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CHAPTER 6.  WORK FLOW MANAGEMENT

SUBCHAPTER I. PROCESSING

6.01  GENERAL

a.  Workflow management is a coordinated system used to control how claims and other work move through the  adjudicative process.   This system is comprised of various user plans, computer applications and most important, managerial oversight to ensure that the plans and systems are utilized efficiently.

Tools currently used in workflow management:

· WIPP (Work-in Progress) Subsystem

· PIF (Pending Issue File – Intranet based)

· COVERS (Control of Veterans Records System)

· IMS (Inventory Management System)

· MAPD (Modern Award Processing - Development)

· VACOLS (Veterans Appeals Control and Locator System)

· FBS (Fiduciary Beneficiary System) 

b.  The WIPP (Work-in-Progress) Subsystem was designed in the late 1970’s to assist management in identifying areas which require attention and analysis.  It provides information from the pending issue file concerning claims processing timeliness by end product for the current and previous calendar month, as well as information on all cases in a pending status.  

c.  The PIF (Pending Issue File) is a database version of WIPP, accessed through the VBA Intranet.  http://vbaausdsf1.vba.va.gov/owa_dba/owa/pif_frame_pkg.first_page
Unlike WIPP, the PIF continues to expand its capabilities.  Additionally, it offers several advantages over WIPP, including historical data, completed detail reports, national data, data from other stations and zip code.  In addition to W-10, W-20 and W-60 reports, the PIF also has options to create a 

W-50 style report, and provides a listing of duplicate rating EPs and a match against appeals pending in VACOLS.  

NOTE:  Any reference to WIPP in this chapter applies interchangeably with the PIF.

d.  The primary function of COVERS is tracking the location of paper claims folders within, and between offices.  COVERS tracks the file number, name, power of attorney, and current location of each folder, with input facilitated by barcode labels.   It also provides custom lists of search mail and folder requests.  These lists can be sequenced in claim number order and provide the current location of the folder.  The effective functioning of COVERS requires that the database accurately reflect the actual current physical location of the folder.  COVERS is an essential application for effective search mail control.

e.  The IMS reports are derived from data entered into BDN and MAP-D during  routine claims processing.  No additional data input is required.  However, it should be noted that the IMS reports provide maximum value only if data are entered consistently and completely into BDN and MAP-D. The reports are designed for use by individual VSRs, teams, Coaches, and VSC managers to plan proactive, systematic, workload or inventory management.  The IMS reports are also used by Headquarters staff for national reporting and review.

f.  MAP-D is an application designed to facilitate the development phase of claims processing, give VSRs one tool to use to perform this work, and automate steps wherever possible.   MAP-D has a built in suspense report function available to individual users.  

g.  VACOLS is shared system of computerized appellate information.   It is used to track the status of the appellate workload, and is maintained by the Board of Veterans Appeals.  All appeals are tracked and the appellate workload managed using VACOLS.  

h.  FBS is the application used to control fiduciary work.  It shows the status of pending work products, the number, type and employee identification code for completed work products, elapsed time of completed work by both work process type and employee responsible for completion, and  out-of-line situations.

6.02  QUALITY OF DATA INPUT

a.  The effectiveness of each application and any workflow management plan is highly dependent upon the quality of information entered.  Management must ensure that prescribed procedures are followed,  through supervisory functions including quality reviews, training, supervisory reviews, and staff visits.

b.  Input deficiencies often require additional, avoidable handling of claims folders, degrading the ability to deliver benefits and services in an accurate and timely manner.

6.03 OUTCOME GOALS

a.  Individual claim information is capable of showing the current physical location of a folder, its current process stage, its age, and how long it took to complete various stages of the claims process.  Workflow analysis contemplates the sum of the individual claims to give a view of how efficient the Service Center processes claims on the whole.

b.  In addition to producing accurate work, claims processing timeliness and volume are also important elements and are inherent considerations in workflow decisions.  

c.  Control and follow-up are the key factors in workflow management.  Control contemplates such items as using the correct BDN disposition codes, setting accurate suspense dates and properly recording requested and received evidence.  Follow-up is the process of using those controls to assess what should happen next once they expire or are otherwise satisfied, in order to facilitate completing the claim at the earliest possible time.

d.  Most claims require follow-up action, usually in the form of a review of the claims folder.  It is these regular follow-up actions which assist in timely claims processing.

e.  Division management must periodically assess the effectiveness of the user plans to ensure that the desired results are being achieved.

SUBCHAPTER II.  MANAGEMENT APPLICATION

6.04  GENERAL

a.  Effective workflow management and inventory control requires constant monitoring to ensure that claims are promptly put under control, completely developed the first time and decided timely.  This requires efficiency throughout each cycle of the claim.

b.  The process of how a claim is received and how it makes its way through to the end of the process should be mapped out.  All VSC employees should be familiar with the physical logistical workflow plan of the Service Center.  

c.  VSC employees are accountable for assigned work.  The employee’s supervisor is accountable for the collective functioning of the unit or team, and these elements constitute the whole of the claims process, for which the Service Center Manager is responsible.

d.  Effective workflow management begins with ensuring that VSC employees understand their responsibilities,  that they have the proper tools to function effectively, and that management provides clear, appropriate direction on when to conduct reviews and how to use various IT applications.

e.  Service Center management is responsible for achieving goals specified by VBA.  This is facilitated by determining how the various units or teams of the Service Center will operate and setting unit or team goals which are conducive to obtaining the RO goals.  Management must check progress toward achieving goals and make appropriate operational adjustments.  

6.05   USER PLANS

a.  Every Service Center must maintain written user plans covering the following applications:

· WIPP (or PIF)

· COVERS 

· MAP-D 

· IMS 

· VACOLS 

· FBS

WIPP and IMS are applications specifically used to control and monitor Service Center workflow.  COVERS, MAP-D and VACOLS are user applications whose efficient use is essential to effective claims processing.  There does not necessarily have to be individual plans for each of the above applications.  The plans may be incorporated into a Workload Management Plan.  However, ensure that all applications are covered.

b.  Service Centers must also maintain written plans for the flow of work not specifically covered by the electronic applications noted above.  This includes workflow plans for:

1.  Mail - Routing direction must be outlined from the time mail arrives on station through delivery/pickup        across the Service Center. 

2.  Walk-in traffic -  The operational directive must cover interview hours, peak times and overflow handling.

3.  Telephone traffic - The operational directive must cover operating hours, peak times and overflow handling.  

c.  WIPP/IMS/MAP-D

1.  Due to workload and staffing variations,  no one plan is generally suitable for all stations.   While the consistency of user actions on the individual case should not deviate from VBA expectations, how the collective information is used to manage the workflow is the responsibility of  Service Center management. User plans should be fluid and changeable based on the current local workload. For example, if the workload is such that too few people would be doing a disproportionate number of the reviews, the review responsibilities should be redistributed so that the expired control reviews and aging cases continue to be timely reviewed.   

2.  User plans can be based on the general workload, or assigned to claims processing teams or units based on their functions.  The guiding principle is that the plan should provide a provision for timely review of every claim by the appropriate person.  Accountability for assigned review responsibility should be covered in the individual’s performance standards.   

3.  WIPP reviews are similar to IMS and MAP-D reviews, with the key difference being that IMS and MAP-D reports can provide greater information and assist in producing a more focused, actionable workload picture.  No user plan should needlessly require redundant review of the same information under two systems.  

4.  The IMS reports were designed to display information about the various stages or “cycles” within the claims process:

· Control Time – the time from the date a claim is received until it is put under control in the system (BDN).

· Development Initiation Time  - how long it takes from the time a claim is established (CEST) until development is started.

· Evidence Receipt Time – how long it takes from the time a development action is requested until the evidence is received.

· Time in Rating Board – how many days have elapsed since the claim was determined to be ready to rate.

· Rating Decision Time - how long it takes from the time a claim is determined to be ready to rate until a rating decision is actually completed.

· GAP Time – the time it takes from the date a rating decision is completed until the award action is GAP’d (Generate and Print) in BDN.

· Authorization Time – how long it takes from the time an award is GAP’d until the award is authorized.

(a)  Division management should review these screens and reports with the goal of improving claims processing timeliness by identifying specific problem areas and instituting corrective procedures.

(b)  In addition to computing the time in the various cycles, The basic Pending Detail report allows the user to view the pending workload at a claim-by-claim level, based on selected parameters.   Additional filters make it possible to obtain more selective data which can be sorted into the respective cycles, which then gives users actionable reports to be used in daily workload management.   Each segment of the claims process has been identified and associated with a user action in BDN and MAP-D.  

5. Cases for review should be analyzed to ensure timely, appropriate action is taken.  It serves no purpose to allow cases to pend awaiting review.  The User Plan should include provisions for review during the absence of the primary assigned reviewers.

6.  Specific annotation requirements must be included in the User Plan.  When the review results in continuation of an end product, a permanent portion of the claims folder is to be annotated with the pending end product and the letter "p" (pending) as well as the date and reviewer's initials.  This provides an action audit trail when folders are subsequently reviewed.  The reviewer should also annotate her/his WIPP/IMS list with sufficient information to allow her/him to compare it with the next WIPP/IMS list and quickly identify cases not requiring folder pull.   This should decrease the demand on file activity time, review time and unnecessary movement of folders.  

7.  End-user reviews are more productive if reviewed based on the suspense dates, such as the W-50 screen, IMS pending detail report or the MAP-D suspense control, as these are inherently actionable.  Depending on local workload variables, claim age review responsibility may also be assigned.

8.  In general, for management purposes, it is best to review cases based on date of claim rather than suspense dates.  Since reviewing cases based solely on suspense dates builds a delay onto the entire review process, the basis for supervisory WIPP reviews should be the W-10 screen because it focuses on date of claim.  The reviews should be assigned to supervisors/managers based on their organizational responsibilities.

(a)  Service Center management has the flexibility to assign review responsibilities as appropriate.  Depending on local resources, effective use should be made of Senior VSRs, Senior VCEs, Coaches, management analysts and Assistant Veterans Service Center Managers, giving higher level supervisors and managers the responsibility for cases pending longer for six months.  

(b)  In a similar vein, cases in a pending status for more than one year should be personally reviewed by a member of the division management  team.  If personal reviews are not feasible (and the reasons should be fully documented), then as an alternative, he or she must review a monthly report prepared by the individual(s) or team(s) designated the review responsibilities.  

9.  Management should regularly review the W-20 screen and IMS Summary reports to identify workload trends, to statistically compare work units within the division, and to monitor delay time for establishing end product controls. 

10.  Review the W-30 on a monthly basis.   The in-preparation data can be used to identify claims CESTed seven days before and still in the in-preparation status -- this will avoid "No Record" mail as a result of the establishment of pending issue control when folder creation is still pending.

11.  The individuals responsible for claims authorization should be assigned to review the W-40 screen for their area of responsibility, at least weekly, for rejects and cases pending CAUT over 5 days.  All cases pending CAUT over 5 days should be immediately reviewed and finalized.

(a)  The IMS Pending Authorization report shows all cases currently pending authorization.  It can be used in lieu of the W40 screen to ascertain cases pending over 5 days.  This report can also serve as a foundation for management decisions on workload allocation and authorization performance data.

12.  Cases in column A (minimally) of the W-50 screen should be reviewed weekly, preferably by the VSR assigned a particular set of terminal digits or end products to complete action at the time the control diary matures.  Due process issues controlled under end product 600 should be given special attention with a mandatory search requirement contained in the WIPP User Plan.  Unavailable claims folders should be searched unless there is a current charge-out or DISP information indicates that appropriate action is pending.  This judgment must be based on the reason for and age of the charge-out.  Reasonable time guidelines should be defined beyond which special search must be initiated regardless of the charge-out reason.  This review must be focused on taking some appropriate action, not just continue the pending issue.  When appropriate, suspense dates must be updated to ensure future action is taken timely.

(a) Cases with expired controls for 1-30 days should be reviewed by the VSR with that assigned workload.  The IM Pending Detail report can be set to include a variety of end products, and will only queue cases where there is an open development item.  

13.  Management should periodically review columns D-G of the W-50 screen or the annotated list of the assigned reviewers to ensure review requirements are being met and that end products are not progressing from one column to another without review or adjudicative action.  The extent and frequency of the review is a local option.

(a) Cases with expired controls beyond 30 days should periodically be reviewed by division management.  This can be accomplished with the IMS pending detail report.  

14.  Likewise, management should periodically review the W-60 screen to ensure correct use of the future diary control (see paragraphs 6.0lb and 6.09 for an explanation of the use of the future diary control).

(a)  Review should identify whether actions are correct and timely.  Analysis of this information should point out areas that need corrective action.

15.  The Workload User Plan must stress to all reviewers the importance of the first review.  The first review should ensure that the claim is properly identified and developed.  Reviews in general should be focused on moving the claim to the next cycle with the goal of completion at the earliest possible time.  

d.  COVERS

1.  Use of COVERS to track folder movement within an RO is mandatory.  Every station should have a designated COVERS coordinator and every employee needs to be assigned an individual location.   Service Center management may also establish other locations as the local logistics warrant, such as interim locations for files delivered to a claims processing team before being assigned to an individual.  

2.  COVERS is a receipt based system.  User plans should incorporate a time limit to COVER newly received folders, as well as procedures to associate search mail entered into COVERS with the claims folder.  It is imperative that the location database is kept up to date.  Periodic re-scanning is recommended no less than once per month, but should be more frequent if there is a large volume of search mail or spot checks reveal deficiencies with COVERS accuracy.

e.  VACOLS

VACOLS is the primary application for control of appeal cases.  Use of this system is mandatory.  An effective user plan will require that each appeal in NOD, Form 9, SSOC or remand status will have an active diary control.  Cases with expired diary controls should be reviewed on a regular basis, in order to timely move the appeal through the various appellate stages.  

f.  MAIL PLAN

1.  A mail plan specifies what happens to incoming mail received in the Service Center.  The plan should specify where mail goes for an initial review, and what happens subsequent to that review.  

2.  The mail plan should show how mail gets attached to claims folders already being worked, and how the mail gets associated with claims folders located in the file banks.  

3.  The mail plan should provide the specifics of how the pull, drop and search mail functions are to operate, and incorporate provisions to accommodate WIPP reviews.  The mail plan should specify how the COVERS search mail functions are to be used, to include the specific procedures of how search mail is attached to a claims folder when a COVERS search mail indicator has been encountered in the course of scanning a folder.

4.  The mail plan needs to specify the hours of mail pickup from various activities.  In most facilities, there may be multiple pickups consistent with how and when the mail leaves the RO for processing by the Postal Service.  Correspondence prepared after the last mail pickup of the workday should be dated for the following workday.  

6.06  RETENTION OF DATA AND MANAGEMENT ANALYSIS

a.  To assure continuity of data, each Service Center’s workflow management plan must address what and when workload reports are to be obtained, printed, reviewed and retained.   Weekly detail listings of W-50 and W-60 screens, column A are required.  

· Prints of data should be maintained by the Veterans Service Center Manager, or designee, for the division.  

· Prints of the statistics of W-20 screen, previous month should be retained for a minimum of one calendar year.   

· Prints of work in process, W-10 and maturing issues W50 should be kept for a minimum of 12 consecutive months.  

· Prints of W-30, W-40, and W-60 should be maintained for a minimum of 3 months.

· Prints of W-10 and W-50 screens, and any listings related to case reviews performed by employees, should be kept by the immediate supervisor for a minimum of 6 months.  

Alternatively, this data may be maintained electronically.

b.  Division management should monitor both monthly and 12-month cumulative data for each end product to ensure that case processing meets timeliness standards.  Reviewers should note findings that adversely affect processing timeliness so that corrective procedures and/or training can be accomplished.

SUBCHAPTER III.  FIDUCIARY PROGRAM WORKFLOW MANAGEMENT

6.07   GENERAL

a.  The Fiduciary Beneficiary System (FBS) automatically computes timeliness information for

pending and completed work products to facilitate the effective management of a station’s Fiduciary activity workload.  Information is provided in a variety of formats to enable managers to readily identify the following:

· status of pending work products (number, type, employee assignment, elapsed time),

· number, type and employee identification code for completed work products,

· elapsed time of completed work by both work process type and employee responsible for completion, and  

· out-of-line situations.

b.  The accuracy and effectiveness of these system is totally  dependent upon the quality of the 

information entered.   Reports are completed in “real time,” and are updated continuously as Work Process records are updated to reflect current status, reassignment to another employee, cancellation or completion.  Each time a report is generated, it will give the results as of that moment in time. 

c.  The  reports available in FBS are designed for use by individual field examiners, legal instruments examiners and managers to plan, control and inventory completed and pending work.  These reports are also available to Central Office staff for national reporting and review.

d. Pending issues remain pending in FBS until they have either been either completed or cancelled.

e.  The Timeliness reports contain information for completed work products for both the current and previous calendar months.  End-of-Month (EOM) processing is accomplished at 12:00 AM on the first of each month.  At that time, information on completed cases that is more than one calendar month old is deleted.  Included in EOM processing is an automatic download of total cases pending and completed, as well as timeliness information, identified by WPC.

6.08  AVAILABLE REPORTS AND DATA 

a.  A series of workload reports is available in the Fiduciary Beneficiary System.  A general description of the basic types of reports and their use are included in the following paragraphs.  Information on how to access more detailed reports within each type is available in the FBS User Guide.

b. The Work-in-Progress (WIP)  reports (G15 series) contain information on pending field examinations and accountings, in a variety of formats, for use in planning and controlling work and identifying out-of-line situations.  These reports show what type of work is pending, where it is located, and who is responsible for completing it.  WIP reports are designed to track timeliness of the station’s pending workload.  WIP reports enable managers to analyze their pending work by work process code, by individual employee or by territory. 

c.  The Completed Field Exams (CFE) Reports (G20 Series) are designed to provide  management with information to analyze timeliness of completed field examination workload and to identify out-of-line situations with respect to timeliness.  Use of these reports enables managers to analyze the completed workload by work process code, employee, territory, lapsed time, etc. The CFE Reports track the timeliness of the station’s completed field examinations on a continuing basis.  Information is provided in a variety of formats to enable managers to readily identify which field examinations were untimely, what type of field examinations they were, and who was responsible for completing them.

d.   The Completed Accounting (CA) Reports (G21 Series) are designed to provide management with information to analyze timeliness of completed accounting workload and to identify out-of-line situations with respect to timeliness.   Use of these reports enables managers to analyze completed workload by work process code, employee, lapsed time, etc. The CA Reports also track the timeliness of the station’s completed accountings on a continuous basis.  Information is provided in a variety of formats to enable managers to readily identify which accountings were untimely (according to local standards), what type of accountings they were, and who was responsible for completing them.      

e.  The Overall Timeliness of Field Examinations (G25 Series) reports display average  processing times for all actions associated with field examinations for the current or previous months, and by employee code(s) and work process code(s), as determined by the user.  Each report in the series includes the actions typically associated with field examination work, along with the average number of days used to complete the action, for the work processing period covered by the report.  

f.  The Accountings Due Report contains a listing of all accountings past due (with an end date

in the past) and all accountings with end dates falling within 65 days following the date user enters in the “Accounts Due From” box used to generate the report. An accounting is considered past due if not received within 30 days of the accounting end date.  An asterisk appears when the case becomes 60 days delinquent.   An accounting is considered seriously delinquent if not received within 120 days from the ending date of the accounting period.  The Accountings Due Report can serve as a log of actions taken by the LIE to secure accountings as they become due, delinquent accountings and corrected/restated accountings. 

g.   The Folder Pull Report contains a listing of all records containing either a Miscellaneous Due Date occurring 35 to 65 days in the future, or a Case Closed date 24 months in the past, or a Last Activity date (where no PGF is established) 12 months in the past.  FBS generates the Folder Pull Report to alert fiduciary personnel of cases that either require review for follow-up action or meet the criteria for disposal (RCS VB-1, Part I, Item 06-016.000 and Item 06-016.300).

h. The Miscellaneous Due Report lists all cases with miscellaneous diary dates that are more than 89 days in the past. Cases previously scheduled for review by miscellaneous diary appear on the Folder Pull Report as the diary dates mature.  The Miscellaneous Due Report identifies those cases that previously appeared on the Folder Pull Report for review when more than 89 days have past without action having been taken.

i.  The Random Selection Report generates a random selection of completed field examination and accounting work products from a station’s completed Work Status records.  This report can be use to generate a random selection of cases for local quality control or training purposes.  The default date range for case selection is the prior calendar month, although any date from the first day of the previous month to the current date can be selected.   FBS allows users to determine the number of cases to be selected.   

j.  The 8 Month Contact Report provides a listing of all records containing diary dates for personal or alternate contact occurring in the current plus subsequent 7 months. This report provides managers a tool for projecting the short-term volume and location of a station’s workload, facilitating placement of resources where they will be most effective in meeting program requirements.  

k.  The 60 Month Contact Report shows the number and type of field examinations scheduled per month, by territory, for the 60 months following the date of the report. This report can aid managers in determining the geographic areas where staffing needs will be greatest.  Managers can also use the data to determine the potential need to realign territorial distribution among current Field Examiners. 

l.  The 60-Month Contact (Grand Totals) combines the numbers on the 60- Month Contact  Report to provide a grand total, by month, of all field examinations scheduled for the RO for the 60 months following the date of the report. This report provides data necessary to project long term staffing needs. 

m.  The Master List is a listing of all Veteran-Beneficiary (VetBene)  records in the local FBS database, both active and closed. The Master List serves as a station’s inventory of wards under supervision.

n.  The Territory List contains all active VetBene records in FBS for the specified territories.  If the report is requested without specifying particular territory codes, the report lists all records for all of the station’s territorial codes. This list sorts a station’s inventory into geographic areas, according to territorial codes assigned, to allow managers to equitably distribute field examination workload among available field examiners.  

o.  The Accounting/Fiduciary Types Per Terminal Digit report provides statistical data on the number of station’s supervised Fiduciary Program cases.  The report includes the numbers and types of fiduciaries appointed for those beneficiaries, and the number and  types (court or federal fiduciary) of accountings anticipated.  This data is broken down by terminal digit and since estate administration responsibilities are generally assigned by terminal digit, this report can be used to ensure an equitable distribution of workload among Legal Instrument Examiners.  

p.  The Transferred Records Report contains a list of all VetBene records transferred into and out of a station during the time period selected by the user. This report serves as a station’s only verification that a record has been transferred out of or received into its VetBene Table.

q.  The WPC (Work Process Code) Cancellation List lists individual work process records that have been cancelled, along with a description of the reason for cancellation. This report serves as a record of those work process records cancelled because work credit was not appropriate.  This report should be analyzed to determine if work cancellation is proper.

r.  The Completed Work Products To Be Removed Report contains a copy of the work process record for each case completed or cancelled for the current and prior work month.  Because FBS retains completed work process records for the current work month plus the prior month only, this report serves as a permanent record of a station’s completed work to support work credit taken. 

6.09  REVIEW AND RETENTION OF FIDUCIARY REPORTS

a.   To assure that there is a historical record to support both DOOR and performance data, certain reports should be accessed and printed at specified times and retained as indicated below.  Additional reports may be run at various times at the discretion of management.

 b.  WIP G15 series of reports monitors the pending workload.  The G15W, WIP Details by WPC, should be accessed and reviewed weekly.  This report is used to monitor unassigned field examination and the pending workload.  It is also used to monitor overdue field examinations.  Additionally, this list shows cases referred to another station for completion that are controlled locally by WPC 550.  These cases must be monitored for follow-up as necessary.   Print this report on the last workday of the month after all scheduled field exams have been assigned and all completed work has been cleared in FBS. Use, along with the G15 - Summary Report, to verify DOOR/Scorecard data when questions arise.   These reports should be retained for a minimum of one year.

c.  The G20 series of reports is a record of completed work.  The G20, Completed Field Examinations Report, and G20E, Completed Field Examinations by WPC by Employee, should be reviewed weekly to monitor completed field examinations and individual performance. The manager should review cases on the G20E prior to close of business at the end of the last workday of the month, paying particular attention to cases that exceeded acceptable timeliness standards.  Review these cases, along with any other data that appears questionable and make any corrections indicated at that time.  This will ensure that accurate information will be captured during end of month processing.  The Fiduciary Program manager should print these reports on the last workday of the month, after all completed work has been cleared in FBS.  This will be the only record available to support completed field examination work reported for DOOR purposes should questions arise.  These reports should be retained for a minimum of 1 year.

d. The G21 series of reports is used to track timeliness of completed accountings.  They may also be used to track employee performance.  Management should access this report at least weekly and review cases prior to the close of business at the end of the last workday of the month, noting cases that exceeded acceptable timeliness standards.  Review these cases, along with any other data that appears questionable and make any corrections indicated at that time.  This will ensure that accurate information will be captured during end of month processing which is transmitted to DOOR and performance measures.  The G21, Completed Accountings Summary, and the G21E, Completed Accountings Detail by WPC by Employee should be printed on the last workday of the month, after all completed work has been cleared in FBS.  These reports serve as the only record to support completed account audits reported for DOOR purposes.  They can be used to verify DOOR/Scorecard data when questions arise.  These reports should be retained for a minimum of 1 year.

e.  The Completed Work Products to be Removed Report should be printed on the first workday of the month, prior to clearing any work process records.  This report contains the work process records for all field examination and accounting work completed during the prior month.  Information will also appear for those records that have been canceled, however, the cancellation action is not apparent because these cases are shown as completed.  For that reason, you will also need to print the Cancellation Report. It is critical that this report be printed within the month since these Completed Work Products records will be permanently deleted from FBS the first day of the following month and cannot be re-created if DOOR data is questioned.  This report should be retained for a minimum of 1 year.

f.  The WPC Cancellation Report should be printed prior to clearing any work process records and retained with the Completed Work Products to be Removed Report.  It serves as your only documentation of cancelled work products and can also be reviewed to identify cancellation trends which may require additional training.   Although cancellations appear on the Work Products to be Removed Report, they appear as completed records rather than cancelled work products.  This report should be retained for a minimum of 1 year.

g.  The Accountings Due Report shows all accountings past due and those coming due within 65 days in the future. (i.e. a report run on 4/1/02 would show accounts due through 6/5/02)  An asterisk appears after each case having an accounting end date that is more than 90 days from the end of the accounting period.  The report should be used to monitor the status of overdue accountings.   Each LIE should have a copy of this list and should appropriately annotate it with the notes on recent actions taken to secure delinquent accountings.  Pull cases at random to ensure that PGFs contain appropriate documentation of necessary action taken to secure accountings, to include referrals to Regional Counsel (for court cases) or to field examiners (for Federal fiduciary cases) as appropriate.  There is no retention requirement.

h.  The Folder Pull List should be reviewed monthly to determine if the inactive (correspondence files) and closed (PGFs) records listed for disposal are appropriate.  Cases appearing on this list for disposal will be deleted from the master record with FBS end of month processing.  This report should be retained for a minimum of 1 year.

i.  The Miscellaneous Due Report should be printed on the first workday of the month.  It should be reviewed to ensure that appropriate follow-up actions are taken on all cases listed.  These cases are of particular concern as they were scheduled for review by a fiduciary staff member, generally to resolve a problem or deficiency and follow-up action has not been taken.  Cases will not reach this list if the transaction has been dealt with timely.  Each Legal Instruments Examiner should have a copy of this report with his or her annotations to reflect actions taken.  Management may also conduct a random review of files appearing on this report to ensure that appropriate actions have been taken and that PGFs are properly documented.  Cases listed indicate that at least 90 days have lapsed without action. There is no retention requirement.

j.  The Transferred Records Report should be reviewed monthly to ensure that PGFs for records reflecting transfer out have actually been sent.  Immediate action should be taken to transfer any files still at your station.   Verify that PGFs for those records reflecting transfer to your office have been physically received, reviewed and any appropriate actions taken.  If the PGFs have not been received, contact the transferring station to determine status and maintain follow-up for receipt. There is no retention requirement.

k.  The Master List should be generated every 6 months at a minimum and can either be printed or saved and retained as a Word document or Excel file, to serve as back-up in the event of FBS failure or temporary unavailability.  If printed, you need retain only the most recent copy; disposing of older lists in accordance with local procedures for disposal of sensitive material.  

Appendix A

PIF/IMS Basic Report Strategy – By Claims Processing Team

The decision in assigning specific review responsibilities to service center employees rests with the VSCM.  It is recommended that review of the following reports be factored into the workload management plan.     This list is not all inclusive.

Triage

· Review the IMS pending authorization detail list in conjunction with the post-determination team to ensure that cases processed in Triage and pending authorization are timely processed

· Monitor IMS summary reports paying close attention to control time

· Monitor IMS Director’s Performance Standards Report to gauge control time percentage

· Periodic control time analysis using control time detail reports

Pre-Determination

· Use IMS pending detail reports (suspense filters) as needed to follow up on claims past suspense, based on the tracked items, OR
· Use PIF pending detail reports, sorted by the BDN DISP date, to follow-up on claims past suspense using the BDN disposition (DISP) date

· Monitor IMS development initiation and evidence receipt time summary cycles

· Monitor IMS development initiation detail report to find cases where development initiation has not occurred within established parameters

· Monitor development initiation detail list using the PIF with no MAP-D record filter to determine origin of/remedy for these cases

· Use PIF W-10 report for a summary view of claims by age

Rating

· Use IMS Ready to Rate detail list as needed to prioritize RTR cases

· Monitor average time in board and time to rate cycle summaries

· Monitor IMS RTR detail listings to ensure cases are timely rated as well as changed to open or “Decision Complete” status as needed

Post-Determination

· Use IMS pending detail reports as needed to follow up on claims past suspense, based on the tracked items, OR
· Use PIF pending detail reports, sorted by the BDN DISP date, to follow-up on claims past suspense using the BDN disposition (DISP) date

· Monitor IMS pending authorization detail report for W-40 pending authorization over 5 days

· Monitor gap time and pending authorization cycle summaries for all EPs

· Monitor development initiation summary cycle for authorization issues

· Monitor development initiation detail reports for authorization EPs

· Monitor pending authorization and pending gap detail reports

· Periodically review pending GAP detail reports using the cases N’d filter to gather trend data 

Other Reports

· Monitor PIF W-60 equivalent and diary detail reports

· Periodically review PIF duplicate rating EP report

· Review PIF W-10 and W-20 reports

Apendix  B

Use of the WIPP Subsystem

1.  ACCESSING WIPP SUBSYSTEM

a.  The WIPP command and password entered on the Ready screen result in display of the Status Selection Menu screen, W-OO.  If a specific screen is desired, the operator can enter a valid screen number; the W-OO screen will be bypassed and the requested screen will be displayed.  The operator can then enter the areas to be viewed.

b.  The areas common to all of the WIPP screens are EPC (End Product Code), EPC Type, Terminal Digit Range and Next Screen.  Once an area other than the Next Screen is entered, it is kept on all screens until the transaction ends, unless it is deleted or changed by the operator.

(1)  End Product Code.  The operator can enter up to five EPC's if they are the same end product type.  If specific EPC's are entered, no entry can be made in EPC type field.  Counts and detail selections are available for specific end products within an end product group, for example 155, 165, etc.  The specific end product code must be entered.

(2)  End Product Code Type (C&P, EDU, VRC, LIA, COM).  The operator enters only EPC Type if all end products of a specific type are to be reviewed.  Because a single screen carries a maximum of 11 EPC's, types C&P and VRC take three W-10, W-20, or W-50 screens to display all codes.  Screen "roll down" cannot 

be split in the middle of the screens.  When entering EPC Type C&P, be sure to use the shift key to enter "&."

(3)  Terminal Digit Range.  The operator can review any breakdown of consecutive terminal digits.  To review all work in the station, digits "00" to "99" are entered.  Shorter digit ranges can be used too.  For instance, higher level management may wish to use terminal digit range to compare different work units.

(4)  Next Screen.  The operator enters the next screen to be reviewed.  In terminating WIPP processing, the operator enters END in the Next Screen.  An exception to this requirement occurs when a detail print is requested.  When a detail print is requested and the operator wants to review another WIPP screen or the same screen, a Next Screen entry must be made or the transaction will terminate.

(5)  COLUMN. The W-10, W-30, W-50, and W-60 screens have a parameter labeled, COLUMN, which allows the operator to select a specific time period or appeal code for review for detail print.  The operator enters the alpha character which designates the time period or appeal code of interest.

(6)  DETAIL.  Detail print listings can be obtained from the W-10, W-30, W-40, W-50, and W-60 screens.  The operator enters an "A" or "Y" in the Detail field.  The operator can request on the W-40 screen detail prints of Rejected Transactions over 10 days, Pending Authorization over 5 days or Cases in rating board over 7 days.  The W-10, W-50, and W-60 screens require an entry in COLUMN as well as DETAIL.  If necessary to continue printing beyond 100 lines, hit the Return key.  This process must be repeated after each 100 lines until all lines have been printed.  The WIPP listings will be double-spaced for annotations and cross-referencing.  This double-spacing will increase the printing time of the lists.

c.  All personnel issued the WIPP command are encouraged to become familiar with WIPP by using the CAI (Computer Assisted Instructions) available through the LERN command and experimental usage of WIPP.

2.  STATUS SELECTION MENU – W-OO SCREEN

a.  The valid entries for Next Screen and EPC Type are listed on the W-OO screen.  When requesting the W-20 Timeliness screen, the operator may select "previous month" or "percent" data rather than obtaining the usual W-20 screen and then requesting these other formats.  The operator may also enter the EPC or EPC Type and Terminal Digit Range, as well as Next Screen parameters.

b.  Operators with VA Central Office logons must enter the station number they wish to review on the 

W-OO screen after accessing the RDPC for the station they want.

3.  WIPP STATUS – W-10 SCREEN

The W-10 screen provides a comprehensive view of the total workload of issues placed under Target end product control.

a.  The W-10 screen display includes all cases with pending issue files from the time they are placed under control until they are accepted by the DPC Hines system or otherwise completed (PCLR or PCAN).  The "Division Total" column indicates the total amount of cases under Target control by end product.  The "average control days" category measures the number of days required to place issues under Target end product control, that is, the date of establishment minus the date of claim.  The "average days pending" category measures the days elapsed from date of claim to the current date.

b.  To obtain a detail listing of cases pending, an entry is to be made under COLUMN, using letters "A" through "G", that corresponds to the days pending.  Under DETAIL, enter the letter "Y".  With the printer on, press the Enter key.

4.  TIMELINESS – W-20 SCREEN

The W-20 screen is a tool for viewing trends in the workload and making comparisons of work units.

a.  The W-20 screen displays the counts for the number of issues where final disposition (PCLR or CAUT) action has been taken for the current or previous month.  The operator has the option of viewing the time periods as number of cases completed or as percentage of cases completed under the particular end product.  In addition, the figures for the previous month can be requested by either count or percentage; these figures represent total work completed the previous month.  If the EPC Type selected is C&P or VRC, a three-screen roll down is required to display all end products of that type.  On the first of the month the current figures become zeros in the system and on the screen.

b.  The average days to complete figures for the regional office are based on the terminal digit range specified.  The RDPC figures are based on all digits for cases processed by the serving regional data processing center.  The complete time for pending issues is the disposition date minus the date of claim plus one.

c.  The "average control time" measures the number of days required to place issues under Target end product control, that is, the date of establishment minus the date of claim.

d.  If action is completed on an issue that is under "future diary" control, the complete time for future diary actions is from the maturation date to the completion date.

e.  Detail listings are not available from this screen.

5.  FOLDER DELAY STATUS – W-30 SCREEN

The Folder Delay Screen is designed to monitor problems in pulling, establishing, and transferring folders.  It is only useful if optional DISPing is performed.

a.  The information for the W-30 screen is obtained from the pending issue file and is dependent on entries on the S99 (DISP) screen.  Whenever a folder is associated with a claim, the next DISP transaction should have an entry showing the folder is with the claim.  If the S99 screen is properly completed, accessed by automatic default when using CEST/PEST or the use of the DISP command, then problems in the correspondence or files activity can be monitored.

b.  To obtain printed detail listings of the cases on Folder Delay Status screen, enter the letter "X" under DETAIL and press the Enter key.

6.  MISCELLANEOUS WIPP STATUS – W-40 SCREEN

This screen shows the total number of cases that have been delayed, why or where, and the average delay days in processing.  The average delay days information is displayed either for all EPC's within an EPC Type or for one specific EPC selected by the operator.

a.  Rejected Transactions Over 10 Days.  The number of cases with uncorrected rejects which have prevented processing.

b.  Pending Authorization Over 5 Days.  The cases where all work action has been completed except for the decision to approve or disapprove the action by the authorizer.  These cases are to be closely monitored by supervisors to insure that the number is kept to a minimum.

c.  Cases in Rating Board Over 7 Days.  The number of cases which have been in the rating board more than 7 days.  DISPing in and out of the rating board is no longer required.

d.  Pending Acceptance Over 5 Days.  A category not based on activities within the regional office.  Cases are identified in this category because of overlaps in processing cycles or delays in posting completed transactions at the RDPC.

e.  Number of Rejects.  The number of outstanding rejects is available only for EPC Types other than C&P.  It is not available for C&P because of the number of messages generated.

f.  Listing of Cases.  To obtain a listing of cases under the categories listed in paragraph 6.07a, b, or c, a letter "Y" or "A" must be entered to the left of each category desired.

7.  MATURING PENDING ISSUES – W-50 SCREEN

There are two purposes for the Maturing Pending Issues screen.  Column A identifies issues which will mature within the next 7 days.  These include pending issues established with a future date control as well as diaries attaining their suspense date.  Columns B through G display issues which have already matured and are now in the age categories listed.  This screen allows a supervisor substantial discretion in identifying problem areas and resolving out-of-line situations in particular end products.

a.  The age of claims on the W-50 screen is based on the suspense date generated during CEST/PEST processing, not the date of claim.  This suspense date is automatic for a given end product (M21-1, Pt.  II, par. 1.05c(2)(c)). However, the automatic selection may be modified by the manual entry of a desired future date on the claims establishment screen.  The suspense date of an existing pending issue file can also be modified during PCHG or when the S99 screen is accessed during a command other than DISP.

b.  As the individual issue matures and remains pending, it progresses from Column A to Column G.

c.  A detail listing of cases from Column A must be obtained weekly to assure timely processing of claims.

d.  Detail listings are obtained in the same manner as with the W-10 screen. (See par. 6.04b)

8.  MATURING DIARY ISSUES – W-60 SCREEN

The purpose of the Maturing Diary Issue screen W-60 is to identify the number of issues that have been diaried in the pending issue file for future action or establishment of an actual pending issue.  Based on instructions dated March 5, 1990, no diary issues are to be established under EPs 110 (except for Benefits Delivery at Discharge (BDD)), 140, 170, 173, 174, 293, 500, 510, 600, 680, or 690.  The information available on the W-60 screen provides division management the opportunity to plan in advance for this segment of the workload.

a.  The  information shown on the screen progresses from Column A to Column F and is dropped from the system on the day after it is due.  Upon maturity, a pending issue is established and the cases will appear at the appropriate age on the W-10 and W-50 screens.

b.  Detail listings are obtained in the same manner as with the W-10.
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