Workload and Time Management for Military Service Coordinators (MSC)
Trainee Handout
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Objectives

· Given references and the trainee handout packet, differentiate Military Service Coordinators (MSC) time management activities, with 85% accuracy. 

· Given references and the trainee handout packet, identify case development actions in the Integrated Disability Evaluation System (IDES), with 85% accuracy.

· Given references and the trainee handout packet, identify workload management tools that improve timeliness and quality of service, with 85% accuracy.

References

· Under Secretary of Defense Memorandum: Policy and Procedural Directive-Type Memorandum (DTM) for the Disability Evaluation System (DES) Pilot Program, dated November 21, 2007

· Under Secretary of Defense - Policy and Procedural Update for the Disability Evaluation System (DES) Pilot Program dated December 11, 2008

· Fast Letter 06-11 VETSNET Business Rules

· SHARE User Guide

· MAP-D User Guide

· VTA Website Portal

· Disability Evaluation System (DES) Pilot Program Implementation Guide - http://vbaw.vba.va.gov/bl/21/Products/ides.htm
Topic 1: Time Management
Timelines

Timeliness is a critical issue in IDES. For example during the claims development phase, the MSC has 10 calendar days for active Service members and 30 days for Reserve and National Guard Service members to complete the following tasks:

· Complete the review of the referral received from the PEBLO

· Interview the Service member

· Input the VA exam request(s)

Timeline Goals
Timeline goals have been set for active Service members and Reserve and National Guard Service members. The goals are broken down into two phases:

1. Medical Evaluation Board (MEB)

2. Physical Evaluation Board (PEB)
	Service Member
	Phase
	Total Days
	Distribution of Days

	Active
	MEB
	100
	Referral Phase: 10 

	
	
	
	Claims Development Phase: 10 

	
	
	
	Medical Evaluation Phase: 45 

	
	
	
	Medical Evaluation Board: 35

	
	PEB
	120
	Physical Evaluation Board: 120 
(includes 15 for VA rating)

	
	
	
	Transition Phase: 45 
(includes final rating)

	
	
	
	Post-Separation Phase: 30 
(VA payment)

	Reserve and 
National Guard
	MEB
	140
	Referral Phase: 30

	
	
	
	Claims Development: 30

	
	
	
	Medical Evaluation Phase: 45

	
	
	
	Medical Evaluation Board: 35

	
	PEB
	120
	Physical Evaluation: 120 
(includes 15 days for VA rating)

	
	
	
	Transition Phase: 45

	
	
	
	Post-Separation Phase: 30 
(VA payment)


Notes: Timeline dates are entered into VTA for tracking purposes. Officials use the information for analysis and modifications of the program.
National Guard and Reserve Component cases may take longer due to placement on orders and gathering STRs.
IDES Slick Sheet

The IDES slick sheet, located on the VTA homepage under the “DES Pilot Trifold” folder, provides an overview of the timeline. This DTM provides details of the timeline goals Procedural Change in 2008 added times for Reserve Components.
[image: image1.emf]
Time Management 

Time management is essential throughout the IDES process. The MSC must keep a structured schedule but remain flexible to changes. Establishing blocks of time for interviews and separate blocks of time for administrative tasks is vital. 
Administrative Tasks
MSC administrative tasks include:

· Make and receive phone calls and emails 

· Prepare interview packets

· Folders 

· Booklets 

· Claims forms

· STRs

· Receive incoming IDES claims from PEBLO

· Input data into various VA systems

· SHARE

· MAP-D

· COVERS

· Profile

· VISTA

· Input data for the Tracking and Reporting Document

· Local

· Daily

· VTA

· Download completed VA exams from CAPRI, VERIS, and Exam Track

· Follow-up with VAMC 

· Outstanding appointments

· C-files

· Review of STRs for upcoming IDES appointments

· Follow up on DD-214s

Initial Interview

During scheduling, the MSC should allocate one hour for initial interviews with 30-minute increments between interviews. This provides extra time for additional administrative tasks or lengthy interviews. The MSC should development the case soon after the interview so that details are not forgotten.
Before the interview begins, the MSC should review the files and make notes of items to discuss, including: 

· Dependency issues

· Specialty exams

· Claimed conditions

· Questions for the PEBLO

The MSC may also have questions for the PEBLO prior to the interview.
Exit Interview

The MSC must track the case to ensure the exit interview is not missed and out-processing of the claimant is completed. However, there is no tracking device for the MSC to use once the exam has been submitted to the PEBLO and the c-file is transferred to DRAS.
The MSC can set up a secondary suspense system to effectively monitor and accurately track the case:
· Electronic or paper calendar
· Hard copy filed by date 

· Accordion style folder 
Topic 2: Case Development and Workload Management 

Case Development

When the MSC receives a complete referral package from the PEBLO, the MSC must first check SHARE for a Beneficiary Identification Record Locator Systems (BIRLS) record. Completing this action will determine if the following items exist:

· Claim folder

· STRs at RMC

· Prior periods of service

· Whether the claimant is in receipt of VA payments 

· File down the original print screens from SHARE in the c-file

The MSC must act immediately upon receipt of the referral package and call the Service member with a list of questions if needed. 
VA Form 21-4142 Requests 

For requests requiring VA Form 21-4142, National Guard and Reserve Records, the MSC needs to take the following actions to help expedite the claim:

· Use a fax machine for all requests if possible and:
· Call the point of contact (POC) to verify the fax number 

· Ask for the approximate receipt time

· Set suspense dates accordingly

· Make contact with the State Adjutant General’s Offices and fax the requests

Use any means available (staying within PII standard operating procedures) to expedite the request for information or records.

Tracking Suspense Items
To track suspense items for follow-up, the MSC should utilize:

· VOR reports to follow-up on exam status. VOR reports are accurate only if MSC input is accurate. Ask:

· Is the CLS correct?

· Is the suspense date correct?

· VTA reports for pending and completed items in IDES

· A checklist or spreadsheet for organization

· MAP-D notes, which are the fastest and most accurate type of communication for the DRAS and other VA employees, including the National Call Center

· “Note to Myself” section in MAP-D

The MSC should also set up a redundant suspense system for follow-up development:

· Use a working file consisting of copies of the claim, referral, and VA Form 21-4142 to keep while the claim folder is not in possession. 

· Follow the PII standards for storing and destroying a working file.
Note: Consult with the Privacy Officer for details about keeping working files within work areas. For example, clearly label drawers containing c-files.
Common Challenges for the MSC 

Common challenges for the MSC include:

· Missed or rescheduled initial interview appointments

· Incomplete packets received from the PEBLO

· Rescheduled VA Examination (VAE) appointments (SM, VAMC, etc)

· Additional referred conditions

· Supplemental claim filed by Service member

· Questions/comments from the Service member or PEBLO “I forgot to add a condition.”

· “I hurt my knee after our initial appointment.”

· “I don’t agree with doctor’s notes from VAE.”
· “Should I accept the Board Findings?”

Workload Management
Accurate and timely reviews of pending claims contribute significantly to improving timeliness and quality of service. In order to manage workload more efficiently, the MSC should: 

· Use applications

· Complete reviews
· Complete MAP-D CLS Updates
Use of Applications 

Consistent use of applications:
· Reduces and prevents backlogs

· Controls the workload

· Provides Service members and Veterans the best level of service

These applications include:
· VOR
· MAP-D
· SHARE

· Corporate

· BIRLS 

· VTA reviews 
Accurate and timely reviews of pending claims contribute significantly to improving timeliness and quality of service.
Complete Reviews 
The effectiveness of workload management is dependent upon the:

· Quality of information entered into the applications

· Diligence to perform reviews consistently 

Do NOT think of pending issue reviews as tasks to accomplish when there is time. These reviews must be complete, consistent, and timely. 
MAP-D CLS Updates 

For effective cycle time maintenance, MAP-D CLS updates are mandatory at every step in the claims process. The MSC should remember:
· When reviewing the claims file, check for proper development and make any corrections necessary.  

· Review EPs to make sure they are appropriate. Check the status of all pending EPs, not just the EP 689.

· A pending EP may exist for some a Veteran prior to entering IDES.
· If an EP is pending and its suspense date has expired, update the CLS to Special Project Team Awaiting IDES.
· For claims requiring multiple suspense dates, use the earliest suspense date for timely follow-up actions.

MAP-D Claim Status

MAP-D claim status indicates the approximate stage of processing and can be used by:

VBA personnel to determine necessary actions 
VARO and National Call Centers (NCCs) to provide more accurate customer service
MAP-D claim status drives workload reports. It should remain “Open” while in possession of the MSC in IDES. Other status options include:
· Ready for Decision

· Secondary Ready for Decision

· Rating Decision Complete

· Rating Correction

· Rating Incomplete

· Closed
· Cancelled
MAP-D Contentions 
All referred and claimed contentions must be entered into MAP-D contentions. Each issue should be entered as a separate contention. 

Additionally, identify special issues by the special issue identifier.
MAP-D Tracked Items 
The purpose of tracked items is to track receipt or non-receipt of information requested from the Veteran, beneficiary, or other sources. The MSC should:
· Record all appropriate tracked items in tracked items or on the unsolicited evidence-of-record screen. This includes:
· All evidence requested
· Evidence received with the claim
· Evidence obtained by the MSC
· Use the unsolicited evidence screen to record information that was received but not requested. This includes evidence received with the claim and during the claims process.
· Once evidence or information is requested, track each request to record the responses received and situations where no response is received.
Tracked Items Grid

The MAP-D tracked items grid has several possible dispositions for a request, including:

· Received – Use this when evidence requested is received or a negative response from the information provider is received.

· Closed – Use this to administratively close a tracked item for non-receipt. The earliest date an item can generally be closed is upon review that the suspense date has expired and the timeframe given for a response has elapsed. This includes any necessary follow-ups.

Use other dispositions, including “In error” and “Follow-up” as circumstances dictate (“In error” reflects tracked items erroneously requested, while “follow-up” denotes a subsequent request for the same information).
Additional Information

Additionally, the MSC should understand the following about tracked items:

· Each time a new piece of requested evidence is received, it is recorded in the tracked-items grid.

· Receipt of evidence date is the actual date received, generally indicated by a date stamp.

· When there is no date stamp, the date received is the day it can be reliably determined that the evidence was received by VA or RO.

· Evidence or response by telephone is recorded using the date of contact.

· If no response is received within appropriate time limits, including necessary follow-ups, the tracked item will be closed.

· If a duty-to-assist development letter is sent and the claimant responds within the appropriate time limit with information regarding treatment or other evidence, the initial tracked item would be marked “received.” A new item, such as for sending a request for records to a private health care provider, should be established.  

· If a tracked item is closed due to non-receipt, but later the evidence is received while the claim is pending, the new ”Received” date replaces the prior “Closed” date.

Attachment A: MAP-D Status and CLS Reference Sheet
	Action Taken
	MAP-D Status
	MAP-D CLS
	Disposition
	Suspense Date
	Responsibility

	Input Exam Request
	Open
	Special Project Team Claim, Awaiting: 
	VAE
	30 days
	MSC

	PTO C-file to DRAS
	Open
	File Permanently Transferred to: 
DRAS  
	313 or 346, choose appropriate DRAS
	5 days
	MSC

	Case to MEB
	Open
	Special Project Team Claim, Awaiting:
	MEB
	35 days
	DRAS

	Case to PEB
	Open
	Special Project Team Claim, Awaiting:
	DES IPEB
	120 days
	DRAS

	Proposed rating completed
	Ready for Decision
	Awaiting Guidance from:
	PEB
	30 days
	DRAS

	Rating reconsideration requested
	Ready for Decision
	Special Project Team Claim, Awaiting:
	RD
	7 days
	DRAS

	Rating reconsideration completed
	Ready for Decision
	Awaiting Guidance from:
	PEB
	30 days
	DRAS

	Exit Interview
	Ready for Decision
	Special Project Team Claim, Awaiting:
	SVC
	30 days
	DRAS

	DRAS receives DD-214
	Ready for Decision
	Special Project Team Claim, Awaiting:
	FINAL RD
	Date after discharge
	DRAS

	Final rating completed (new EP)
	Rating Decision Complete
	Special Project Team Claim, Awaiting:
	PROMG
	5 days
	DRAS

	GAP completed
	Pending Authorization
	Special Project Team Claim, Awaiting:
	AUTH
	5 days
	DRAS


Attachment B: Inventory Management Cycle Calculations







          = Lagging indicator – Work-in cycle already complete

          = Leading Indicator – Work-in cycle yet to be done

          = Cycle Subset – Indicators fall within another cycle

Attachment C: VETSNET Business Rules Quick Reference

	IDES Step
	Action

	EP Control
	
	

	Start Development
	
	

	Waiting for Evidence

	
	

	All Evidence Received


	
	

	Ready for Decision


	
	

	Rating Decision Complete


	
	

	GAP status
	
	

	Claim Authorization
	

	


Attachment D: Time Management Review Exercise
Use available references to answer the following questions:
1. Timeline goals have been set for active Service members and Reserve and National Guard Service members. List the two phases of each goal.

________________________________________________________________________

________________________________________________________________________
2. What is the claims development phase timeline goal for Active Service member? 
________________________________________________________________________

3. What is the claims development phase timeline goal for Reserve Service member? 
________________________________________________________________________
4. Why do National Guard and Reserve Component cases take longer?
________________________________________________________________________
5. Which of the following is NOT a required daily task for the MSC?

A. Prepare interview packages

B. Follow up on DD-214’s

C. Download and print completed VA exams

D. Follow up with outstanding VA Form 21-4142 requests

6. When scheduling, the MSC should allot __________ for initial interviews with__________ increments between interviews.
7. Why must the MSC track a case?

________________________________________________________________________
________________________________________________________________________
8. To effectively monitor and accurately track a case, the MSC needs to set up a secondary suspense system. What items can be included in this secondary suspense system?
________________________________________________________________________
________________________________________________________________________

________________________________________________________________________
Attachment E: Case Development and Workload Management Review Exercise
Use available references to answer the following questions:
1. When a complete referral package is received from the PEBLO, what must the MSC do first? 

________________________________________________________________________
2. What should the MSC use to track suspense items for follow-up?
________________________________________________________________________

________________________________________________________________________

________________________________________________________________________
3. Why should the MSC strive for consistent use of applications?
________________________________________________________________________

________________________________________________________________________

________________________________________________________________________
4. MAP-D claim status should remain “__________” while in possession of the MSC in IDES.
5. What action should the MSC take in MAP-D each time a new piece of requested evidence is received?

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________
6. Evidence or response by telephone is recorded using the __________. 
Pending Authorization Time


GAP Date to File Date





Development Time


Date 1st Tracked Item Requested to Date Ready for Decision








GAP Time


Date Decision Complete to GAP Date





Decision Time


Date Ready for Decision to Date Decision Complete





Development Initiation Time


Date of CEST to Date 1st Tracked Item Requested





Control Time


Date of Claim to Date of CEST





Time in Rating Board


Ready for Decision to File Date





Evidence Receipt Time


Average Time of all Received Items in a Claim





Time to Close


Average Time of all Closed Items in a Claim























Use Share





Enter all contentions





First tracked item should represent complete initial development





Use “Closed” to administratively close a tracked item for non-receipt





Use “Received” to indicate receipt or negative response





When all tracked items are received or closed or suspense expires, review for any additional development, follow-up, or decide whether ready for decision





All open tracked items must be shown as received, closed, or in error (except partial decisions)





Change to ready for decision status





RVSR/DRO must return rating data using RBA2000 return to files function





Rating decision complete status (automatic)





Claim remains in Rating Decision Complete status





Do not manually close the MAP-D record, instead allow auto-close application to work





Other status indicators contingent on disposition of claimed conditions








September 2016   

Page 1

