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CHAPTER 7.  SYSTEMATIC ANALYSES OF OPERATIONS (SAO)





7.01  ADJUDICATION DIVISION POLICY





	An SAO is a written analysis of an organizational element or an operational function of the division.  A well written SAO is a valuable tool for management to identify existing or potential problems and define corrective actions.  Systematic analyses will be carried out in all activities under the jurisdiction of the Adjudication Officer to:





	a.  Monitor progress toward established goals and objectives pertinent to subject areas.





	b.  Describe corrective actions to facilitate the achievement of specific goals.





	c.  Identify all out-of-line and other serious situations relating to division operations and activities.





	d.  Identify opportunities for improvement in conducting internal operations and in providing service to claimants.





	e.  Take action to achieve improvements consistent with the responsibility and authority of the Adjudication Officer.





	f.  Refer for consideration those opportunities for improvement which require change in policy or other directives, or other action by higher authority.





	g.  Determine the degree of effectiveness, efficiency, and economy through appraisal of organization, methods, productivity, staffing, and utilization of manpower, funds, and other resources.





7.02  RESPONSIBILITY





	The Adjudication Officer is responsible for all Adjudication Division SAOs required by this chapter as well as those required by station policies.





7.03  SCOPE





	Systematic analyses will encompass all elements of Adjudication Division activities.  The time allotted to the review will depend on the size, scope and complexity of the activity under study.





7.04  CRITERIA





	a.  Policy, procedure, and requirements contained in all VBA directives may be utilized as evaluation criteria.  Specific information on systematic analyses of education operations pertaining to the Adjudication Division are contained in M22-3.





	b.  SAOs should ensure effective and efficient benefit delivery.  Each analysis must address, at a minimum, these two key assessments: (1) identification of problems and/or potential problem areas, and (2) corrective actions necessary to achieve specified goals.





7.05  SCHEDULING IMPROVEMENT ACTIONS





	Whenever problems or significant opportunities for improvement are identified by an SAO, the report should include recommended actions to remedy the problem or to implement processing improvements.  The recommended actions will be specific in terms of what is expected and when it is to be accomplished.  When specific recommendations are made, the plans for corrective action as well as the time frame necessary for �
completion should be included in the SAO file.  Documentation of the actual corrections should also become part of the SAO file.





7.06  AREAS TO BE COVERED





	a.  Systematic analyses of operations in the Adjudication Division should be performed at least annually and must cover all aspects of claims processing, including quality, timeliness and related factors.  The areas for review listed below indicate the minimum areas to be included.  Division management may expand the areas of consideration to ensure a thorough analysis.





	b.  Areas for review





	(1)  CLAIMS PROCESSING TIMELINESS





	(a)  Average control time





	(b)  Average days to complete





	(c)  Age of pending workload





	(d)  WIPP User Plan implementation and effectiveness





	(e)  Special WIPP reviews, such as due process cases





	(2)  QUALITY OF RATING ACTIONS





	(a)  Monthly Quality Improvement review findings





	(b)  Central Office Quality Assurance findings





	(c)  Sample size





	(d)  Analysis of single signature procedures





	(e)  Overall trend analysis





	(3)  QUALITY OF AUTHORIZATION ACTIONS





	(a)  Monthly Quality Improvement review findings





	(b)  Central Office Quality Assurance findings


	


	(c)  Sample size





	(d)  Trend analysis





	(e)  Due Process





	(4)  QUALITY OF DEVELOPMENT ACTIVITY





	(a)  Initial development actions





	(b)  Burials





	(c)  Service Medical Record requests





	(5)  QUALITY OF CORRESPONDENCE ACTIONS





	(a)  FNOD





	(b)  Transfer procedures and controls (permanent and temporary)





	(c)  No record mail





	(d)  CESTing





	(e)  Military files





	(6)  QUALITY OF FILES ACTIVITIES





	(a)  Files maintenance





	(b)  Active mail





	(c)  Drop mail





	(d)  Search mail





	(e)  Sequence schedule





	(f)  Locked files





	(7)  QUALITY OF LETTER WRITING





	(a)  Locally generated letters, including PCGL letters





	(b)  Form letters





	(c)  Proper use of BDN letters





	(8)  EXAMINATIONS AND HOSPITAL SUMMARIES





	(a)  Timeliness and adequacy of examinations for rating purposes, to include an assessment of examiners' compliance with the revised Physician's Guide (M21-1, Pt. VI, Ch. 1)





	(b)  Timeliness of hospital summaries





	(c)  Effectiveness of AMIE





	(d)  Summary of joint conferences with medical facilities (M21-1, Pt. VI, Ch. 1)





	(9)  TIMELINESS OF HOSPITAL ADJUSTMENTS





	(a)  A&A and HB (include current nursing home study results)





	(b)  Pension





	(c)  Paragraph 29 and 30


�



	(d)  Incompetent veterans





	(e)  Effectiveness of AMIE (including results of DHCP database audit)





	(10)  APPEALS





	(a)  Analysis of appeal processing steps, to include an assessment of the timeliness and quality of each. 





	(b) Analysis of  appeals coded in status code 41, Certified for BVA Review, to include the results of a quality review of a sample of these cases.  (Annually, each office will review a randomly selected sample of cases based on the number specified for its station size in paragraph 2.05f; the office must review approximately one-fourth of this total number every three months or the actual number of appeals coded into status 41 for a given quarter, whichever is lower.  As part of this review, the quality of the appeal processing for each case will be reviewed using the precertification/certification checklist furnished in C&P Service letter 95-58, dated July 17, 1995, and which will be incorporated in M21-1, Part IV, Chapter 8.)





	(c)  Specific analysis of the station's remands and reversals, to include the results of a quarterly review of the reasons for those remands and reversals, as well as a discussion of the special procedures being used to ensure timely turnaround of the remands.  





	(d)  Review of Appeal Tracking System coding (M21-1, Pt. II, Ch. 7)





	(11)  HEARING OFFICER FUNCTIONS





	(a)  Hearings





	(b)  Quality: decisions and development





	(c)  Timeliness:  scheduling, development, decisions





	(d)  Analysis of accuracy of workload data captured in DOOR (COIN 1003) compared to HOLAR to include an explanation of any difference between the two reports and action taken to correct any discrepancies.  At a minimum, corrective action should include notifying the C&P Service (214A) of the number of EPs 174 erroneously taken during each month of the review period, so that they may be removed from the station’s work count.





	(12)  DIVISION MANAGEMENT





	(a)  Staffing projections





	(b)  Workload projections





	(c)  Employee relations





	(d)  Performance evaluations





	(e)  Delegations of authority





	(f)  Communication (to include Adjudication Officer Memoranda)





	(g)  Division training


�
	c.  The quality and timeliness of claims processing must be reviewed in a systematic manner.  If acceptable quality and timeliness levels are not met, the situation must be analyzed and corrective action must be implemented.  A copy of the reports prepared under this paragraph should be maintained as part of the division records and available for review by the Compensation and Pension Service Field Operations Staff when preparing periodic staff analyses or during site visits.





	d.  The Claims Processing Timeliness Goals established in Chapter 4 are to be used to identify an out-of-


line situation.  The analysis and report requirements for out-of-line end products are defined in paragraph 4.08.





7.07  SYSTEMATIC ANALYSIS SCHEDULE





	a.  An SAO schedule for the division must be implemented showing the segment for analysis as defined by this chapter.  The schedule must also show the staff position responsible for the report and the month due.  The Adjudication Officer is responsible for preparing the SAO schedule annually.





	b.  SAOs will be conducted on a schedule that, at a minimum, meets the requirements established in this chapter.  However, analyses may be prepared more frequently than scheduled in order to determine trends, obtain facts for special reports, or determine quality in specified areas.  It may be necessary to analyze only a segment of an area of review more frequently than scheduled.  For example, if only search mail processing was determined to be a problem when the quality of files activities was reviewed, then search mail should be studied quarterly until the situation is resolved.  Retain the findings on such interim studies in the Division administrative files and reference these studies in the next regularly scheduled SAO on the topic.





7.08  SYSTEMATIC ANALYSES REPORTS





	a.  SAOs should be concise and contain a section for comments or concurrence from the division chief.





	b.  Retain a copy of the SAO and related working papers in the Division administrative files.





	c.  Dispose of these reports and related material in accordance with RCS VB-1, part I, item number 13-098.000.





	d.  The recommended format shown in Figure 7.01 is for guidance purposes.  The station Director may authorize use of an alternate format, as long as the topic is adequately analyzed and findings, conclusions, and recommendations are reported.





	e.  Stations may transmit SAOs electronically (e-mail) or on a 3 1/2 inch diskette in WORD format when submission to the C&P Service is necessary.


�



SAO REPORT FORMAT








DATE:





TITLE:





TOPIC:





REFERENCES:








DESCRIPTION OF REVIEW:  (Date of review, criteria used, sampling techniques, findings of last review.)





FINDINGS:  (Summary of results of review and comparison with findings of prior review.)





	(List all subtopics for the subject area being discussed and outline specific conclusions for each subtopic--sample subject area is Quality of Files Actions.)





	1.  Files Maintenance:





	2.  Active Mail:





	3.  Drop mail:





	4.  Search Mail:





	5.  Sequence Schedule:





	6.  Locked Files:





CONCLUSION:  (Evaluate the area under review, compare findings with established program requirements or guidelines and specify any deficiencies, include references used in making the determinations.)





PREVIOUS REVIEWS/ACTIONS:  (Discuss the impact of actions taken as a result of previous or ongoing management actions.)





RECOMMENDATIONS:  (Proposed actions to correct deficiencies or improve operations.)
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