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�
CHAPTER 4. SYSTEMATIC ANALYSES OF OPERATIONS





SUBCHAPTER I. GENERAL





4.01 PURPOSE





	a.  SAOs (Systematic Analyses of Operations) are tools through which management can identify problems, and recommend corrective actions.  An SAO provides a means of self-audit and continuing evaluation through which management is kept informed. SAOs also provide a method for reviewing local internal control systems.  The requirements in this chapter complement existing departmental internal control guidelines.





	b.  SAOs compare achieved performance levels with program standards.  The SAOs identify those areas needing improvement, and recommend appropriate corrective action.





4.02 SCOPE





	a.  In addition to the required and suggested topics indicated in Subchapter II, SAOs may encompass all Education Division activities.  For example, SAOs of education issues may be used to:


compare the results of Education Service Quality Assurance reviews with those of RPO Quality Improvement reviews;


determine the degree of program effectiveness and efficiency through appraisal of organization, staffing, manpower use, funds, and other resources;


identify areas for improvement in rendering service to beneficiaries; or


perform gap analysis with regard to performance measures on the Education Balanced Scorecard.





	b. The time allotted to an SAO should be commensurate with the size and complexity of the activity under review.





4.03 RESPONSIBILITY





	The Education Officer is responsible for the conduct of SAOs of the activities under his or her jurisdiction, consistent with the requirements of this chapter, and with station policies.





	(1)  For claims processing and customer service activities in the Education Division, supervisory personnel or program/management analysts assigned to the Office of the Division Chief should perform the SAOs.  Non-supervisory personnel should not ordinarily perform them.





	(2)  For Education Services activities in the Education Division, Education Liaison Representatives and senior compliance specialists may be included in the SAO process.





4.04 ANALYSES





	a.  In performing an SAO, keep in mind the following principles:


Approach your analysis in a positive manner.


Base your analysis on pertinent statistical data and performance standards.


Conduct your analysis objectively and impartially.


Present critical comments in an informative manner.


Identify and analyze problems, rather than find fault with individuals or units.


Specifically identify the causes of deficiencies.


Propose appropriate corrective actions to be taken.


Place primary emphasis on improving future performance, rather than on criticizing the past.


�
b.  The following are examples of the kinds of questions to answer when performing an SAO:





EXAMPLE 1: 


Does performance conform to established program standards?


If not, how great is the deficiency, and what are its causes?


How can those causes be counteracted to improve performance?





EXAMPLE 2:


Is the manpower expended consistent with the quantitative and/or qualitative results obtained?


If not, do the existing organization and procedures allow for the most effective and efficient use of manpower?


If not, what organizational or procedural changes would improve effectiveness or efficiency?





EXAMPLE 3:


Is quality or efficiency lowered by shortage or improper use of skills, equipment, supplies, etc.?


If so, what changes are needed to provide better or more efficient service?





4.05 SCHEDULING IMPROVEMENT ACTIONS





	a.  Whenever you identify significant opportunities for improvement as the result of SAOs, be specific in terms of what is expected and when it is to be accomplished.


Assign responsibility for local projects to specific individuals or units.


Develop plans of action.


Set the time frame for accomplishment of corrective actions.


Provide needed staff assistance.





	b. Include any specific plans for corrective actions, as well as documentation of the actual results of those actions, in the SAO file.





SUBCHAPTER II. TOPICS AND MINIMUM REQUIREMENTS





4.06 REQUIRED AND SUGGESTED TOPICS





TOPIC�
TYPE�
FREQUENCY�
�
Education Claims Processing Workflow and Use of Management Controls�
Required�
Annual�
�
Large One-Time Education Payments�
Required�
Annual�
�
Timeliness of Education Services Actions �
Required�
Annual�
�
Work-Study�
Required�
Annual�
�
Sensitive Files and Employee Access�
Required�
Annual�
�
Quality of Upstream Actions�
Suggested�
As Needed�
�
Timeliness of Education Claims Processing�
Suggested�
As Needed�
�
Quality of Education Claims Processing�
Suggested�
As Needed�
�
Quality of Letter Writing�
Suggested�
As Needed�
�
Administrative Error Decisions�
Suggested�
As Needed�
�
Education Telephone Service�
Suggested�
As Needed�
�
Quality of Education Services Actions�
Suggested�
As Needed�
�
Compliance Survey Completion Rate�
Suggested�
As Needed�
�



�
4.07 MINIMUM REQUIREMENTS





	For the SAOs listed in paragraph 4.06, the minimum review and analysis elements are listed below:





	a.  Education Claims Processing Workflow and Use of Management Controls





	(1) Document the intended workflow procedures and compare them with actual practice.





	(2) Review divisional requirements for management controls such as WIPP (Work-In-Progress) User Plan and compare them with actual practice.





	(3) Conduct an analysis of the effect of specific steps in workflow processes on time required for various types of education cases.





	(4) Review priority assignment of education documents to assure prompt processing.





	b.  Large One-Time Education Payments





	(1)  Review the number of cases requiring review by the director or assistant director.





	(2)  Review the timeliness of the certifications.





	(3)  Review the accuracy of payments.





	(4)  Analyze trends





	c.  Timeliness of Education Services Actions 





	(1)  Compare Average Days to Complete of individual stations and the regional as a whole.  (Source: WIPP W20 screen, DOOR Report 1012.)





	(2)  Compare age of pending actions at individual stations and the regional as a whole.  (Source: WIPP W10 screen.)





	(3)  Analyze trends.





	d.  Work-Study





	(1)  Review productivity, timeliness, and quality of work study processing.





	(2)  Analyze trends.





	e.  Sensitive Files and Employee Access





	(1)  Review requirements for establishing sensitivity levels in TIMS and BDN for claimant folders and compare them with actual practice.





	(2)  Review requirements for assigning employees access to sensitive folders at the various levels in TIMS and BDN and compare them with actual practice.





�
	f.  Quality of Upstream Actions





(1)  Review a random sample of indexing cases.





	(2)  Identify reason for the errors.





	(3)  Analyze trends





	g.  Timeliness of Education Claims Processing





	(I) Compare Average Days to Complete for the preceding 6 months to Balanced Scorecard Targets.  (Source: WIPP W20 screen, DOOR Report 1016.)





	(2) Compare Average Delay Time of education issues with the standard in M22-4, Part III, Paragraph 1.22c. (Source: WIPP W20 screen, DOOR Report 1016.)





	(3) Analyze proportion of education issues pending over 90 days.  (Source: WIPP W10 screen, DOOR Report 1016.)





	h.  Quality of Education Claims Processing





	(1) Compare results of Quality Improvement Reviews during preceding 6-month period with Balanced Scorecard Targets.





	(2). Discuss sample size and quality review procedures.





	(3) Analyze trends.





	i.  Quality Of Letter Writing





	(1)  Locally generated letters, including PCGL letters.





(2)  Review for format, grammatical and content errors.





(3)  Analyze trends





	j.  Administrative Errors





	(1)  Review the number of cases requiring administrative errors decisions.





	(2)  Review and identify reason for the errors.





	(3)  Analyze trends





	k.  Education Telephone Service





	(1)  Compare Blocked Call Rates and Abandoned Call Rates during preceding 6-month period with Balanced Scorecard Targets.





	(2)  Discuss staff size and available telephone lines.





	(3)  Analyze trends.





�
	l.  Quality of Education Services Actions





	(1) Compare results of Quality Assurance Reviews during preceding 6-month period with Balanced Scorecard Targets.





	(2)  Analyze trends.





	m.  Compliance Survey Completion Rate





	(a)  Compare prior year's schedule and current year's schedule.





	(b)  Discuss adjustments required (additions or deletions) this year.





	(c)  Analyze two quarters’ compliance survey completion rate.  (Source: DOOR Report 1011.)





	(d)  Estimate full year’s rate and compare with Balanced Scorecard Target.





SUBCHAPTER III. SAO SCHEDULE AND REPORTS





4.08 SAO SCHEDULE





	a.  Conduct SAOs on a schedule that meets the requirements of paragraph 4.06 above.  You may schedule topics or elements more frequently than the required frequency in order to determine trends, obtain facts for special reports, or obtain management information in specific areas.  Retain the findings of such interim studies and include them in the SAO report for the major area involved.  Reports made by supervisors in the normal course of work which are not otherwise a part of the SAO program may be included as part of a scheduled SAO.  When the scheduling of an SAO matches that of another internal control review, the elements of the SAO may be included in the other review.





	b.  Develop and maintain an annual SAO schedule for the division showing the topic for analysis, the frequency of analysis, the staff member responsible for the report, and the month in which due.  In addition, if the analysis is done as part of another report, clearly identify where to find it.





4.09 SAO REPORTS





	a.  To be effective, reports of SAOs should be as concise as possible.  At the same time they must be clear and complete enough to be understood by users.





	b.  The Sample Format shown in Figure 4.1 below is appropriate for all SAOs.  However, you may determine the specific report format locally and adjust it to meet special needs.





	c.  Ensure that each SAO—or any local report you are substituting for an SAO—states clearly what was reviewed, the time period covered, and how the review was conducted.  Analyze deviations from the manual, major changes from previous reviews, noteworthy accomplishments, major problems, and anticipated trends.





	d.  Support all conclusions with statistical data, factual information and evidence, and explanations of causes.





	e.  Identify and explain proposed solutions to noted problems as well as issues and questions needing further study.





	f.  Discuss current status of areas noted as problems in the prior review of the topic.


�






SAMPLE SAO REPORT FORMAT





1.	Subject.  Use the title assigned for the required and suggested SAOs listed above.  For other SAOs, choose a short phrase that describes the area reviewed.





2.	Scope and Method.  State the data reviewed, the time period covered, and the methodology or means by which the analysis was conducted.





3.	Findings





	a.  Use the "report by exception" principle--concisely state what was found on review that needs corrective action.





	b.  If applicable, state findings in terms of broad statistical statements.  (EXAMPLE:  80 percent of original claims received in the first quarter of FY 2000 were completed in less than 30 days.)





	c.  To show detailed findings, use exhibits consolidating statistical findings or use charts, graphs, or figures which support narrative statements.





4.	Conclusions and Recommendations





	a.  State a firm conclusion, either favorable or unfavorable, based upon what the findings demonstrate.





	b.  If problems were found, make recommendations for resolving them.  If there are no recommendations, say so.








Figure 4.1
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