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�
CHAPTER 6.  WORK FLOW MANAGEMENT





SUBCHAPTER I. PROCESSING





6.01  GENERAL





	The WIPP (Work-in-Progress) Subsystem is designed to assist management in identifying areas which require attention and analysis.  It provides information from the pending issue file concerning claims processing timeliness by end product for the current and previous calendar month, as well as information on all cases in a pending status.





	a.  The effectiveness of the system is highly dependent upon the quality of information entered.  Issues must be placed under Target control quickly and accurately.  Management must assure that procedures are followed as prescribed through supervisory functions including QI, training, supervisory reviews, and staff visits.





	b.  VA forms 21-693, Diary Slip, are not to be used to diary issues that can be diaried in WIPP (by using end product controls, future diary controls, or the appeal tracking system).





	c.  Pending issues remain pending in the WIPP Subsystem until they have been accepted, cleared or canceled.





	d.  The timeliness reports contain information by calendar month for the previous and current month. in addition, the opportunity is available to compare the timeliness of all stations served by the RDPC (regional data processing center).





	e.  The WIPP Subsystem is an effective tool, and management is responsible for assuring that it is used.





	f.  The information on WIPP is current as of close of business on the previous workday.





6.02  ACCESSING WIPP SUBSYSTEM





	a.  The WIPP command and password entered on the Ready screen result in display of the Status Selection Menu screen, WOO.  If a specific screen is desired, the operator can enter a valid screen number; the WOO screen will be bypassed and the requested screen will be displayed.  The operator can then enter the areas to be viewed.





	b.  The areas common to all of the WIPP screens are EPC (End Product Code), EPC Type, Terminal Digit Range and Next Screen.  Once an area other than the Next Screen is entered, it is kept on all screens until the transaction ends, unless it is deleted or changed by the operator.





	(1)  End Product Code.  The operator can enter up to five EPC's if they are the same end product type.  If specific EPC's are entered, no entry can be made in EPC type field.  Counts and detail selections are available for specific end products within an end product group, for example 155, 165, etc.  The specific end product code must be entered.





	(2)  End Product Code Type (C&P, EDU, VRC, LIA, COM).  The operator enters only EPC Type if all end products of a specific type are to be reviewed.  Because a single screen carries a maximum of 11 EPC's, types C&P and VRC take three W10, W20, or W50 screens to display all codes.  Screen "roll down" cannot 


be split in the middle of the screens.  When entering EPC Type C&P, be sure to use the shift key to enter "&."





	(3)  Terminal Digit Range.  The operator can review any breakdown of consecutive terminal digits.  To review all work in the station, digits "00" to "99" are entered.  Shorter digit ranges can be used too.  For instance, higher level management may wish to use terminal digit range to compare different work units.


�
	(4)  Next Screen.  The operator enters the next screen to be reviewed.  In terminating WIPP processing, the operator enters END in the Next Screen.  An exception to this requirement occurs when a detail print is requested.  When a detail print is requested and the operator wants to review another WIPP screen or the same screen, a Next Screen entry must be made or the transaction will terminate.





	(5)  COLUMN. The W10, W30, W50, W60 and W70 screens have a parameter labeled, COLUMN, which allows the operator to select a specific time period or appeal code for review for detail print.  The operator enters the alpha character which designates the time period or appeal code of interest.





	(6)  DETAIL.  Detail print listings can be obtained from the W10, W30, W40, W50, W60 and W70 screens.  The operator enters an "A" or "Y" in the Detail field.  The operator can request on the W40 screen detail prints of Rejected Transactions over 10 days, Pending Authorization over 5 days or Cases in rating board over 7 days.  The W10, W50, W60 and W70 screens require an entry in COLUMN as well as DETAIL.  If necessary to continue printing beyond 100 lines, hit the Return key.  This process must be repeated after each 100 lines until all lines have been printed.  The WIPP listings will be double-spaced for annotations and cross-referencing.  This double-spacing will increase the printing time of the lists.





	c.  All personnel issued the WIPP command are encouraged to become familiar with WIPP by using the CAI (Computer Assisted Instructions) available through the LERN command and experimental usage of WIPP.





6.03  STATUS SELECTION MENU -- WOO SCREEN





	a.  The valid entries for Next Screen and EPC Type are listed on the WOO screen.  When requesting the W20 Timeliness screen, the operator may select "previous month" or "percent" data rather than obtaining the usual W20 screen and then requesting these other formats.  The operator may also enter the EPC or EPC Type and Terminal Digit Range, as well as Next Screen parameters.





	b.  Operators with VA Central Office logons must enter the station number they wish to review on the WOO screen after accessing the RDPC for the station they want.





6.04  WIPP STATUS -- W10 SCREEN





The W10 screen provides a comprehensive view of the total workload of issues placed under Target end product control.





	a.  The W10 screen display includes all cases with pending issue files from the time they are placed under control until they are accepted by the DPC Hines system or otherwise completed (PCLR or PCAN).  The "Division Total" column indicates the total amount of cases under Target control by end product.  The "average control days" category measures the number of days required to place issues under Target end product control, that is, the date of establishment minus the date of claim.  The "average days pending" category measures the days elapsed from date of claim to the current date.





	b.  The pending EPs 170 from the W70 will be counted on this screen.





	c.  To obtain a detail listing of cases pending, an entry is to be made under COLUMN, using letters "A" through "G", that corresponds to the days pending.  Under DETAIL, enter the letter "Y".  With the printer on, press the Enter key.





6.05  TIMELINESS -- W20 SCREEN





	The W20 screen is a tool for viewing trends in the workload and making comparisons of work units.





	a.  The W20 screen displays the counts for the number of issues where final disposition (PCLR or �
CAUT) action has been taken for the current or previous month.  The operator has the option of viewing the time periods as number of cases completed or as percentage of cases completed under the particular end product.  In addition, the figures for the previous month can be requested by either count or percentage; these figures represent total work completed the previous month.  If the EPC Type selected is C&P or VRC, a three-screen roll down is required to display all end products of that type.  On the first of the month the current figures become zeros in the system and on the screen.





	b.  The average days to complete figures for the regional office are based on the terminal digit range specified.  The RDPC figures are based on all digits for cases processed by the serving regional data processing center.  The complete time for pending issues is the disposition date minus the date of claim plus one.





	c.  The "average control time" measures the number of days required to place issues under Target end product control, that is, the date of establishment minus the date of claim.





	d.  If action is completed on an issue that is under "future diary" control, the complete time for future diary actions is from the maturation date to the completion date.





	e.  Detail listings are not available from this screen.





6.06  FOLDER DELAY STATUS -- W30 SCREEN





	The Folder Delay Screen is designed to monitor problems in pulling, establishing, and transferring folders.  It is only useful if optional DISPing is performed.





	a.  The information for the W30 screen is obtained from the pending issue file and is dependent on entries on the S99 (DISP) screen.  Whenever a folder is associated with a claim, the next DISP transaction should have an entry showing the folder is with the claim.  If the S99 screen is properly completed, accessed by automatic default when using CEST/PEST or the use of the DISP command, then problems in the correspondence or files activity can be monitored.





	b.  To obtain printed detail listings of the cases on Folder Delay Status screen, enter the letter "X" under DETAIL and press the Enter key.





6.07  MISCELLANEOUS WIPP STATUS -- W40 SCREEN





	This screen shows the total number of cases that have been delayed, why or where, and the average delay days in processing.  The average delay days information is displayed either for all EPC's within an EPC Type or for one specific EPC selected by the operator.





	a.  Rejected Transactions Over 10 Days.  The number of cases with uncorrected rejects which have prevented processing.





	b.  Pending Authorization Over 5 Days.  The cases where all work action has been completed except for the decision to approve or disapprove the action by the authorizer.  These cases are to be closely monitored by supervisors to insure that the number is kept to a minimum.





	c.  Cases in Rating Board Over 7 Days.  The number of cases which have been in the rating board more than 7 days.  DISPing in and out of the rating board is no longer required.





	d.  Pending Acceptance Over 5 Days.  A category not based on activities within the regional office.  Cases are identified in this category because of overlaps in processing cycles or delays in posting completed transactions at the RDPC.


�
	e.  Number of Rejects.  The number of outstanding rejects is available only for EPC Types other than C&P.  It is not available for C&P because of the number of messages generated.





	f.  Listing of Cases.  To obtain a listing of cases under the categories listed in paragraph 6.07a, b, or c, a letter "Y" or "A" must be entered to the left of each category desired.





6.08  MATURING PENDING ISSUES -- W50 SCREEN





	There are two purposes for the Maturing Pending Issues screen.  Column A identifies issues which will mature within the next 7 days.  These include pending issues established with a future date control as well as diaries attaining their suspense date.  Columns B through G display issues which have already matured and are now in the age categories listed.  This screen allows a supervisor substantial discretion in identifying problem areas and resolving out-of-line situations in particular end products.





	a.  The age of claims on the W50 screen is based on the suspense date generated during CEST/PEST processing, not the date of claim.  This suspense date is automatic for a given end product (M21-1, Pt.  II, par. 1.05c(2)(c)). However, the automatic selection may be modified by the manual entry of a desired future date on the claims establishment screen.  The suspense date of an existing pending issue file can also be modified during PCHG or when the S99 screen is accessed during a command other than DISP.





	b.  As the individual issue matures and remains pending, it progresses from Column A to Column G.





	c.  A detail listing of cases from Column A must be obtained weekly to assure timely processing of claims.





	d.  Detail listings are obtained in the same manner as with the W10 screen. (See par. 6.04b)





6.09  MATURING DIARY ISSUES -- W60 SCREEN





	The purpose of the Maturing Diary Issue screen W60 is to identify the number of issues that have been diaried in the pending issue file for future action or establishment of an actual pending issue.  Based on instructions dated March 5, 1990, no diary issues are to be established under EPs 110, 140, 170, 173, 174, 293, 500, 510, 600, 680, or 690.  The information available on the W60 screen provides division management the opportunity to plan in advance for this segment of the workload.





	a.  The  information shown on the screen progresses from Column A to Column F and is dropped from the system on the day after it is due.  Upon maturity, a pending issue is established and the cases will appear at the appropriate age on the W10 and W50 screens.





	b.  Detail listings are obtained in the same manner as with the W10





6.10  PENDING APPEAL CASES -- W70 and P70 SCREENS





This screen will display counts for each operating element under the status codes 05, 10, 20, 41, 42, 51, and 85.





	a.  The count for each transfer code represents the current number of cases pending under each age category.





	b.  Detailed listings (P70 screen) are available from this screen.  The fields "Transfer Codes" and "All" are mutually exclusive.  If all the cases under a transfer code are to be printed, an "X" is to be placed under the "All".  The other required entries are "Terminal Digit Range", "Column", an "X" under "Detail", and "W70" in the "Next Screen" field.


�
	c.  The detailed listing (P70 screen) shows the number of days elapsed 51, to the current date.





6.11  COMPLETED APPEAL CASES -- W80, W81, W82 AND P80 SCREENS





	This screen displays the count of resolved appeals (at the regional office) under codes 30, 40, 43, 50, 53, and 70.  RO PERSONNEL  SHOULD  PCAN THE APPEAL (granted or denied).  The associated EP 170 will not appear as a pending issue on the W10 screen, but can be viewed using PINQ or SINQ, and for codes 40, 50, 53, and 70.





	a.  An EP 170 coded 30 or 43 will be indefinitely inactivated.  The ATS can be reactivated when a subsequent code is entered.  For example, a case forwarded to BVA is coded 30 and then remanded, the entry of code 51 will reactivate the appeal control under EP 170.  If BVA returns the appeal as granted or denied, the EP must be canceled to close out the control.





	b.  An EP 170 coded 50 or 53 will be inactive for 12 months plus the stub month from the date of coding.  The appeal will be activated whenever a subsequent code is entered within this twelve month period.  If no code is entered by the end of this period, the system will automatically cancel the EP 170.





	c.  An EP 170 coded 40 or 70 will be inactive for one month plus the stub month.  The appeal will be reactivated if a subsequent code is entered during this time frame.  If no code is entered by the end of this period, the system will automatically cancel the EP 170.  DO NOT USE EP 170 FOR AWARD ACTION OR PCHG EP 170 TO ANY OTHER EP; CEST/CADJ EP 020 or 120 AND PREPARE AWARD.





	d.  The count for each code represents the number of appeals resolved by the RO as of end of month.





	(1)  Detailed listings (P80) are available.  The detailed listing shows the elapsed days from the date of coding on the NDT screen.





	(2)  Updates to the ATS are batch processed on the last working day of each calendar month to update all appeal actions done that month.





	(3)  CO receives monthly batch reports showing the number-of resolved appeals at each regional office.





SUBCHAPTER II.  MANAGEMENT APPLICATION





6.12  GENERAL





	The WIPP Subsystem provides statistical data regarding current pending claims (W10), past performance (W20), ongoing performance (W20), specific areas (W30 and W40), future workload (W50 and W60) and appeals (W70 and W80).  Division management should review these screens with the goal of improving claims processing timeliness by identifying specific problem areas and instituting corrective procedures.





6.13  WIPP USER PLAN





	Every division must maintain a current WIPP User Plan in memorandum format.  The following elements should be considered in formulating that plan:





	a.  Cases on WIPP review should be analyzed and action taken promptly when received.  It serves no purpose to allow cases to pend awaiting review.  The WIPP User Plan should include provisions for review during the absence of the primary assigned reviewers.





	b.  Specific annotation requirements must be included in the WIPP User Plan.  When the WIPP review results in continuation of an end product, a permanent portion of the claims folder is to be annotated with �
the pending end product and the letter "p" (pending) as well as the date and reviewer's initials.  This provides an action audit trail when folders are subsequently reviewed.  The reviewer should also annotate her/his WIPP list with sufficient information to allow her/him to compare it with the next WIPP list to quickly identify cases not requiring folder pull thereby decreasing both demand on file activity time and review time.





	c.  The retention requirements indicated in par. 6.14 must be specified in the WIPP User Plan.





	d.  In general, for management purposes, it is best to review cases based on date of claim rather than suspense dates.  Since reviewing cases based solely on suspense dates builds a delay onto the entire review process, the basis for supervisory WIPP reviews should be the W10 screen because it focuses on date of claim.  The reviews should be assigned to supervisors/managers based on their level of organizational responsibilities.





	(1)  Depending on the local resources, management assistants, unit chiefs, sections chiefs, the Assistant Adjudication Officer and the Adjudication Officer might be assigned specific age categories of different end products to review on a monthly cycle.  All claims pending beyond their corresponding goal must be reviewed monthly.





	(2)  Senior adjudicators or training instructors or quality specialists might review some end products as early as 7 days (Column A) to detect development trends or reasons for delays since this type of review is targeted towards obtaining statistical data for an identified problem or as part of a systematic analysis of operations.  The unit chiefs' efforts should be concentrated on a monthly review of all cases in the column prior to the end of an end product's timeliness goal.





	(3)  For the claims that remain in a pending status longer than six months, division management must ensure that monthly reviews are completed to ensure that every effort is exercised to obtain evidence necessary for their proper completion.  To accomplish this end, specific review responsibilities for over six month old cases must be part of the overall WIPP User Plan.





	(4)  In a similar vein, cases in a pending status for more than one year should be personally reviewed by the Adjudication Officer.  If personal reviews are not feasible (and the reasons should be fully documented), then as an alternative, he or she must review a monthly report prepared by the individual(s) or team(s) designated the review responsibilities.  The AOs annotated listings or the monthly reports will be retained in accord with the requirements in paragraph 6.14.





	e.  Management should regularly review the W20 screen to identify workload trends, to statistically compare work units within the division, and to monitor delay time for establishing end product controls.  W10 screen delay times for pending cases should prove a useful tool in managing W20 delay times for completed cases.





	f.  In conjunction with the BPRT screen, the correspondence supervisor might review the W30 on a monthly basis so that documents with folder transfer requests over 45 days old do not remain in the-permanent transfer-in file without follow-up or adjudicative action.  The in-preparation data can be used to identify claims CESTed seven days before and still in the in-preparation status -- this will avoid "No Record" mail as a result of the establishment of pending issue control when folder creation is still pending.





	g.  The senior adjudicators should be assigned to review the W40 screen for rejects and cases pending CAUT over 5 days.  All cases pending CAUT over 5 days should be immediately reviewed and finalized.





	h.  Cases in column A of the W50 screen should be reviewed weekly, preferably by the adjudicator assigned a particular set of terminal digits or end products to complete action at the time the control diary matures.  Due process issues controlled under end product 600 should be given special attention with a mandatory search requirement contained in the WIPP User Plan.  Other cases should also be searched unless �
there is a current charge-out or DISP information indicates that appropriate action is pending.  This judgment must be based on the reason for and age of the charge-out.  Reasonable time guidelines should be defined beyond which special search must be initiated regardless of the charge-out reason.  When appropriate, suspense dates must be updated to ensure future action is taken when the new suspense matures.





	(1)  Management should periodically review columns B-G of the W50 screen or the annotated list of the assigned reviewers to ensure review requirements are being met and that end products are not progressing from one column to another without review or adjudicative action.  The extent and frequency of the review is a local option.





	(2)  Although the suspense dates of EPs 170 can be changed, do not use the W50 to review EP 170.





	i.  Likewise, management should periodically review the W60 screen to ensure correct use of the future diary control (see paragraphs 6.0lb and 6.09 for an explanation of the use of the future diary control).





	j.  Monthly review of codes 05, 20, 42, and 51 on the W70 screen is essential to ensure proper maintenance of the controls in the pending appeal cases.  Codes 10, 41, and 85 may be reviewed periodically at the discretion of local management.





	(1)  Review should identify whether actions are correct and timely.  Analysis of this information should point out areas that need corrective action.





	(2)  Code 51 review can be accomplished using the W10 or W70 screens.  (As use of the W10 screen will not readily identify remand cases, consider the use of a DISP notation.)  Review of code 51 cases shall be conducted by the Adjudication Officer or his/her designee.





	k.  The W80 screen should be reviewed monthly for codes 40 and 70, semiannually-annually for codes 30 and 43, and periodically for codes 50 and 53.





	(1)  Cases in code 70 status should be reviewed by the penultimate working day of the month to ensure necessary award actions are finalized.  Cases in code 40 status should-be reviewed to ensure that appeals are properly resolved.





	(2)  Cases in code 30 or 43 status can be cross-checked using the VAFs 21-7216a kept in the temporary transfer-out files.  This ensures that all cases forwarded to BVA are properly coded 30 or 43 in ATS; and, upon return from BVA, that the EP 170 is canceled for BVA resolved (granted or denied) appeals and EP 120 is established for BVA granted appeals.





		(3)	 Cases in code 53 status should be reviewed to ensure that hearing requests, statements with or without evidence that can be considered "In lieu of VAF 9", and requests for an extension to submit VAF 9 were not overlooked during initial mail review and screening.  Adequate up front reviews and screening are crucial to ensure timely processing of appeals.





	(4)  Cases on code 50 listings generally identify situations where a claims folder has been permanently transferred or the appellant has passed away.  Periodic reviews should be completed to ensure proper coding of transferred claims folders, and that accrued claims under EP 165 are identified.





6.14  RETENTION OF DATA AND MANAGEMENT ANALYSIS





	a.  To assure continuity of data, a system should be established to determine when WIPP screens are to be obtained, printed, and reviewed.  Generally, the first workday of the month is the most suitable since the previous month's statistics on the W20 screen are available.  Weekly detail listings of W50 (see par. 6.08c) and W60 screens (see par. 6.09), column A are required.  Additional points during the month may be designated at the discretion of management to obtain prints as necessary.


�
	(1)  Prints of statistics should be obtained by the Adjudication Officer, or designee, for the division.  Prints of statistics are to be by division, section, and unit to allow a comparison of data within the division.





	(2)  Prints of the unit and section statistics of W20 screen, previous month should be retained for a minimum of one calendar year. (Maintenance of the same monthly data, broken down by section and unit, as a record on a personal computer satisfies this requirement.) There is no need to retain division W20 previous month data since these are the data contained in a DOOR report (prior AMIS report 3EYl).  Prints of work in process, W10 and maturing issues W50 should be kept for a minimum of 12 consecutive months.  Prints of W30, W40, and W60 should be obtained, maintained, and destroyed in accordance with RCS VB-1, part I, item 13-052.400. In addition, prints W10, W20, and W50, will be destroyed in accordance with RCS VB-1, part I, item 13-052.400.





	(3)  Prints of W10 and W50 screens and related detail listings, annotations, and notes of case reviews by the supervisor should be maintained for a period of least 6 consecutive months by the unit chiefs and section chiefs.  Any case that remains in the over 180-day old category should be well documented to show why final action was delayed.





	b.  Division management should monitor both monthly and 12-month cumulative data for each end product to ensure that case processing meets timeliness standards.  Reviewers should note findings that adversely affect processing timeliness so that corrective procedures and/or training can be accomplished.
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