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[bookmark: _Toc473017349]1.  Introduction and Purpose

	[bookmark: _Toc473017350]Introduction
	This topic provides guidance on the purpose and preparation of an SAO report for Regional Office’s (RO) Public Contact Teams (PCT), National Call Centers (NCC), National Pension Call Center (NPCC), and National IRIS Response Center (NIRC).
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	January 24, 2017
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	An SAO is a formal written analysis of an organization element or an operational function.

A researched and well-written SAO is a valuable management tool. It provides an organized means for reviewing operations to identify existing or potential problems and proposing corrective actions. When applied consistently, this self-audit technique is a positive guide for operational improvement.
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2.  Objectives and Responsibilities
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	[bookmark: _Toc473017355]a. Objectives
	The primary objectives of an SAO are to:

monitor progress toward established goals and objectives pertinent to 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 improvement in conducting internal operations and in providing service to claimants;
verify that records and reports accurately and properly reflect actual operations and results; 
evaluate compliance with manuals, regulations, and directive materials; and 
refer to a higher authority for consideration those opportunities for improvement, which require change in policy or other directives, or other action.



	[bookmark: _Toc473017356]b. Responsibilities
	Veterans Service Center (VSC), Pension Management Center (PMC), NCC, NPCC, and NIRC managers are responsible for the ongoing analysis of operations, to include SAOs required by this chapter as well as those required by station policy.  Participation in the SAO process does not have to be limited to supervisory personnel.  Management may delegate responsibility to other personnel who are experienced in the operations and display an analytical ability.  Sharing or rotating the responsibility for SAOs may also be useful in providing a fresh look at a situation.

Management will:
approach analysis positively with an emphasis on improvement rather than criticism;
present critical comments in a balanced perspective, recognizing any unusual difficulties or circumstances;
conduct analysis objectively; and
encourage all personnel to work together during the course of evaluation.
	


		   ________________________________________________________________
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	SAOs will encompass all elements of the activities covered by this manual.  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 appropriate section of Topic 4, Schedule and Areas to be Reviewed.  
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	The goal of the analysis is to improve the reviewed activity.  When management identifies problems, the analysis will review the reason why issues exist.

SAOs should ensure effective and efficient operations.  Each analysis will: 

identify a problem or a potential problem area, and
recommend or suggest corrective action.

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

Management may use all policies, procedures, and requirements contained in VBA directives as evaluation criteria.
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	When management identifies problems or significant opportunities for improvement in the SAO, the report should recommend actions to remedy the problem or implement processing improvements.  Recommended actions will include specific expectations and timelines for completion.

The SAO file will contain all plans for corrective action, the timeframe for completing corrective actions, and documentation of corrective actions. 
______________________________________________________________
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	SAOs will be performed annually. Management will ensure SAOs are completed within enough time to:

correct any issues identified within that fiscal year (FY), and 
collect any necessary data to show improvement.  

The areas for review listed below are a minimum requirement.  Management may expand the areas of consideration to ensure a thorough analysis of all activities are included and identified.



	[bookmark: _Toc473017365]b. Areas to be Reviewed – Public Contact and Outreach
	Client Services, including:
Congressional correspondence quality and timeliness controls;
routine correspondence quality and timeliness;
Inquiry Routing and Information System (IRIS) correspondence quality and timeliness;
Freedom of Information Act/Privacy Act (FOIA/PA) quality and timeliness;
data from prior FY local correspondence evaluations and/or FY to date;
proper handling and distribution of correspondence items;
quality error trend analysis; and
recommendations or next steps.

Outreach Programs, including:
homeless; 
minority;
women Veterans; 
former prisoners of war (FPOW) Veterans; 
casualty assistance; 
elderly Veterans; 
tribal Veterans; 
justice involved Veterans; 
educationally disadvantaged Veterans;
rural Veterans; 
survivor and dependents; 
 military sexual trauma; 

Continued on next page



4.  Schedule and Areas to be Reviewed, Continued
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	Operation Enduring Freedom/Operation Iraqi Freedom (OEF/OIF); 
military; 
lesbian, gay, bisexual, and transgender (LGBT) Veterans; and 
foreign Veterans. 

Operational Controls, including:
staffing levels/projections;
organization;
workload projections/production capacity;
training;
eBenefits proofing process;
performance evaluations; and
 recommendations or next steps. ___________________________________________________________
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Client Interviews (telephone, chat, IRIS inquiries)
data from prior FY local quality monitoring and/or FY to date;
data from the National Quality Management Program (NQMP) (for same period as local);
comparison and analysis of local quality and NQMP quality 
quality error trend analysis;
BAS site findings compared to station findings (if applicable);
Review FY year-to-date data to ensure appropriate and correct reporting (conducting required monthly number of quality reviews, etc.) (if applicable);
Call Calibration results (both local and national); and
Recommendations or next steps.

Correspondence Process, including:
correspondence quality; 
correspondence timeliness controls/data from prior FY to date;
local correspondence evaluations from prior FY to date;
review should include initiated letters, VA Form 27-0820 (series), Veterans Assistance Inquiry, and non-emergency emails;
proper handling and distribution of correspondence items;
trend analysis; and
recommendations or next steps.
___________________________________________________________
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4.  Schedule and Areas to be Reviewed, Continued
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	Division Management, including:
staffing levels/projections;
workload projections/production capacity;
availability analysis;
excluded time management;
supervisor call back requests;
employee/union relations;
performance evaluations;
delegations of authority;
division training; and
 recommendations or next steps.
___________________________________________________________
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	Date:

Title:

Topic:

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
NCCM/NPCCM/NIRCM/VSCM/PMCM
(As appropriate)


 
IV-3-2

IV-3-1

