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To:  
Director (00/XXX)
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VR&E Officer (28/XXX)

Subj:
Workload Management Plan for 20XX
1. Overview

This section outlines the format that must be utilized in developing an office’s Workload Management Plan.  However, the focus of analysis should not be limited to the format as presented.  An office may include additional analyses of areas that may warrant special attention.

This section provides a brief description of the conditions that may impact the office’s ability to manage its workload. 

a. Staffing

This section describes the office’s staffing breakdown based on the Resource Model Allocation (RAM).  This also includes, but are not limited to the following issues:

· Staffing increase and/or loss

· Proportion of the number of staffing to workload size

· Technical or program support, etc. 

b. Roles and Responsibilities

This section identifies the assigned staffing (Program Support, VRC, EC, etc.), who executes the required processes and procedures.  This section also describes the specific staff roles and responsibilities for meeting the performance standards. 

Since VR&E processes and casework activities begin from receipt of VAF 28-1900, Disabled Veterans Application for Vocational Rehabilitation, the specific roles and responsibilities must be clearly delineated to ensure timely processing and efficient workflow.

c. Other Relevant Issues

This section identifies the office’s major achievements, concerns, and/or additional responsibilities, which include, but are not limited to the following:

· Significant accomplishments

· Unique or special missions, e.g. outreach activities
· Special needs of the Veteran population

· Special needs of the office (space, equipment, etc.)

2. Processing of Applications (Chapter 31 and Chapter 36) 

This section briefly describes the method for receiving and processing applications.  It describes the method of receipt of applications, such as division and interoffice mail, Veterans Online Application (VONAPP); walk ins, Transition Assistance Program (TAP) sessions, etc.  This also describes the staffing, who is responsible for receiving and processing applications and the required steps.  In addition, this includes and the office’s coordination with the Veterans Service Center (VSC) for completion of memorandum ratings.  

3. Performance Measures and Targets

This section provides the targets and the office’s overall scores for the performance measures.  Each element is defined with the scope of assessment and specific calculations in obtaining the scores.  

The scores are illustrated separately for each element using the tables outlined in this section. The data sources are also identified for each element.  

The tables below must be used to illustrate the office’s performance.  This section may also contain charts to provide graphic illustrations of the scores and may also include a comparative chart from year-to-year to show progression or recession.

a. Production 

(1) Rehabilitation Rates

This measure is calculated using the total number of cases closed as Rehabilitated for Veterans, who successfully completed their rehabilitation program, obtained and maintained suitable employment for 60 days, and for Veterans for which employment is infeasible but achieved independence in their daily living, divided by the total number of cases closed as Rehabilitated (REH) and Discontinued (DIS) from Independent Living (IL) status, Rehabilitated To the point of Employability (RTE) status, and Job Ready (JR) status, minus the total number of cases closed as Discontinued using one of the two Maximum Rehabilitation Gains (MRG) categories or closed as discontinued because the Veterans elected to use Chapter 33 benefits or deceased.

Data Sources: Monthly Operations Report (MOR) (Active Case Workload Report) or Locally developed Tracking Sheets
(2) Serious Employment Handicap (SEH) Rehabilitation Rate

The measure is calculated using the total number of cases closed as Rehabilitated for Veterans with SEH, who successfully completed their rehabilitation program and maintained suitable employment for 60 days, and for Veterans for which employment is infeasible but achieved independence in their daily living, divided by the total number of cases closed as Rehabilitated, plus cases closed in Discontinued (DIS) status for Veterans with SEH from IL status, RTE status, and JR status, minus the total number of cases closed as Discontinued using one of the two MRG categories or closed as discontinued because the Veterans elected to use Chapter 33 benefits, or deceased.

Data Sources: Monthly Operations Report (MOR) (Active Case Workload Report) or Locally developed Tracking Sheets
(3) Employment Rehabilitation Rate

This measure is calculated by the total number of cases closed as Rehabilitated for Veterans who received employment services, divided by the total number of cases closed as Rehabilitated for Veterans who successfully completed their rehabilitation program and maintained suitable employment for 60 days, minus the total number of cases closed as Discontinued using one of the two Maximum Rehabilitation Gains (MRG) categories or closed as discontinued because the Veterans elected to use Chapter 33 benefits or deceased.

Data Sources: Monthly Operations Report (MOR) (Active Case Workload Report) or Locally developed Tracking Sheets
(4) Actual Station Employment Rehabilitation Rate 

The national strategic target for annual employment rehabilitations is determined based on trends, caseload, and estimates of future workload.  Each regional office's numeric target for employment rehabilitations is calculated based on a review of their history of past performance, caseload, and future workload.  Each RO is responsible for closing a specific number of cases as rehabilitated for Veterans in suitable employment each fiscal year.   An employment-based rehabilitation is defined as a Veteran that has obtained and maintained suitable employment for at least 60 days.  

The target for employment rehabilitations also includes those Veterans who received all rehabilitation services and determined rehabilitated to the point of employability, are determined job ready, but elected not to receive employment services, to pursue additional education on their own 

Note: The target for annual employment rehabilitations does not include Veterans for whom employment is not feasible, but achieved independence in their daily living.  

Data Sources: Locally developed Tracking Sheets
(5) Percent of Cases in Interrupted Status

This measures the percent of cases maintained in Interrupted (INT) status from Evaluation and Planning (EP) status, Extended Evaluation (EE) status, Rehabilitation To the point of Employability (RTE) status, Job Ready (JR) status, and IL status, in proportion with the office’s total workload.  

Data Sources: Snapshot of open cases at the end of each month from the CWINRS Active Caseload Report; Monthly Operations Report (MOR) (Active Case Workload Report) or Locally developed Tracking Sheets
The table below illustrates the office’s performance for Production. 

	Production

	Elements
	National Standards
	Level II Standards
	Local Goals
	Local Scores
	Date

	Rehab

Rate
	≥77%
	≥80%
	   %
	   %
	

	SEH Rehab Rate
	≥77%
	≥80%
	   %
	   %
	

	Employment Rehab Rate
	≥77%
	N/A
	   %
	   %
	

	% Cases in Interrupted Status
	≤11%
	≤10%
	   %
	   %
	

	Actual Station Employment Rehabs
	RO Standards
	
	
	

	
	Month
	Rehabs
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


(6) Influencing Factors

The following factors impact this performance measure and therefore, warrant cases to be monitored and reviewed closely on a regular basis.

(a) Interruptions

These include cases maintained in Interrupted (INT) status. These cases should be reviewed and monitor regularly to ensure that they do not remain in this status for extended periods without valid reasons. 

(b) Discontinued Cases Closed with MRG Codes

These include cases placed in Discontinued (DIS) status using one of the three MRG codes.  

Prior to discontinuance, these cases must be submitted to the VREO for concurrence.  The VREO’s review ensures appropriate case closure when a Veteran cannot be declared rehabilitated but has received maximum gains from his/her rehabilitation program.  These cases are excluded from the calculation of the Rehab Rate and SEH Rehab Rate.   

(c) Discontinued Cases

These include cases placed in DIS status using all Reason Codes (RC) for discontinuance, except RC 99 for Veteran’s death, and the MRG codes. 

Prior to the discontinuance, these cases must be submitted to the VREO for concurrence.  The VREO’s review ensures cases are closed appropriately.  These cases are included in the calculation of the Rehab Rate, SEH Rehab Rate, and the Employment Rehab Rate.

(d) Rehabilitated Cases

These include cases placed in Rehabilitated (REH) status from JR status or IL status.  

Prior to the discontinuance, these cases must be submitted to the VREO for concurrence.  The VREO’s review ensures cases are closed appropriately.  These cases are included in the calculation of the Rehab Rate and SEH Rehab Rate.  Additionally, only cases closed from JR status are included in the Employment Rehab Rate and Actual Station Employment Rehab.

(e) Rehabilitated Cases with SEH

These include cases placed in REH status from JR status or IL status with SEH determinations.  

Prior to the discontinuance, these cases must be submitted to the VREO for concurrence.  The VREO’s review ensures cases are closed appropriately.  These cases are included in the calculation of the Rehab Rate and SEH Rehab Rate.  Only cases closed from JR status are included in the Employment Rehab Rate and Actual Station Employment Rehab.

b. Timeliness

(1) Average Days to Entitlement

This sub element measures the average number of days from receipt of the Veteran’s application as indicated on the original date stamp by VA, to the date the Veteran is informed of the decision for entitlement or non-entitlement to Chapter 31 benefits.  This calculation includes clearing or disallowing pending issues for End Products (EP) 095, 295, and 719.
Data Sources: Monthly Operations Report (MOR) from Fiscal Year To Date (FYTD).

(2) Average Days Pending in EP 295
This sub-element measures the average number of days cases with EP 295 are pending.
(3) Average Days to Complete EP 295
This sub element measures the average number of days from receipt of the Veteran’s application, as indicated on the original date stamp by VA, to the date the rating decision is completed and EP 295 is cleared.
(4) Average Days Pending in EP 095
This sub element measures the average number of days cases with EP 095 are pending.

(5) Average Days to Complete EP 095
This sub element measures the average number of days from receipt of the Veteran’s application, as indicated on the original date stamp by VA, to the date the memorandum rating decision is completed, EP 095 is cleared, and EP 719 is established.
(6) Average Days Pending in EP 719
This sub element measures the average number of days cases with EP 719 are pending.

(7) Average Days to Complete EP 719
This sub element measures the average number of days from receipt of the Veteran’s application, as indicated on the original date stamp by VA, to the date the applicant is notified of the entitlement decision and EP 719 is cleared.
(8) Average Days Pending in Evaluation and Planning (EP) Status

This sub element measures the average number of days the cases are maintained in EP status.

(9) Average Days Pending in Job Ready (JR) Status

This sub element measures the average number of days the cases are maintained in JR status.

(10) Influencing Factors

· EP 095 

This end product is established upon receipt of the application and controls the number of days to complete the Generated Eligibility Determinations (GED) processing using a memorandum rating decision. 

· EP 295
This end product is established upon receipt of application and controls the number of days to complete the GED) processing to complete a Service-Connected Disability (SCD) rating decision.

· EP 719
This end product is established when eligibility determination is completed and controls the number of days to complete and inform the applicant of the entitlement decision.

The table below illustrates the office’s performance for Timeliness.

	Timeliness

	Elements
	National Standards
	Level II Standards
	Local Goals
	Local Scores
	Date

	Ave Days to Entitlement
	≤45 days
	≤42 days
	≤    days
	days
	

	Ave Days Pending in EP 295
	≤7 days
	N/A
	≤    days
	days
	

	Ave Days to Complete EP 295
	≤7 days
	N/A
	≤    days
	     days
	

	Ave Days Pending in EP 095
	N/A
	N/A
	≤    days
	     days
	

	Ave Days to Complete EP 095
	N/A
	N/A
	≤    days
	     days
	

	Ave Days Pending in EP 719
	≤40 days
	N/A
	≤    days
	     days
	

	Ave Days to Complete EP 719
	≤40 days
	N/A
	≤    days
	     days
	

	Ave Days Pending in EP Status
	≤105 days
	≤95 days
	≤    days
	     days
	

	Ave Days Pending in JR Status
	≤180 days
	N/A
	≤    days
	     days


	


c. Quality

The scores for this element are based on the results of the Systematic Technical Accuracy Reviews (STAR).  

The scores are reported in the Monthly Operations Report (MOR) on a 12-month rolling average.

(1)  Entitlement Determination Accuracy (EDA) 

This measures the correctness of the decisions on entitlement determinations.  

The score for this element is obtained from cases reviewed under Evaluation Determination and Rehabilitation Planning (EDRP) case type. 

(2) Evaluation, Planning and Rehabilitation Services Accuracy   

       (EPRSA)

This measures the correctness of the decisions to provide rehabilitation services from evaluation and planning services through case closures for rehabilitation and discontinuance.

The score for this element is obtained from cases reviewed under EDRP, Rehabilitation Services Delivery, (RSD) Outcome-Rehabilitated (OR) and Outcome-Discontinued (OD) case types.

(3) Fiscal Accuracy (FA) 

This measures the correctness of the decisions to authorize payments for rehabilitation services, supplies, tools and equipment from the evaluation and planning phase through case closures for rehabilitation and discontinuance.

The score for this element is obtained from cases reviewed under EDRP, RSD, and OD case types.

(4) Outcome Accuracy (OA)

This measures the correctness of the decisions to close cases for rehabilitation or discontinuance.  The cases reviewed for this measure are Outcome-Rehabilitated and Outcome-Discontinued cases. 

The score for this element is obtained from cases reviewed under OR and OD case types.

(5) Maximum Rehabilitation Gains (MRG) Accuracy 

This measures the correctness of the decisions to discontinue cases using one of the Maximum Rehabilitation Gain (MRG) reason codes.  

The score for this element is obtained from cases reviewed under OD case type using MRG reason codes only.

The table below illustrates the office’s performance for Quality.

	Quality

	Elements
	National Standards
	Level II Standards
	Local Goals
	Local Scores
	Date

	EPRSA
	85%
	N/A
	≥   %
	   %
	

	EDA
	96%
	N/A
	≥   %
	   %
	

	FA
	92%
	≥93%
	≥   %
	   %
	

	POA
	97%
	≥98%
	≥   %
	   %
	

	MRG
	90%
	N/A
	≥   %
	   %
	


4. Findings and Analyses

This section presents the strengths and deficiencies identified in the workload analysis.  It provides a detailed description of the analysis for the office’s scores including the factors that may be affecting the office’s performance for each element and sub elements.  

Instruction: This section must include a thorough explanation for the finding and the corresponding cause(s) or reason(s) that led to the identified deficiencies and/or strong points or achievements. It must also include the factors that directly impact the scores for each element or sub element. 

a. Production 

(1) Rehabilitation Rates

(2) Serious Employment Handicap (SEH) Rehabilitation Rate

(3) Employment Rehabilitation Rate

(4) Actual Station Employment Rehabilitation Rate 

(5) Percent of Cases in Interrupted Status

b. Timeliness

(1) Average Days to Entitlement

(2) Average Days Pending in EP 295
(3) Average Days to Complete EP 295
(4) Average Days Pending in EP 095
(5) Average Days to Complete EP 095
(6) Average Days Pending in EP 719
(7) Average Days to Complete EP 719
(8) Average Days Pending in Evaluation and Planning (EP) Status

(9) Average Days Pending in Job Ready (JR) Status

c. Quality

(1) Entitlement Determination Accuracy (EDA) 

(2) Evaluation, Planning and Rehabilitation Services Accuracy   

           (EPRSA)

(3) Fiscal Accuracy (FA)

(4) Outcome Accuracy (OA)

(5) Maximum Rehabilitation Gains (MRG) Accuracy 

5. Action Plans

This section provides the plan and specific steps to be taken in addressing the deficiencies found during the workload analysis.  It also provides the timeline for each action to be taken and the responsible individual assigned to implement the action plan.

Instructions:  This section must include the specific approach for improving each identified deficiency.  It also must include a definite timeframe for implementing the action plan and the anticipated improvement.

This section may also include addressing any identified needs of the office, e.g., staffing, space, equipment, etc.   An identified need must be thoroughly explained and must include data or information that support the need.
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