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- EXECUTIVE sUMMARY

In order for the Veterans Benefits Administration (VBA) to become an organization which
provides world class service, we must deliver service at least as well as service providers in the
private sector. Comparisons with ourselves in the past must give way to comparisons to
‘contemporary service providers who deliver benefits and services in minutes and days, not weeks
and. months. Reengineering VBA to provide this level of service will require us to effectively use
information technology and telecommunication tools in an organized, thoughtful and effective
way. The IT solutions must be in support of a future vision that processes work in a totally
different way. The vision must come ﬁrst, but the mformatxon technology solutlons are the
backbone of the vision. : :

VBA’s vision of claims processing in 2002 is fundamentally - different from claims
processing today. The process is oriented toward a very rich and productive initial contact with
customers and seeks to intake as much data as needed early in the process. The vision of 2002
emphasizes data movement rather than paper and claims folder movement.- Where possible, data
will be obtained via electronic interfaces. VBA will deliver services through an -aggressive
emphasis on partnership and trust with claimants and their representatives. The movement of data
rather than paper will dramatically reduce delays in queue times and eliminate many of the hand-
offs associated with today’s process. Rule based technology and an efficient case management
application will be the centerpiece for the IT solution. This centerpiece will enable the end user to-
link to the systems needed to process and complete the claim. Because the data can be acccssed
by many users, accurate mformatxon wxll be avallable at any point in the process. -

‘ The ‘source: of the mformatxon ~w1th wlnch to populate the data m'the system will change.
Rather than paper applications mailed, information will be taken via efficient telecommunication
systems and the Internet while leaving open the traditional modes of personal contact and mail for

_those veterans more comfortable with these means. Access to the system will be available for
claimants through a computer or telephone. Veteran Service Officers will have the same access
should customers prefgr to seek their assistance in ﬁlmg claims or detetmmmg the status of prior
apphcatlons ~ :

The telecommunication systems must provide customers with a wide range of services but
must always give the client the choice of speaking with a Veterans Services Representative.
Many calls will be handled by Telephone Information Centers (IC) staffed by employees who have
. access to the data regarding claims. The key components of the Telecommunications Model will

" be the FTS 2000 Network, Automated Response System (ARS), Information Centers and
~ Regional Offices (RO). The careful blending of these components will result in timely, personal
contacts with-claimants, minimum blocked calls, and 24 hour coverage.

Though of less immediate impact on a specific claimant’s request for services, just as
- important will be the conversion to a state of the art relational data base in the new corporate
structure. The new Veterans Service Network (VETSNET) processing systems will enable VBA,
- for the first time, to do sophisticated data wareliousing and data mining to better understand who
our customers are, what their needs are and why some are not successful in their claims. Such
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mformatlon wrll better enable VBA to meet veteran needs and make- avarlable the kind of data
which is essential for both operatlonal decision making and strategrc plannmg 1l
To ach1eve the service goals of 2002 VA must effectively link apphcatlons that have

- ‘needed functionality in a seamless manner. No one system can be developed rapidly enough to
provide the functionality needed for the vision. VETSNET must be allowed to replace the current
Benefits Delivery Network (BDN). Current systems such as Rating Board Automation (RBA)
Claims Processing System (CPS), Control of Veterans Records System (COVERS), Intranet and
Automated Reference Materials System (ARMS) must be woven into a seamless tapestry to allow
'VA staff, representatives and claimants to maneuver through the s1gmﬁcant complexrty of VA law.
and procedure in a transparent and understandable manner. i

£

xi
x Many of the applications of today have some of the needed ﬁmctlonahty, but will r}equrre
" ‘modifications to either exhibit additional needed functions or to effectively interface with the next
component. These modifications will provide short term IT solutions that can be used by business
users. However, long term solutions will require applications that conform to standard
conventions and common interfaces linked to a single corporate ‘data base. This concept will
‘allow development to be conducted on many components in relative isolation, yet be assured that
the components will seamlessly interface and share the same data. It will allow for componcnts to-
be developed in different time frames and at different locations. Fma]ly, it will allow the system to
operate without all enhancements being available at the same time. A Board compoeed of
Jbusiness users, IT support personnel, and representatives from Service Organizations should be"
formed to assure compliance with the standards and to coordinate the development efforts at
centralized as well as field locations. Compliance will allow many interested groups to participate
in the development of IT solutions, but avord the stove pipe nature of our past apphcatrons «and
the myriad of non-lmked data bases. - - :

Thls document prowdes the ﬁ.mctronal requtrements needed to attain the vision of’ 2002,"
. the gaps in our current systems and a cost/timeline for making the needed changes.

1. Introductlon‘ S | T |

The Veterans Benefits Adrmmstratlon (VBA) is makmg Busmess Process Reengmeermg .
. (BPR) the primary tool for bringing about dramatic improvements in contemporary measures of

performance in the face of declining résources. BPR assumptions will drive portions of the VBA "

) budget ‘Given the skepticism by some regarding VBA’s ability to deliver dramatic service

‘ unprovements it is critical that this effort be successful. A recent study showed thatlmany
reengineering efforts fail, pnmartly due to problems with the computer systems used to u'nplement
the new processes. For this reason, the information technology and telecommunications portion

of ‘the process must be careﬁ.tlly developed and must fully support the new work desrgn f
.

{
While the focus of thls document is mformatxon technology, we bcheve that new

technology in the absence of radical work rede51gn will render the software solutions meﬁ‘ectwe

The BPR vision for future claims processmg is such a radical change. "For example, there isno

real reason why spouse’s death pension cannot now, in most cases, be processed in mmutes by
B
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‘phone call, with the existing systems. Service Medical Records are not always needed. Data
already available in existing systems can and should be used. A claim can actually be processed in
minutes, instead it is a struggle to reach timeliness goals of sixty plus days. Requirements that a
signed application be of record prior to taking the first step must be changed. There must be a
willingness by VBA to truly embrace BPR and make dynamic process unprovements to bring this
organization in line with the private sector. Paperless intake process will require that the public
either have individual ability and access to interact electronically or they individually will have to
seek information and present claims and inquiries through an "agent", i.e. either a direct contact
VA employee, or a non-VA represéntative with the ability and access - the Veterans Service
Organization. This systematlc commitment to developing the substantial benefits offered by a
paperless environment carries with' it stnngent obligations to provide both’ readily avaﬂable '
electronic access-and full partnership semce orgamzatnon relationships. Both of these obhgatlons
are addressed in this action plan. :

At the onset it is critical to point out that the IT vision of the future:is being developed by
looking forward to the dramatic changes that are taking place in the service sector, primarily in
pnvate business, in order to mold the vision. The reason for this is that the VBA’s performance
is compared to services and methods that are available daily to our clients using private sector
providers. Put another way, it matters little to the pubhc that we may have reduced the time it
takes to receive benefits from two hundred days to one hundred days when the same person can
pick up the telephone and have several hundred thousand dollars available to purchase a home in.
less than ten minutes. Likewise, it matters little that the process of adding a dependent to a
compensation award has been reduced to twenty-ﬁve days, when the same person can have
dependents, automobiles, and houses added to his or her insurance in a matter of minutes with a
phone call or E-mail message. These other orgamzatxons are neither taking greater risks

- compared- to the days when they delivered service as we now do mor are they prowdxng these

~ dramatic improvements for just unproved profit. In fact, they are doing this to survive in the
Service Age where many products are indistinguishable except for the ‘service aspect. - The
dramatic improvements in interfaces have allowed credit reports and other documents to be
available almost instantly. The improvements in telecommunications ‘that have resulted in
marrying the computer with powerful telephone switches have resulted in much more
personalized service and greatly improved access. VBA’s success in matchmg this level of service
will allow the BPR effort to match and exceed the performance of other service prowders ‘

This document is focused on technologwal tools that can radlcally improve the processing -
of compensation and pension claims. However, it is important to emphasnze that the building
blocks outlined are equally apphcable to other segments of our services such as Vocational
Rehabilitation and Counseling and loan guaranty claims processing. Certain concepts, such as the
Corporate Data Base, will make inclusion of additional services much easier and wﬂl allow for

“improved semce dehvery, primarily through efﬁcnent data sharing. -

‘VBA's tele:commumcatlons strategy must change not‘only to support the redesigned work

process but also to resolve a long-standing blocked call problem, achieving both with fewer FTE.
- ~While new telecommunications technologies and reorganization of how we provide telephone

-3 . MAYI6, 1997
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service will help us meet this goal an underlymg prmmple that must guide VBA as we im mplement

|
telecommumcattons change is that new technology should result in 1mproved service. §

BPR calls for more frequent personal and proactlve contact among. VBA, vete’rans and
‘veterans service orgamzattons Also, in customer surveys, veterans have told us that they want to
be able to deal with one person, preferably the one who handles his or her claim.  This: emphasxs
on VA initiated customer contact at all phases of the claims process wﬂlf require
telecommunications support at all ‘processirig sites, * However, resolution of the blocked call
problem and telecommunications support for other VA business lines will requtre use of
automated: telephone technologies and the adoption of a national strategy to route oalls where
they can be answered. In unplementmg changes to telecommunication services to support both
BPR and the resolution of the blocked call problem, VBA must coordinate telecommumcatton
. strategy with claims process redesign and IT improvements, using 1mproved semce to our
-~ customers as the compass for dtrectmg the course of change ‘ I ;} :

i
N
The clatms process in the year 2002 wxll be fundamentally dtﬁ'erent than it is toda y. Today

. our system emphasizes the “back end” of the system. Our front end work is often paper intensive
and done in preparation for a future action (e.g., disability rating, award, etc.). The 2002 model

“will be highly front end-oriented. Rule based technology and case management are ‘essential
-elements to the new VBA claims processing system. Access to VBA will be heavily fonented'

- 2. .‘ Visnon of Clanms Processmg

toward telecommunications or other electronic mediums. The use of paper applications have been = -
o dtscarded by ‘many in the insurance and mortgage bankmg business by the year 1996, "If VBA
, eontmues in the current mind .set.regarding paper apphcattons BPR will have, at best, limited

. success. The need for front end emphasis and the use of paperless mtake systems is a critical
. butldmg block for the IT solution for four reasoms. . | E {
. No major orgamzatton has gone to a paperless system by trying to convert all: tof their
- exxstmg records to ‘electronic records. They have done:it by cutting over to a system that
loads current records into data fields and retrieves the existing records only when ‘needed.
In short, the front end IT solutxon will 1ead toa paperless system

i
N

. Dramattc reductlons in queue time delays cannot be achteved with paper work proc'%esses.
. A _ 33
e Electronic interfaces w1th a paper system makes llttle sense ﬁ'om a service unprovement
’ perspectlve ' T _ . 1}‘)
67: Effeenve case managernent requtres 1mmed1ate avaxlablhty of data when the system is
accessed by the public. ~

VBA is currently butldmg an mformatmn system in VETSNET and CPS ‘that allows for
, the needed front end service emphasis. In order to compete with the service industry, we must.
have an information system by the year 2002 that allows for seamless electronic transfer ‘of case

specific data to decision makers and integrates additional interfaced information will httle} human
i

4 : June 1997
i )




[NFORA/[ATION TECHNOLOGY TEAM REPORT -

intervention. The concept of non-value added actions (e g " re-keymg data froma pnor step) will

not be needed even given the fact that VBA must continue to use systems that will support very

large databases. How the system architecture can be designed to provide these dramatic service

improvements will be discussed shortly. However, it is important to provide a clear vision of how
- claims will be processed in the year 2002 and the type of IT support that will be needed. -

Claims will be received from a variety of access points to the traditional ones of mail and
__ personal contact but with an increasing trend toward electronic means. Many of these contacts
will involve interactions with a highly trained Veterans Service Representative (VSR). The VSR
" is both a decision maker and a case manager. The VSR will be an integral part of the vision of
case management. Case management incorporates both the person and the system that support
the process. The electronic tools available to the VSR in this process will be many. The use of
standard published interfaces will allow rapid assembly of newly developed components. In
addition, external interfaces will allow significantly more final actions to be taken on the initial
contact (e.g., adding dependents, changing income, etc.). Further, the VSR’s authonty to make
and explain- decisions will eliminate many of the current claims that do not result in favorable -
outcomes (non-well grounded) and significantly slow our processes. Actions that are outside of .
~ the authonty for final disposition by the VSR (e.g., disability rating de01s10ns) will be developed
primarily via electronic interfaces with the Veterans Health Administration (VHA), pnvate
facilities, and other agencies. Once actions have been initiated, the case will be placed in
electronic queue for the Rating Veterans Service Representatlve (RVSR). All actions will be.
-recorded electronically and available for use should the client need to know the status of the case.
The telecommunication system will identify the client to automatically ‘bring the record to the
~ VSR should future contacts be. made. The client will always be given choices, but the IT system
will provide the data to all VSR’s making it generally unnecessary for the client to- speak to the -
"same person on each contact. Exceptions may be when dealing directly with the RVSR or the
‘Decision Review Officer. In these cases, the need to qulckly resolve issues in complex cases may
result in the client dealmg dlrectly with the same person.” ‘

To meet these needs VBA w111 deploy VETSNET, a database platform that combines the

"need to work with a smgle corporate data base that is used at various logical levels. The business

- applications reside at appropriate levels many distributed closer to the client machine, but all

" connected with clean interfaces and many linked with network interfaces. The use of standard

published interfaces allows development of new business solutions to be done at the most

appropriate site and level with the assurance that newly developed eomponents will engage the
exxstmg systems seamlessly. ;

The architecture descnbed above wxll vutually eliminate the need for addmonal processing
action after final decisions by the RVSR. Since we are moving data, which can be decomposed
~ and reassembled in any display needed, the input items of the decision will also be elements to pay
benefits and notify clients of the outcome. The data will be available for post decision reviews
and - appealed actions. The conformity of distributed applications with the guidelines of the
~ Enterprise Data Model as the corporate data base allows for payment data to update the Benefit
" Delivery System. While data is constantly being extracted from the Master Data Base for use by
the distributed apphcattons only data needed for permanent storage is returned as updates.
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largely dnves the plan, each of these components were also developed wnh a vxsmn
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‘ Transnory data’ drops out after thelr value has been extracted Because there will continue: to be a

need to store text data for legal and analytical purposes, data warehousing will be established to
allow for information retrieval for the Decision Review Officers as well as the Board of Veterans
Appeals and the Court of Veterans Appeals If necessary, paper documents can be created from

the warehousmg queries for third party review. :

L,

z
I
!

i
: : 1
In developmg the IT Implementanon Plan it became clear that three cnncal" areas,

although interrelated; were major components of the overall solution.. These areas are
telecommunications, electronic mterfaces and software functional requirements. While some will

-argue that hardware should be a major 1ssue the fact of the matter is that hardware and systems

are the byproduct of the size and scope of your IT vision and should not, in and of themselves g
drive the nature of the process. This is an important lesson for VA. While the overall wsnon'

!

i

3.1 Telecommumcatxons Vision i
. VBAin 2002 will manage telecommumcatmns under a natxonal strategy that vnllﬁmake
available a ‘wide range of options for our customers. Veterans and their families will be able to

" access information about their benefits and claims through both - automated options avaxlable 24
" hours a day, ‘seven days a week, anid by talking to a Veterans Service Representative: Most

general information calls will be- handled by Telephone Information Center Systems’ whlle most
claim specxﬁc calls wﬂl be routed dlrectly to VSRs responsible for handhng the callers claxm 4 ‘

The BPR Telecommumcatlons Model has four prlmary components each with dlﬁ’erent
basm ﬁmctlons : . : : A

s

1. FTS 2000 Network;

2. Automated Response System (ARS);

v gt -

e

3. Information Centers (IC) and;
" 4. Regional Offices R
32 FTS 2000 Network

The network component will be the customer's principal telephene access point for1VA

- “Customers will access any VA service by dialing 1-800-827-1000. The network will query the -

corporate database, using an identifier provided by the claimant, - and will route the call tc“> the
Automated Response System. The network will balance calls among the different Information
Centers and ROs, directing calls to the appropriate location in the order in which they are
received. The FTS 2000 network also will provide key management mformatlon reports to allow ’

~ 'VBA to monitor network performance and demand for semce RS !

pi
. u
. . ~ : i
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3.3  Automated Response System

Each customer, dialing the VA toll free number, will access the ARS with an option to
speak directly to a VSR at any stage in the process. - The ARS.is a collection of automated
resources that supplements human resources to answer general customer inquiries and provide
basic services. The physical ARS components do not need to be collocated with the human
resources, but rather can be. geographically separated. Furthermore, the physical ARS
components may reside entirely at a VBA site, inside the FTS 2000 network, or some
combination of both.: The ARS component of th1s end-state VlSlOIl focuses on the functions
: performed independent of location. - - '~ -

The ARS will be available 24 hours a day, 7 days a week and w1ll offer customers general
- Information about all VA benefits, the. location, business hours, and directions to each of -our
ROs. Customers seeking forms or pnnted information about VA :benefits can have the
information faxed d1rectly to them or they.can leave the1r name and address for VBA to ma11 the
mformatlon :

Callers will be prompted for their unique identifier such as Social Security number and VA
" assigned personal identification number (PIN) in order for the ARS to provide access to a range
of personal account information for our customers, the status of claims, and the ability to initiate .
_ business transactions, consistent with VBA's redesigned workflow. Customers within our case

. management program will be able to be connected. to their Veterans: Service Representative -
(VSR) through the ARS.. In cases where the customer does not have a case manager, the
customer will always have the option of being connected to a VSR during extended VBA. business

hours. The ARS will provide VBA with the ability to sort and prioritize calls based on who the = -

caller is and the type of service required. Finally, the ARS will provide management information
reports to allow VBA to monitor usage of the various ARS services- and ensure that the most
useful and popular services are the most easnly avaxlable S

3.4 Information Center . -

~ - The Information Center (IC) will serve as the principal electronic access point.to VBA
information and services in the future. Callers with pending actions will automatically be switched -
to their case managers. Recorded information will be available. Customers without case
managers choosing to speak with someone will be connected to a highly trained VSR who will be
equipped with the technology necessary to provide world: class customer service to callers.
Ultimately, the customer will receive a personalized greeting because identifying information
entered into the ARS by the customer will automatically link to the VBA corporate database and
"pop-up" the customer's record on the screen of the VBA counselor when the call is connected.
This will not only provide a high degree of personalized service but also speed resolution of the

Caliers will receive personalized assistance from VSRs and will be able to determine the
status of any pending action and conduct a full range of transactions. In the relatively few cases o

T : . June 1997
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where the Informatlon Center VSRs cannot fully address the issue, the VSR will be able to
provide a "warm transfer" of the call to a benefits expert in VBA. A warm transfer is one in
which the caller is told that he or she is bemg transferred and why he or she is being transferred
The information collected from the customer is transferred with the call so that the VBA expert
will not have to ask for'information again. This approach will also ensure that a customer:, {is not
transferred to wait in another call queue or dropped accidentally from the connection. . :}

In cases where the volume of callers requestrng access to VSRs requxres that the call be
placed in a-queue; the caller will be informed of the approximate wait time and be offered access
to the information in the ARS or to pre-recorded messages that publicize VA benefits, programs
or activities. In any case, use of this intelligent queuing function allows the customer to make the
decision about whether to wart based on the actual srtuatron : - i

35 RegnonalOffice S R S ‘f

VBA Reglonal Oﬁiees will not be. requrred to service the large volume of i mcommg calls
that they service today. The VSR at the regional office will focus on calls related to claims located
at the RO.  This will ensure that the maximum amount of resources can be dedicated tg case
processmg and personahzed service.’ : 'l

-To assure nmely service dunng times of peak demand for counselor servrcee selected ROs

wrll‘augment VSRs assigned to ICs by linking directly to the IC call queue in a backup mode and’
taking overflow calls.. In addition, this same philosophy will allow VBA to use VSRs loeated .

* away from'the IC to service calls. The notion of "remote servicing" will increase VBA's optrons
for locating staff by allowing.outbased VSRs as well as, work-at-home (including the employment
o of the physically ehallenged who might be home bound), and flexible, shrﬂs ) 1

RO VSRs wxll be able to call customers using an advaneed ‘automiated out-dialing system
to provtde the status of a claim directly to a customer rather than waiting for the customer to call
VBA. This service will allow VSRs to queue multiple outgoing calls to automatically call our
customers at a time that is most convenient for them and at a time when the VSR i is avallable to

- take the call. ‘This technology will help avoid “telephone tag" scenarios. Out-dialing could also

be used for outreaeh to selected populatrons (e.g., women veterans) erther by ROorIC stalf‘

‘ Overﬂow blocked calls may be routed to VSRs throughout the systern to assure tnnely ‘
service during peak call demand times. ‘During these times, selected ROs will assign VSRs! to the -
IC call queue as a backup to handle overflow calls. In addition, other VSRs not assrgned to
- service the ICs or at remote locations, may handle overflow calls. This will increase optrons to
locate VSRs at outbased locatmns and expand opportumtres for work-at-home and flexible work -

1§
hours. .. e e : : 'f‘
l

[+ ]
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Custoer Access "'*7__,__ 1_500.327-1000 |

AUTOMATED
‘ RESPONSE SYSTEM

INFORMATION
CENTER :

INFORMATION
CENTER

INFORMATION - « °
. CENTER -

Figure 3-1: Automated Response System

‘3.6 Interfaces

Currently existing electronic mterfaces bring us some of the demsxon critical information

we use in the claims process, but the adequacy,- reliability and timeliness of receipt of that
‘information falls short of the principle of having the right information in the decision maker’s

hands at the earliest pomt a decnsxon can be made. Adequate mterfaces to release VA information

9 June 1997
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about a veteran in his or her behalf is wrtually non-existent. The Compensation and Pensxon
(C&P) Service vision of electronic interfaces supporting the claims process will bring corgnplete
usable decision critical information into the process at the right time and to the right place and

“people to support process decisions. The support vision provides for creating new electromc o X

interfaces for veteran/pubhc access to provide general benefit information by Internet and with
state and: local agencies to provide timely and efficient release of VA information to other
organizations making their own benefit/entitlement decisions for individual veterans. The vision
also includes full access to our systems to meet the comrhitments requxred of electronic! :semce
orgamzatlon partnershxps :

}

i
e

l

,!

Our current claims processing support systems are characterized by separate, ;:hstinct
systems that were developed for a particular purpose. For example, the Rating Board
Automation (RBA) system provides functionality in the area of producing rating documents. It
does not, however, bring forward all of the possible data from prior development, nor i}does it
directly link to the payment of benefits. - The processing of 2002 will be characterized by a smooth - '

- and seamless transition from application to application. VA’s first response to the customer who

~wish to file a claim will not be to send them the form, but will be to begin processing thé claim.

* Customer satisfaction will be built in from the beginning. VA will foster the spirit of mclu]snon by
3 askmg our. partners in the Veterans Service Orgamzatlons to use our systems to initiate| claims

- processing..© . . S o

4

“E
Interfaces wﬂl be used to populate needed data fields ehmmatmg placmg unneeded'
burdens on-our claimants. Data that cannot be obtamed by interfaces will be entered once If the
same data is needed for a software application further down the process, it will not have to be re-

~ keyed. Screen scraping -technology will temporarily fill these needs while more permanent
‘solutions are developed by the VETSNET group. Ultimately, the goal of VETSNET is to

provide the functionality within the broad application specifications. However, the short run

- solution will require g careful linkage of the existing applications, with added functlonahty to fill

gaps needed to reach the IT needs of the vision. By linking existing (albeit modified) apphcatlons
we can achieve a much higher degree of data movement and present the users with a consxstent ,

_presentation from which we can move, in background from application to application. -

As Figure 3-2 depicts, there are ﬁﬁy—nme action items needed to provide the necessaxy IT

- - infrastructure needed for the vision. Most of these action items are already either undef active

development, planned or under consideration. This reality reflects the planning done in earlier’
business modeling exercises, the initial BPR effort and the VBA’s efforts to address,iserwce»
delivery shortfalls. All of these items: link to one or more of the five basic processes related to

. compensation and pension.  The numbers indicate specific action items listed in both Appendlx B

‘and Appendix C. The degree to which we can effectively link these will dictate the success we
~ can achieve in the short run. Existing applications will not provide the needed functlonahty We

must add some key features. For example the ablhty to take electronic apphcatlons and begin-

claims processing by electronic contacts is critical. This building block is missing today and must

be added. There are many other IT gaps that must be filled. Appendix A lists the: general

10
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requirements in each of the three broad areas of telecommutﬁcatiohs, interfaces, and software -
functionality. Appendix B provides the specific implementation planning actions needed to obtain
the functionality. Appendix C gives a more complete descnptlon of the action item to mclude a

description and expected beneﬁts

11 “ June 1997
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4. = IT Development Strategiés & Associated Risks
4.1  General Comment

We have rewewed the plans and strategy of the CIO with respect to the development of
'VETSNET, telecommunications, the development of a modem relational data base with access to
all employees throughout the country and the approach to Rapid Application Development and
find that it is consistent with the needs of the C&P business line. The following discussion draws .
on work.that_the CIO and his. staf’c‘ have done and whmh we find persuasive from a business
' perspective. : ‘ -

4.2 'Teleoommu nications Strategy & Risks

The transformation of how VBA prov:des access to mfomlatlon about VA benefits and
services and claims assistance will be aﬁ‘ected by two separate but related factors

. Blocked call«.s. |
o Support of the BPR redesigned C&P work process.

Blocked calls are a long-standing VBA customer service problem that must be addressed-
immediately while the redesigned claims process presents new telecommunications challenges.
'VBA decision makers will now have a personal and proactive relationship with their customers,
involving personnel who have not talked to customers before, answering calls where they have
not been answered before, and using communications strategies that have not been employed to
any great extent before. : '

cy
“

These issues are interrelated because the transition to the redesigned claims process will
occur concurrently wjth VBA's efforts to adopt a national telecommunications strategy to
eliminate blocked calls. Cun'ently, all calls -- C&P claims related, calls related to other business
lines and general information inquiries -- are answered in the Veterans Services Division. In the .
Vision state some of these calls will be handled by VSRs at claims processmg locations while _
- other calls may be answered by ARS or by IC VSRs. Both initiatives must be coordinated closely
with changes in tfalecommumcatlons technology, other IT roll-outs, and retraining of VBA
employees. :

4.3 Expected Call Volumes

The Office of Inspector General (OIG) study in 1995-96 showed that 27% of VBA
telephone calls are related to C&P claims issues. Another 10% of calls were classified as
"payment inquiries." While the OIG interpreted this category as check status information, many
payment inquires involve claims related issues (e g., Pension Income limitations). Consequently,
many VBA customers consider payment inquiries as being claims related Also, studxes by those

13 o . . June 1997
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v , . |
ROs that route calls directly to clarms processmg teams showed that 42% of total calls are routed
~ to case management teams. : ; :

Because more personalized contact with customers is a comerstone of the redesigned
claims process, all claims specific calls should be routed to the RO where the claim iwill be.

‘processed. However, in those cases where a.claims related call may be routed to an IC {the IC . '

. VSR should handle the call. While remote VSRs at ICs or other-ROs will be. able to answer many

- claims related calls by 2002 during the initial phase of telecommunications reengmeenng\(1998-

- 99), approximately 40% of calls will continue to go directly to the RO of jurisdiction. Based on
calendar year 1996 call volumes, this translates to 3.7 million calls per year. Conversely, 5.5
' mlllnon calls can be handled by ICs using both ARS and VSR response. *I

- Since the redesrgned work process will include more apphcatlons by telephone and more
customer contact with claimants, claims data as well as telephone calls by area (Table 4-1) will
Ahelp in forecastmg anncnpated call votumes. : »

Completed C&P Clanms Telephone Interviews lI
Supple‘mental Original - Total | Total Claims - Other -

‘ ' : A Related ' é)

National 1 374, 076 418 316 1,792,392 | 9,184,788 3,673,915 5, 510 873 o

[Easterm | ~ 280,001 93,285 373,286 - | 2,047,506 819,002 1 228 504
Central | 311,588 - 91,200 ... 402,788 | 1,861,193 ' 744,477 1, 116 716
Southern 540,834 154,138 694,972 | 3,175,789 1,270,316 1 905 ,473
. [Western | 241,653 .79, 683 . 321336 | 2, 100 ,300 840,120 1 260 180

Table 4-1: Claims/Telephone Interviews ) i

i
r

Table 4-2 below shows relatlonshlps between telephone calls and claims. Thxs mformatron
- can be useful in developmg area strategies. For example, Western Area receives a srgmf cantly
hrgher ratio of telephene calls compared to C&P claims When compared to the Southern Area.

[National 87 512 i

. |Eastern - 87 549 - L
~ {Central ) 8.2 462 | i
Southern - 82 4.57 Sl
Western 10.5 ; : 6.54
&

- Table 4-2: TeIephor;e Calls/CIaims

4 ' June 1997
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4.4 ARS Projections

- An Inspector General study in 1995-96 concluded that 41% of VBA calls could be
" handled by automated means. Given the demographics of VA's customers and the flaws in the
design of the above study, the actual usage will be much lower than this. Many calls to VBA are
not 's1mply requests for information. VBA customers are often people in crisis, who are facing a
serious disability or illness, loss of job, loss of home, loss of health benefits, or lack of funds to
attend school. These customers requnre empathy, compassion, and understandmg, not just
information. :

VBA's Insurance Service has used ARS and Interactive Voice: Response (IVR) since
1995. Their experience shows that 12% of callers initially use IVR. However, only 7% use IVR
exclusively (without transfer to an Insurance Specxahst) Moreover the St. Paul IC reports only
5% usage of ARS. - : ~

The expenence of the Insurance Semce aithough more conservatrve represents a good
starting point in projecting the expected benefits of ARS. Once VETSNET is deployed and
developed beyond its first iteration, ARS and IVR use will grow. Also, certain populations (¢.g.
those using education benefits may use ARS to a higher degree). The St. Louis Regional
Processing Center is testmg ARS/IVR technology but results are 'limited at this point. ' '

' Assummg a. 10% initial use, 551, 087 calls will be handled effectively. by ARS Usage of
' ARS/IVR could grow substantnally by the year 2002 as some of the IVR functions described in
the Vision become available. However, use of ARS and IVR must be the choice of our
customers and development of ARS/IVR technology must include customer input through use of
focus groups and customer satisfaction surveys Easy avmlabxhty of a VSR must always be part
of our telecommuxucatxons strategy

4.5  Staffing Considerations |

~ There are significant risks in trying to shift FTE and telephone calls too quickly to ICs:
Staffing will be a critical issue both in 2002 and during the intervening years. Overstaffing of IC
locations may result in under-utilization of VSRs during' slower perxods VBA has -a fairly
predictable call pattern with more calls during the first week of the month and at the beginning of -
the week. In planning for staffing at ICs, areas should use the minimum staffing needed for these
slower periods. Calls during peak periods can be augmented by RO staff. Conversely,
understaffing of ICs could result in a higher blocked call rate than ever, unless there is a heavy
- commitment from areas to use RO VSRs to augment IC VSRs.  As ROs become immersed in the
transition to the new claims process, they cannot abdicate respons:blllty for general phone calls,
based on the premise that the “IC will handle those calls".

15 A ‘ ‘ June 1997



. INFORMATION TECHNOLOGY TEAM REPORT

FTE Required by Area for IC Calls-

i
i
{
|
j
|
i
!
ki

Daily Calls Claims IC Calls Less ARS| Required |
L * Related (-10%) .
: v | . Calls * K , o
M National 36,593 | 14,637 | 21,956 | 19,760 198 "
E Easterm | = 8,157 | 3,263 | 4894 | 4405 44 . |
A |Central 7,415 2,966 4449 | 4004
IN " [Southern| 12653 | 5061 | 7,592 | 6,832
Waestern 3347 | 5021 | 4519
National | 48302 | 19321 28 981 '26,083, 261
Easterm | 10,768 | 4,307 | 6461 | 5815 | = 58 “
Central | = 9,788 . 3,915 5873 | 5285 | 53
Southern | - 16,7701 . | -~ 6,681 10,021 | 9,019 [ . 90
' Western 11,045 4418 6,627 | 5,965 60
~ |National | 26,347 10 539 15,808 | 14,227 | 142 l
L Eastern . 5873 - 2,349 3,524 | 3,172 32
I?’V - |Central 5339 . 2136 | 3203 | 2883 | 29 . |.
' ~ |Southern | 9,110 3,644 | 5466 | 4919 | 49 :
[ _ |Western |~ 6,025 | 2410 3615 | 3253 | 33 |
o . Table 4-3: FTE Required by Areafor ICCalls . -~ .© = |

‘u
Tab le 4-3 pro‘wdes data by area showing expected call under varying call demand
scenarios. These data show that 83% more FTE are required on high volume days compared to

low volume days. The high volatility of incoming telephone traffic is further complicated by the

~ daily patterns wlnch can vary by up to 400% durmg busy hours compared to slow hours.™ j] ,

B

‘The key to dealing thh these lugh volumes of telephone trafﬁc is ﬂex:blhty and

cooperation. Initially, many non-C&P claims related calls will be handled by RO VSRs even,
though the call may be processed through an Information Center. Shifting of FTE from R()s to

- ICs may be accomplished over time as ROs complete conversion to VSR positions, as technology
“such as ARS/IVR is made available, and- the effects of these changes are analyzed.

ir ,
’l

Once IC technology is unplemented overflow calls at one IC can first go to other ICs and
then to ROs. This strategy will make the best use of VSRs assigned to ICs. Management of this -

process should be at the .national and area levels. Since VBA will be handling telephoneicalls
using a national strategy, telecommumcatlons managers can project staffing needs. , ?
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As ROs complete the transition to Customer Service Centers, calls pertaining to claims
should be routed to the VSR or team handling the claim. Some ROs may’ ‘be able to do.this with
local cail handling equlpment while other solutions must be found for those with older equlpment

VA must contmue to develop solutlons to blocked calls In most cases this involves the
rerouting of blocked calls from one RO to another or to a central point such as an Information
Center. Strategies should link to the end state vision depicted in the Vision section, i.e. claims
related calls will go to ROs and_ general calls to ICs with support from ROs. Development of a
national telecommunications strategy will also need to be coordinated with other VBA. busmess
lines as well as VHA and National Cemetery System (NCS)

4.6 Transmon Tlmmg . B , ‘ o

To achieve the Iong-term vision of implementing a national telephone system as outlined in
the Vision, VBA Telecommunication Service must: develop a detailed plan for replacement of
local telecommunications. equipment with a telecommunications architecture which allows VBA .
to route customer inquires to the location where they can receive qulck, accurate and complete
answers to questlons and problems with the first call. : '

- To aclueve thls vision VBA must determine locations to plabe telecommunications -
technology. Imtlally, Information Centers selected will principally be locations for technology to.
implement this vision. - Ideally, these locations will be collocated at existing RO sites. It is at
these ICs that the Automated Response systems will be located. Human VSR support for ICs will
be also located at the IC but will need to be supplemented by VSR support from afﬁlrated ROs.
The followmg guid elmes are ot’fered to reach the end state; :

. General mquny calls may be handled by a combmatlon of ARS, IC VSRs and RO VSRs
The percentage of calls handled by ARS will be determined by the effectiveness of these
technologies to provide world class service. We expect that use of ARS will expand over time as
technology improves at one location may result in poor productivity during slack. periods.
Dispersion of VSE. support at ROs will provide areas with more flexibility in using VSRs during
low call periods. Finally, the mix of IC and RO VSR’s will not be static. VBA anticipates that
~ greater call volumes of claims related issues will be able to be handled at remote locations once
~VETSNET, CPS and other supporting technologles are available.

4.7 Software Development Strategies & Risks

VBA has moved to a more dynamic software development environment which is distinctly
different from past practices. This has been driven by the recognition that business needs drive
development and business sponsors are deeply involved in the process. We must think in terms of
which piece of the solution is being solved by specific projects and work toward linking these
parts in a manner that is largely invisible to the end user. Some of the current efforts must
‘continue with no additional mandates if they are to solve short term needs. For example, the
VETSNET system must complete the replacement of the current BDN system in order to create
-a high level data system that is compliant with the requirements of the corporate data model.
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~ However, additional functronallty is required. VETSNET w111 not be in a posntlon to laddress

- these addltlonal needs untll after the delrvery of the BDN replacement - - f{
The solution to having the IT- functlonal requirements in place by 2002 lies both irl‘ system
design as well as in software mtegratron We must work from two fundamental assumptlons
First, regardless of who.develops IT business solutions, or where they are developed, they must
comply with standard interfaces and use data fields that are compllant with the corporate data
model. This will allow more components to become available since builders will worry less about
mterface and memory issues and will concentrate on solving the business problems. Further this -
concept will allow the assembly of business solutions using both commercial as well as custom-
‘developed components. Second, in order to meet a 2002 timeline, there is a need to develop parts
of the IT solution in parallel. Clearly, the need to replace the existing BDN with VETSNFT isa
high priority. However, the replacement of the BDN and the use of a universal data base is a high
level data-service tier that houses the data needed to make decisions. -As a result, efforts aimed at
creating IT solutions for the problems related to decisions, business rules "and mfo’rmatron
processing can be simultaneoisly developed at business-service or user-service tiers. The key to
allowing ‘the simultaneous solution of these IT. issues revolves, again, around using a common
‘corporate data base and applications at all t1ers adhenng to standards that allow for seamless
_mtegratlon S S A ) }’1
" The IT effort should be a shared effort between the IRM, the business lme servrcps and
field offices. We believe that the business users of the systems are a critical piece of the solutron
If we want user commitment and ownershrp of our IT. solutions for 2002 then we must have a
high degree of user involvement. Also, it is critical that business solution. apphcatlons be -
developed, tested, and deployed much more quickly than in the past. The criticism VA has felt by
" the GAQ and others has often been aimed at our software maturity and the inability to‘ create
~ timely solutlons that deal with today’s business needs. In addition to developing new appllcatlons
faster, we must be prepared to modlfy appllcatlons currently in. development to fit wrth new -
busmess models. . . U _ ‘ ‘

‘ lThe three guldmg pr1nc1ples should be - L E ‘ ?l
T - o f
- L ,‘Our bus1ness systems must be developed qu1ckly o o - e

2. ’We must use our IT resources at various levels and not attempt to create 1nﬂex1ble
emplres assoclated with the bureaucracy of the past. ' |
- |
3. In order to accomphsh the two items above, we must have a three tiered system with
' mvrsnble connectrvrty between them - : A : i

'1

. The rea.llty of pressing business needs do not allow us the luxury of entertalmng v1s1ons,
of grandeur” where one great IT solution will envelope or replace the patchwork of applrcatrons
‘we now have. Applications such as CPS must be made spokes of business process solutldns that
link to other applications and information sources. Whether the business process solutions/run on

local servers or sequent systems will depend upon the size of the data base and the pennanéncy of . .
]
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the data created as well as the need for access. With access a hrgh pnonty most databases must
reside in systems that can be accessed from remote locations.

In order to coordinate and integrate ‘the efforts of the various groups working at various

~levels, we suppor: the CIO’s efforts to create a coordinating body. The members, and the
represented groups, are critical, as is the mission. We believe the followmg characteristics should
be an 1mportant part of membershrp

1.

5.

Since the ]process of 2002 IT development will take place at three levels, members -
representing each of the levels must participate; Business line managers representing the
user level, and VETSNET and 208 representatives at levels l and 2.

The board must not exercise line authority over any sub-group, but must serve to de'{'elop .
standards for apphcatlon development tools as well as make sure system components are

compliant with the IT platforms

’,I‘he‘ board would serve to codrd'mate rapid application development (RAD) efforts at field .
sites to make sure needed business applications are developed by the most appropriate

group. This will result in application development time-frames that are the shortest and
applications are developed with the most efficient use of resources

'The board would develop a performance measurement system that would prowde‘
. guidelines for all applications in assessing the degree to whlch the application addresses

current business need gaps and improves our services.

L.

IT Infrastmcture Viswn

Once we all | agree that the concept of an corporate data base is essentlal the hardware on

which the operating system resides should be scaleable in nature. That is, the hardware grows as
the database and appljcation grow. By using a cluster, we can manage as a single system but
avoid the cost of pr ohxbltrvely expensrve hardware. '

The desrgn of the system archxtecture must provide for certain deﬁnable objectlves

Support our current systems since they must serve us in the short run
Distribute the functionality to the end user
Exhibit flexibility for future needs and long term applications

Itis important that the inﬁ“astrueture not just be viewed from the VBA perspective. Our

systems of the future will require clean interfaces with VHA as well as with other Government
Agencies. In addition, our systems must support veteran and Veteran Service Officers (VSO)
access as well as access from outbased locations.
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6. Software Integration - S i
 The issue of software integration is a very important one and is equally critical to the 2002

vision as the three tier archrtecture and the concept of the IT Coordmatlon Board ’I’he 2002
"‘systems must have the: . oo , S '

1. Ability to access database information via the Internet o - ;l
2. Ability to use Telephone Application Interfaces seamlessly to our databases |
3. Ability to remotely maintain our databases ;

4 Ability to seanﬂeSSIYintegrate with odr mail system - ' ‘ §

. 5. Ablhty to rephcate data to our corporate database system after the claim has been "

processed and
3 Seamless access and movement of data from apphcatlon to apphcatlcn as we process

‘actions. , I R l

Apphcanon development for the 2002 vision must take place in two phases a short term

(transition) and a long term. The reason for this distinction is based on two facts. { First,
~ application planning and costing must take place well in advance making short term time frames . -

': vdrfﬁcult Second, the critical need to replace the BDN and address year 2000 issues will relegate
“major new apphcatton initiatives to the out years. L . »

'fl

| | T R
There are two groups of transmon recommendatrons The ﬁrst group relates to a‘ more
efficient linkage of existing applications. An example of this would be the recommendanonlto use
emulation software to migrate RBA data directly to BDN fields and eliminate the double keymg
of rating data to the BDN (Appendix.C, Action Item Pg).. This will not require BDN changes,
but will result in efficiencies. With the power available in the client server environment, thé rapid
linkage to applications (and the needed data transfers) can be made invisible to the user and will
allow us to use very user-friendly .presentations without having to reprogram all of our
applications. For ease of use, it may advisable to have a core application from which we can
“launch” seamlessly to the modified. current .applications or new applications. Thns core

6.1 Short Term (Transrttons Solutmns)

“application can serve as a “hub” from .which we link the various user tools. CPS'is a front end
intensive program that could be used as a hub. From this, or similar programs, employeesl could .

launch to Automated Medxcal Informatron Exchange (AM]E) mterfaces and other development
mterfaces

I3

The second group of transmon recommendattons relate to the need for VSRs to have case
specrﬁc mformatlon avallable in order to respond to calls It is clear that the mformatxon must be

20 ‘ Juné 1997




INFORMATION mcmvoziocr TEAM REPORT

available electronically. It is important that VBA adopt a standardized case management tool that
contams the followl ng functlonahty

i

-Case specnﬁc information regarding development action
VOIn‘formation re :rarding received' vs. outstanding evidence
A record of pri: or oontacts and mformatlon regarding the contacts

..Given the vision. to have. apphcanons taken by telephone and Internet we must have a core
program that will facilitate the flow of work in an electronic environment. In the short run, -
existing software can be modified to provide this functionality (Appendix C, Action Item P18).
We have provided an appendix that lists the functional needs filled by current apphcatrons and
-have attempted to list the gaps that must be ﬁlled to comply with the 2002 visions.

6.2 Long Term Solutnons

For the long run, the VETSNET Team is working to create a software system that will
have all the functionality needed to support the 2002 vision, including case management. While
the concept of paperless applications can be tested with modified existing software the long term
goal of moving toward a paperless claim- processing system will take major hardware and-
software changes. Issues such as electronic warehousing must be addressed (Appendix C, Action
Item P22) as well as electronic filing from remote sites (Appendix C, Action Item P20). Effective
interfaces that link to automated award processing are not impossible; however they require
. planning, effort, and ﬁmdmg Appendix C, Action items P13 and P22. relate to the issue of
automated adjustments. . Sophisticated help features (Appendix C, Action Item P10), and more |
- rule-based rating systems (Appendix C, Action Item P23) can be powerful tools to assist VSRs
and RVSRs. However, we must be clear that these cannot be delivered in a short time frame.
After the existing BDN has been replaced (VETSNET I), we will have the platform upon which
to build these &gmilcant enhancements. .

7. -Software Evaluation

In the process of defining the end state vision, as well as looking at the long term and
short term strategies and risks, it becomes clear that some of the software functionality in all three
IT areas (telecomrnunications, interfaces, and process functions) exist in current or developing
applications. However, it is equally clear that gaps exist. The major goal for the
~ IT/Telecommunication Team was to develop and execute a systematic method for 1dent1f)nng

‘where the applications fit and where there were gaps. Afterward, an estimated date for the action
was developed. Accurate costing of these initiatives is impossible wrthout a project plan. Initial
estimates were made, however, and are included in Appendix C. ‘

Starting from the vision, broad functional requirements were do\réloped for the three IT
pieces. These are listed in Appendix A. . After the development of these requrrements a review of
the existing and planned software applications was conducted.” This analysrs was to compare
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-“these busmess solutlons to the needed functlons and 1dentxfy the fits and gaps The result*, of this
Functlon to- System Gap Analysm are summartzed in Appendlx B. o B

+
B
H

A " From the Functlon to System Gap Anatysxs a list of 59 action items was developed These
- action ‘items are needed to bring the telecommunication, interfaces, and processing software into

conformity with the needs of the 2002 visions. These action items are summarized in Appendlx
B-2. Some of these action items have been referred to earlier in the text. The speclﬁc action
.~ items link back to the broad functional requirements in Appendix A and are cross—referdneed in
~ that appendlx by number . : C : gi

Appendxx C is a complete hstmg of the 59 action items thh a bnef descnpnon
responsible group(s), estimated completion date, estimated cost, and benefits to be denved The -
- estimated completion dates are, at this point, refined only to a year. Further reﬁnement of

: begmmng and completlon dates will require further review by the respon31b1e groups |

- 8. Concluswn o 'l
, We have rewewed the plans and strategy of the CIO with respect to the development of
VETSNET telecommunications, the development of a modem relational data base with access to
all employees throughout the country and the approach to Rapid ‘Application- Development and
find that they are consistent with the needs of the C&P business line. We strongly endorse itand
‘urge that the VBA and the Department resist in the strongest possible: ways any eﬁ‘orts to-
. discontinue the development of VETSNET and the substitution of marginal enhancements to the
‘current BDN. The BDN has eonmstently shown over the last several years that it is not a sultable
. tool to provide the kind of customer service delivery nor. the data needs required *by' the

Department to achieve the vision for elaxms processmg Wthh we contemplate ‘

‘f
il
A

The ‘vision of 2002 outlined in the begmmng pages of this document is reﬁned ’ﬁrst to
 broad functions and finally to specific action steps, dates, and costs. The vision must be reached
by a collective effort and not by the incremental efforts of one group. The component developed
by any particular group will largely be based upon where the business knowledge and skills exist.
By adhering to standard conventions and mterfaces many individuals and groups can proudly bea
~part of the new-vision for VA, B : 3
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~ Appendix A. Functional Requirements .
. L : i
To a large degree, the functional requirements are a logical byproduct of the vision.
Clearly, if we are to be processing claims via electronic communications by 2002 we must
carefully "evaluate the gaps in the proposed software solutions currently being used and in
development Again, we  can look at the three components of the IT solution. :

Functional Requirements [ Telephone Su bgroup

1. Develop information centers to manage national call volume and eliminate blocked calls
(Action Items T41 T42, T44, T45, T46, T47, T48, T49, T50, T54, T61).

2, Develop ARSs that will allow callers to access VA services without human intervention, 7
days per week, 24 hours, per day. Options will be available in English and Spanish
(Action Items T51, T52 T53, T59).

3. Develop queumg and routing system to distribute calls among mformatlon centers and
ROs (Actlon Items T41, T42, T44, T45, T54).

4. Integrate telephone technology with corporate database so that VSRs have automé.ted,
access to callers' records (Action Items T43, T44, T45 TSS, TS6, T57, T58, T60)

5. Provide call momtonng capablhty and management reports for momtonng system
performanca and serwce demand (Actlon Items T41, T42, T 54) ) . .
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Appendix B. Initerface Functional Requirements

" The design of the work flow of the claims process dictates the need for specific decision

critical information from non-VBA sources and specifies the point in the elaims process (the user
and the timing) where that information is required. The need for efficiency, accuracy and
timeliness in each data gathermg process dictates the use of electronic technology as the exchange
medrum -

External interfai:e functional requirement3°
Current interfaces or matchmg programs need to be contmued {1, 3,17)

. Interface ag;reements should focus on the quality and utxhty value of the mformatlon we
seek (12, I3) .

. ‘On-lme access or information on demand apphcatlons for each of those interfaces should
. be provided (II 12 13 14, 15, 18 12) c .

. Interface agreements should also mcorporate the principals of automatlc notification to the
VA when re levant mformatlon enters the external organizations data base 1z, 13, 14, IS)

. Partnershxp wrth eo-located veterans representattves wxll requrre full direct access for
those orgamzatnons to the systems apphcatxon for submrttmg and developmg claims (19)

. Full Service Orgamzatlon partnershrps and commitments to outbased VA employees for
veterans access require full external interface access to applications for submitting and
developing claims that are provided to in-house employees and co-located partners (I9,
110, 112, 113)

. New external jnterfaces are necessary to minimize the resource demands of providing the
customer service of releasing VA information in the veterans or beneficiaries behalf (17,
I8, 114) o f

. New external interfaces, for example Internet access, to the. VA are required to
supplement outreach efforts and distribution of general department, agency and benefit
information (11, I11, 112, 114)

14

. New external mterfaces to VBA systems for the National Cemetery (NCS) System are
required to support initiative for NCS processing of burial benefits and payments (I6)

Work Process Software Functional Requirements g

. Offera paperless;claims' processing system. (action tracking numbers P1, P3, P18, & P19)

T
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" 2. Allow for immediate decisions on many 1ssued via electromc contact -(action t1 ackmg
numbers P22, & P23. ) 4 : tt
3. Allow for Veteran Semce Ofﬁcer claim mtake (actlon trackmg numbers P1,P2, & P20 ) :
. ) '§
- 4. Establish a cons1stent user . presentatron that allows” for seamless “access to support
programs/systems. - (This should be considered a common property when desrgmng
solutions and mcorporated as soon as poss1ble and be an objectxve of every mmatxve ).
. . {;
5. -Offer access to needed data wrth efﬁcient mrgratron of the data to the case management
~ system and allow for electronic access to archived data (action tracking numbers P4 Ps,
P9, P12, P14, P16 P17, &P20) - | ‘ : ;;
" 6. Hand off data from. system to system wrthout the need to re-key (action trackmg nt}lmbers
 PLPRPIZPI3&P20) o _. | i}
‘ - o et e - . o, . B} ,i B A
T Ehrmnate meﬁicrencxes between systems (e.g. RBA results in payment, batch process of -
"~ C&P exams without manual input, etc) (actlon trackmg numbers P3 P6, P7, P8, P13,
P17 P20 P21&P24) R R S ,!

8. 'Create IT solutions that resu!t in eonsrstent and complete development at the earhest point - o
- in the clarms process (actton tracking numbers P2 PlO P11, &P12) ‘ S

9. Develop IT tools to generate standard repotts as a natural by-product of the process and
generate ad hoc reports on request (actions tracking number P15) .- o

. )

j
i
|
;
|
i
1

i
3
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APPENDIX C. DESCRIPTION OF ACTION ITEMS
Action Item Number P1
" Title: Electronic Data Entry
Descriptiom: There‘is cufrently no way an original or subseqﬁenf claim can be received
 electronically. CPS has the capability of receiving data electronically, but.it does not establish a
master record or update it. VETSNET will have the capability to establish a record in the
corporate database or update it Therefore, the functionality to receive data electronically to
process claims to oompletlon and update the corporate data ‘base needs to be integrated into
VETSNET.
Responsibility: C&P Service, 20S
- Completion Date' 1998
Estlmated Cost Component of CPS budget 1mt1atlve
Benefits If thls capability is attainable, it would ‘provide for electromcally receiving a
“claim and having the data establish a master record or update it. This would allaw claims to be-
received from out-based VA personnel or VSO' : ~
" Action Item Number P2
Titie: Rule Bé.sed Dévelopment
R Descﬁptﬁom: ’T'hé development prégram'in CPS is rule based.j VETSNET does not
contain this feature. The ruled based development feature of CPS should be integrated into
" VETSNET. - . ; o ' ? : ' |
Responsnbnllty C&P Semce ZOS
. Completion Date: 1998
Estimated Cost: Component of CPS budget initiative
Benefits: Rule based programs eliminate errors of ormssnon. This would ensure that all
mformatxon necessary to properly complete a claim would be developed at the time a claim was
received. Thereby eliminating piecemeal development and reducing the amount of time needed to

adjudicate a claim. Additional benefits would accrue if VSO’s are mputtmg clanns since they
would be utilizing the rules based development system. . :
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| Action Item Number P3 »

Title: -Automatic Letter Generation

e St i St

: Descnptlon' When all data necessary-to develop a claim is mput the necessary letters
, requestmg ewdence should be automatically generated. . : ;
‘ !

, Responsnbnhty: C&P Service, ZOS

Completion Date: 1998 . . ~ . Lo T

Estimated Cost: Component of CPS budget initiative

Benefits. There is little decision making required when a claimant reports the snnrces of
evidence. There is an disproportionate amount of clerical work needed to request ewdence If
* the data concerning the source of information is entered into the system, the required letters could

... be generated automatically. This would save the VSR the time now: spent in addressmg the letters -
~-. “and selecting the appropriate letters. - :

}
Action Item Number P4 ' f : ‘ ' .' o : ;L
Titleé Tfai:k Claim-'Location Information (long term) - ?

Descnptlom In today’s busmess world, the need to satxsfactorﬂy answer a customer ]
_ inquiry as to the status of a claim is crucial. Whether the inquirer is a VSR or VSO asklng «for the’
status on behalf of a claimant in today’s environment or the claimant seeking the status dnrectly in

“the future, there needs to be a trackmg tool that provides details as to what has been

- accompllshed what needs to be done what ewdence has been- recelved and what. neé:essary oo
.- evidence is outstanding. : : ! :

A\Responsnbxhty C&P Semce ZOS

Completlon Date 2000

i
i
I
!
j
{
% .
l
!
H
|
i

Estlmated Cost: Component of CPS budget initiative

Benefits: Unul a paperless clalm is achieved, there would be significant savmgs in the
time spent’ sending mail to files to have a claims folder pulled and then reviewed. Smce the

- evidence requested and received would be available on all claims, there would be no need to pull a

~“claims folder until the case management system indicated that all evidence had been recelved
There would be additional savings in the number of man-hours needed to respond to VAIs and
- Congressionals if the inquirer could be told the specific status of the claim: o

| TN
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Action Item Nnmber PS .

Title: Track Claim Location Information

Description: CPS has limited claims tracking capability. CATS does have claims
tracking ability, but does not have rule based development capability. CPS and CATS should be

integrated to utilize the rule based development of CPS with the claims tracking ability of CATS.
(This is recommended as a short-term BPR Lab initiative.) .

Respo‘nsibillity' C&P Service 208 -

Completlon Date 1999

Estnmated 4Cost. Component of CPS budget initiative

Beneﬁts: Anyone requestmg the status of a claxm will readlly be able to determine what
evidence has been requested and what evidence has been received. They will also be able to
identify what stage of proeessmg the claim is entering. ,
Action Item N uml:rer P6

~ Title: Military Reoord Request @3 101 generatton)

- .Description: When a claim for beneﬁts is received electromcally or input by keystroke,
and it is identified as needmg military records, the request for these records should be’ generated
automatically to the correct military records center. The records requested would be based on the
type of claim received and the information concerning the claimant’s military service that was
input. This could be aceomphshed by additional changes to VETSNET. o

Responsibility: RMC, C&P Service, ZOS
1 Completion Date: 2000

Estimated Cost° Component of CPS budget initiative and RMC. Automate VAF 3101
xmtlatlve : . : 4

Benefits: There is considerable time lost between the receipt of the claim and the

 identification of the correct military records center. If the request is sent to an incorrect military

records center, additional time is lost until the request is returned as not properly addressed or
forwarded to the correct military center. This initiative would eliminate any lost time.

Actlon Item Number P7

Title: Inte; grate RBA decnsxon lnto VETSNET payment system
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Descnptlou' RBA dec151on should upon completron of the ratmg decision, automatlcally
transfer the necessary mformatlon mto the VETSNET system S i

Respons:blhty ZOS C&P Semce e N
- ‘Completlon Date 2001 .

Esumated Cost. Component of VETSNET I -~

* Benefits: Allowmg the ratmg dectsxon data to automatxcally be mcorporated mto the

VETSNET system will eliminate the need for duplication of data input by the Rating Certxﬁed'

VSR and the VSR. This would save numerous FTEE by allowing the Rating Certified YSR to
actually effectuate payment and benefit notification upon completion of the rating decision. The
current system requires the Rating Specialist to input the data necessary for thé rating dec1310n

- The ratmg decision is then transferred to a Veteran’s Claims Examiner, who re-enters thrs date = .
into the BDN system and into-the PCGL letter writing system. Another benefit is that by making e
the Rating Certified VSR the last person to see the clarm, the VSR becomes a more “ﬁ'ont end” S

* oriented employee. g
. . ) % tan
" Action Ttem Number PS

: - » !
Title: Extraot payment mformatlon from RBA decision and send to BDN 2 %

Descnptlon. A short term solutron that would allow the RBA decxston to§ opon

oornpletlon of the rating deCISIOII, automancally ‘transfer the necessary payment mformatlon into
: the BDN system. “ :

' :ResponSlblllty C&P Servwe ZOS

i
i'
Completlon Date. 1999 ' i

Est:mated Cost. Component of VETSNET budget rnmatlve ;‘ SN o

\

Beneﬁts. Thls short term solutlon will allewate the duphcatlon of data 1nput by the -

Ratmg Certified VSR and the VSR. If the payment information needed by BDN were extracted
" from the rating decision produced by RBA, it would start to streamline the process of generating

‘an award of benefits. This would save FTEE and allow the VSR the opportunity to devote more
time to front end development, which is essential during the transition- penod ‘of; BPR

1mplementauon In-addition, it would allow for complenon of the claims processing systern ina
more trmely manner. ' %
“Action Item Number P9. |

{
l

system. -

i

- C4 ~ qus.{msw'~
!

i
I

Title: Make archlved data and text avallable natlon-vvlde usmg a document management

P
i
|
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Description: Create a database from which archived data and text can be accessed
nation-wide. ' : o "

Responsibility: 'C&P Service, 208
Completnon Date. 2000 |
Estlmated Cost RBA Component of VETSNET I

" Benefits: ‘Creating a document management system which can be accessed nationwide
- will have numerous benefits. At the point of initial veteran contact, information such as last rating
decisions, current disabilities, payment information, and previous veteran contact, would all be.
available to the VSR at the same time that he or she has the veteran on the phone. This would
-allow for a quicker and more accurate dissemination of information. This alleviates the need for
some of the written correspondence which we process at this time. This also allows the first
person that the veteran talks with to have the information available to make necessary decisions.
The ability to make decisions and process awards while the veteran is still on the phone will mean
-a reduction in pending claims as well as a more expeditious handling of the claim. .

“The archived data base will assist the'sVBA in it’s transition to have a paperless benefits.
delivery system. Thereby allevxatmg the need for the traditional clauns folder in processmg
awards n

This system will effectuate the very expeditious processing of the veteran’s: claim ‘and
requests for information. This will save FTEE and provide for more accurate and complete
mformatlon dlssemmanon e x !

Action Item Number PlO
Tltle Put context sensitive help into all apphca’nons developed

Descnptlon Each applxcatxon that s developed should have context sensitive help
available throughout the system. This should be mcorporated into the desxgn of each individual
system at the nme of development

1

‘ Responsnbnhty:l C&P Semce, 208
Completion Date: Ongoing

Estimated Cost' N/A

i

Benefits: The avmlabnlxty of context sensitive help to the system user will allow for more
complete and consistent claims processing development and benefits delivery. This will be
accomplished by allowmg the development and processing of the claim to be accomplished at the
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i

l,’

carliest possible point in the claims processing system The development of needed mformatmn

can be accomplished by a VSR at any level in the training process. The avallablhty of thls help

" information w111 also assist in training the new users of the system.

‘ Actlon Ttem Number P11

vy e e

Txtle' Develop reference databases for various purposes

l
£
1
i
l

Descnptlon Databases should be developed which make avaxlable the vanous laws

* rules, regulations, and procedure by which the VBA processes clalms and dehvers beneﬁts This
will mvolve rewrmng and reorgamzmg dlrectlves o :

Responsnblhty: C&P Semce, 208
V‘Completnon Date. 2000

Estlmated Cost. Component of VETSNET ]1 budget initiative

i e S R AT 2

, Benefits:. Databases which mcorporate the laws rules regulatnons, and procedures by
wh1ch we process claims are a vital need in the claims processing system. This allows for more
consistent claims development and benefits delivery. In addition, they ensure that the VBA

employees are provided with the most up-to-date and accurate data by which to process these

claims. This is extremely important in light of the recent changes of laws and regulattons This
will also allow for the dissemination of these laws and regulations to the claimant, thereby
enhancing the claimant’s knowledge of the requirements for benefits delivery. This will i in turn
alleviate some of the notices of disagreement received by BVA by being able to provlde complete

consistent data up front when needed by the clannant : . o 5
. (E

3
{

' ActnonItemNumberPli! B LT B o

Tltle External sources lmked into apphcatlons as requlred

‘,

l
|
i
|
s

- - Description: External mforrnatlon that is obtained should automattcally be inco

yorated
whenever necessary into the vanous apphcatlons as they are developed '

' Responsibility: C_&P Service, 208

3

o Completionhl)atet 2002
V‘Estimated Cost" Ongoing = | S . f
Benefits: This will allow the VSR and Rating Certxﬁed VSR to have the latest

information available at the appropriate time. In addition, it will alleviate the duplication of data
mput mto the neeessary apphcatton Thxs wxll also reduce the development nme requlred to

‘ ll
. ll
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process the claim by eliminating the need to request mformatlon from vanous organizations and
departments.

Action Item Number P13

Title: Automatically adjust pension payment based on financial data received through
interfaces. B , ' o
Description: Currently pension is adjusted manually through EVR reporting. Ideally

EVR s would be completed through electronic interfaces with the financial data at their source. -
- Receipt of this electronic data should be the event which triggers a recalculatxon of pension rate.

Responsnhxhty' C&P Serwce, 208
| Completlon Date. 2002
: ,Estnmated Cost° Component of VETSNET m
Benefits: Savxeg of man-hours associated with pensioh adj\lxstmehfts.
Action Item Number P14 - N o | x
' Title: thahée CATS to flag certain records (short ,_terﬁm). R
‘ Descﬁptiqfn: There are instances in which certain 'clainis have ;traditionélly received a
higher processing priority. Such claims may include homelessness or terminally ill veterans, or
cases in which congressional interest has been expressed. CATS should allow special indicators,
~ or markers, to "flag" these cases when the case managementhrecord IS eccessed.
Respensibiilitg‘r: EVAR_‘O Roanoke, 20S |
, Completion Daie: 1998 |
| Estlmated Cost. Compenent of CPS budget initiative
Benefits Will save on follow-up processing time for cases of specml interest.

i

Action Item Number P15

!

Title: Select Ad-hoc Query Tool(s)' (both analysis and work in-pregress).

Description: In addition to stahda.rdized reporting capability, there should be an ad hoc
reporting capability using specialized sortmg cnterla It is antlclpated that initially this capabxhty
would be limited to a centrahzed point.
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claim.

~ trends in claims processing and appeals o

g

“*‘Actio'ultemNumbexiPlﬁ S - e L j
' ' ;
3

 Responsibility: C&P Service, 208

4
;
%
|
j
¢
. 3
i
3
l
!
-

- Completion Date: 1999

fl

Estxmated Cost Component of Corporate Data Warehouse/Dec1510n Support Stm?egy ,

'Benefits Qulcker response to spec1a1 interest 1nqu1nes and more deﬁnmve rephes to

processmg questlons

Txtle. Combme VETSNET and VACOLS to allow continuous trackmg from date of

Descnptlon' VACOLS tracks a claim from receipt of VAF 9 to resoiutlon of the appeal

Tracking in VETSNET does not include appeals processing. If tracking in VETSNETJ were
extended through the. appeal period, it would be far ‘more comprehenswe and useful for analyzmg

Responsibility: C&P Service, BVA, 208

o o g

Completlon l)ate 2001

c Estlmated Cost' Under consxderatlon for VETSNET II

Title: ngrate ATS functlonahty to VACOLS

i

€.

Beneﬁts. A smg]e trackmg tool is. more convement and w:ll allow better sta1 lstlcal"
~ analysis. :

Descnptnon. ATS measures a cla1ms progress from notxee of dlsagreement to VAF 9’

* VACOLS measures from VAF 9 to resolution of the appeal. ATS is a part of BDN;, VACOLS

uses Windows GUI and is. attached to an Oracle database. There is general agreement that

tracking penod and other features that would enhance the apphcatlon

B T e -

Responslb_xhty: C&P Service, BVA‘, 2OS ,

Completlon Date 1998 ' :‘ o SR |

Estxmated Cost. Addressed in Informatlon exchange baselme (1999) ' oo

VACOLS is a superior tracking system-and is more relevant to. our future needs than ATS.
‘Currently an initiative is underway to extend the tracking in VACOLS to mclude the ATS
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Benefits: The Windows format of VACOLS is more user-fnendly, and the Oracle
. database is easier to query

‘Action Item Number P18
‘T‘iﬂé‘:’ Take electronic filing through CPS.

Description: The intake of claims data--either over the phone or in person—~should be
entered dlrectly into the CPS application w1th0ut an mtermedlaxy paper form

Responsnbz:hty: . C&P Service, 208
Completion Date: 1999
Estimated Cost: Component of CPS initiative

Benefits. The alternatlve to electromc data mtake is the current paper system which is
inefficient. - A ,

Action Item Number P19

Title: Develop full electromc ﬂlmg functionality.

Description: Electromc claims data should be captured as ea.rly in the claims process as
posmble An electronic claims form should be available over such media as the Internet. -The

fields in this electronic form should link with corresponding database ﬁelds to allow for more
timely claims processing:

. Responsibiility: C&P Service
* Completion Date: 2002
* Estimated Co§t: Component of VETSNET I

Benefits: An electronic format allows not only the quick transfer of data but also the
immediate editing of data from the claimant, with a potentially more focused claim.

Action Item Number P20

‘Title: Record Transfer

Descﬁption: The concept of Information Centers will re,quiré thé transfer of electronic
records from the IC to the RO in order to resolve case specific issues. This action item will create

the functionality to smoothly transfer case spec1ﬁc data and allow for the warm transfer ﬁom a
VSRataICtoaVSRattheRO ‘ :

C-9 June 1997
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Responsibility: 2084, 20S, C&P Service

P S

R,

C0mplet|on Date 2000

Estnmated Cost Avatlable in VETSNET I

1
i
|
§

: Beneﬁts. ThlS item wﬂl improve customer satisfaction as their concerns are routed fto the
-person most capable of resolving them. This functionality will replace the VAI system that did
" not result in immediate replies. The primary benefit wﬂl be in eliminating VAIs and the 1mproved

quality of response and txmelmess of response. : %

Action Item N umher P21 ;
i

Tltle° Umversally Accepted Structure .

Description: This’ action item is critical for applications developed at field staﬁon% orin
. parallel to centralized IT initiatives. Jt does not limit the ability of developers to solve busmess
‘solutions. Rather, it assures that software tools will be compatible with other IT tools and can

o seamlessly mtegrate and share data. This an essentlal plece for ehmmatmg the stoveplpe aplgroach ,

to claims processmg _ o - I

Responsnblhty 2OS

i
. §

‘ Cempletnoul)ate: 2000 o E o o i ; )
Estimated Cost: N/A - l
b

Benefits' Apphcatlons will no longer stand alone or require labor intensive re-kemeg as
users move to new tools in background operations. Needed data will migrate or. enter via -

interfaces that can be assured compatibility by adhering to the accepted structure. . Significant

-savings in man-hours will be gained by distributing application development to key busmessi' areas -
with the assurance that the applications will be beneﬁcxal to all users, regard ess of the sxze or
scope of operations. g : :

Action Item Number P22 "

Z
. |
Title: Autc'mated Award AdjuStrrtents v‘ia Interface " ) - 1

Descnptlon While interfaces will i unprove the speed and accuracy with which we obtam
needed information, the ability to link this data to BDN changes, in an automated manner isa
‘ powerful key to saving FTE in benefit adjustments In the absence of major legislative chanées in
the pension program, the need to link income changes in Social Security and other annuxty
programs to automated adjustments will be critical to reducing the man-hours devoted to
maintenance adjustment to our program. Further, adjustments based upon hospltal stays, both in,

C-10 June 1997
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pension and compensation, require time consuming reviews and actions. These automated
adjustments will be needed if we are to devote more time to the customer. service side of claims
processmg and relegate mamtcnance of benefits to more automated features.

Responsibility: C&P Servioe, 208

Completion Date: 2002

: } i
Estimated Cdst‘ ; Comp'onent of VETSNET Il
‘Benefits' - Major sawngs in FTE can be gained by automzmng routine mamtenance

adjustments, pension in particular. It is widely known that the cost of FTE to ad]ust pensnon '
awards exceeds the cost saving related to the adjustments

Action Item Number P23

Title: Rating Data Storage/Support '

Descriptioni: - To use an expert system approach to automating some of the more routine
rating actions to allow VCR to do some simple ratings. While it is currently felt that the full
scope of rating issues are so complex as to not lend themselves to expert systems, some of the.

decisions that relate to tables could be supported by expert system logic. In particular, issues
related to hearing loss a.nd visual acuity are examples of decxsmns that could be supported by IT

hResponslblhty C&P Service, ZOS B
| Completion Date: 2000
Estimated Cost: RBA coinponétit of VETSNET II
Benefits: Thé pnmary benefit in this action item is in aﬂowihg certain decisions to be
delegated to VSR and allow the RVSR to better utilize his or her time in the most complex of
issues. Havmg decisions made at lower grade levels will save FTE. ' .
Action Item Number 1’24

Title: Adninistrative Decisions

Description: This action item results in RBA having additional functionality to handle
Admxmstratwe Deusxons using the same background support currently used to develop ratings.

Responsublllty C&P Service .

Completicn Datg: 1999

‘ .

-
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Estimated Cost: Component of CPS Initintive -

ety e S b s

" Benefits: By using standardized text and format features currently in RBA, we can save
_ the time and man-hours currently bemg expended in creatmg Adrmmstrattve Decisions usmg pure
~ word processmg systems 3 , . . l :
Action Item Number . - S : : Coe .

=
B

Tntle* Internet solut10ns for ARMS (Automated Reference Manual System)

Descnptlon Make ARMS avatlable to the pubhc and extemal users v1a the Intem%:t

ResponSIblhty 208, 20852

s

Completlon Date' 2000

Estnmated Cost Included in Pll

: ) e
e g -
At

' Beneﬁts* Enables external users to more effectively interact with:tl,_t‘e VA

»

Actlon Item Number 2

Tntle- DoD Eleotromc mterface

, Descnptnon* Establish formal agreements with DOD to- exchange mfonmation

~ electronically about service and medical records. The exchange of information will be aﬁ'ected by
" the form in which the sources hold their information. The development of interfaces to exchange
- thls mformauon will have to be constructed to accommodate these forms ‘

Responsnblhty 208 C&P Semce ‘Records Management Center

Completmn Date 1998

Estnmated Cost: Begun in 1997 and part of base Incremental fundmg is component of N :

| VA RMC Input DD214 Data mmattve ) ¢

Benefits' Faster and more efﬁelent development of claims
'Actlon Item Number I3

Tltle. VHA/VBA agreements =

R S

DescriptiO'n Establish additional MOU's between VBA and VHA to fa,clhtat

joint
efforts to share mutually supportlve 1nformatlon
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Responsibility: 'VHA, VBA

Completion Dat;e:-. | 1998

.Estimeted Cost:i None |

Beneﬁts: Ease c;f use artd accessibi]jty to VHA/VBA electronic systems.
Action Item Numberld .

Title: Expand deta exchange with other federal agencies o

Descrlptlow Enhance electronic mterfaces with other federal agencxes (IRS, Ratlroad
Retlrement Board, DoD/DMDC etc.) to allow for automatlc income adjustments

o Responslblhty: fC&P Service, 208
Completion Date: 2000
‘Estimated Cost: Included in base for Information Exehange
Beneﬁts. educe clalms processmg time; reduce amount of human mterventlon
Action Item Number 15 C ' . " | S
Title: Eleetronic interface with National Archives

Descnptmn. Provide electronic interface with the Natlonal Arcl'uves to support ehglblhty
and evidence gathenng process .

Responsnblhty 2OS RMC Central Area, C&P Semee S
~ Completion Date: _1998
Estimated *Costs: Componentef RMC PIES initiative

Benefits: Improves tlmelmess of ewdence gathering; eliminate dupllcate requests for the
same data. S

Action Item.Nu'mI)er 16
- Title: National Cemetery System links

Description: Provide electronic access to the National Cemetery System employees and
authority to process payment of burial beneﬁts

C-13 o - . June 1997
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Responsibility: 20s C&P Service, National Ce_meter'y‘ Service
« Completron Date. 2000

' Estlmated Cost* No cost

| timeliness of providing claimant benefits.
‘ ActlonItemNumberI’? 4' A e
Tltle. Estabhsh Iocal mterfaces to obtam pnvate medlcal mfonnatron

Descnptmn' Automate access to pnvate medrcal systems or- autornate the transfer
mformatlon under local ad hoc agreements ‘ :

Responsnb:hty Local Area Drrectors and Regwnal Ofﬁce Drrectors
Completlon Date. Ongomg : j
Estlmated Cost. Wﬂl vary Local untlatrves |

Beneﬁts Reduces the veterans’ reporting burden and unproves ttmelmess of |
processmg

Action Item Number IS

o Tltle. Estabhsh on-lme mterface w1th SSA

‘

1
I

| A
Benefits: Free C&P FTEE to work other claims; single source for bunal b!eneﬁts;

ri .
‘ofthat -

T

o

:
!
!
1
i
1

H
y
é.

|
1
i
;
!
it

i

1
/

$

claims
] \

\ v
i
%.
)
i

H

' o
Descnptnon. r Provrdes drrect access for clanns processors to SSA mformatlon for

. venﬁcatlon of dependents mcome and dlsabxlrty ratmg mformatron

Responsrblllty VBA, SSA at the MOU level; C&P Servrce 208 for 1mp1ementatxon

Completlon Date: 1998
.7

Estlmated Cost: In Information Exchange baseline’ S

o

.‘
?

i
‘¢
1
i
h
i
i

. S
i

j

Benefits: Improves tlmehness of claims processmg, minimizes overpayments supports

automated adjustment of pension payments. -
Action Item Number 19

. Title: Provide collocated veterans representatives with direct access.

C14 T Juneisyr
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i .
!

Descnptlon. Veterans representatlves will be prowded direct access to appropnate VBA
applications and systems when they are involved wrth subrmttmg and developmg clmms '

‘Responsibility: ZOS Area Directors, Reglonal Office Directors

Completlon Date* 1999 | |

Estlmated Cost Mlmmal

~ Benefits: Augments VBA FTEE 1mproves tunehness of clarms processing; increases
accessibility for veterans; enhances partnership and collaboration between _VBA, veterans
representatives and veterans

Actlon Item Number 110

Tntle. Provxde out-based veteran representatwes with direct access

Descnpt:on. Veterans representanves w111 be prcmded direct access to appropnate VBA
applications and systems when they are involved with submlttmg and developmg claims.

Responsibility: 208, Area Directors, Regional Office Directors .
. Completion Date: 1999 o B o ,
Estimated Cost: ' Minimal
Benefits: Augrhmts VBA FTEE, improves timeliness of claims processing; increases
. accessibility for veterans; enhances partnership and collaboration between VBA, veterans
representatives and veferans. -
Action Item Number I11 |
Title: _Providé bakic electronic access

Description: Provide electronic access to the general pubhc to receive general
information and claims specnﬁc details.

Responsibility: 208; C&P Service, parfmering local field facilities
Completmn Date' 2000 |

Estlmated Cost' In Informatlon Center Initiative
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Benefits: Reduces the number of telephone inquiries that detract from claims processmg, |
- increases accessrbxhty for veterans 1nformat10n prowdes tlmely access to mformatron
- Actlon Item NumberI12

Tltle. Prowde enhanced electromc access for the clarms process |

Descnptlow Provxde electromc access for subrmssron of claims apphcanons and evidence
and to receive clalms status mformatlon (Similar to P19) - o L '

| Responsnbnhty ZOS C&P Servwe partnenng local field facrhtres - i
Completlon Date‘ 1999 R | T 1
* Estimated Cost: Mlmmal cost -~ V - ) %

3 Benefits. Reduces the number of telephone inquiries that detract from claims processmg,
mcreases accessxbﬂrty for veterans mfermatlon prowdes tnmely access to mformatlon

Actlon Item Number Il3

' Tltle° Outbased employee access

Descnptmn' Outbased employees will be provrded drrect access to appropnate VBA
appheatxons and systems o . , ,

?
. . ‘ ) » . V V‘-\ ' /v ; . \
,' :Responsmlhty 208, Area Dxrectors RO Dxrectors C&P Servrce - ;

. . . ' . - 8 ‘ ’
Completion Date:. Ongoing - ’ , : 3

Estnmated Cost: Inbase - R . : : &
: - Benefits: Mammmes use of scarce resources; 1mproves employee satlsfacnon mcreases
productmty : 1
Action Item ‘Number 114 |

i

Titie:,Estebiish Stare and local agency interfaces - R :

. Description: Customer service includes the release of information im ‘the
veteran!beneﬁcxarys behalf. Quahty criteria of the accuracy and timeliness of that release are
objectives. The opportunity is to minimize resource demands for non-decision activities | ‘through
carefully planned initiatives. Electronic delivery of this information to State and local agencies
and, when possible, provision for electronic query capability for those agencies is reqt’nred to
access VA databases and extract the 1nformat1on they need for thexr own decnslon processes

!
. . R ‘
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Specific needs will vary greatly from state to state and no attempt has been made to inventory
existing mterfaces -

Responsibility:; RO Directors with support from Area Directors
'.'Cbmi;léiid'»h ﬁaie:' Ongﬁing - R o 'i
 Estimated Cost: Will vary by facility |
| Benefits: Auto:mate other-agency access to the VBA database §r minimally, the Actual'

transfer of that information; reduce the resources involved in an essentially non-decision making -
activity, improve the timeliness and accuracy of customer service at ROs. -

Action Item Number T1 N _ - : -
Title: Develop Concept of Operations

_Description: Develop a business plan for handling all telecommunications issues. This
includes determining where to route C&P claims related calls, general information calls, and calls
for other VBA business lines: Insurance, Education, Loan Guaranty. Also, included is
. identification of those services that can be provided using an Automated Response System (ARS)-

and Interactwe Voice Response (IVR) : : . _ R

Responslbnllty Area Dlrectors, SMC 2084 | S R -

Completion Date: 10/0 1197

Estimated Cost' Component of Informatxon Center Imtxatxve

Benefit: Oncp VBA decides how customers will access VBA, how VBA will provide
service, and who and where that service will be provided, 20S4 can begin development of a
- detailed operational model. This is a critical planning step that will allow VBA to determine the .
most effective telecommunications architecture needed to implement VBA's Vision state.
| Action Item Numlbér T2

Title: Develop Detailed Operational Model

' ]iescripfioﬂ: The detailed operationai model will provide very detéailed infdnnation,about
how every type of telephone caill to VBA will be handled including how and where calls will be
routed, the required technology and interfaces needed to route and service calls, the locations of
primary telecommunications technologies (e.g. ARS) and the locations of supporting technologies

(e.g. what telecommunications investment is needed at remote locations and ROs).

Responsibility: 2084
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~Completion Date: Aprill 1998 o o I |
Estlmated Cost Component of Informatlon Center Imtxatlve L '

- Benefit: The Detalled Operatlona.l Model - will . provide the . specnﬁc ﬁmrtlonal
requirements necessary to- prepare a request for proposal from vendors. - ' l '

‘ Actton Item T3 ;
Title: Automated Pay Informatlon System jj j

D’escriptiom Through the use of a payment database and text to speech t&hx%ology,
payees will be able to obtain their current pay status information. Since some of this mformatlon
(e.g., payee’s address) is protected under the anacy Act of 1974, access to the mformatlon

l

- should be password protected - S S ll
‘ A rudlmentary system for access to this information is already available at the St Paul
‘,Informatlon Center. This involves downloading pay status information into a database that is
then made available to callers. While this does not provide the latest information to payees it is
"nevertheless -an improvement over the current procedure that requires the mterventxon of a
counselor. Access to this database should be made available to- as many payees “as current -
equipment and resources allow,- as part of the transmon to the system that will provxde fully
automated, current data. Lo . S o ; :

'Responsibility: 2084 ]

i

. Completion Date: 3/1/98

Estnmated Cost Component of Informatlon Center Initiative
‘ Benefits: Histortcal telephone traﬁic data lndtcates that there is a.significant mcrease in
’ telephone traffic during the first. days of each month.. A significant portion of that trafﬁc is
attributed to payees seeking pay status information. Currently, counselors have to' obtam
identifying data from the payee and access the payment status database in order to prowde the
required information. These procedures are cumbersome and manpower intensive. 'I‘hrough the
“use of the automated system, the payee keys in the identifying data and-the system provxdes
- instant, up-to-date information. This not only provides faster service to the caller, but also frees
up the human resources to do other work. Thus, both the payee and the VA beneﬁt from this
system. S : , : g

: ActnonItemNumberT4 o o " . l;
B

.Title: Telephone on each desk

C-18 - - June 1997
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Descrlptlom. A telephone with incoming and outdlalmg capabxhty will be on each VSRs
desk at each Information Center and each RO. Lo

Responsibiility: jArea Offices, 2084
‘Completion Date: 10/1/98
Estimated Cost: Component of Information Center Initiative o
Benefits: lndmdual telephones are requxred for VSRs to receive mcommg calls elther to
‘the mformatxon center or the RO. These may be general calls or claims-related calls. Some
incoming calls for RO VSRs will be from claimants with cases assigned to the VSR. Outdialing
capabilities will permit VSRs to contact claimants or other individuals to request mformatlon
pertaining to claims or to explain decxsnons to claimants. . :
Actlon Item Number T5 e e : ,
~ Title: Vmce Maﬂ Capablhty
Descnptlom Each RO will have voice mail capabxhty
ReSpOHSlbl]llty Area Dxrectors 2OS4 . o Q, ' . S m
Completion Date:. 10/1/98 |

Estimated Cost: ‘ Component of IrlfonnatiOn Center Initiative

Benefits: Voice mail capability will enable callers to leave messages regardmg claims or -
form requests during non-VBA business hours. S

Action Item Number T6
Title: Convert to 800 service

: Description: - All local telephone lines comlng into telephone units at all ROs wxll be
T converted to 800 lines. .

Responsibility: , Area Directors, 2084
! ‘ T
Completion Date: 7/1/98
- Estimated Cost: - Component of Information Center Initiative

- Benefits: Customers will be able to reach all ROs and Information Centers using the
same toll free number. The ARS will be able to direct calls to the appropriate location based on
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' ) l
establrshed criteria, and VBA wrll be able to manage call volume at a national level so that

blocked calls are reduced and service is uniform throughout VBA. Calls can be rerouted to
different ICs or ROs based on estabhshed call patterns or emergency situations. . fl

Actlon Item Number T7

LI

Tltle Local/state beneﬁt help file

- Description: An on-line help file with local and state benefit information wrll be -
developed and made avarlable to all VSRs at all ICs and ROs :

Responsubility: Area Dlrectors, 2085

i

Completion Date: 1/1/98 | L o &
' | !

‘-Estlmated Cost' Included in operatronal base o . ]
. - - i

Beneﬁts- Thxs help file w111 enable VSRs at all locanons to answer questlons about local

benefits in any part of the country. This will improve service to callers because they will be able. .

"to get complete non-VA information no matter which state they are calling from. Currently, local

information available to callers is restncted pnmanly to the area of Junsdrctlon of the RO the

‘ _caller reaches. . . o o ' ;‘ R
l . A : _ |

i

Title: VBAhelpfile -~ © S : | o 1

~ Description: ‘An on-line help ﬁle with infonnaﬁon about all VA benefits - - l -

- (C&P, education, loan guaranty, insurance, etc.) will be developed and made avaulable to all VSRs
" Responsnblhty VBA Busmess Lmes 2085 |
'Completxon Date: 1/ 199 L

. ' i

o Estlmated Cost' Included in aperatlonal base.

4*Benefits. Although VSRs will spend a large part of theu' time processing C&P claims,

o ‘they will still receive calls about othér VA benefits, and they will receive questions about other

" VA benefits during their conversations with claimants about their C&P claims. Most general calls
will be handled by ICs, but VSRs in ROs will receive calls during call overflow srtuatrons VSRs
must have current and readily available information about all VA, beneﬁts if they are to fprmfrde ‘

. accurate and world class customer service to all callers : }

Actxon Date N umber T9

ST e L . Cee ey
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Title: - RO Telephone Asset Profile : Lo
Descnptlon. The telephone equ1pment currently at each RO will be documented
Responsibility: 2054 o | |

Completion Date: 2/27/98

Estimated Cost: Included in Operatlonal base )

Benefits. ll‘lns asset mventory is necessary to determine what- addmonal equipment will
be needed to achieve the: natlonal telephone strategy.

Action Item Numher T10

I

Tltle. Deﬁne IC Sltes

Descnptxom. To aclueve the long-tetm vision of 1mplement1ng a natlonal telephone
system ‘as outlined in the Vision Section, VBA Telecommunication Service must develop a
detailed plan for replacement of local telecommunications equipment with a telecommunications-
architecture which allows VBA to route customer inquires to the location where they can recelve ‘
quick, accurate and complete answers to ques’uons, and problems with the ﬁrst call.

To achieve this vision VBA must determine locations to place telecommunications technology
Some VSRs will be located at the IC but will need to be supplemented by VSR support from
aﬁihated ROs. The. followmg guidelines are offered:

¢ General inquiry calls may be handled by a combination of ARS, IC VSRs and RO VSRs.
The percentage of calls handled by ARS will be deterrmned by the eﬁ'ectlveness of these
teehnologxe* to prowde world class service. ;

e VBA expects that use of ARS will expand over time as technology 1mproves and use of
. ARS becomes the choice of many VA customers. :

] ,Dlspermon of VSR support at ROs will prowde Areas with more ﬂexxbnllty in using VSRs
" during low call penods : :

e  Finally, the mix of IC and RO VSRs will not be static. VBA anticipates that greater call
volumes of claims related issues will be able to be handled at remote locations once
VETSNET, CPS and other supporting technologies are available. :

"Responsibility: Area Directors

Completion Date: 8/31/98
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T Py S

Estlmated Cost Component of Informatron Center 1mt1at1ve TBD 2084 w1ll,prov1de
- telecommunications costs

‘I

!

. " Areas may incur constructron equrpment costs, dependmg on the strategy employed 1 e -
the more centralrzatron of IC personnel at IC location.

PR
{

|
Benefit: Informatron Centers will allow VBA to centralize call handhng equrprnent S0

that telephone calls for large geographic areas can be handled at one site and routed to ARS or
“available counselor who can handle the call. Overflow calls can be routed to other ICs or to
supporting ROs This strategy will ehmmate VBA's blocked call problem §

Actlon Item Number TII

T1t1e° Develop Natronal Automated Response System (ARS) o - !1
. }

Descnptmn'  The ARS is a vehicle for provrdmg mformatron to callers wrthout~

- interaction with a VSR. ‘The ARS will handle incoming calls requesting information to commonly
- asked questions. The ARS can work in concert with audiotex pre-recorded messages to provide
information to callers. . A FAX on demand system can be used to provide callers with electronic
versions of VBA forms, documents, etc. in a hard-copy format. Speech recognition capabxhtres
‘will enable the routing of callers with rotary telephones to be handled by the ARS rather than‘a’

[

Responsnb:llty 2084 . ,:A N : - T 1

Completlon Date. 10!1/98

'Estlmated Cost: Component of Informatron Center Initiative

§

Benefits The National Automated Response System will provrde vxrtually unlimited
customer access to VA services anytime, anywhere. The ARS will provide features that will ..
- minimize call blockage, improve telephone. access to VBA services and the delrvery of newly -
automated. features such as automated call attendant, intelligent network services, apdlotex
messaging; and FAX services. This system should be able to handle an estimated: 10 to 20: percent
‘ of alli mcormng call freeing human resources to perform other functions. Lo "l

Action Item Numb_er T12

Title: Adopt National Automated Response System (ARS) Seript ’[
Descrlptlon The National ARS Script provides a system of pre-recorded messages that
provlde answers to common]y asked questlons and general beneﬁts mfonnatmn to callers. EE

_.‘,"Responsrbl‘hty: 2084 . o o R ‘ e

.
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Completion Date: 10/1/97
Estimated C‘ost Component of Informatton Center Imttattve

Beneﬁts The Nattonal Automated Response System script wxll reduce the need of callers
to interact with VSRs. ,

Action Item Number T13
_Title:, FAX l)ack/automatlc mallmg labels

Descrtptlon. The capabthty to prowde FAX on- demand to transrmt standard VBA
written forms or documents in a timely fashion without any human intervention or mailing
expense. When there isa need to mail a formor a document the system wdl prowde an address
label - i : «

Responsibilityt :2(:6)84 R | I

Completion Date: 10/1/98

E - Estimated Cost* Component of Informatron Center Imtxattve , |
_ - Benefits: The FAX back/automatic mailing labels capabxhty wﬂl prov1de callers with
faster semee whde reducmg the need to 1nteract with VSRs

l.

“Action Item Numbe;fr Tlél
Title: Develdp Area Specxﬁc ngratxon Strategy

I)escnptnon VBA currently answers most telephone inquires at 58 ROs. Generally, if all
incoming trunk lines to a VBA RO are busy the caller receives a busy signal.. The end state vision
describes how customers will access VBA in 2002 by calling one toll-free number which will
connect them to either automated services, an IC VSR, or a RO VSR if they have filed a claim.
The transition to the vision state will not occur overnight. This ‘migration from the current
process to a national telecommunications strategy wﬂl be affected by two separate but interrelated
~ factors:

e How telecommumcattons and ether means of access to VBA supports the BPR redesigned -
C&P work process

« Blocked calls.

These are separate issues in that blocked calls are a long-standmg customer service
"problem that must be addressed nnmedrately These i issues are mterrelated because the transition

C-23 ‘ e June 1997



.

INFOM TION TECHNOLOGY TEAM REPORT -

to the BPR reengineered process must be coordinated with changes in telecommumcanons and IT

improvements at the same time that VBA works to reduce blocked calls.- The reengmeered claims
process, as envisioned under BPR, presents new telecommunications challenges. - T hrs new
process reorients VBA's approach to its customers, where VBA decision makers have a personal

- and proactive relationship with their customers. This new strategy will involve personnel who -

. have not talked to customers before, answering calls where they have not been answered, before,
and using communications strategies that have not been employed to any great extent before

:

Some areas have already taken some steps to address blocked calls, notably the]lCentral

. Area through the St. Paul Information Center. - Other areas are also working on plans to'address
- this-problem. In most cases this involves the rerouting of blocked calls from one RO to| lanother -

~ or to a central point such as an Information Center. As VBA Area Directors develop and
nnplement plans for addressing blocked calls their strategies should link to the end statla vision
depicted 'in the Vision Section: i.e. claims related ealls will go to ROs and‘ general calls to
: Informatlon Centers with support. from ROs L _ S }t

|

Irutrally, FTE to handle general calls may be dlspersed among ROs rather than centralrzed.

T at one location. As noted in the Vision Section, the Information Center is a way we handle calls

L . more than a place where calls-are answered. Shrﬁmg of FTE from ROs to IC's| fmay be
such as

. accomplished over time as ROs complete conversion to VSR positions, as technology'

* ARS/TVR is made available and assessments of these changes are a.nalyzed
i

k}Responsrbrhty Area Dlrectors

Completion Date' 9/ l!98>

!
:
o
I
i
;
{

-

' Beneﬁte Areas must take 1mmedlate action to address the problem of blocked calls.
* These actions will provide improved access to VBA customers. Linking changes to the Vision

Estnnated Cost: Component of Informatlon Center Imtlatlve

State will facilitate VBA’s transmon to the Vnsron state and retam staﬁng flexibility durmg the

‘ transrtlon penod . e , i
| Actmn Item N umber T15

Trtle' On-Line Clarm Status Informatron .

‘Description: Callers to the VBA ARS would be .able to access information concernrng L
the status of a pending claim without having to speak to a VSR. The customer would enfer a PIN -

~or other identifier, which would allow access to the corporate database. Using voice recogmtlon
technology, the caller would be asked a series of questions and provided appropnate clalm status
mformatlon (e g, recelpt of service medrcal records, exam scheduled etc) }

Responsrbrhty VETSNET 2()S4
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Completion Date: 6/30/99 “
. Estimated Cost: ’Component of ‘Infonnation Center Initiative

Benefit: VBA customers would be able to gain direct information about claim status 24
~hours a day. Calls to VSRs would be limited to more substantlve issues. -

Actlon Item T16

Title: Pop-up/Data Transfer Technology
.-

: Description: The caller will be prompted to provide a claim 1dent1ﬁcatlon number The
~ Automated Response System will validate the identification number to the host data system. The
- caller’s unique data record will be retrieved automatically from the host database and will be
- displayed on the VSR’s workstation as the call arrives. Should there be a need to transfer the call,

the .data record will be transferred sunultaneously This capability will be dependent on the
lmplementatxon of VETSNET. : : g ,

Responslbllllty. 2954, VETSNET
Completion ‘Jnate:‘ 6/30/99
Estimated Cost: Component of Information Center Imtlatwe

A Benefits. Rs will be able to provxde callers wn;h faster quahty service, When calls
.have to be transferred, the receiving VSR will not have to repeat the data gathering process.

Action Item Number T17
Title: Develop Warm Transfer Capability

Description: . VBA customers have long lamented their frustration about having to
provide information about themselves and their claims to VBA personnel repeatedly. In the
Vision State, VBA expects that most calls to VBA -will be handled by the first person who
answers the call, whether the call be answered at an Information Center or a RO. However, there
- may be situations where the quxck resolution of an issue requires transferring a call to an expert,

whether that be the VSR who is case managing a clann, or an expert in one of VBA's other
business lines (e.g., educatxon) . P

A "warm transfer"finv'olveg two components: transferring the call and transferring the
data: ' " ' ’ '

e When calls are transferred callers are told why the call is being transferred and the VSR
does not release the call until the transfer is completed. This type of transfer can be done

e

i
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now w1th1n many ROs but is often hrmted to spemﬁc d1v131ons Few ROs can transfer calls
to other VA fa(:lhtles ' o o | i

. Transfernng data will allow. the expert receiving the call to have all the relevant VBA: »
- database information "pop-up" on his or her computer when the call is transferred The '

caller is not requtred to prowde this mformatlon again. Y DR } 5

‘ Responsibility: 2084, 2083 . 3 B

Completion Date: June 30,1999 -~ .

Estimated Cost: Component of Information Center Initiative ‘ ;
S R

Benefit: Callers to VBA wait for someone to call them back when they need to talk toan
expert. Also, when calls are transferred they will not be placed back in a calling queue or
' inadvertently disconnected. Availability of data will also enhance service and reduce the} amount

1

of time VBA takes to resolve the issue. - o o §o
Aetion Item Numberv’l‘ls _

7 Trtle Develop Call History Record

!
.1
i
'|
!
2

‘ Descnptnon' A record of each call to VBA would be documented and mcluded in the
VETSNET database. The i moommg telephone number would automatically be recorded by the
FTS 2000 and documented in the corporate database if the telephone number ntatchedl a VBA'
record. The VSR would document the reason/drsposmon of the call. - - ) ?'i

col
I
b
i
%t .

)
il

Responsibility: VETSNET /2054

» Completron Date 2002

Estrmated Cost. Component of Informatton Center Imtrattve

P

Beneﬁt* VBA would have a record of previous calls for a specified penod of trme. A

VSR would know when the customer last called VA, the reason for the call, and drsposmon This
5 enhancernent will improve customer - service and avoid VSRs havmg customers repeat issues, -
requests etc. P o , . ‘ !

%
' _ Tltle° Votce Recogmtron Technology i[

Descrlptlon' ‘Speech recognition will be used to comphment the ARS. The syétem will

be able to recognize a spoken command independent of the speaker (e.g, dtgxts zero through o

nine, > yes, no, and oh) and route calls to. menu options selected.-

x
l
é
{
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Responsibility: 2054
| Completion Date: 2002
Estimated Cost: Component of Inforfnetion Center Initiative

Benefits: Voice. .recognition technology wxll be used to route callers with rotaxy dial
telephones through the ARS and to VSRs. Speech recognition will make menu-driven systems
easier to use by allowing callers to-speak their menu selection. Voice recogmtlon will also allow
disabled callers to use automated teleservices. : S

Action Item Number T20
Tntle° Automated Transactions

: De.scnptnon' Callers will be able to perform certain transactions, such as changmg theu' |
address or their. direct deposxt information, without speakmg to a VSR. e

*

Responsibility: 2084, VETSNET

_ Completion Date:.i 6/30/99

v

‘- Estimated Cost: Component of Information Center Initiative

Benefits: Currently, simple transactions such as a ¢laimant's request to change an address

~or DD/EFT require a written request or contact with a VBA counselor. These kinds of activities

could be processed more efficiently and provide better customer service by allowing claimants to -
complete these transactions by inputting their claim numbers or PINs and other appropriate data

by pressing the corresponding keys on the telephone set. ‘

The VSR, as a result of the automated transactions, will have more time to assist those
callers who have more complex questions or issues to be resolved. Moreover, by enabling
claimants to transact certain kinds of activities electronically, these activities could be provided 24

hours a day, 7 days a week, thereby enhancing customer service by provxdmg greater
convenience. : \

Action Item Number T21
Title: Develop Automated Outdialing Capability

~ Description: Telephones can be programmed to automatically place calls to parties
outsxde VBA at specified tlmes

Responsibility: 2054

- G271 ‘ :  June 1997
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N . ‘ . . . ) o ] . 1
Completion Date: 2002 ’ ‘ ‘ ~ Coe !
}
Estxmated Cost: Component of Informatlon Center Imtlatlve )

. Benefits: This will provxde for a more efficient use of the VSR's time both at the fRO and . ..
the IC and improved service to claimants.: It will enable VSRs at ICs to respond to system-
initiated calls from a telephone number list provided by manual entry or computer files ,at times
when call volume is reduced. VSRs may use this as an outreach tool or a means to remind
claimants of upcoming appointments, for example. RO VSRs will be able to program the system
to place outbound calls based on the time of day and alert the VSR when the party is on| 1the line.
VSRs can electronically track and maintain customer call back lists in order to prowde a more
* . timely response. This will prevent the VSR having to remember to call a party at a specxﬁed time .
while at the same time permitting the VSR to reach the claimant at a time oonvemeﬁt to the
claimant. The system will differentiate between busy signals, no answer signals, modem tones,
- answering machines, and hang-up signals so VSRs will not waste time trying to make telephone ‘
calls manually. The system will also provide an alternate message if an answering @ imachme
answers the call. The systém will continue to place calls until the list is completed or. a set time
range is reached or the system is dnsconhnued bya VSR. - .

»

m g s
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Summary of IT Implementation Tasks :

initiative applications via telephone.

21 Develop Electronic Data . The development of the mterfaces w1tthher P12,12,13,14,15,
' Exchange ' VA elements as well as other federal, state & - 16,17 .
local data sources to dramatlcally reduce the 1R 19110113
tige to obtain needed data: :
49 Information Systems L - — - - - e -
50 . RBA enhancements & Transition initiatives to allow link P8,P23,P24.
RBA/BDN Link independent apphcatxons pendmg VETSNET
_ : &Nl
51 Basic Intranet Begin using the Intranet as an alternative to I1
independent local databases. = =
52 Redesigned ARMS on Intranet | Alternative to distributed CD-ROM I1
f - ' | technology R
53 CPS Modification, Testing and | Transition initiative to allow case P3, P5, P14
Roll-Out - management and telephone applications:
' | pending VETSNET IIT
54 | VETSNET I Replacement of current BDN with IT page 22
e C VETSNET
55 Build Context Sensitive On-going requirement for all new P10,112,
Help/Job Aids Init. applications
56 VETSNET II The migration of RBA and CPS functlonahty P3,P5,P6,P14 IT Appendix C,
mto VETSNET P1,P2,P4,
: . ) P7,P9,P11,P15P
. . « 16, P21
58 VETSNET I The full implementation of electronic filing P19,P13,P22
and automated award adjustments via
, | interfaces. :
59 Electronic Applications Begin Transition initiative for using CPS to P3,P5P14 - P18
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|63 Telecommunications o
64 ‘Transition IT support for VSR IT infrastructure to support the VSR T4, T5,T6,T9
position position. - :
65 -Information Centers Established | Establishment of consohdated telephone T15 T1,T2,T3,T7,T8,
' response information centers ' T10
- T11,T12,T13,T1
4,T16,T17,T18,T
, 19,P20, T20,T21
66 'On-Line Claims Status Necessary for proper case trackmg and T15
B Information * . status.
67 3101 Generation (PIES) Linkage with military record centers . P6
25 Begin Certification of VSRs Date after which VBCs and VCEs will begin | ¢ Development of HR Appendix,
‘ ' to be certified as VSRs and promoted to GS- VSR Certification  [-p3-10
10 posrtron during the transition penod based Standards and D
on rewews of work samples. Measures .
e VSR Certification
Testing at Lab Sites

Table C - 1 Summary of IT ImpIemenfatzon T ask;s (contzm:ed)

A et et b, S
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~ Appendix D. IT/Telecommunications Team

Antomo Aponte VAROQ Oakland 5 10-637-1 127
Dennis Brennan __SRA | 703-558-4003
John T. Barnes, VARO Wichita 316-688-6701
Sandy Bowron® VARO St, Petersburg N 813-893-3211
" Deborah Greitzer . VARO Qakland . . - 303-914-2900
Peter Kostohryz VARO&IC St. Paul 612-725-1780
John Q. Davis . ' VARO Columbia . | 803-765-5101
: , ______(NFFE rep) -
Bill Fillman (Team Leader) VAROQ New Orleans 504-589-6491
Carl W. Hawkins, Jr. - v VARO Columbia - 803-255-4124c¢
JimJewell @~ VFW Washington, DC 202-543-2239
Molly McDaniel VETSNET- St. Petersburg | 813-893-3871
Larry Meador VARO Houston 700-794-3443
Frank C. Newbell, Jr. ~ VARONashville | 615-736-7328
: L (AFGE rep) ‘ 3
Ann Q’Hart' . . VARO Denver ‘ 303-914-5727
Elizabeth Ortmayer -~ ‘ SRA ' 703-558-4003
Robert Seavey VBA Washington, DC ©202-273-7266
Edward C. O’Brien VARO Hartford  860-240-3027 .
Michael MacDonald ~ VARO Nashville 615-736-5334
' : (AFGE rep) ‘ o

! - < ;
Figure D-1: IT/Telecommunications Team Members:

...................................

3 e "C’@’ 2
3 A £
RS SRR .r}’ﬁ' 52

q.-:r.-.'& shact

Klm Hancher E . VA Central Oﬁice o 202 273-6887
Jan Carlson VA Central Office 202-273-6986
Richard Culp ' VA Central Office .~ - 202-273-6842
' Ed Weklar . VA Central Office . 202-273-7596

Figure D-2: IT/Telecommunications Technical Consultanzs

D-1 ' « S June 1997
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Appendlx E. Glossary of Terms

Abandoned Call - A call outcome where the caller hung up before getting the requested service
(e g spealung toaV SR)

Ahandoned Call Rate The percentage of calls upon whxch the caller hangs up before receiving
service. World class service organizations strive to achieve an abandoned call rate of less than
2% | , ¥ - . _ E

Ap_glncatlo'n Server - A dedicated computer used to control the voice response unit and ptovnde
the execution platform for automated response system apphcatlons hke automated attendant,
audlotex, fax back, etc. - - :

Audnotex - Telephony applications that dispense prerecorded mformatlon to callers. When
- audiotex systems are combined with database links and text-to- speech technology, callers can
retrieve information that i 1s stored in ASCII format ' y

Automat_ed Attendlalt LA call routing/answeﬁng system‘ that enables incoming calls to be
automatically transferred to the proper extension, resource, or department (e.g., sales, technical
support, etc.) using audio prompts.

Automatic Call Dis ributor (ACD) - A 'spec‘iali.zed phone system for handling incoming calls |
accordmg toa predetermmed scheme. : -

Automated Contm't Managemen - An automated appltcatton used to develop customer
proﬁles based on previous call lnstory and provide enhanced customer service.

Automated Outbound Dlalmg - An automated apphcatlon used to enable VSRs to use thexr PCs
to originate a phone call to VBA clients. These calls are typically the result of a customer inquiry
that required further mvesttgatlon, and the VSR must call back the client to achieve caller
resolutton t :

ARMS (Automated Reference Manual Sgstem) - Tlus system is a database of the current

manuals and laws regarding receipt and administration of VBA benefits. In addition, this database
includes Court of Veteran’s Appeals (COVA) precedent decisions, as well as General Council
Advisory Opinions. ‘ .

Automated Response S}f‘stems (ARS) - A computerized system that provides telephony services
to VBA clients. The ARS is capable of prowdmg answers to client inquiries using technologies
such as audiotex and fax back services.

{ . . . . B
i

ATS gAppeal Tracking Sgstem) This system is des:gned to track the status of a pendmg appeal
from the time the veteran first informs the VA of his disagreement until the appeal has been

resolved. ‘This system utlhzes the BDN' (Beneﬁts Delivery Network) system.

DR

E-1 .
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Blocked Qall - A call outcome where the caller recelved a busy srgnal and is unable to reach a
VBA resource. S -

Blocked Call Rate The percentage of offered calls which receive a busy signal. - World class .
service organizations strive to achleve a busy rate of less than 1%. , ,,

. |
Business Lme A VBA orgamz.attonal business actmty, currently consisting of the followmg
Compensation and Pension (C&P), Education (EDU), Loan Guaranty (LGY) Insurance (INS)
and Vocattonal Rehabrhtauon and Counselmg (VR&C) :
‘Case Managemen VBA term signifying the task of managing open clatms typtcall for
Compensatton and Pensnon claims. - . o

I

Check Status Database - A database bullt and mamtamed by the VBA prowdmg callers: tlmely: E
" information concenung the current status of C&P checks. ) o '

' Comnuter Teleghonx Integration (Cj!jl)_ The concept of addmg computer mtelhgen

telephone call.

to a

s ?;‘A:MS O
R .

©

Congressional - These are inquiries from Members of Congress and the U. 8. Senate, regardmg

~ their constituents (our - claimant’s).” When the claimant request -assistance from hts/her,.'
. congressxonal or senatorial representative, that representative will contact the VA regardmg ther

claimant’s case. The claims folder will be reviewed and the congressional or senatonal

representatwe wxll be- mformed via phone and correspondence of the status of the issue. ] .

_ Consultatwe Call Transfer An apphcanon that enables a VSR to transfer a call, a.long wrth the
client record assocrated with it, to another VSR Or supervisor. D * »
. t\

Col_-poratg Data Base (Enterpnse Data Base).- A single data base whlch captures and stores all
information currently stored in the Legacy systems that are required organizational entmes and
attributes. The Enterprise Data Base stores data for ALL distributed business soluttons regardless
of service (i.e., C&P, Loan Guaranty, etc.) and location. Common data fields (i.e., name, address
SS#, etc.) must comply with standard conventions (i.e:, field length, numeric, loglc etc.). Use of:
an Enterprise Data Base is a fundamental concept in the Enterprise Architecture that will ehmmate
the cuirent “stoveplpe appltcattons and numerous non-linked data bases. - "

EVR 1Ehg1biln_tx Venﬁcatton Regort[ These are pensnon and parent’ s dtsablhty mdemmty .
compensation (DIC) forms that are completed yearly by the claimant. They prowde mformatton

~asto the clannant s income, net worth and employment data.

el
FAX - Facsimile Transnussron. “The transmission of photographs maps, diagrams, and other” ™
~ graphical data by communication channels. The image is scanned at the transnnttmg site,
* transmitted as a series of impulses (normally at 9600 bps) and reconstructed at the recewmg
station, to be dupllcated on paper - \ : : :l :
r : : ' i
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Fax Back - This service offers the instant delivery of spemﬁed mformatxon to any fax machme in.
response to telephone prompts

First Call Resolution - The percentage of calls in which the ealler’s issues are resolved by one
agent without requiring a transfer - or. hand-off to a second person. World class  service . -
. organizations strive to achieve a first call resolution rate greater than 85%. o

Intelligent Networks The concept of using resources contamed msxde the carrier network to
- provide value-added services such as call routing, etc. : :

Interactlve Voice Response 1!23[ A telephony system where apphcatlons prompt the caller
for keypad (or spoken) mput and use that response to perform actions on a database ‘

Management Inform tlon sttems (MIS) Provxdes managers and supemsors direct access to,
and dynamic control of call center resources and their features. System managers and supervisors
can use this technology to analyze agent and systém performance, gather real-time and mstoncal
management mfonna tlon, and perform system administration.

CGL [Eersonal Co mguter Generated Letters[ PCGL is a letter wntmg program that is -
“designed to generate award, disallowance, predetermination and post-determination letters.

Predictive Dialer - .An ‘automated system that is used to place outbouncl calls based on -
anticipated workload of call center agents. Dialing is initiated before the operator is idle and
waiting, By detecting answering machines and handling calls over to agents only when live

prospects have been 1 eached these systems free up agents for actual customer contact. '

Proactive Qutreach - A ' computer telephony apphcatton that can be programmed to place a_

- recorded reminder call to chents in advance of a scheduled appomtment or other type of event.

Queue Waiting Time - The total time (m seconds) a received call is placed in a queue before
- being answered by an attendant or agent. World class service orgamzatxons strive to achieve a

. . Queue waiting time less than 60 seconds.

RBA (&‘ ting Board A'utomation) - This program allows the ‘Rating ‘ Specielist or Rating
Certified Veterans Service Représentative, to process rating decisions. This is an executable
program which convérts the needed information into a Word for Wmdows document

VACOLS gyeteran Apneals Control and Locator sttem[ This system is deSIgned to track
the status of a pending appeal from the time the VA Form 9 is filed unttl the appeal has been

resolved. .

' VADI's (Veteran Assisted Inquiries) - These actions are processed as a result of telephone
contact with the veteran or his/her representative. They usually regard a pending claim. When a
VAI is taken over the phone the Veteran s Benefits Counselor (VBC) will take the mfonnatlon -
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needed, and then get back wrth the veteran via the phone or through correSpondence wn:h an
answer to hls/her questlon ‘ :

‘ VETSNET A replacement for the Beneﬁts Dehvery Network (BDN) payment systern
_characterized by a corporate relational data base, a three tiered client-server architecture, user . :
desrgned Visual Basic presentation screens and on-line processing. The improvements in cla.tms .
processing functionality are primarily those related to increased access by customers to their clarm

"information, more user ﬁ1endly processing screens and real time processing. Improvements m
program management will derive from the capability of the system to capture data at the i 1ssue :
level. VETSNET will be the foundation system to which new claims processmg functionality: will
be added. Basic veteran/dependent information will be available to all benefit program 5[ '
information systems (C&P, Education, Loan Guaranty, Vocational Rehabilitation and Insurarrce )
Payment accounting and existing rudimentary claims processing for education, compensatlon and
pensron beneﬁt programs are the basrc components of the system application. . II

’ VETSNET I - The product of applreataon development activity to moorporate rule based, stand g
.. alone systems such as the C&P Claims Processing System (CPS) to the corporate data base; and :
" extend the functionality to include the creation of ratings (Rating Board Automation - RBA). [ The
. -objective is to develop an integrated system which supports one-time data input for the g
development of a claim and reuse of the mformatton in subsequent processing to the point of ;;i
. award decrslon and payment S N . %‘
_ B
N TS :gj Contmued mcremental ﬁmctronahty and the development of automated decrf‘sron '

- making. | .
" VSR - Tradmonally the Veterans Benefits Counselor (VBC) was VBA's publlc ‘contact
representative with veterans and other customers. VBCs handled personal interviews, ansvdfered V

telephone calls and replied to incoming correspondence. More recently the VBA field structure L

has moved to combining the functions of the Adjudication and Veterans Services Divisions. ! LAs a
result, the posrtlon of the VBC has evolved into a position of several different titles: customer
' service representative (CSR), team member, case manager, VBC (still used in many mstances)
~and Veterans Services Representative (VSR). The genenc term VSR represents the publrc'
contact person in VBA S ) o , R

4
l.

Voice Forms - A voice mail apphcatron that allows customers to record specrﬁc mformatron in
response to voice prornpts for the purposes of completing forms documents |

|
" Voice Manl Provrdes the basm abrhty to record store and mampulate spoken messages l

Warm Call Transfer A call outcome where the call was transferred to another resource hlong
wrth the correspondmg call lnformatlon (e g, caller name, account number etc.). l ‘
- !






