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CHAPTER 17.  CENTRALIZED TRANSCRIPTION MANAGEMENT





17.01	PURPOSE AND SCOPE



a.	 This chapter provides operational procedures for the effective and efficient management of a Centralized Transcription Activity (CTA).



b.	 A CTA is established to provide centralized typing service for all field station activities.  It is important that every element direct as much material as possible to the CTA through a central dictation system, cassettes, or by worksheets.



c.	Use word processing equipment to the fullest extent possible, including pattern libraries, electronic mailing of completed work and any other functions available that will efficiently and effectively enhance the processing of typing.



17.02 	RESPONSIBILITY



The Chief, Administrative Division, or Chief, Support Services Division, is responsible for the overall operation of a CTA.



17.03	ORGANIZATION



a.	 The organization and supervisory staffing of the CTA will vary according to the size of the station, workload, and number of employees assigned.



b.	 Organize the CTA as a separate section or unit under the division chief.  When 10 or more clerk-typists are assigned, the CTA should be supervised by a full-time supervisor.  Use a lead clerk-typist for each 6 to 10 clerk-typists to provide for proper work control and the continuing evaluation and training of employees.



c.	At stations where staffing in the CTA is less than 10 employees, it may be supervised by a working supervisor.



d.	To supplement supervisory personnel, fully trained clerk-typists may be used on a part-time basis to provide training and/or to ensure maximum use of assigned personnel.



17.04	OFFICE LAYOUT AND WORK ENVIRONMENT



a.	 Ensure that the physical layout of the CTA facilitates production, provides adequate supervision, and centralizes recording controls and distribution activities.
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b.	Restrict access to the CTA work area by unauthorized personnel.  Direct instructions, inquiries and/or complaints to supervisory personnel only.



c.	 Assign space in accordance with current standards.  An ergonomically developed work environment conducive to sustained production, including draperies, air conditioning, sound control carpeting, and acoustical wall and ceiling coverings, is essential.



d.	Locate cabinets or shelving to house forms, form letters and work aids in an area convenient to or near the CTA.  Locate mail distribution tables near the entrance to the activity.



e.	Locate recorders and support equipment in the work area of supervisory personnel, banked on a tiered console or housed in suitable cabinets.  Dictation equipment will be monitored by supervisory personnel.



17.05 	GENERAL



a.	 Ensure that correspondence produced in the CTA complies with the provisions of MP-1, part II, chapter 10, and other supplemental directives.



b.	 Issue a station directive to establish the purpose, scope and operational procedures of the CTA, including:



(1)	How to request services;



(2)	procedures for priority processing;



(3)	the Early Mail Release program (see paragraph 17.14);



(4)	instructions for requesting documents in the pattern library;



(5)	restrictions regarding lengthy handwritten material; and



(6)	any other necessary information.



c.	Only lines typed in the CTA will be included in this activity's workcount.  Lines typed in any activity outside the CTA will not be reported nor will time spent by personnel outside the CTA be loaned to the Administrative or Support Services Division.



d.	 Use conference recorders to eliminate the need for stenographers to record hearings.



17.06	MAINTENANCE AND DISPOSITION OF DOCUMENTS PREPARED IN THE CTA



a.	 See M20-4, part II, chapter 5, for procedures on maintaining CTA pattern libraries and the disposition of word processing documents.
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b.	Completed worksheets, except those processed under the Early Mail Release program, will be returned to the originator with the completed material.



c.	Maintain VA Forms 23-8658, Transcription and Worksheet Control Log, any locally developed logs, and VA Forms 23-8658c, Dictation Checksheet, and dispose of in accordance with RCS VB-1, part 1, item number 13-005.000.



d.	Dispose of completed Early Mail Release worksheets in accordance with RCS VB-1, part I, item number 13-077.000.



e.	 Dispose of VA Forms 23-8409, Quality Worksheet, in accordance with RCS VB-1, part I, item number 13-068.200.



f.	Dispose of obsolete forms and form letters in accordance with Records Control Schedule (RCS) VB-1, part I, item number 13-052.100 and obsolete publications in accordance with item number 13.029-000.



17.07	MAINTENANCE OF FORMS AND FORM LETTERS



a.	 The station Publications Control Officer (PCO) is responsible for informing the CTA of all new, revised or canceled forms, form letters and publications.



b.	 Maintain VA Catalog 1, Standardized Forms and Form Letters Log 1, and VA Catalog 1-P, Publications Catalog Log 1. Post changes reflected in monthly form, form letter and publications bulletins to ensure that stock is current.



c.	Establish procedures to ensure that obsolete forms, form letters and publications are immediately removed from CTA storage areas, supply cabinets and desks.



17.08	REQUESTING CTA SERVICES



a.	 Dictation is the preferred method to provide information necessary for the preparation of finished products, including forms, form letters and pattern paragraphs and letters.



b.	VA Form 70-4509, Correspondence Guide Worksheet, or VA Form 21-6747, Adjudication Worksheet, may also be used to request CTA services.  Computer printouts may be used as worksheets in accordance with locally established procedures.



c.	 Lengthy handwritten material will not be accepted by the CTA except for complex statistical reports.  Handwritten material which exceeds five lines of final typing is excessive.  All handwritten material will be reviewed by CTA supervisory personnel prior to assignment for typing.  If excessive handwritten material is continually received, the matter will be brought to the attention of supervisory personnel in the originating office.
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d.	Veterans' folders will not be sent to the CTA.  It is the responsibility of the originator to provide all information necessary for the preparation of a typed document.



17.09	 BROKERED WORK



a.	There may be times when a CTA is asked to process work for another field station.



(1)	Completed work will be electronically transmitted to the originating station whenever possible.  If electronic transmission is not possible, completed work will be returned to the originating station using the most expedient means available.



(2)	Transcribed cassette tapes will be returned by the most economical means.



b.	When work is processed by another station, it will be counted as pending work for the station completing the typing.  In addition, the lines typed will be counted as completed work by the station that does the work.



c.	The sending station will NOT count the work as pending, nor will the lines typed be reported by the sending station.



17.10	CONTROL OF PENDING WORK



a.	Use VA Form 23-8658, Transcription and Worksheet Control Log, to control pending work.  Batch worksheets and log in by batch number and date of receipt in the CTA.  Number dictation cassettes and log in by cassette number.



b.	 Control all pending work from the date of receipt until release to the originator.  Use VA Form 23-8658 to determine timeliness of service and to evaluate daily operating requirements in terms of staffing and workload.



NOTE: Any work received the last hour of the workday will be counted as work received the following workday.



c.	 An automated system of control is acceptable as long as it provides the same information as VA Form 23-8658.  However, if the automated system controls only incoming dictation, use VA Form 23-8658 to control worksheet requests.
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17.11	ASSIGNMENT OF WORK



a.	Develop procedures for the assignment of work.  Ensure that recordings and worksheets are transcribed in the order received, except priority requests, which will be processed in accordance with paragraph 17.12.



b.	 Cross-train employees in the preparation of all types of work processed in the CTA in order to maintain a flexible and proficient work force.  Specialization is discouraged.



c.	 Work assigned to trainees will be monitored by supervisory personnel.  Review completed work thoroughly until they are knowledgeable and fully trained in all areas of document preparation,



17.12	PROCESSING PRIORITY CORRESPONDENCE



a.	Priority processing will be held to an absolute minimum.  The personal convenience of the originator is not a basis for requesting priority work.



b.	 CTA supervisory personnel will control all priority requests.  Abuses will be immediately brought to the attention of appropriate personnel in order to resolve the situation.



c.	 Originators will attach VA Form 3245, SPECIAL-PLEASE EXPEDITE, to worksheets submitted for priority processing.  When priority dictation is required, the dictator will notify the CTA in accordance with local procedures.



d.	Release priority material immediately after it has been typed.



17.13	RELEASE OF COMPLETED WORK



a.	Deliver completed work to the CTA mail pickup point at intervals which coincide with regular scheduled messenger service to ensure a uniform flow of outgoing material throughout the workday.  Do not use CTA employees as messengers.



b.	 On quality control sampling workdays (see paragraph 17.18), documents selected for review may be held until the entire sampling size is collected.  However, this work must be released on the last messenger run of the day.



c.	 Correspondence prepared in the CTA will be dated by the originator, with the exception of correspondence prepared under the Early Mail Release program.
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17.14	EARLY MAIL RELEASE PROGRAM



a.	The Early Mail Release program expedites the release of correspondence by delegating authority to CTA personnel to release certain categories of correspondence.  Documents that require minimal typing, such as name, address, file number, salutation, and/or typing an "X" in a box, are examples of correspondence that may be selected for immediate release.



NOTE: Adjudication correspondence which grants, denies or adjusts benefits will not be released under this program in accordance with M21-1, chapter 4.



b.	 The advantages of implementing this program are:



(1)	 Correspondence is released 1 or more days earlier.



(2)	Folders may be released by the originator as soon as instructions  are dictated or worksheets are released to CTA.



(3)	 Additional hours are available for technical work by adjudicators, counseling psychologists, development and correspondence clerks, loan guaranty technicians, etc.



(4)	 Time spent processing, sorting and filing copies of Early Mail Release correspondence is more than offset by time saved in routing, sorting and delivering material to originators for association with related folders.



c.	Documents selected for release under this program will be specifically identified, in writing, by the appropriate division chief.  Identify standard VA form letters by the appropriate number, i.e., FL 21-8, FL 21-96, etc.  Identify pattern library documents by glossary or library number.



NOTE: If standard form letters are included in pattern libraries, they will be identified by glossary/library number AND by the form letter number.



d.	 CTA supervisory personnel will delegate authority, in writing, to qualified CTA personnel to release material under this program.  The delegation will be acknowledged by the designated employees and maintained by the Administrative/Support Services division chief.



e.	 Conduct quarterly reviews to ensure that the quality of the material typed for release under this program is fully acceptable.
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f.	 Procedures for release are as follows:



(1)	Date correspondence at the time it is typed.



(2)	Use a stamp with a facsimile signature if authorized by the appropriate division chief.



(3)	Include the name, mail routing symbol of the employee authorized to sign correspondence, and the date correspondence is released on official file copies.  Conspicuously annotate the official file copy to reflect "Early Mail Release," "EMR" or "QR." A stamp with the above information may be used.



(4)	Send official file copies daily to the appropriate file activities for drop filing.



17.15	PATTERN LIBRARIES



a.	 Each field station will create pattern libraries consisting of repetitive material such as letters, paragraphs, and text to be included on forms and form letters.



b.	All pattern library items will be approved by the station PCO prior to placement in the library. (See M23-1, pt. 1, ch. 18)



c.	 Field stations may use word processing systems to produce standard VA form letters (see DVB Supplement, MP-1, part II, chapter 4).  Establish procedures to assign responsibility for the maintenance and annual review of all pattern libraries.  Ensure that reviews specifically include standard VA form letters to ensure the integrity of them.



17.16	TYPIST AND DICTATOR RECORDS



a.	Maintain records of errors by CTA clerk-typists which are noted during day-to-day operations or as the result of quality reviews.



b.	 Limit retention of individual performance records to those needed to ensure acceptable quality, quantity and timeliness levels.  These records are appropriate to chart the progress of trainees, to evaluate the production of employees with work performance below an acceptable level, or to validate high level performance.  In addition, quality reviews may also be used for performance evaluation purposes.



c.	 Complete VA Form 23-8658c, Dictation Check Sheet, in duplicate to inform dictators of items which cannot be interpreted.  Attach the original check sheet to material which cannot be completed, and refer it to CTA supervisory personnel for review.  Establish local procedures regarding the return of such material.
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d.	 Retain records of clerk-typist errors and copies of VA Forms 23-8658c.  Evaluate quarterly to determine the need for refresher training.



17.17 TRAINING



a.	Conduct training for CTA personnel on a continuing basis in  order  to:



(1)	Increase the proficiency of each employee.



(2)	Motivate employees toward self-development through participation in

available training programs.



b.	Develop a guide which includes samples of properly completed work, as well as general information and instructions.  Guides will be current and up-to-date at all times.



c.	Conduct training for new dictators to develop basic dictating skills.  Distribute VA Form 23-6542, Dictating Instruction Card and Phonetic Alphabet, as part of dictator training.  A training guide for dictators may improve the quality of dictation.



d.	 Maintain documentation on all training conducted.



17.18	QUALITY AND TIMELINESS REVIEW



a.	 Basic instructions covering Statistical Quality Control (SQC) are in M20-2.



b.	Conduct regular reviews of completed CTA work in order to correct known or suspected deficiencies and to ensure that completed work meets acceptable standards.



c.	 Working supervisors may conduct quality reviews, but should not review their own work.



NOTE: Stations transcribing work from another regional office will include that work when conducting quality reviews.



d.	 Sampling days are preselected workdays on which samples of typed documents are randomly selected and reviewed for quality and timeliness.  Review completed work units 4 times each month.  Use one of the 5 plans shown below to select sampling workdays.  Once a plan is chosen, do not change plans before the beginning of the next fiscal year.
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��QUALITY SAMPLING WORKDAYS OF THE MONTH�



PLAN

NO.	Weekly Review



1	1st, 7th, 13th, and 19th or Last



2	2d, 8th, 14th, and 20th or Last



3	3d, 9th, 15th, and 21st or Last



4	4th, 10th, 16th, and Last



5	5th, 11th, 17th and Last



e.	 Sample Size Selection.  The number of documents to be reviewed each sampling workday is shown below.  Sample sizes are expressed in terms of completed documents, i.e., ratings, hearings, forms, form letters, pattern documents and any other transcribed material, typed and ready for release to the originator or release under Early Mail Release procedures.  The size of the sample depends on the average number of lines typed per workday during the prior fiscal year.  Compute this average and refer to the appropriate sample size.





Sample Size (Completed Documents)

CTA (Completed Work)



Average Number of Lines	Number of completed

Typed Per Workday During	documents to be included

Prior Fiscal Year	in Weekly Review



	350 or less	5

	351-1,000	8

	1,001-2,700	10

	2,701-4,400	15

	4,401-6,700	20

	6,701-10,000	25

	10,001-13,300	30

	13,301-16,600	35

	16,601-66,600	40

	66,601and  over	45



f.	 Random sampling ensures that a representative sample of documents is reviewed.  Samples are selected from the total number of documents typed so that each document has an equal chance of being selected.  Sound sampling procedures and accurate recording of results are essential to quality and timeliness assurance.
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g.	Control digits are the last one or two digits of the last file number assigned by BIRLS (Beneficiary Identification and Records Locator Subsystem) on the workday immediately preceding the sampling workday.  If this method is not used, refer to the Table of Random Sampling Numbers in M20-2, Appendix C.



h.	There may be occasions when there will not be enough documents in the designated control digit.  For example, the control digit is 6 and the sample size is 20, but there are only 15 documents ending in control digit 6. In this instance, also list all documents ending in digit 7. However, only 20 documents need to be reviewed.



i.	Use VA Form 23-8409, Quality Worksheet, to list the file number of each typed document reviewed and to record quality and timeliness review findings (See Exhibit A).  Instructions for completing VA Form 23-8409 are as follows:



(1)	 Type of Work Unit and Quality Indicator(s): Enter "Completed CTA Documents".



(2)	 Sampling Workday Plan: Enter number of plan, e.g., Plan 1 (see paragraph 17.18d, above).



(3)	Last File No. Assigned: Enter last file number assigned by BIRLS on the workday immediately preceding the sampling workday; e.g., 28 739 626.



(4)	 Listing Control Digit(s): Enter last digit of file number shown in (3) above.



NOTE: If additional control digits are used, be sure to note them.



(5)	Date:  Enter current date.



(6)	Initials:  Enter initials of person conducting the review.



(7)	Column (A) - Work Unit File Number:  Enter the file number of each document selected for review.



(8)	 Column (B) - Category Code: Enter a check mark under category code 1 or 2, as appropriate, for each document reviewed.  An explanation of these codes is shown below:



(a)	Code 1:  Any completed document requested via dictation.



(b)	Code 2: Any completed  document  requested  via  worksheet  or  authorized printout.



(c)	 Code 3:  Not applicable.
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(9)	 Column (C) - Date Received: Enter date of receipt of dictation or worksheet request as explained below:



(a)	 Conventional central dictation system: Date the disc, belt, or cassette is removed from the recorder.



(b)	Digital dictation systems: Date given at time of dictation as recorded on carbon copies of transcribed material.



NOTE: Where digital dictation equipment is in use, dictators will cite the date and time of day at the end of each period of dictation.  Typists will annotate the date and time as cited by the dictator on the file copy of completed transcribed material.  Work dictated during the last hour of the workday will be recorded by the typist as being received at the beginning of the next workday.  Example: A letter dictated on 12/1 at 3:30 p.m. (start of the last hour of the workday) will be recorded as received on 12/2 at 8:00 a.m. (beginning of the next workday).



(c)  Worksheets	Date worksheet is received in CTA.



j.	 Column (D)  Date Released: This date will always be the date the review is conducted.



k.	Column (E)-Lapsed Time (Workdays): Enter number of days from date of receipt, column (C), to date of release, column (D).  Both the date of receipt and date of release are included in the computation of lapsed time.  Nonworkdays are excluded.  EXAMPLE: Lapsed time for a document received on August 30, 1991, and released on September 4, 1991, is 3 workdays, excluding August 31, September 1 and 2 which are nonworkdays.  Lapsed time for typing received and released on the same day is 1 workday.



1.	Column (F) - Error Code: Enter check mark under error code 00 if lapsed time exceeds 3 workdays. Disregard Error Code "BC" as it is not applicable.



m.	Column (G) - Error Code: Enter check mark under the appropriate code(s) to identify quality errors as explained below:



Error Code	Quality Error Classification



01	Error in basic knowledge or understanding:  Incorrect syllabication, inaccurate capitalization, punctuation and/or paragraphing; incorrect format; misspelled words; incorrect figures, transposed figures or letters, typographical errors, etc.



02	Keyboard errors: Imperfect margins; shifting of capitals; failure to space between words; extra spacing between letters; strikeovers; piling of letters, etc.
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03	Addition or omission of a word, phrase or line; omission of identification data line.



04	Failure to annotate or attach enclosures; failure to  note carbon copy to service organization, etc.



n.	Measurement of Quality and Timeliness



(1)	Review each document for all quality errors noted.  A two-digit code identifies each classified error.  EXAMPLE: If the review reveals a misspelled word and enclosures are not attached to the letter, there are two quality errors.  Enter a check mark under error codes 01 and 04.



(2)	 Provide a brief explanation of each quality error on the reverse of VA Form 23-8409.



(3)	 The Acceptable Quality Level (AQL) for quality is 5.00 classified errors per 100 documents typed; AQL for timeliness is 2.00 classified errors per 100 documents typed.



o.	 Field Station Validation



(1)	 The person assigned to conduct SQC reviews and the first line supervisor are responsible for using proper sampling procedures, conducting valid reviews, and accurately recording the results.  Higher level supervisors must review SQC results to validate the findings, including the propriety of the sampling-procedures used to obtain the data reported. (See M20-2, ch. 4, par. 4.09 and 4.10)



(2)	At least twice a year, a responsible official will conduct validation reviews to ensure that:



(a)	Results of the reviews are an accurate reflection of  completed  work;



(b)	 Causes of deficiencies are identified and recorded as a basis for determining corrective action;



(c)	Identifiable improvements which can be made locally are accomplished promptly; and



(d)	 Recommendations are submitted promptly on action or assistance required at the Central Office level to improve operations in terms of quality and timeliness standards, mandatory procedures, or alternative work methods.
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(3)	Use completed VA Forms 23-8409 as the source to identify documents to be reviewed.  Samples selected will include cases previously reviewed, as well as documents passed over as excess in the initial sampling.  Record validation findings an the reverse of the VA Form 23-8409 used in the review.  Retain worksheets in accordance with paragraph 17.06c above.



p.	 Central Office Validation.  The Administrative Support Staff, Central Office, will validate quality and timeliness findings using the same criteria as shown in paragraph 17.18, above.  Division and station management will be advised of the findings of these validation reviews.



17.19	EQUIPMENT UTILIZATION AND MAINTENANCE



a.	The Administrative/Support Services division chief will be familiar with CTA equipment maintenance contracts.



b.	 Conduct annual reviews of these contracts and VA Forms 90-6112, Equipment Record, to ensure that equipment is being serviced properly and in accordance with the contracts, and to determine if equipment is sufficient to meet current and projected workloads.



c.	Use VA Form 90-6112 to maintain down time records.  Review these records annually to determine if down time is sufficient to warrant replacement.  Fully justify requests for additional or replacement equipment in accordance with MP-2, subchapter E.
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