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[bookmark: _Toc335805783]Chapter 1. Quality 
[bookmark: _Toc218914201][bookmark: _Toc220294365][bookmark: _Toc220294398][bookmark: _Toc220294410][bookmark: _Toc220295646][bookmark: _Toc335805784]1.  General
  
	[bookmark: _Toc220294366][bookmark: _Toc335805785]Introduction
	This topic provides an overview of the Quality Assurance Program within Quality Client Services.


 
	[bookmark: _Toc220294367][bookmark: _Toc335805786]Change Date
	Initial content load September 2012


 
	[bookmark: _Toc220294368][bookmark: _Toc335805787]a.  Purpose of the Quality Assurance Program
	The purpose of our Quality Assurance Program is to measure and ensure consistent, high quality service to those who telephone, visit, or write the Veterans Benefits Administration (VBA).


 
	[bookmark: _Toc220294369][bookmark: _Toc335805788]b.  Overview of Quality Client Services
	Quality Client Services involves four separate activities:

Personal Interview Activity (PIA);
Requests under the Freedom of Information Act and Privacy Act (FOIA/PA);
Telephone Interview Activity (TIA); and
Correspondence.



 
	[bookmark: _Toc335805789]c.  Personal Interview Activity
	The PIA does not have a systematic quality review process at this time.  However, stations are encouraged to check the quality of responses provided to walk-in customers and ensure a high standard of professionalism.

Note:  PIA timeliness is measured using an electronic log.  Its use is mandatory.



	[bookmark: _Toc335805790]d.  Freedom of Information Act/Privacy Act
	The FOIA/PA requirements are outlined in VA Directive  and VA Handbook .3 and are managed by the station FOIA and PA Officer. 

Current law requires a final or interim response to a request for information be sent within 20 business days of receipt of the request.


Continued on next page

1.  General, Continued

	[bookmark: _Toc335805791]e.  Telephone Interview Activity and Correspon-
[bookmark: _Toc335805792]dence
	The TIA and electronic correspondence transmitted via the Inquiry Routing and Information System (IRIS) undergo regular systematic evaluation for quality assurance.  

These reviews assess information content (accuracy and thoroughness) and the level of professionalism shown during the visitor contact.

Notes:

Quality review requirements and procedures for TIA and IRIS are provided at the BAS Quality & Training Web Site: http://vbaw.vba.va.gov/bl/27/quality_training/quality/index.htm
Hardcopies of all TIA review sheets shall be kept and filed by month for a three-year period.
Files are subject to review on site surveys, and/or may be requested by the Benefits Assistance Service at VA Central Office.
Stations may keep the review sheets electronically; however, they must be available for printing for review.



[bookmark: _Toc335805793]
2.  Telephone Interview Activity

	[bookmark: _Toc335805794]Introduction
	This topic contains guidance on the Telephone Interview Activity including:

Call Monitoring
Review Sample Size
Review Sheet
Review Criteria
Data Reporting
Data Analysis, and
Requests for Reconsideration.



	[bookmark: _Toc335805795]Change Date
	Initial content load September 2012



	[bookmark: _Toc335805796]a.  Call Monitoring
	Call monitoring is conducted:

monthly at the VBA National Call Centers (NCCs) and National Pension Call Center (NPCC) for calls placed to the VA Benefits toll-free number: 1-800-827-1000 and the Pension toll-free number: 1-877-294-6380; and
monthly by the Quality Assurance Specialists (QASs) via the Quality Client Services’ National Quality Assurance Program (NQAP).



	[bookmark: _Toc335805797]b.  Required Local Monitoring of Calls
	The Manila and San Juan Regional Offices (ROs) are not part of the NCC system.  Therefore, management at these ROs is required to perform local monthly silent monitoring for quality purposes.



	[bookmark: _Toc335805798]c.  Call Review Sample Size
	NQAP will monitor a minimum of 150 calls per quarter for each National Call Center and National Pension Call Center.

The monthly minimum number of calls reviewed for the Manila and San Juan Regional Offices is based on the total number of telephone interviews the particular station completed during the preceding fiscal year (FY).



Continued on next page

2.  Telephone Interview Activity, Continued

	c.  Call Review Sample Size (continued)
	The following table provides the minimum monthly reviews required for those ROs that are not part of the NCC system:

	If Prior FY Telephone Interviews Totaled:
	Then…

	Less than 100,000
	50 calls should be reviewed per month

	More than 100,000
	100 calls should be reviewed monthly






	[bookmark: _Toc335805799]d. Review Sheet for Monitoring Calls
	The reviewer shall complete one Telephone Quality Assurance Review Sheet for every monitored call.



	[bookmark: _Toc335805800]e. Telephone Interview Activity Review Criteria
	Telephone Interview Activity is reviewed for:

identification protocol
technical accuracy
customer relations, and
other call event indicators.



	[bookmark: _Toc335805801]f. Identification Protocol
	In order to ensure the protection of the caller’s privacy, the Public Contact Representative (PCR) must ensure that proper identification requirements are met prior to providing any protected information to the Veteran or other interested third party.

The identification protocol consists of a series of questions that must be asked to verify the identification of the caller in Share.

The following identity questions must be asked prior to providing any protected information:

Veteran’s Social Security Number or Claim Number,
Full Name, and
Branch of Service.

When the caller’s request involves a change to the address of record, the following additional enhanced identity questions must be asked prior to making the requested change:



Continued on next page

2.  Telephone Interview Activity, Continued

	f. Identification Protocol (continued)
	
· Complete address of record (street number, street name, city, state, and zip code)
· Current check amount, if in receipt of benefits (exact dollar amount)
· Date of birth
· Verify caller is calling from an unrestricted or unblocked telephone number

When the caller’s request involves a change to direct deposit information, the following additional enhanced identity questions must be asked prior to making the requested change:

· Deposit account number of record
· Current check amount, if in receipt of benefits (exact dollar amount)
· Date of birth
· Verify caller is calling from an unrestricted or unblocked telephone number

In addition to the identity questions noted above, if the caller is authorized to receive protected information on a Veteran or beneficiaries’ record via VA Form 21-0845, Authorization to Disclose Personal Information to a Third Party, the following additional enhanced identity protocol must be followed:

· Review scanned copy of valid VA Form 21-0845 to ensure caller has received authorization to receive information and/or make changes to the Veteran or beneficiaries’ record
· Ask additional security question provided by Veteran or beneficiary on the authorization form



Continued on next page

2.  Telephone Interview Activity, Continued

	[bookmark: _Toc335805802]g. Technical Accuracy
	Technical accuracy refers to recognizing all pertinent issues and questions, correctly answering these issues and questions, and identifying any improper referrals.

A telephone call may involve multiple issues, such as:

requests for the current status of a claim
change in address, and/or
request for general benefit information.

The PCR must provide relevant information in response to all direct and implied questions by using all available VBA computer applications such as:

MAP-D 
Share
BDN
VETSNET
VACOLS
COVERS
CAPRI
CRM/UD
ExamTrack
Veterans Evaluations Services (VES)
Virtual VA, and/or
Other reference tools, such as:
Benefits Assistance Service (BAS) Intranet website, and/or
Virtual Benefits Reference System (VBRS).



Continued on next page

2.  Telephone Interview Activity, Continued

	g. Technical Accuracy (continued)
	Every call issue is assigned one of the following evaluations:


	


	
	Evaluation Category
	Description

	Completely Correct (CC)
	Everything said about the particular issue was correct and/or the required actions were done correctly and appropriately.

	Substantially Correct (SC)
	Correct response to the main substance of the issue but: 
Did not fully provide accurate responses to the other parts of the issue, 
Failed to provide additional information that should have been provided, or 
Said something in error about that particular issue.

	Incorrect (I)
	Incorrect response to the issue or failed to complete the required action.

	Improper Referral (IR)
	PCR failed to ascertain the issue to determine the proper referral.






	[bookmark: _Toc335805803]h. Call Data Reporting
	NQAP maintains detailed information about every call it reviews by entering the completed review sheet into the National Silent Monitoring (NSM) database.

For the Manila and San Juan Regional Offices, if any issue is assigned an evaluation other than CC (regardless of the number of issues being considered), the entire call is in error.  These regional offices must include the call in the total reported in DOOR under WID 7534.04.


Continued on next page

2.  Telephone Interview Activity, Continued

	[bookmark: _Toc335805804]i. Call Data Analysis
	Each month, NQAP posts on the NCC Telephone Quality SharePoint site a comprehensive report of the prior month’s TIA quality review.
 
This report provides monthly and cumulative fiscal year statistics on:

identification protocol,
technical accuracy, and
courtesy and professionalism.

NQAP also provides instructional comments and guidance on any noted problems or error trends at the particular station.  Call centers may use this information feedback for individual or group training purposes.

In addition, reports may also include an NSM Call-Referral spreadsheet that shows any “action items” the call center must address.  This spreadsheet will list every unresolved call issue rated as “Incorrect” and any calls demonstrating poor courtesy and/or professionalism.




	[bookmark: _Toc335805805]j. Request for Reconsider-ation of Call Evaluations
	Within 30 days of the posted pertinent monthly call-review data, the call center may request that NQAP reconsider the following call evaluations:

“Incorrect” or “improper referral” in technical accuracy,
“No” in identification protocols met, and
“Poor” in courtesy and professionalism.

Reconsideration requests must be sent by memorandum over the NCC Manager’s signature through the Regional Office Director.

The memorandum should explain, in detail, the error in the evaluation.

Multiple reconsideration requests should be submitted separately (i.e., one request per memorandum).

Reconsideration requests should be submitted to the Quality Client Services mailbox:  VAVBAWAS/CO/DIRECTSVCS

Within 10 business days of receiving a timely request for reconsideration, NQAP will: 


Continued on next page

2.  Telephone Interview Activity, Continued

	j. Request for Reconsider-ation of Call Evaluations (continued)
	
review all available data (including tape recordings, if necessary);
complete the Quality Client Services section of the memo, preparing a written response to address each requested issue, including; 
the decision made and 
the reasons and bases behind the decision;  
return the memo via e-mail to the requesting station; and
update the NSM database to reflect any adjusted review evaluations.



[bookmark: _Toc335805806]
3.  Inquiry Routing and Information System (IRIS) – Electronic Correspondence

	[bookmark: _Toc335805807]Introduction
	This topic contains guidance on the Inquiry Routing and Information System (IRIS) – Electronic Correspondence including:

Background
IRIS Message Reviews
Review Sample Size
Review Sheet
Review Criteria
Data Reporting
Data Analysis, and
Request for Reconsideration.



	[bookmark: _Toc335805808]Change Date
	Initial content load September 2012



	[bookmark: _Toc335805809]a. Background on IRIS
	IRIS is VA’s Internet-based, public-message management system.  In addition, IRIS has replaced the Automated Veterans Assistance Inquiry System (AVAIS) as the only approved means of creating an internal customer inquiry when an issue cannot be immediately resolved.

IRIS provides VA customers with secure communication of personal data, should they voluntarily choose to send it to VA.

IRIS inquiries relating to compensation, pension, and general benefits come to the IRIS Response Center (IRC) in Salt Lake City, Utah, directly from the public via VA’s internet site (IRIS Website).

IRIS inquires cover a myriad of subjects including:

claim inquiries
general questions
service complaints
compliments
suggestions, and
other various topics (some not under VA’s jurisdiction).




	a. Background on IRIS (continued)
	IRIS-produced activity reports allow the VA Central Office and local station management to track workload by providing the following data:

number of open messages
average days pending
average days to completion, and
overdue responses.



	[bookmark: _Toc335805810]b. IRIS Message Reviews
	The Quality Client Services’ National Quality Assurance Program (NQAP)  will evaluate a minimum of 150 IRIS responses per quarter for the NIRC.  

Each regional office is expected to:

monitor its IRIS timeliness
examine completed messages, and
include IRIS responses in individual performance standards.

	
	



	[bookmark: _Toc335805811]c. IRIS Review Sample Size
	Each month, NQAP obtains a statistically valid random sample of completed IRIS messages for the NIRC from the preceding month.

The total number of messages reviewed each month will be 50.



	[bookmark: _Toc335805812]d. IRIS Review Sheet
	The NQAP shall complete one IRIS Quality Improvement Review Sheet for every reviewed IRIS message.


Continued on next page

3.  Inquiry Routing and Information System (IRIS) – Electronic Correspondence, Continued

	[bookmark: _Toc335805813]e. IRIS Data Reporting
	NQAP maintains detailed information on every IRIS inquiry it reviews by transcribing the completed review sheet into the IRIS National Quality Review database.

Important Note:  IRIS quality data is no longer entered into DOOR.  In addition, timeliness data is not currently required to be reported into DOOR.



	[bookmark: _Toc335805814]f. IRIS Data Analysis
	Once the monthly data is certified, a report is generated and provided to the NIRC.

NQAP also provides instructional comments and guidance on any noted problems or error trends at the station.  The regional office may use this informational feedback for individual or group training purposes.




	[bookmark: _Toc335805815]g.  Request for Reconsider-ation of IRIS Evaluations
	Within 30 days of the posting of pertinent monthly IRIS review data, the NIRC may request that NQAP reconsider any assigned IRIS evaluation.

Error! Hyperlink reference not valid.Reconsideration requests must be sent by memorandum over the NIRC Manager’s signature through the Regional Office Director.

The memorandum should explain, in detail, the error in the evaluation.

Multiple reconsideration requests should be submitted separately (i.e., one request per memorandum).

Reconsideration requests should be submitted to the Quality Client Services mailbox:  VAVBAWAS/CO/DIRECTSVCS

Within 10 business days of receiving a timely request for reconsideration, NQAP will:

review all available data
complete the Quality Client Services section of the memo, preparing a written response to address each requested issue, including: 
the decision made, and 



Continued on next page

3.  Inquiry Routing and Information System (IRIS) – Electronic Correspondence, Continued

	g.  Request for Reconsider-ation of IRIS Evaluations (continued)
	the reasons and basis behind the decision
e-mail the response back to the requesting station, and
update the IRIS National Quality Review database to reflect any adjusted evaluation review.




[bookmark: _Toc335805816]
4.  Site Visits

	[bookmark: _Toc335805817]Introduction
	This topic provides the purpose, goals, objectives, and the protocol for site visits by Quality Client Services.



	[bookmark: _Toc335805818]Change Date
	Initial content load September 2012



	[bookmark: _Toc335805819]a. Purpose of Site Visits
	The purpose of Quality Client Services Staff site visits is to ensure that VBA policies and procedures pertaining to National Call Center (NCC), National Pension Call Center (NPCC), and National IRIS Response Center (NIRC) operations are followed.



	[bookmark: _Toc335805820]b. Goals and Objectives of the Site Visit
	The goals and objectives of these site visits include, but are not limited to:

ensuring consistency in application of policies and procedures;
reviewing quality checklists of monitored calls and out-going correspondence;
providing on-site training as needed;
reviewing NCC/NIRC training plans, reports, performance standards, and ASPEN data;
reviewing SAOs and SOPs specific to each NCC and the NIRC;
monitoring and assessing internal controls, as appropriate;
identifying trends, unique challenges, and/or out-of-line situations;
reviewing workflow and workload management and associated plans;
identifying NCC/NIRC best practices and deficiencies;
providing feedback with suggestions to improve customer service; and
evaluating and reinforcing the need for positive communication between managers and employees.


Continued on next page

4.  Site Visits, Continued

	[bookmark: _Toc335805821]c. Pre-Visit Task List
	The following information should be requested from the NCC/NPCC/NIRC prior to the visit:

NCC/NPCC/NIRC Organizational Chart
Ancillary duty assignments:
Woman’s Coordinator (and Alternate),
 Super Users,
 DRMOs,
 Etc.
Performance documentation:
Standards for all positions in NCC/NPCC/NIRC,
Effectiveness for authorized FTE,
PCR availability,
PCR quality performance,
Timeliness, and
Authorized ASPEN items and/or EP credits
Performance data on each employee:
Production, and 
Quality (YTD and by month for last three months)
Roster showing:
Employee Names,
Titles, and
Start/End Dates of Appointment in NCC/NPCC/NIRC (new employees vs. former VSC/VBC employees)
Workflow/Workload Management Plans
SAOs and SOPs specific to NCC/NPCC/NIRC, such as:
Silent Monitoring,
Correspondence Reviews,
New Hire Quality/Feedback/Reviews,
Validation of Data Input,
Etc.
Training Schedules
Telephone Activity Reports
Request Command/Access Template used for NCC/NPCC/NIRC



Continued on next page

4.  Site Visits, Continued

	c. Pre-Visit Task List (continued)
	The following actions shall be performed prior to the site visit:

Send site visit letter 45 to 60 days prior to visit detailing all information being requested;
Determine training needs (consult NCC/NPCC/NIRC Manager, review trends, and report information from NSM database);
Review last bi-annual’s referral report (NCC’s/NPCC/NIRC responses to corrective actions) 
Review NSM database monthly and quarterly reports (include detailed reports);
Veterans Assistance Inquiries (VAIs):
Generate a list of all VAIs initiated for the 3 months prior to visit,
Determine appropriate sample size,
Generate a random selection of inquiries to review,
Review for quality and appropriateness, and
Analyze outliers for individuals generating excessive/too few;
VA Form 21-0820 (Series):
Request (14 days prior to visit) to be copied on emails routing forms to stations of jurisdiction (SOJ) for a one-day period,
Determine appropriate sample size,
Generate a random selection of documents to review,
Review for quality and appropriateness, and
Analyze outliers for individuals generating excessive/too few;
Non-Emergency Emails:
Request (14 days prior to visit) to be copied on non-emergency emails routed to SOJs for a one-day period,
Determine appropriate sample size,
Generate a random selection of documents to review,
Review for quality and appropriateness, and
Analyze outliers for individuals generating excessive/too few.
Review information/data requested from the NCC/NPCC/NIRC, note inconsistencies and items of importance, and prepare questions to ask NCC/NPCC/NIRC personnel;
Review training evaluation tool to ensure trainees are inputting evaluations as appropriate;
Prepare questions for employee interviews; and
Compare number of VAIs issued for site visit location against VAIs issued by other NCCs/NPCC.


Continued on next page

4.  Site Visits, Continued

	[bookmark: _Toc335805822]d. Site Visit Task List
	The following actions shall be performed during the actual site visit:

Meetings:
Schedule/attend all meetings with regional office management (including the entrance and exit briefing required during the site visit);
Schedule/conduct personal interviews and access checks with employees (minimum: 5 per station; maximum: 2 per team);
Schedule one-on-one meetings with the Call Center Manager ,each Coach, and the Training Coordinator; and
Exit meeting/briefing.

Organization and Staffing:
Validate information from organizational chart and positions within NCC.

Performance:
Discuss any inconsistencies; 
Ask questions regarding review of performance areas (standards, etc.);
Review results of pre-site visit reviews (ASPEN data, performance standards, etc.);
Review local quality reviews sheets for calls and correspondence;
Review performance folders;
Validate hardcopy againstperformance documentation;
Determine how employees are evaluated as they approach one-year experience level (reminders, performance documentation, etc.); and
SOP for validating ASPEN input.

SAOs/SOPs:
Review Workflow/Management Plan “in action;”
Review readiness of Call Center employees (systems up, pad/paper, etc.);
Determine responsibility for NCC/NPCC/NIRC mailbox and how information is disseminated;
SOP for PII (printers, copiers, etc.) and validate shred policy;
Review results of pre-site visit reviews (SAOs, SOPs, etc.);
Review lunch/break schedules/coverage plans; and
Discuss issues involving Referral Report (compliance, answer questions, etc.).


Continued on next page

4.  Site Visits, Continued

	d. Site Visit Task List (continued)
	Training:
Schedule and provide training, if requested:
Core Topics,
FOIA/PA,
Based upon previous quarter trends, and/or
Review Evaluation Sheets (use recordings.);
Monitor Day to Day Operations :
Who walks floor?
Who monitors thecall management equipment, i.e. CC Pulse, ACD, etc.?
Monitor Calls:
Perform with each supervisor,
Conduct training during monitoring, and
Provide examples of completed NQAP Review Sheets;
Review Call Center’s local policy to review errors and provide trend-based training (based upon NSM trends and local silent monitoring);
Validate training schedules against supporting documentation (sign-in sheets, TMS input, etc.);
Review new hire training schedule and certification of training;
New hire review protocol:
Monitoring,
Correspondence reviews, and
Feedback, etc.

Correspondence:
Random review of hardcopy correspondence (letters, no 21-0820s in outgoing mail, etc.);
Discuss findings of:
VAIs,
21-0820 (Series), and
Non-emergency email reviews;
Review incoming facsimiles and how they are handled/routed:
VA Form 21-22 and 21-22a,
VA Form 21-0845, and
Evidence, etc.



Continued on next page

4.  Site Visits, Continued

	d. Site Visit Task List (continued)
	Access/Applications:
Broome Closet:
Confirm most recent installation, and
Confirm proper usage;
Review application access forms for:
Inappropriate commands (CEST, CAUT, BUPD, etc.);
Access to needed applications:
BDN,
SSA Inquiry,
CAPRI,
VES, and
ExamTrak, etc.;
Random review of individual PCR command list:
Share,
BDN,
CAPRI,
VES, and
ExamTrak, etc.;
RightFax (where applicable):
Review appropriate use, and
Confirm propriety of cover sheet.
Review sensitive-level access (and percentages); and
Verify use of NCC VACOLS login.






	[bookmark: _Toc335805823]e. Post Visit Task List
	Upon return from the site visit, the following items must be performed:

De-brief the Chief, Quality Client Services, discussing any problems or concerns and how to address these in the report.
Provide a one page summary for Assistant Director for Quality and Training no later than COB the following Monday of the conclusion of the visit.


Continued on next page

4.  Site Visits, Continued

	e. Post Visit Task List (continued)
	Final reports should include:
Best Practices,
Commendable Findings, and
Areas to Address or Improve.

Note:  The final site visit report is due to the Chief, Quality Client Services no later than COB the Friday following the site visit.




	[bookmark: _Toc335805824]f.  When Site Visit Report is Due to The Regional Office Director
	The final report of the site visit must be sent to the appropriate regional office Director within 60 days of the completion of the site visit.



	[bookmark: _Toc335805825]g.  Action by the Regional Office Director
	The regional office Director shall have 30 days to respond to the findings included in the final site-visit report.



	[bookmark: _Toc335805826]h. Forms Used During Site Visits
	The following sample letters, checklists, and site visit work sheets may be found at:  Benefits Assistance Service Website

Quality Client Services Site Visit Worksheet,
Correspondence Quality Improvement Review Sheet,
Non-Emergency Email Quality Improvement Review Sheet,
VAI Quality Review Sheet,
VA Form 21-0820 Quality Review Sheet, and
Sample Letter to Regional Office.



[bookmark: _Toc335805827]
5.  Systematic Analyses of Operations (SAO)

	[bookmark: _Toc335805828]Introduction
	This topic provides guidance on the purpose and preparation of a Systematic Analyses of Operations (SAO) report for Quality Client Services program.



	[bookmark: _Toc335805829]Change Date
	Initial content load September 2012



	[bookmark: _Toc335805830]a. Purpose of SAOs
	An SAO is a written analysis of an organizational element or an operational function of the NCC, NPCC, or NIRC.

A well-written SAO is a valuable management tool that provides an organized means to review operations, identify existing or potential problems, and define corrective action.  This self-audit technique, when applied properly, is a positive guide for operational improvement and better assures the efficiency and effectiveness of call center and IRIS-related activities.



	[bookmark: _Toc335805831]b. SAO Objectives
	The primary objectives of an SAO are to:

monitor progress toward established goals and objectives pertinent to a subject area;
identify problems or out-of-line situations and recommend corrective actions;
assess areas of vulnerability;
determine effectiveness in achieving program directives;
identify opportunities for improving internal operations and providing service to our Veteran community and all who contact VBA for assistance;
verify that records and reports accurately and properly reflect actual operations and results;
evaluate compliance with manuals, regulations, policies, and procedures;
refer for consideration those opportunities for improvement, which require change in policy, other directives or other action by higher authority.



	[bookmark: _Toc335805832]c. Responsibility for SAO
	The NCC, NPCC, and NIRC manager is responsible for an ongoing analysis of call center and IRIS operations to include the SAO required by this directive.



Continued on next page

5.  Systematic Analyses of Operations (SAO), Continued

	c. Responsibility for SAO (continued)
	To be effective, the analysis must be approached positively.  Place primary emphasis on improvement rather than criticism.  Present critical comments in a balanced perspective, recognizing any unusual difficulties or circumstances.

It is essential to conduct the analysis objectively and impartially.  Encourage all personnel to work closely with the analyst during the course of the evaluation process.



	[bookmark: _Toc335805833]d. SAO Tasking
	Participation in the SAO process does not have to be limited to the management analyst or supervisory personnel.  Managers may delegate responsibility to other personnel who are sufficiently experienced in call center/IRIS operations and who display analytical ability.

Sharing or rotating the responsibility for SAOs may also be useful in providing a fresh look at a situation.



	[bookmark: _Toc335805834]e. SAO Scope
	SAOs shall encompass all elements of call center/IRIS activities.

The time allotted to the review will depend on the size, scope, and complexity of the activity under study.

SAOs should be performed at least annually and must cover all areas described in the section below, “Areas to be Covered.” 



	[bookmark: _Toc335805835]f. SAO Analysis
	The goal of the analysis is to improve the activity under study.  When problems are identified, the analyst’s job is to determine why they exist.

SAOs should ensure effective and efficient benefit delivery.  At a minimum, each analysis must address two key issues.  It must:

identify problem and/or potential problem areas, and
recommend/suggest corrective action.

The analysis must be of sufficient depth so that problems or potential problem areas are clearly identified.  All backup materials must also be available for those reviewing the SAO. 


Continued on next page

5.  Systematic Analyses of Operations (SAO), Continued

	[bookmark: _Toc335805836]g. SAO Recommended Improvement Actions
	When problems or significant opportunities for improvement are identified by the SAO, the report should recommend actions to remedy the problem or implement processing improvements.

The recommended actions must 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, shall be included in the SAO file.  Documentation of actual corrections should also become part of the SAO file.

All recommendations for improvement must be controlled and tracked to ensure completion. 



	[bookmark: _Toc335805837]h. Schedule for SAOs
	An SAO should be performed annually.   The SAO should be scheduled in order to ensure that needed data corrections can be done in the current fiscal year.



	[bookmark: _Toc335805838]i. Areas to be Covered Within an SAO
	The following areas should be covered within the SAO:

Telephone Interviews, including:
Quality/Accuracy:
Data from prior fiscal year (FY) local silent monitoring and/or FY to date;
Data from the National Quality Assurance Program (for same period as local);
Comparison and analysis of local call quality and NSMP call quality
Trend Analysis;
BAS site visit findings compared to station findings (if applicable);
Review FY year-to-date data to ensure appropriate and correct reporting (conducting required monthly number of monitored calls)(if applicable);
Call calibration results (both local and national); and
Recommendations or next steps.

· Timeliness, including
· Availability analysis for individual and station performance;
· Average talk time analysis for individual and station performance; and
· Recommendations or next steps.
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5.  Systematic Analyses of Operations (SAO), Continued

	i. Areas to be Covered Within an SAO (continued)
	
.

Personal Interviews, including:
Quality:
Supervisory reviews and spot checks during SAO time period under review.

Timeliness:
Logs compared to DOOR data on sample size and timeliness
Compare prior FY and/or FY year-to-date DOOR data; and
Review FY year-to-date DOOR data to ensure appropriate and correct reporting.

Recommendations or Next Steps



	[bookmark: _Toc335805839]j. Disposition of SAO Reports
	SAOs should be concise but thorough, and be approved by the NCC/NPCC/NIRC Manager.

SAOs prepared for the Public Contact Teams are to be approved by the Veterans’ Service Center Manager.

Retain a copy of the SAO and related working papers in a folder specific to the topic.  The folder should be maintained in the division administrative files.



	[bookmark: _Toc335805840]k.  SAO Report Format
	The following format shall be used in the preparation of the SAO:

Date:

Title:

Topic:
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5.  Systematic Analyses of Operations (SAO), Continued

	k.  SAO Report Format (continued)
	References:

Description of Review: (Date of review, criteria used, sampling techniques, findings of last review, etc.)

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.)

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 reviews/actions or ongoing management actions.)

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

____________________                         __________
Prepared By                                                 Date

____________________                         __________
Approved By                                               Date
NCC/NPCC/NIRC/VSCM
(As appropriate)
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6.  NCC Management Advisory Council

	[bookmark: _Toc335805842]Introduction
	This topic provides general information on the NCC Management Advisory Council (NCCMAC).



	[bookmark: _Toc335805843]Change Date
	Initial content load September 2012



	[bookmark: _Toc335805844]a. Overview of the NCC Management Advisory Council (NCCMAC)
	The Director of the Benefits Assistance Service (BAS) has established a National Call Center Management Advisory Council.

The purpose of the council is to:

serve as an advisory body to the BAS Director on matters relating to policy, organization, and procedures impacting the NCC/NIRC program;
identify areas of opportunity for improvement within the NCC/NIRC program; and
make recommendations to transform the call centers into an Enterprise Contact Model.



	[bookmark: _Toc335805845]b. Authority for the NCCMAC
	The NCCMAC was established under the authority of the Director of the BAS.  It is anticipated that the NCCMAC will be permanent and operate under the guiding principles of collaboration, stewardship, and leadership as provided by the BAS Director and other senior VBA leadership.



	[bookmark: _Toc335805846]c. NCCMAC Membership Composition
	The NCCMAC shall consist of membership as follows:

2 – National Call Center Managers;
1-  National IRIS Response Center Manager;
1 – Education Call Center Manager;
1 – National Pension Call Center Manager; 
1 – Insurance Call Center Manager; 
1 – Contact Operations Manager (Office of Field Operations);
1 – Chief, Quality Client Services (Benefits Assistance Service)
1 – Chief, Training Client Services (Benefits Assistance Service), and
1 - Program Analyst, Quality Client Services (Benefits Assistance Service).

The Director of BAS shall appoint one of the managers as Chairperson of the council.  The Chairperson shall be responsible for scheduling all meetings, preparing meeting agendas and minutes, and compiling all associated reports.
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6.  NCC Management Advisory Council, Continued

	[bookmark: _Toc335805847]d. NCCMAC Terms of Membership
	The National Call Center Managers initially selected for the Advisory Council serve for a period of three years. Each year, each member has a different appointment-term duration remaining: either three years, two years, or one year.  This staggered rotation ensures that, each year, there will be one new member replacing the member who completed his or her initial term.    

Replacements will also be selected when situations such as promotion or retirement causes a sitting member to leave prematurely.  

The Chief, Quality Client Services, Chief, Training Client Services, and the Contact Operations Manager (Office of Field Operations) will be permanent members of the council.  In addition, the Education, Pension, and Insurance call centers shall have a permanent presence on the council.  

Additional members may be appointed at the discretion of the BAS Director.   

The Director may ask a member to remain on the council beyond his or her current term.



	[bookmark: _Toc335805848]e. NCCMAC Responsibilities
	As an advisory body, the council will advise the BAS Director on matters relating to policy, organization, and procedures impacting the National Call Center/National IRIS Response Center program.  This includes providing insight on the impact of proposed or executed legislative or judicial actions.  

The council will also review draft directives or other guidance during the concurrence process, providing constructive feedback to the BAS.  In addition, the council shall be responsible for any projects assigned by the BAS relative to feasibility studies, program data analysis, program reports, or any other tasks as assigned by the Director. 

Members of this council shall also serve as informal liaisons within their program peer group.  As such, they shall solicit input, comments, and opinions from other National Call Center Managers, and the National Pension Call Center Manager.
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6.  NCC Management Advisory Council, Continued

	[bookmark: _Toc335805849]f. NCCMAC Functions
	The NCCMAC shall report directly to the Director of the BAS and the Associate Deputy Under Secretary for Field Operations and will be responsible for:

providing corporate insight into the development and implementation of all strategic objectives related to the national call center mission;
advising and providing input to the Director on ideas presented by the council;
identifying training needs to enhance the training program;
ensuring effective communication and disseminating policies, plans, and strategies related to the Contact Center mission; and
formulating and providing input to the Director on pilot programs and changes to current programs from other business lines, which may impact the Contact Center mission.



	[bookmark: _Toc335805850]g. NCCMAC Meetings
	The NCCMAC shall meet at least monthly (1/2 day meetings) on a date and time determined by the chairperson.  Other meetings may be scheduled at the discretion of the chairperson or the BAS Director.  

The standing NCC Manager/BAS monthly meeting will continue to take place. 

The chairperson shall be responsible for the development of an agenda, with supporting documentation as appropriate.  The agenda shall be distributed to all members (and any attendees) at least two workdays prior to the meeting.



	[bookmark: _Toc335805851]h. NCCMAC Meeting Reports
	All meeting attendance shall be recorded and indicated in the meeting minutes.  

A SharePoint site has been created to provide members with a single repository of source material of interest to the council.   

Minutes shall be completed by the BAS Program Analyst within five working days and distributed to all council members and the Benefits Assistance Director.

All meeting reports shall document all discussions, positions, decisions, action items, and agreements addressed during the meeting.  The NCCMAC will oversee, report, and track deliverables and action items.
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