





5.09  SPECIFIC END PRODUCT CODE DETERMINATIONS





The following information is provided as a guide for establishing and controlling various types of claims.





	a.  Appeals





	(1)  End product 170 is established for appeal control purposes when the notice of disagreement is received.  This end product is automatically canceled except when the case is certified to BVA.  When the case is granted or denied by BVA, EP 170 must be manually canceled. (see M21-1, Part II, Chapter 7)





	(2)  End product 172 applies to release of statements of the case.  This end product is automatically generated when the NDT screen is updated with appeal status code 10.





	(3)  End product 070 applies to release of supplemental statements of the case, certification to local travel board and certification to BVA.  This end product is automatically generated when the NDT screen is updated with the appropriate appeal status code (42, 43, or 30).





	(4)  When all benefits sought on appeal are granted by the regional office without referral to BVA, end product 120 is appropriate.





	b.  Correspondence During a Pending Claim





	(1)  Generally, corresponding with a claimant during the claims process does not permit generation of a separate end product. (see Due Process) Replies to controlled correspondence are assigned separate end product credit under end product 500.





	(2)  End product credit is not warranted for actions performed as part of permanent transfer-in and transfer-out procedures, unless final action on the pending issue is completed prior to transfer-out.





	c.  COWC. End product 293 is to be used only for COWC decisions prepared by an employee of the Adjudication Division.  Clear EP 293 when all Adjudicative action on the waiver or compromise request has been fully completed.





	d.  Dependency





	(1)  When dependency is part of a basic claim or review, a separate end product 130 is not in order.  However, when the dependency issue cannot be resolved without additional evidence, the pending end product controlling the claim can be taken upon disposition of all other issues of that claim.  A separate end product 130 will be subsequently established upon receipt of requested evidence and taken when the dependency issue is resolved.





	(2)  A dependency claim, not part of another claim, warrants only one end product code 130 even though the dependency change may affect multiple benefits or payees.  Simultaneous development and/or award actions for all benefits must be accomplished with the end product code cleared at the time of all appropriate adjustments.





	e.  Due Process





	(1)  Generally, end product 600 will be used in all predetermination notices unless due process procedures have been incorporated into the controlling end product as is the case with end products 154 and 314.





	(2)  Clear the pending end product at the time a predetermination notice is sent if it would normally be complete at this point.  Establish end product 600 using the notification release date as the date of claim.  Set the suspense date at 65 days from the date of claim.





	(3)  Dual end product control is needed on those claims where an end product would normally be established to control the issue and a predetermination notice is required.  These include apportionment claims, incarceration claims and claims involving release from a nursing home of a veteran in receipt of A&A.  In these types of claims, both the normal controlling end product and EP 600 will be simultaneously established and remain pending until all adjudicative actions are complete.





	f.  Hospitalization





	(1)  EP 320 is applicable as the control for claims based on a receipt of a properly referred hospital or outpatient treatment report.  If a hospital report has been requested under EP 320 and the veteran, or representative of the veteran, initiates a claim for increase referring to the requested report, the nature of the claims changes.  The proper controlling end product becomes EP 120.  When this circumstance is encountered, use the PCHG command to change EP 320 to EP 120.





	(2)  If the question of competency or incompetency arises during hospitalization and no other rating issues are involved, assign end product code 120.





	g.  Future Date Controls.  Future date controls create an independent issue when the future date is reached.  Cancellation of these, when not a part of another end product, warrants no end product credit.





	h.  Multiple Issues





	(1)  If multiple issues are involved in the same claim, do not clear the controlling end product until all issues have been resolved.





	(2)  If award action on a pension claim is deferred because of the possibility of receipt of income since the effective date of the award, initiate development and continue the pending issue.  If an award is made at the lowest rate justified by the evidence of record, the pending issue can be cleared provided the beneficiary is fully informed of the basis for the rate and of the evidence needed to establish entitlement to a higher 


rate. (See M21-1, Part IV, paragraph 16.03b)





	(3)  Generally, only one end product code is proper even though the issue may involve multiple actions that could have resulted in separate end products had they been received at different times.





	i.  Temporary Transfer of Folder.  No additional end product credit is in order for the administrative handling of folders being temporarily transferred.





	j.  Supplemental Income Data.  When reports of income are received from or on behalf of the beneficiary which require no action, use end product 330.  If a written reply to the beneficiary is warranted or the master record income segment requires updating, end product 150 is in order.





5.10  ADMINISTRATIVE ISSUES RELATING TO END PRODUCTS





	a.  End Product Annotation.  Documents, including awards and disallowances, will be annotated to show when the end product was established, continued, changed, cleared, or canceled.  The annotation will be in the lower right corner of the document.  It will consist of the end product number in all instances, disposition date, and legible initials of the person completing or adjusting the end product unless otherwise shown.  When the end product printed on a Target award or a disallowance is cleared, annotation is not required.  During appeals processing, annotation of the claims folder of the automatically cleared end products (070, 172, 272) is not required.





	b.  WIPP User Plan Reviews.  Reviews made in conjunction with division WIPP User Plans are part of the pending end product.  When the WIPP review results in continuation of the end product, annotation of a permanent portion of the claims folder is necessary.  The annotation is to include the pending end product with the letter "p", the date of review and the initials of the reviewer.





	c.  Quality Improvement (QI) Reviews.  When performing QI reviews, annotate a permanent portion of the claims folder to show the date of review as well as the initials of the reviewer.  Use end product 930 for this purpose.





	d.  Improper Referrals.  End product 930 is applicable for review of improperly referred claims folders or for rehandling of claims folders due to incomplete or improper previous dispositions, such as failure to cancel outstanding controls when no longer required.





5.11  UNMEASURED HOURS





	a.  Unmeasured hours represent GOE hours spend on activities not associated with the station's primary function of serving claimants.  Fire drills, EEO representative activities, participation in work measurement studies or office relocation are a few examples of unmeasured hours.  Stations are to exercise their judgment in deciding what activities can be categorized as unmeasured hours, but accurate local records of all such activities and hours must be maintained.





	b.  Unmeasured hours do not include activities covered by work rate standards, authorized absences, supervision or clerical overhead or hours reported as other measured hours.





	c.  Unmeasured hours will be reported in DOOR under the appropriate On-Line Workload Identifier (WID) number.  Chapter 4 of the DOOR Training Guide (TG 20-92-1) provides detailed instructions for On-Line data entry.  Unmeasured hour WIDs are shown below:


�
	WID		WID   DESCRIPTION





	1000.45		Unmeasured  Hours  --  Office of Chief


	1000.46		Unmeasured  Hours  --  Rating Board


	1000.47		Unmeasured  Hours  --  Authorization


	1000.48		Unmeasured  Hours  --  Files


	1000.49		Unmeasured  Hours  --  ATA (Adjudication Transcription Activities)


	1005.47		Unmeasured  Hours  --  Education Authorization (RPO Only)





5.12  OTHER  MEASURED  HOURS





	a.  Other measured hours represent GOE direct labor hours expended on activities usually associated with the output of established end products or services not covered by work rate standards.  Activities approved for reporting as other measured hours include special assignments, TQM projects, folder retirements, centralized agency projects and other activities not common to all field stations or divisions.





	b.  Other measured hours do not include activities covered by work rate standards, authorized absence, supervision or clerical overhead or hours reported as unmeasured.





	c.  Chapter 4 of the DOOR Training Guide (TG 20-92-1) provides detailed instructions for On-Line data entry.  Other measured hour WIDs are shown below:





	WID		WID   DESCRIPTION





	1000.65		Other Measured Hours - Rating Board


	1000.66		Other Measured Hours - Authorization


	1000.67		Other Measured Hours - Files


	1005.66		Other Measured Hours - Education Authorization (RPO Only)





	d.  Report any training associated with TQM under the specific Adjudication training WID.  C&P training WIDs are shown below:





	WID		WID   DESCRIPTION





	1300.31		Formal   Training  - Rating


	1300.32		Formal   Training  - Authorization/C&P


	1300.33		Formal   Training  - Files


	1331.32		Formal   Training  - Education Authorization (RPO Only)





5.13  BROKERED WORK BETWEEN ADJUDICATION DIVISIONS





	a.  General





	(1)  At times, workload management necessitates brokered work between Adjudication Divisions.  Area Directors will direct that claims folders be sent from the station of jurisdiction to another station for rating and/or authorization action.  The practice of sending claims between stations will be restricted to critical backlog situations.





	(2)  The best type of claims to be brokered involve both rating and authorization action.  Due to the time required to screen claims folders as well as the additional hours expended in twice packing and unpacking shipments, processing time per claim becomes a significant factor.  This procedure should be employed only when sufficient rating and/or authorization resources are not available at the station of jurisdiction.


�
	(3)  Inform service representatives that arrangements will be made to provide review of rating actions prior to release of notice to the claimant.





	b.  Processing Procedures





	(1)  All claims folders must be carefully screened by the station of jurisdiction before being sent to another station.  Do not refer end product 330, 400, 500, or 930 type actions to another station, or claims requiring only development letters to the claimant or to third parties such as doctors or hospitals.  Insofar as possible, send claims which can be completed, including preparation of a rating and/or an award or denial, without further development.





	(2)  Maintain a control log showing claim number, end product, power of attorney, date sent and date returned.  Send a copy of the log with the claims folders to the receiving station.  The original and copies of the control log will be destroyed in accordance with Records Control Schedule, VB-I, part I, item 13-052.300.





	(3)  If the station performing the work is in the same RDPC as the station sending the work, then the claim can be processed using the pending issue established by the sending station.  All correspondence generated via the BDN system will show the station of jurisdiction.  End products that are cleared or completed by award or disallowance action will be credited to the station of jurisdiction.  When returning the claims folders, the station performing the work should indicate which claims still have pending issues.





	(4)  There are three categories of brokered work performed by Adjudication that are reportable via the Interstation Transfer Function; C&P Authorization Cases, C&P Rating Cases and Education Cases.  Stations performing brokered work must maintain an accurate accounting of the work that is brokered.   This information will be used in the VBA Cost Transfer Function to charge the hours and costs back to the same organization at the station of jurisdiction as the organization which did the work at the receiving station.





	(5)  When the cases are returned to the station of jurisdiction, all work done must be reviewed for appropriateness and completeness.  The station of jurisdiction will be responsible for the quality of work processed.  Any major errors found on review should be brought to the attention of the station that actually performed the work.  These cases are to be included as part of the Quality Improvement (QI) program.





	c.  Interstation Transfer Reporting





	(1)  Utilize the DOOR Transfer function for reporting borrowed/loaned time associated with brokered work between stations.  Chapter 5 of the DOOR Training Guide (TG 20-92-1) provides detailed instructions for interstation transfers.





	(2)  The volume of work brokered will be maintained manually.  All Regional Offices must submit a monthly report to their respective Area Offices indicating the total number of cases brokered that month (received or sent) and the work required (rating, authorization, or both).  In the DOOR Interstation transfers function, "1" should always be used for cases brokered.





	(3)  While the volume of brokered work will be maintained manually, the actual time borrowed/loaned must be accurately recorded in the DOOR system using the transfer function.  The hours borrowed/loaned may be actual hours (help teams) or computed hours using a formula based on the current work rate standards  (brokered cases).  
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