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CHAPTER 4.   TOTAL PROGRAM MANAGEMENT SYSTEM



4.01	SCOPE



	This chapter establishes a scheduled system, the Total Program Management System (TPM), for Vocational Rehabilitation and Counseling (VR&C) Division managers to monitor and report on six program elements for the chapter 31 program.  These elements will assist stations in evaluating local program performance and the VR&C Service in evaluating national program performance.



4.02	PURPOSE



	The TPM system facilitates continuous improvement of all critical program elements, with the ultimate goal of providing the highest quality rehabilitation services to disabled veterans.  Each quarter, VR&C Officers will assess their Divisions’ performance for comparison with established goal expectancies.  This will provide VR&C Officers with important management information that they can share with their staff and station managers as part of quarterly management briefings.  (See app. A for an example of a TPM management report.)  The VR&C Service will also evaluate station performance for use in program management and will provide feedback to stations on national performance.  By systematically evaluating all critical elements in VR&C performance, TPM provides a balanced approach to program management.



	a.  Goal expectancies.  Goal expectancies derive from the VR&C mission.  Expectancies and weights are subject to change as a result of ongoing analysis of the program’s performance.



	b.  Assessment Schedule.  At the end of each fiscal quarter, reviewers will assess all elements against goal expectancies.



	c.  Limitations on Use of Goal Expectancies.  VR&C staff must consider each of the five elements in paragraph 4.03 independently of the others and not attempt to combine results.  In addition, VR&C staff members should evaluate their division’s results against their own goal expectancies, not against other stations’ or the national average.  



4.03  PROGRAM ELEMENTS



	There are six elements which have goal expectancies under the Total Performance Program:  counseling/planning effectiveness; rehabilitation services effectiveness; employment services effectiveness; quality; applicant timeliness; and employment services timeliness.



	a.  Counseling/Planning Effectiveness.  In developing individualized written rehabilitation plans (IWRPs) with program applicants, VR&C staff members need to consider the following:  



	(1)  Goal Statement.  Chapter 31 applicants found entitled to a program of rehabilitation services will select a vocational goal and develop an individualized plan outlining the services needed to achieve that goal.  
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	(2)  Goal Expectancy.  Of the veterans whom the VR&C Division finds entitled to a program of rehabilitation services, 75 percent or more will develop an individualized plan describing the rehabilitation services needed to achieve the planned goal.  



	(3)  Data Source.  The COIN-TAR 6001 report, Chapter 31 Eligibility, Entitlement, and CP Case Closure 12 month Report, is the data source for determining this effectiveness goal.  



	b.  Rehabilitation Services Effectiveness.  This goal expectancy involves completion of the rehabilitation services plan and entrance into a program of employment services by program participants.  



	(1)  Goal Statement.  Chapter 31 program participants who begin a program of vocational rehabilitation services will successfully complete that program and begin a program of employment services.  



	(2)  Goal Expectancy.  Sixty percent or more of the veterans who begin a program of rehabilitation services will successfully complete that program and begin a program of employment services.  



	(3)  Data Source.  The COIN-TAR 6005 report, Veteran Entering Employment Services Case Status and the COIN-TAR 6006 report, Veterans Exiting Rehabilitation to Employability Case Status, are the data sources for determining this effectiveness goal.  



	c.  Employment Services Effectiveness.  Once case managers determine that veterans have adjusted to suitable employment or have satisfactorily completed an independent living program, VA considers the veterans to be successfully rehabilitated.  Measuring the achievement of these goals will determine whether VA’s Vocational Rehabilitation Program is effective.  



	(1)  Goal Statement.  Chapter 31 program participants will get and keep suitable employment or reach maximum independence in daily living.  



	(2)  Goal Expectancy.  Of the veterans who exit Employment Services and Independent Living case statuses, 75 percent or more will meet the criteria to enter Rehabilitated case status.  



	(3)  Data Source.  The chapter 31 master record, utilizing the VR&C Ad Hoc JFSTAT1A, Rehabilitated Veterans by Fiscal Year-Summary Report, is the data source for determining compliance with this effectiveness goal.  



	d.  Quality.  The quality of counseling and rehabilitation services depends on a decision making process that conforms to acceptable standards in the rehabilitation profession.  



	(1)  Goal Statement.  Client services and cost decisions by VR&C staff members will meet all legal requirements and the client’s rehabilitation and counseling needs.  
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	(2)  Goal Expectancy.  The average QRS (Quality Review System) score computed quarterly by VR&C Divisions nationwide will serve as the primary measure of quality service delivery.  The station’s score represents actual performance and results from the cumulative average of QRS findings of all cases reviewed by the station.  QRS procedures are in M28-3, part I, chapter 3.  



	(3)  Data Source.  RCS 20-0207, 8002, QRS Report, contains the data for determining compliance with this goal expectancy.  



	e.  Applicant Timeliness.  The first of the two primary measures of timeliness is the average elapsed time in Applicant case status.  This time is measured from the date the regional office receives the chapter 31 application to the date of the first VR&C appointment.  Since this total elapsed time involves processing time in both the Adjudication and VR&C Divisions, the VR&C Officer will work closely with the Adjudication Officer to resolve processing delays and other problems which involve the Adjudication Division.  



	(1)  Goal Statement.  Staff members of the VR&C Division will provide rehabilitation services in a timely manner.  



	(2)  Goal Expectancy.  The timeliness goal for cases exiting Applicant case status is 30 days or less.  The VR&C Officer should obtain the average time for eligibility determinations (EP 295) from the WIPP W20 screen and then compare the WIPP data against the average total elapsed time in Applicant case status to determine areas for improvement.  To cross-check the accuracy of the WIPP W20 screen data, the VR&C Officer may also keep a separate record of the dates of receipt of the claim in VA and the dates of receipt of the referrals from the Adjudication Division.  



	(3)  Data Source.  The COIN-TAR 6007 report, Average Number of Days to Close Applicant Case Status, is the data source for determining compliance with this goal expectancy.  



	f.  Employment Services Timeliness.  The second measure of timeliness is the average elapsed time a veteran receives employment services until he or she enters suitable employment.  The provision of timely services relates to effective, sustainable placement results and client and employer satisfaction.  



	(1)  Goal Statement.  The VR&C Division will arrange to provide employment services to assist veterans to secure suitable employment in a timely manner.



	(2)  Goal Expectancy.  The elapsed time from when a veteran starts receiving employment services until he or she enters suitable employment will be 120 days or less.  Stations should not interpret this goal to limit in any way a veteran’s entitlement to receive up to 18 months of employment services as necessary to achieve rehabilitation.  



	(3)  Data Source.  The COIN-TAR 6015 report, Chapter 31 Veterans Entering Suitable Employment and the Average Number of Days from the Beginning Data of Employment Services Case Status to Date Entered Suitable Employment, is the data source for determining compliance with this goal expectancy.  
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NOTE:  To properly record this data, each case manager must make proper entries on the CAST 320 screen for each veteran at the time he or she enters suitable employment.  This Target screen will provide the case manager with edits to ensure entry of all essential data elements.  



4.04  CUMULATIVE TPM REPORT



	The VR&C Service will compile and issue the TPM data for all stations on a quarterly basis as part of the VR&C Quarterly Statistical/Total Program Management Report.  The TPM Report permits management at all levels to recognize at a glance the levels of quality, effectiveness, and timeliness in the VR&C Division’s service delivery.  This will enable program management to monitor service delivery continuously and to improve processes that support desired program outcomes.  Appendix A provides an example of a quarterly report that may prove useful as an adjunct to VR&C quarterly briefings.  
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SAMPLE TPM REPORT



TOTAL PERFORMANCE PROGRAM MANAGEMENT REPORT FOR VR&C



NARRATIVE SUMMARY



This report describes the results obtained by the Vocational Rehabilitation and Counseling Division under chapter 31, title 38, U.S.C., during the quarter ending December 31, 1994.



COUNSELING/PLANNING EFFECTIVENESS

Of the 255 veterans the VR&C Division found entitled to chapter 31 services, 200 selected a vocational goal and developed a rehabilitation plan.  That gives the division an effectiveness of 78 percent for this goal, exceeding the goal expectancy of 75 percent.  



REHABILITATION SERVICES EFFECTIVENESS

During this quarter, 138 veterans left Rehabilitation to the Point of Employability case status.  Of these, 90 entered Employment Services case status.  This 65 percent effectiveness exceeds the goal of 60 percent for this element.



EMPLOYMENT SERVICES EFFECTIVENESS

During this quarter, 109 veterans or program participants were declared rehabilitated out of the 125 who exited Employment Services case status.  The goal for this performance element is 75 percent of those exiting employment services will be rehabilitated.  Our effectiveness was 87 percent.  This year to date, we have placed 230 veterans in suitable employment.  The average monthly starting salary for those veterans was $2002 compared to an average pretraining salary of $408.  Of those placed, 57 percent had service-connected disabilities of 50 percent or more.



QUALITY

The average Quality Review score for VR&C staff members was 105 percent.  This compares to 101 percent of goal achieved during the last quarter.  Particular improvements were seen in the development of Individually Written Rehabilitation Plans. 



APPLICANT TIMELINESS  

Timeliness of initial chapter 31 processing averaged 26 days, compared to a goal expectancy of 30 days.  



EMPLOYMENT SERVICES TIMELINESS

The average time a veteran received Employment Services until entering suitable employment was 104 days, compared to 115 days the previous quarter.  Goal expectancy for this element is 120 days.  



In summary, there has been a significant improvement in VR&C performance for the first quarter of the fiscal year.  
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