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LESSON PLAN – Onsite Reviews

Objective:

Using the information provided, the participant will be able to describe the characteristics of onsite reviews to include which fiduciaries are included, frequency of reviews, and composition of reviews.

	TIME:
	CONTENT:
	METHODS: 

	TOTAL:   

 
	ONSITE REVIEWS
	Discussion with visual aids

	 
	
	

	
	Introduction:  State the idea   
	

	
	
	

	
	Ask the participants how many are familiar with the requirements for onsite reviews.  Ensure that the participants are familiar with FL 05-02, Overview of changes made to title 38 USC, by the Veterans Benefits Improvement Act of 2004 (specifically “Title V:  Matters Relating to Fiduciaries”) and Fast Letter 05-10, Onsite Reviews - Procedures for Implementation of Fiduciary Program provisions of PL 108-454, The Veterans Benefits Improvement Act of 2004, Section 504.
	Talk

	
	
	

	
	At the end of this lesson, the participant will be able to:

· Identify the fiduciaries covered by this law,

· Explain the frequency of reviews,

· Describe the scope of the reviews, and

· Determine what needs to be documented in the review report.
	PPT SHOW - Slide:  Lesson Objectives


	
	
	

	
	Body:  Develop the idea   
	Talk

	
	
	

	 
	1.  Background.  Begin by discussing an overview of PL 108-454 to ensure everyone understands the scope of the law and specifically the portion regarding the onsite reviews.  This may require a refresher on Fast Letter 05-02.
	PPT SHOW - Slide: Background

	
	
	

	
	Define for the participants that this lesson will deal with the components of the onsite reviews.  Explain that the provisions of this section are effective July 1, 2005.  
	

	
	
	

	
	Discuss the reasons for the onsite reviews.  The onsite review provision is designed to ensure that fiduciaries are performing their duties satisfactorily and to protect beneficiaries from misuse of their benefits by the fiduciaries.  The onsite review strengthens VA’s oversight of fiduciaries and supplements the field examination and accounting process.  
	PPT SHOW – Slide: Reasons for Reviews

	
	
	

	 
	2.  Onsite Reviews.  Next, discuss which fiduciaries are subject to onsite reviews.  Specifically, onsite reviews are to be conducted when the fiduciary meets all three of the following criteria:

· individuals or agencies, and
· serves more than 20 beneficiaries and
· handles a total annual amount of VA benefits in excess of $50,000, as adjusted annually pursuant to 38 USC 5312.

For this purpose, the term “agency” refers  to any multiple fiduciary that is not an individual.  This includes institutional fiduciaries such as nursing homes, professional fiduciary services, non-profit agencies, etc.  Onsite review provisions do not apply to financial institutions serving as fiduciaries unless a need is identified.

It is important to note that those fiduciaries subject to onsite reviews must meet all three of the criteria shown.  Fiduciaries with exactly 20 beneficiaries will not be subject to the review as this only applies in situations where the fiduciary has more than 20 beneficiaries.  In addition, it will be unlikely that a nursing home will be reviewed if all of the beneficiaries are receiving the Medicaid rate of $90 as the total VA benefits will not likely exceed $50,000.  The nursing home would have to serve over 46 beneficiaries in this circumstance to be subject to a review.
	PPT SHOW - Slide:  Fiduciaries Covered
PPT SHOW - Slide:  Those Not Covered
Instructor:  Note the examples provided


	
	
	

	
	3.  Frequency.  Reviews will be completed, at a minimum, triennially for each person or agency meeting these criteria.  Each station is expected to establish a schedule of the fiduciaries subject to this requirement so that at least one third of the reviews are conducted each fiscal year.  This number will be based on the number of multiple fiduciaries meeting criteria for review on September 30 of the prior fiscal year.
	PPT SHOW - Slide:  Frequency of Scheduled Reviews


	
	
	

	
	4.  Reviewers.  Reviews must be conducted by an individual(s) with sufficient Fiduciary Program knowledge to ensure in-depth review of all aspects of the fiduciary’s performance.  It is critical that the integrity of the program be maintained to include selection of the individual to conduct the review.  Therefore, care should be taken in selecting the employee who will conduct the review to avoid any appearance of impropriety or favoritism.  For example, if the majority of cases managed by the fiduciary were assigned to that fiduciary by the same field examiner, it may be appropriate to have the fiduciary’s performance reviewed by an alternate field examiner or the section supervisor.
	PPT SHOW - Slide:  Reviewer Qualification


	
	
	

	
	5.  Objectives.  The primary objectives of the onsite reviews are to:

· Allow VA to determine whether the payee is performing satisfactorily

· Deter potential misuse

· Keep the lines of communication open between fiduciaries and VA, and
· Reinforce VA’s efforts to educate fiduciaries about their duties and responsibilities.
	PPT SHOW - Slide:  Review Objectives


	
	
	

	
	The onsite review requires:

· A face-to-face meeting with the fiduciary

· Examination of a sample of VA beneficiary records, and 

· Interviews with beneficiaries or other third parties when indicated.
	PPT SHOW - Slide:  Onsite Review Requirements



	
	
	

	
	Unscheduled onsite reviews should be conducted in response to indications that a review is necessary (i.e. non-specific complaints, late or no accountings, failure to respond to correspondence, etc.).
	PPT SHOW - Slide:  Unscheduled Reviews



	
	
	

	
	6.  Notification of Onsite Review.  The fiduciary is to be notified by the Fiduciary Activity in writing at least 30 days in advance of the scheduled review date.  The notice will include the following information:

· PL 108-454 requires VA to perform onsite visits

· Review may include examination of case files, bank statements, ledgers, check registers, receipts, and bills

· VA will review the fiduciary operation for VA beneficiaries

· VA will help with any VA fiduciary related issues the fiduciary may have

· VA will review records to verify how benefits were used as well as verify existing funds on deposit

The sample notification letter provided as a handout should be discussed.

It is very important that the fiduciary is not given advance notice of the individual cases to be reviewed prior to the visit.
	PPT SHOW - Slide:  Fiduciary Notification (2 slides)
Instructor:  Discuss sample letter handout

	
	
	

	
	7.  Sample size and selection.  For each fiduciary that is to be reviewed, the station must review 25% of cases managed by the fiduciary (no less than 5), not to exceed 25 cases, unless the circumstances dictate an expanded review.  The review sample may be expanded if trends are identified.
	PPT SHOW - Slide:  Sample Size


	
	
	

	
	Case selection will be at the discretion of the reviewer.  Use the following guidelines to determine actual cases to be reviewed:

· If the fiduciary has accountings that are delinquent, all delinquent accounting cases should be considered for review.

· If the fiduciary has cases involving disallowed accountings that cannot be resolved, each such case should be considered for review.

· If a beneficiary or other interested party has made repeated complaints about a fiduciary, that individual’s case should be considered for review.

· If none of the above situations are identified, select a random sampling of cases.  The method used to obtain a random sample must be described in the report (i.e. every third case, odd terminal digits, even terminal digits, etc.)

· If discrepancies are found in a significant portion of the cases, expand the initial sample until sufficient cases have been reviewed to reach a conclusion as to the fiduciary’s suitability.
	PPT SHOW - Slide:  Case Selection
PPT SHOW - Slide:  Case Selection (cont’d)
 

	
	
	

	 
	8.  Review Protocol.  Each of the following activities should be accomplished during each onsite review:

· Determine records to be reviewed based on the type of fiduciary involved.  The review will include records of income and expenditures.

· If the fiduciary is a state facility, the review may be limited to review of case files and account ledgers to ensure that the fiduciary can account for all income, justify expenditures, and can accurately identify funds belonging to the beneficiary.

· If the fiduciary is an individual, the review may include case files, bank statements, ledgers, check registers, receipts to support purchases, and actual bills.

· In all instances, the reviewer must pursue any leads that indicate irregularities.  This may include interviewing the beneficiary, his or her caregiver, etc.  These contacts will generally be by telephone; however, personal interviews may be conducted at the discretion of the reviewer.

At this time, refer to the onsite review worksheet handout.  Go through the specific elements of the worksheet which is designed to assist the reviewer in the process.  Use of this specific worksheet is not required; however, all of the portions identified on the worksheet will be required for review and documented in the report findings.  It is important to cover all aspects to verify no discrepancies exist.
	PPT SHOW - Slide:  Review Protocol

Instructor:  Have participants refer to the sample onsite review worksheet handout


	
	
	

	
	9.  Beneficiary or other third-party interviews.  Stations will not always find it necessary to interview beneficiaries or other third parties.  The review of selected PGFs in advance of the onsite visit as well as review of the fiduciary’s records will determine if additional interviews are warranted.  For example, if the review identifies unusual or questionable purchases, the reviewer may contact the beneficiary or their caregiver to corroborate the purchase.
	PPT SHOW - Slide:  Beneficiary/Third Party


	
	
	

	
	10.  Onsite review report.  Based on the fiduciary interview, the financial record review, and beneficiary or other third-party interviews, if conducted, the reviewer should be able to make a final determination of the fiduciary’s performance.  This determination will be based upon the fiduciary’s

· Management of funds,

· Ability to account for all funds received and spent,

· Appropriate management of surplus funds,

· Adherence to VA instructions regarding approved expenditures, and
· Compliance with accounting and reporting responsibilities.
	PPT SHOW - Slide:  Review Findings


	
	
	

	
	The reviewer will conduct an exit interview to communicate preliminary findings to the fiduciary.  He or she will inform the fiduciary of any practices that need to be changed or improved as well as other recommendations.  The reviewer will advise the fiduciary that a summary of findings will follow.
	PPT SHOW - Slide:  Exit Interview


	
	
	

	
	The reviewer will prepare a formal report of the onsite review following the format of the onsite review findings attachment to Fast Letter 05-10 as Enclosure C.  The report must be submitted to the fiduciary supervisor for review and concurrence within 15 days from the conclusion of the onsite visit.  Where indications of misuse are discovered during the onsite review, the procedures of VBA Letter 20-05-34 must be initiated.  The misuse must be reported immediately to the F&FE supervisor by telephone or e-mail.  A VA Form 119 should be prepared to establish the date so that the misuse allegation time frame can begin.  Immediate notification permits the Fiduciary supervisor sufficient time to make  a determination as to an investigation on the misuse issue within 14 days of the receipt of the misuse information in F&FE (date begins the date of the onsite review).  This time frame is not extended even though 15 days are allowed to submit the onsite review report.
	PPT SHOW - Slide:  Formal Report
Instructor:  Have participants refer to the sample report handout

PPT SHOW - Slide:  Formal Report (cont’d)


	
	
	

	
	The Fiduciary Activity will notify the fiduciary of the onsite review findings by letter no later than 30 days after completion of the onsite visit.  This notice will summarize VA’s findings, advise the fiduciary of any deficiencies, and include actions required to correct the deficiencies.  The notice will include information as to how long the fiduciary has to correct the deficiencies; what documentation of the corrections will be accepted; and/or whether a follow-up visit will be made.
	PPT SHOW - Slide:  Notice to Fiduciary


	
	
	

	 
	11.  Actions resulting from noncompliance.  If a fiduciary’s performance is questionable, the Fiduciary Activity must make a determination as to the severity of the noncompliance.  If the noncompliance resulted from a lack of understanding of requirements, the fiduciary will be properly instructed and a follow-up review scheduled at an appropriate time to ensure compliance.  Ensure any follow-up review is scheduled at a time that will provide the fiduciary adequate time to comply but not so long as to allow the situation to continue indefinitely if the fiduciary does not comply.
	PPT SHOW - Slide:  Noncompliance


	
	
	

	
	If non-compliance is determined to be severe, immediate action must be taken to replace the fiduciary.  In all cases, non-compliance must be considered severe in nature as in the following circumstances, and those of similar seriousness:

· A fiduciary who refuses to cooperate with an onsite review, or
· A fiduciary who is found to have misappropriated funds belonging to a beneficiary, or
· A fiduciary who is unable to maintain appropriate records to support his or her actions.
	

	
	
	

	
	12.  Maintenance of onsite review reports.  Pending amendment to the existing system of records, stations will create individual Onsite Review files for each multi-fiduciary more than 20 beneficiaries as of September 30, 2005.  Files will be identified by the fiduciary’s name and identification number (Social Security or Tax Identification number).  These files will be retained until the number of cases handled by the fiduciary has been reduced to 10 or less for two consecutive years.  Copies of Onsite Review Findings reports will be retained in such files for the life of the file.
	PPT SHOW - Slide:  Report Maintenance

 

	
	
	

	
	13.  Work Credit.  Stations will report actual hours expended in the completion of onsite reviews as other measured hours under DOOR WID 1000.86.  Time reported will include actual hours expended in:

· Preparation for the review

· Travel

· Conducting interviews

· Review of fiduciary records, and
· Preparation of the Onsite Review Findings report.

For each Onsite Review, report this information as OnSiteHrs when completing WPC 580.  Data required for DOOR reporting will be extracted from a new FBS report titled “Onsite Reviews.” 
	PPT SHOW - Slide:  Work Credit


	
	
	

	
	14.  Reporting.  Each station must report to VACO, the identity of each fiduciary within the station’s jurisdiction that met the criteria for mandatory onsite reviews as of September 30 of that year.  This report must include the identity of each fiduciary; the number of cases managed by that fiduciary; and the date of the last onsite review (if applicable).  Reports must be sent, by e-mail, to the Fiduciary Program Mailbox at VAVBAWAS/CO/F&FE on or before November 1, of each year.  [The first report is due November 1, 2005.]  Negative reports are also required.
	PPT SHOW - Slide:  Report to Central Office


	
	
	

	
	Conclusion:  Restate the idea   
	

	
	
	

	
	Reiterate the components of the onsite reviews:  fiduciary criteria; frequency of reviews; requirements for reports and conclusions.  Remind the participants the foundation for the onsite reviews and how that plays into the overall fiduciary program and administration of the program.  Emphasize the importance of meeting the time frames for each phase of the process.


	Talk

PPT SHOW - Slide:  Summary
PPT SHOW - Slide:  Summary (cont’d)
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