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IMPROVING CRV TIMELINESS IN THE BALANCED SCORECARD



	1.  PURPOSE



	a.  Give field stations specific information about what other stations and Central Office are doing to improve timeliness in issuing Certificates of Reasonable Value (CRVs).



	b.  Ask stations to identify opportunities for improving their CRV timeliness and implement any of the ideas below that might be helpful.



	2.  BACKGROUND.  The 1999 goal for CRV Timeliness in the Balanced Scorecard is 20 days.  Seventeen stations had an average processing time of less than 20 days during September.  We recently asked the Construction and Valuation (C&V) Chiefs at those stations for the “secrets” of their timeliness success.  In addition to many indications of hard work and attention to detail, we got back excellent information about the following local policies and procedures that work for them.



	3.  WHAT FIELD STATIONS ARE DOING



Ensuring that lenders notify appraisers as soon as the assignment is made:



Discuss this issue at every meeting with lenders.



Place a message on the Automated Appraisal Assignment Processing System (AAAPS) to remind lenders to send VA Form 26-1805, VA Request for Determination of Reasonable Value, to the appraiser on the same day as the assignment is made.  Include a warning that lender delay in notifying the appraiser can result in cancellation of the case.



Encourage lenders to fax VA Form 26-1805 to the appraiser assigned.  One station requires appraisers to have access to a fax machine and provides lenders with their fax numbers.



Send appraisers the VA computer-generated assignment letter.  Have them contact the lender (or VA) if VA Form 26-1805 is not received within a certain number of days.
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After first warning lenders who persistently fail to notify appraisers in a timely fashion, one station then requires them to temporarily request appraisals in writing (by suspending their AAAPS access), if necessary.  Another station cancels any case in which the lender does not notify the appraiser within seven days.  We cannot recommend these actions, since they will likely cause additional delay in issuing the CRV and have a negative impact on an even more heavily weighted Balanced Scorecard measure – Customer Satisfaction.  See paragraph 4(c) regarding our plan to exclude processing time lost due to lender failure to cooperate.  



Ensuring that appraisers send their reports to VA in a timely manner:



Discuss this issue at every meeting with fee appraisers. 



Use C&V System Report Number 021 (“Outstanding Appraisal Reports”) to track fee appraiser timeliness.



Strictly enforce the implication on the appraiser’s copy of VA Form 26-1805 that the assignment must be completed within five workdays (seven calendar days).



Add appraisers to the fee panel, if necessary to ensure adequate coverage (and good timeliness) in all areas.



One station temporarily suspends appraisers from the fee panel for more than two late submissions in one quarter.



Remove appraisers from the fee panel who regularly fail to provide timely service.



One station promotes good timeliness (and work quality) by giving non-monetary “performance awards” at its annual fee appraiser meetings. 



	c.  Avoiding time lost when additional information is needed.



Avoid suspending cases.  When practicable, condition the CRV for the lender to provide the needed information.



Don’t make a written request for information that can be obtained by telephone.
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Encourage lenders and fee appraisers to fax (instead of mailing) needed information to VA.



Keep suspended cases with the VA technician involved for frequent follow-up.



Take appropriate administrative action against fee appraisers who fail to provide needed information in a timely manner.



Leave cases ordered as LAPP, but later sent by the lender to VA for issuance of a CRV, in the C&V System as LAPP.  Since these cases are often out of VA control for a significant period of time, they should not be included in the CRV timeliness calculation.  



Some stations cancel any case in which the lender fails to provide requested information within a certain number of days.  Please note, however, that premature cancellations will likely cause additional delay in issuing the CRV and have a negative impact on an even more heavily weighted Balanced Scorecard measure – Customer Satisfaction.  See paragraph 4(c) regarding our plan to exclude processing time lost due to lender failure to cooperate.



Avoiding VA delays in issuing CRVs:



Issue CRVs within 24 hours of receipt of the appraisal report.



Encourage teamwork and cross-training to ensure that workloads and problem cases are not neglected during staff member absences.



Promote Lender Appraisal Processing Program (LAPP) participation.  More appraisals processed by lenders means fewer CRVs to be issued by VA staff.



WHAT CENTRAL OFFICE IS DOING



	a.  Identifying the above field station “best practices” in the timely production of CRVs, disseminating that information and monitoring its use.



	b.  Developing an internet-based appraisal assignment system which will encourage lenders to e-mail or fax assignments to fee appraisers and allow appraisers to dial in at any time to determine if they have new assignments.  This replacement for the current assignment system is expected to be available in May, 1999.  
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	c.  Developing a means to exclude from CRV time counts any time lost due to the lender’s failure to cooperate in providing needed information.  That work is currently expected to be completed in the summer of 1999. 



	d.  Developing quality control procedures to:



Help ensure that cases are not inappropriately suspended.  There is a new question on the revised C&V Quality Control Schedule to address this.  



Detect lender dissatisfaction with prematurely canceled cases, using the Lender Satisfaction Survey.   





	5.  ACTION.  The above policies and procedures indicate that good CRV timeliness is no accident.  Please review each of your CRV processing steps to identify opportunities for improvement.  We’ll ask you later to share your experience in implementing any of the above ideas.  In deciding what resources to allocate to this project, please keep in mind that there is more than one Balanced Scorecard element involved.  Customer Satisfaction, considering the weight it’s given in the Scorecard, appears to be the most important incentive for improving CRV timeliness.



	6.  QUESTIONS.  Contact Doug Widener at (202) 273-7351.



RESCISSION:  This circular is rescinded January 1, 2000.



					By Direction of the Under Secretary for Benefits







					Keith Pedigo

					Director, Loan Guaranty Service



Distribution:  CO:  RPC 2022

SS(265B1)  FLD:  VBAFS, 1 each (Reproduce and distribute based on RPC 2022)
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