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EXECUTIVE SUMMARY

This executive summary presents results from the
evaluation of the Department of Veterans Benefits (VA}. This
management assessment was conducted by Booz, Allen & Hamilton
Inc.,

1. WE BELTEVE THE CHAPTER 30 PROGRAM IS BEING ADMINISTERED
BY THE VA IN AN FFFECTIVE MANNER

Results of our evaluation show that the VA's current
approach to administering the Chapter 30 program is generally
appropriate. Study findings show that the VA has been most
successful in meeting program ohjective. essential to the
basic functioning of the Chapter 30 program, including
verification of the eligibility of veterans who apply for
Chapter 30 benefits, the payment of benefits to eligible
veterans, and monitoring of veterans to ensure they remain
eligible. Areas of less effectiveness include the accuracy,
timeliness, and cost-effectiveness of benefit processing and
the dissemination of Chapter 30 infc -mation to veterans.
This second set of objectives is essential to the long-term
success of the Chapter 30 program.

Our study team also observed that the VA has made major
improvements in their administration of the Chapter 30
program. These improvements include refinement of Chapter 30
program processes and preparation of new initiatives to
accommodate projected program growth.

Areas for potential program improvement were also
identified during the study. Recommendations to improve
future programmatic success were made in three areas:

. Program Management--Recommendations include
development of a management information system,
improvement in VA-DOD communications, and
develooment of a directory for regional offices
that defines VACO Chapter 30 roles and
responsibilities.

. Program Operations--Recommendations include
development of an on-line, interactive facility
database and development of an automated database
‘for Chapter 30 circulars and other procedural
information

. Program Materials--Recommendations include
development of easy-to-understand materials for
Chapter 30 application and monthly certification
and development of general materials for veterans
on Chapter 30 eligibility, application, and
information sources.




These program refinements should be implemented
immediately as projected program expansion will increase the
impact of current program weaknesses. In addition, these
refinements should be implemented in the context of the VBA
modernization initiative.

2.  OUR EVALUATION IS BASED ON THE VA'S ADMINISTRATION QF
THE CHAPTER 30 PROGRAM

Booz, Allen's evaluation of the Chapter 30 program had
two important scope limitations. First, we were to focus on
the VA's administratlion of the Chapter 30 program.

Therefore, an assessment of DOD's goals, objectives, and
program efforts was not conducted. Second, this study was to
examine the VA's prototype optical disk system only as it
pertains to the overall effectiveness of the Chapter 30
program.

Comprehensive data collection efforts were conducted for
this study. These efforts included:

. Interviews with 49 program officials at VACO and
St. Louis
° Two site visits to the benefits processing facility

at the St. Louis regional office

. A mail survey of VBA regional office Chapter 30
activities
. A telephone survey to veterans counselors at

academic institutions
. A log of inquiry activity at VACO

. Collection of available information on Chapter 30
budget, workload, and other program statistics.

This extensive data collection effort took place during
October of 1988 through April of 1989.
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I. INTRODUCTION

This draft report presents findings and recommendations
from Booz, Allen & Hamilton Inc.'s evaluation of the
Department of Veteran Affairs' (VA) Chapter 30 program.

This chapter reviews legislation leading to the
implementation of the Chapter 30 Program, an overview of the
legislative requirements for the program, the evaluation
methodology, and the organization of this report.

1. THE CHAPTER 30 PROGRAM WAS ESTABLISHED AS A REFINEMENT
NAT, ASS

Since 1944, the VA has offered educational assistance
programs to veterans and their families. These programs were
initially designed to meet the readjustment needs of
servicepersons who had been subjected to mandatory
enlistment. As voluntary enlistees became a larger part of
the military, the educational benefits programs changed in
purpose. Instead of focusing primarily on readjustment
problems, the new educzation benefits programs were also
intended as an incentive for high quality recruitment.
Exhibit I-1 presents a timeline of. the VA's educational
benefit programs. The following sections present the
background to and establishment of the Montgomery GI Bill.

(1) Eour Federally-Sponsored Education And Training
Programs Provided The Framework For The Montgomery
GI Bill

Four federally-sponsored education and training
programs offered a wide range of opportunities for
returning veterans. The initial program, entitited the
Servicemen's Readjustment Act of 1944 or the "World War
ITI GI Bill," was =nacted as Public Law 346, 78th
Congress on June 22, 1944. This act established the
course for permanent education programs funded by the
government in exchange for military service. This GI
Bill was designed to help veterans make a successful
transition to civilian life by offering educational and
training opportunities which may have been lost while in
service. The bill afforded up to four years of higher
"education, with the government payiag for living
allowances as well as costs of tuition, books, and fees.
Many of the laws and regulations in force today resulted
from this GI Bill.

Following the Korean Conflict, a second large group
of former military personnel faced readjustment
problems. As the World War II GI Bill was perceived as
having successfully met veterans' post war needs,
another education and training program was legislated




Exhibit I-1
TIMELINE OF THE Gl BILL OF RIGHTS

MONTGCMERY GI BILL,
CHAPTER 30 Y

POST-VIETNAM ERA VETERANS'
EDUCATIONAL ASSISTANCE PROGRAM
(VEADR), CHAPTER 32

[ VETERANS'
READJUSTMENT ACT

[POST-KOREAN VETERANS'
READJUSTMENT ACT

SERVICEMEN'S
READJUSTMENT
__ACT




for servicepersons who served in the Armed Forces during
the Korean conflict. On July 16, 1952, the Post-Korean
Veteran's Readjustmerit Act, known as the "Korean
Conflict GI Bill," was enacted by Congress to compensate
those individuals who were unable to attend school due
to military service.

During the "Cold War," following the Korean
Conflict, pressure mounted from servicepersons for
another education assistance program. This pressure
increased following the outbreak of hostilities in
Vietnam in 1964. On March 3, 1966, the Veterans
Readjustment Benefits Act of 1966 was enacted. This
scaled-down extension of the XKorean Conflict GI Bill
helped in the readjustment of millions of post-Korean
and Vietnam-era veterans by offering educational
assistance.

During and after the Vietnam Era, two impertant
social and economic changes occurred in the United
States. First, an increasing number of individuals
expressed a lack of enthusiasm and respect for the
military which resulted in problems with military
recruitment and retention. 1In addition, cost issues
became an increasing concern to congressman.

In light of this socioeconomic change, the Chapter
32 Post-Vietnam Era Veterans' Educational Assistance
Program, known as the "VEAP Program," was enacted by
Congress on October 15, 1976. This bill had two primary
purposes. First, it provided benefits to ser\icepersons
in order to aid adjustment to civilian life. 1In
addition, the proponents of this program also recognized
that terminating the previous GI Bill without offering
an alternative post-service benefit program would impair
the military's ability to attract sufficient numbers of
quality recruits. In an attempt to resolve these
issues, Congress recommended the enactment of a $2-for-
$1 contributory-matching program of educational
assistance for veterans as part of the VEAP program.
However, the VEAP program met with only marginal success
as both individual contributions to VEAP accounts and
the participation rates after service in the educational
and training programs were lower than expected. 1In
addition, recrvitment and retention levels of the Armed
Forces were declining. Simultaneously, personnel needs
of the Armed Forces were changing due to the increasing
need for qualified personnel to operate and maintain
sophisticated weapon systems. Additionally, the
declining number of 18 and 19 year olds led to increased
competition from colleges, universities, and private
industry for this age group. Consequently, pressure
mounted for an improved program of educational benefits
for the All-Volunteer Force.

I-3
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(2) Origipally A Test Program, The Montgomery GI Bill

Became Permanent In 1987

After two test programs proved unsatisfactory in
fulfilling the identified needs, in 1984 Congress
enacted Title VII of Public Law 98-525, creating a more
expanded, services-wide, three-year test program of
education benefits. This program, known as the "New GI
Bill," had two primary purposes. First, it was designed
to provide readjustment assistance. Secondly, this
program was designed to attract and retain high quality
individuals in both the active and reserve forces by
offering financial assistance to help meet, in part,
costs of future education. The active duty service
component of the New GI Bill was codified under Chapter
30 of Title 38, U.S.C., while the Selected Reserve
service component wa codified under Chapter 106 of
Title 10, U.S.C.

As a result of this test program, the military
recruiting and retention efforts of the Armed Forces
improved. Therefore, on June 1, 1987, the "New GI Bill™"
was made permanent and renamed the Montgomery GI Bill.
The active duty component of this program is now
referred to as either the Montgomery GI Bill--Active
Duty Educational Assistance Program or the Chapter 30
program.

The national distribution of eligible veterans who
were receiving Chapter 30 benefits in the fall of 1988
is presented in Exhibit I-2.

The original purposes for the New GI Bill were
threefold:

. To provide an educational assistance program
to aid in the readjustment of servicepersons
to civilian life following separation from
military service

] To promote and assist the All-Volunteer Force
program and the Total Force Concept of the
Armed Forces through the establishment of an
educational assistance program, based upon
service on active duty and in the Selected
Reserve, as an incentive for the recruitment
and retention of qualified personnel for the
active and reserve elements of the Armed
Forces

I-4

14




Exhibit -2

: NATIONAL DISTRIBUTION* OF

CHAPTER 30 TRAINEES
(FALL 1988)
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] To emphasize the provision of educational
assistance henefits as an aid in the retention
of personnel in the Armed Forces.

Chapter 30 thus established a pay-reduction
educational assistance program. To receive benefits, an
individual's basic pay is reduced by $100 for each of
the firet 12 months of military service. This amount is
reverted to the Treasury and is non-refundable. The
individual's pay then returns to the regular pay amount.

In addition to the monthly educational assistance
allowance program, an eligible individual under Chapter
30 can receive monthlyv benefit increases, known as
Ykickers," from service branches. Kickers, funded by
individual service branches, are offcred to enhance
recruitment in critical skill areas and increase the
length of recruitment.

(3) ZIThe Chapter 30 Legislation Established An
Ed £ 1 Assist ° With C ;

Currently, accordi.:g to the Chapter 30 legislation,
individuals must meet t 0 types of eligibility
requirements in order to receive Chapter 30 benefits:

. Military Service Requirements -- Individuals
must have entered the service on or after July
1, 1985; must not have opted out of Chapter 30
Program participation; and, generally, must
have served at least two years of continuous
active duty and been discharged with an
honorable discharge

. Academic Requirements -- Individuals must meet
the requirements for a high school diploma or
equivalent certificate and they must pursue an
approved program of education to attain an
educational, professional, or vocational
objective for which they are not already
qualified by reason of previous education or
training.

Each of these requirements is discussed in __tail below.
{1itary S : ce . :
Legislation specifies the basic military service

requirements for recipients of Chapter 30 benefits as
shown in Exhibit I-3.

I-6




Individuals who have served on active duty for two
full years are eligible for $250 per month. $300 per
month of basic benefits for 36 months of full-time
training is available to those individuals who have

served on active duty for three years. If an individual

serves five addltional, consecutive years of active
duty, a suppicmental educational benefits of up to $300
a month is available to the veteran.

Exhibit I-3
ELIGIBILITY REQUIREMENTS

1. Persons entered on active duty after 6/30/85 who have
served one of the following:

« Three consecutive years of active duty when the
original obligation was for three years

« Two consecutive years of active duty when the
original obligation was for less than three years

« Two years active duty followed by a four-year
obligation in the Selected Reserve

» Twenty months active duty of a two year initial
obligation due to convenience of government
discharge

2. Persans entered on active duty after 6/30/85 who are
discharged or raleased for a service-connected
disability, hardship, or reduction in force.

3. Persons who are eligible for Chapter 34 Gi Bill benefits
as of December 31, 1989 and who have:

« Served on active duty until 6/30/88

« Served on active duty until 6/30/87 followed by at
least a four year obligation in the Selected Reserve

» Had no breaks in active duty service after 10/19/84

Those individuals who serve on active duty for two
years followed by an additional four years in the
Selected Reserve are referred to as "2 by 4" Chapter 30
trainees. These jindividuals, similar to those serving
three-year active duty obligations, are also eligible
for $300 per munth of basic benefits. Servicepersons
must remain in the Selected Reserve for the full four
years in order to be eligible for Chapter 30 benefits.

Chapter 30 trainees who, as of December 31, 1989,
are eligible for Chapter 34 benefits will receive basic
educational assistance allowance plus one-half of the
amount they would have received under Chapter 34, but
not before January 1, 1950. Entitlement for Chapter 30
educational benefits exists for ten years after leaving

I-7
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active duty service. Extensions are possible if
warranted by certain exceptional circumstances.

Academic F . I

The legislation also specifies academic
requirements for Chapter 30 recipients. According to
the original legislation, the veteran must nave a high
school diploma or equivalency certificate prior to
enlistment to participate in the Chapter 30 prcgram.
After discharge, a veteran can choose any college,
university, or training institution to pursue an
associate's degree, bachelor's degree, master's degree,
or doctoral degree. Veterans can also enroll in
approved vocational, technical, <r educational programs,
correspondence courses, cooperative training,
apprenticeships, and on-the-job training. The law was
amencded to include apprenticeship, other on-the-job
training, and correspondence study, although individuals
on active duty may not be paid for apprenticeship or on-
the-job training. Payment of work-study allowance in
addition to payment received for training in schools is
now also allowable by law.

The veteran may pursue a program offered by an
institution of higher learning (IHL), a non-college
degree (NCD) institution, or an on-the-job (OJT)
establishment as long as that program is approved by the
appropriate State approving agency (SAA). Under the
provisions of Chapter 36, Title 38, U.S.C., the SAA is
responsible tfor the approval and supervision of programs
of education and training for veterans benefits
purposes. Under the provisions of Title 20, U.S.C., the
institutions that offer IHL and NCD programs may also be
accredited by an accrediting agency recognized by the
U.S. Secretary of Education. As of December 1988, 92%
of all Chapter 30 trainees were enrolled in an IHL.

Only 8% of the Chapter 30 trainees were attending an NCD
institution.

2.  FECENT LEGISLIATIVE CHANGES HAVE MODTFTED CHAPTER 30

Several Chapter 30 eligibility changes occurred in

Public Law 100-689, The Veterans' Benefits and Programs
Inprovement Act of 1988, enacted on November 18, 1988. This
legislation amended eligibility and entitlement criteria for
a broad spectrum of potential Chapter 30 participants. 1In
addition, the election period for agreeing to participate in
Chapter 30 has been extended. Three types of changes
occurred to the legislation:

. Death benefits are authorized
] Eligibility .requirements became less stringent

I-8




. Enrollment and withdrawal became more flexible.
These three changes are described in more detail below.

(1) Death Benefits Are Now Authoriz 4 By Law For
Chapter 30

The law now authorizes a death benefit if death
occurs while the person is in the service and the death
is service-connected. The death benefit is payable only
if the serviceperson was eligible for Chapter 30
benefits at the time of death. No time limit exists for
filing for a Chapter 30 death benefit.

(2) Chapter 30 Eligibility Requirements Became Less
Stringent

Two basic eligibility requirements were altered by
PL 100-689. First, exceptions for veterans who did not
complete the required service time were implemented.
Second, the high school requirement was made more
lenient.

The two types of separations that no longer
disqualify veterans for Chapter 30 benefits include:

. A discharge or release for a medical condition
which pre-existed enlistment in the service and
which the VA determines is not service-connected

] An involuntary discharge or release for convenience
of the government due to reduction in force (RIF)
as determined by the Secretary of the military
department concerned.

The first type of separation for a pre-existing
medical condition is characterized by the service
department as a medical or disability discharge. To be
eligible for Chapter 30 after a RIF separation, the
appropriate military department must have determined
that the fiscal restraints or major realignment of one
or more or the Armed Forces warranted a RIF.

The entitlement computations for these two new
reasons to permit early discharges is computed in the
same method as those veterans discharged for service-
connected disability or hardship.

The requirement for a high school diploma was the
second major eligibility change. Individuals no longer
need to have received high school diplomas or the
equivalent before completion of the qualifying period of
Armed Forces Service; only the requirements for a high

I-9




school diploma or equivalency need to be met by such
date. In addition, the veteran can meet the
requirements for a high school diploma during the
initial obligated service period if she or he entered
active duty after July 1, 1985.

(3) Enrollment In The Chapter 30 Program Became More
Flexible

The third change to the Chapter 30 program was the
creation of an "Open Period" for enrollment. This open
period allows individuals to withdraw a previous
election not to enroll in the Chapter 30 program. These
changes became effective on November 18, 19868.

Servicepersons who initially decline to participate
in Chapter 30 may later enroll under certain
circumstances as follows:

. Individuals must have first entered the
service from July 1, 1985 through June 30,
1988

] Servicepersons must have continuously served

on active duty since the entry date of their
active duty

° Servicepersons must be serving on active duty
during the designated open period - December
1, 1988 through June 30, 19883.

Servicepersons can withdraw their initial election
not to enroll in Chapter 30 only while serving on active
duty during the open period. These individuals must
complete the period of service he or she was obligated
to serve at the beginning of the open period.

3. IHE METHODOLOGY OF THIS STUDY WAS DESIGNED TO
EVALUATE THE VA'S ADMINISTRATION OF THE CEAPTER 30
PROGRAM

Booz, Allen & Hamilton Inc. was requested by the VA to

perform a management assessment of the Chapter 30 program.
The Booz, Allen evaluation of the Chapter 30 program included
three activities:

] Definition of study scope--two limitations were
defined

. Development of study methodology--two components,
outcome evaluation and process assessment, were
developed

N
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. bevelopment of data collection methodology--seven
data collection activities were planned.

These three activities are described in more detail below.
(1) The Study Scope Included Two Limitations

Two limitations in study scope were defined for the
Booz, Allen evaluation of the Chapter 30 Program:

. The study would examine the VA's
administration of the Chapter 30 program

. The study would not perform an extensive
evaluation of the VA's prototype optical disk
systein.

While the Department of Defense (DOD) has a large
role in the administration of the Chapter 30 Program,
the VA requested that tnis study focus only on the VA's
administration of the Chapter 30 program. Thus, an
assessment of DOD's goals, missions, and objectives were
not included.

A separate evaluation of the VA's optical disk
prototype system, currently being used for benefits
processing of Chapter 30 claims, is currently being
conducted. In order to prevent duplication of effort,
it was determined that this study would only examine the
prototype system as it pertains to overall effectiveness
and operation of the Chapter 30 program.

(2) The Purpose Of The Evaluation Component Was To
Determine The Effectiveness Of The VA Chapter 30
Program

Evaluation criteria specific to the Chapter 30
program were developed to measure the VA's progress in
achieving program objectives. Program objectives
specific to the VA's administiation of the prcgram were
first developed, as shown in Exhibit I-4. The
evaluation criteria were divided into two areas:
functional effectiveness and operational effectiveness.
Functional eZfectiveness of th: Chapter 30 program was

l determined by the:
|
|
|
|

. Extent to which the VA Chapter 30 program
provides benefits to veterans
° Extent to which the VA Chapter 30 program
provi ides information to veterans and other
inquirers.
I-11




Exhibit -4

CHAPTER 30 EVALUATION CRITERIA
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1. Extent to which the VA «  Doas the VA verify the eligibliity of veterans who apply for Chapter 30
Chapter 30 program provides benefits?
benefits to veterans
. Doas the VA pay benefits to veterans who have besn found eligible?
«  Doses the VA monitor vaterans who are recsiving beneflts to ensure
thoy remaln ellgible?
2. Extent to which the VA
Chapter 30 program provides «  Does thu VA provlde Information to esparatees on thelr Chapter 30
Information to veterans and ellgibllity?
other inquirers
«  Doas the VA provide Information to veterans regarding application for
Chapter 30 berefits?
. Does the VA provide Information to veterans regarding changes In the
Chaptar 30 program?
3. Timslinass of the VA
Chapter 30 program in meeting . Does the VA provide Chapter 30 benefits to the veterans in a timely
its Intended objectives fashlion?
«  Doas the VA disseminate Information on Chapter 30 In a timely
fashion?
4, Efflclency of the VA
Chapter 30 program in meeting « Isthe cost of providing Chapter 30 benefits consistent with planned
its Intanded objectives costs?
» Isthe cost of providing Information on Chapter 30 conslistent with
planned costs?
5. Accuracy of Chapter 30 benefits «  Are the benefits pald accurately?

and Information provided to
veterans

I8 accurate informatlon disseminated?




Operational effectiveness of the Chapter 30 program was
determined by:

. Timeliness of the VA Chapter 30 program in
meeting its intended objectives

. Efficiency of the VA Chapter 30 program in
meeting its intended objectives

. Accuracy of Chapter 30 benefits and
information provided to veterans.

Evaluation of the effectiveness of the VA in meeting the
above objectives was then conducted to identify problem
and success areas. First, evaluation criteria were
develorz2d to measure the effectiveness of the Chapter 30
program in meeting its benefits processing and
information dissemination objectives. Data were then
collected by the study team to measure the effectiveness
of VA program operations in meeting these objectives.
The study team then rated the level of effectiveness
using a five-point scale ranging from "highly effective"
(a rating of 5) to "not effective" (a rating of 1). The
results of this evaluation are presented in Chapter III.

(3) The Purpose Of The Assessment Component Was To
Identify Process Strengths And Weaknesses

In the next study methodology activity, the
effectiveness of the Chapter 30 program components were
assessed to determine those specific component
attributes responsible for the previously identified
areas of program strength and weakness. Exhibit I-5
shows the four program components identified for this
study. They include:

° Roles and responsibility of the va
. Expertise of the VA staff
. Tools available for the administration of the

Chapter 30 program

. Methodologies and processes used for the
administration of the Chapter 30 program.

The results of this process assessment are presented in
Chapter 1IV.
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Exhibit I-5

CHAPTER 30 ASSESSMENT AREAS

EAQSSSSME&?‘AHEA Qussnw

A\ f-< 2 c< kc«k >("<
B BN \\\\ \ N PN K .
L M N ST L "R \}_\\ PO

Roles and Responsibllities
ofthe VA

Do all affected VA and other organizations have appropriate lavels of
Input Into the program?

Do the veterans (program use;s) have appropriate ! Jui?

Are the responsibliities for the VA Chapter 30 process approprlate and
clearly defined?

Does having the beneflts processing centralized In St. Louls help or
hinder thelr procassing?

Doas having the Inquiry processing decentralized In all the reglonal
offlces and central offlce help or hinder thelr processing?

Expertise of the VA staff

Are there adequate education levels attalned?
Is there adequate experlencs attalned?

Is there adequate tralning?

Tools avallable for the
adminlstration of the

program

Do the circulars, policles, and procedural manuals provide ussful
guldance to Chapter 30 staff?

Do the varlous databases provide accurate and timely Information?
Does the software meet the needs of the Chapter 30 program?
Does the hardware meat the needs of the Chaptar 30 program?

Is the Information on program eligibility and entitlement readily
avallabls and useful?

Methodologles and
processes usad for the
administration of the Chapter
30 program

1s the clalms procassing niethodology appropriate?
Is the Inquiry processing methodology approprlate?
Are the evaluatlon methods used appropriate?

Is the monthly certification processing appropriate?

Arae the sutreach/marketing methodologles usad by the Chapter 30
program appropriate?

How accurate are the budget projections?

How accurate are the workload projections?
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(4) Conclusions And Recommendaticns Were Based On The
BESH]L'S Emm Ihe E:za’nat:’gn QanQngnt An.d Process
Assessment Component.

In the final study methodology activity,
conclusions were drawn regarding the relationships
between program areas of effectiveness and
ineffectivenese and process stiengths and weaknesses as
shown in Exhibit I-6. These conclusions provided the
basis for the recommendations to improve program
component performance and overall program effectiveness.
These conclusions and recommendations are presented in
Chapter V.

(5) Extensive Data Collection Efforts Were
Conducted For This Study

Seven types of data collection activities were
conducted by the Booz, Allen study team during the
evaluaticn:

. 28 Management interviews were conducted with
Chapter 30 program officials at VACO

. 21 Management Interviews were conducted during
a site visit to St. Louis

. A tour of the benefits processing facility at
St. Louis regional office was completed

. Coliection of available quantitative data on
che Chapter 30 program was completed including
information on caseload and budget
projections, weekly, monthly, and annual
status reports, and other data

. A survey of all 58 VBA regional offices was
completed

. A telephone survey to a sample of veterans'
counselors at seven academic institutions was
completed

. Inquiry logs were maintained by VACO for a

one-month period.




Exhibit 1-6
EVALUATION-ASSESSMENT RELATIONSHIP

Evaluation
Component

"How efiective I3 the Chapter
30 Program In achlev-
ing its Intended objectives?"

Success Areas l

Problem Areas

Process Assessment Component

"What strengths and weaknesses In the Chapter 30
Program account for the identified success and
problem areas?

;

Study Conclusions and Recommendations
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4, THIS REPORT TS ORGANIZED INTQ FIVE CHAPTERS

*he remainder of this report presents the Chapter 30
evaluation findings, conclusion, and recommendations. The
chapters following this chapter include:

. Chapter Two, Program Overview--presents a

description of the current VA program

. Chapter Three, Evaluation Findings--discusses the

evaluation findings from the outcome evaluation

. Chapter Four--Process Assessment--discusses the
strengths and weakness of the Chapter 30 program as
identified by the processes assessment

. Chapter Five, Conclusions and Recommendations--
presents the conclusions and recommendations for
the Chapter 30 program.

In addition, three appendices are included. Appendix A
presents the results of the regional office survey. Appendix
B lists the VA interviews conducted. Appendix C provides a
study bibliography.
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II. PROGRAM DESCRIPTION

This chapter presents an overview of the Chapter 30
Department of Veterans Affairs (VA) program operations.
First, responsibilities of VA Central Office (VACO) for the
Chapter 30 program are described. Second, the Chapter 30
benefits processing procedures are reviewed. Third,
information dissemination activities are described. Finally,
planned changes for the Chapter 30 program are presented.

1. VACO IS RESPONSIBLE FOR CHAPTER 30 MANAGEMENT AND
INFORMATION DISSEMINATION ACTIVITIES

Several organizations within VACO are responsible for
the administration of the Chapter 30 program. ost notably,
the Office of the Secretary makes policy decisions for
Chapter 3C as well as the other VA education benefits, while
the Office of Budget and Finance allocates the total funds
available for the administration and processing of all VA
education programs. The Veterans Benefits Administration
(VBA) has the primary responsibility for Chapter 30 program
administration.

(1) The VBA Has Overall Responsibility For
Administrati ® Chapt 30

All four divisions within VBA have responsibilities
for the Chapter 30 program. These responsibilities are
as follows:

. Office of the Chief Benefits Director--overall
responsibility for Chapter 30 including
assignment of roles and responsibilities

. Office of the Deputy Chief Benefits Director
(DCBD) for Field Operations--responsible for
ensuring appropriate resources are available
for regional office operations

. Office of the DCBD for ADP Systems Management-
-responsible for computer hardware and
software decisions

. Office of the DCBD for Program Management--the
four sections within this office have specific
responsibilities for the administration of the
many aspects of Chapter 30 operations.

Exhibit II-1 illustrates the relationship between the
above divisions.

II-1
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Exhibit 1I-1
VACO VETERANS BENEFITS ADMINISTRATION
ADMINISTRATIVE ORGANIZATION

Chisf Benafits

Director

Deputy CBD
for

Deputy CBD
for
Fleld Operations

Deputy CBD
for
Program Management

Most of the day-to-day responsibility for Chapter 30 is
executed by the Office of the DCBD for Program
Management. Three sections in this office have Chapter
30 responsibilities as follows:

. Compensation and Pension Service-=-makes final
determination on all rating board decisions
including circumstances of veteran's death.

In addition, the St. Louis regional office may
request ratings.

. Vocational Reucbilitation and Education
Service--contains three sections: Education
Operations, Education Procedures and Systems,
and Education Policy znd Program
Administration. These sections conduct
Chapter 30 field studies, write Chapter 30
circulars, manage Chapter 30 computer systems,
and answer Chapter 30 inquiries

. Veterans Assistance Service--develops and
distributes VA information packages to
veterans and Chapter 30 flyers to schools and
regional offices. .

The Vocational Rehabilitation and Education Service
(VR&E) , under the Deputy Chief Benefits Director for
Program Management, has the lead for the Chapter 30
policy, procedures, and program administration. In
addition to the above responsibilities, the sections
within VR&E also help develop the Chapter 30 budget,
organize education conferences with school and special
interest groups, administer the prototype optical disk
system, interpret Chapter 30 legislation, and ensure the
accuracy of the information disseminated by regional
offices.
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Two of these services, Compensation and Pension
Service and Veterans Assistance Service, have program
authority to staff in the regional offices. C&P Service
has program authority over the Adjudication Division
while VAS has program authority over Veterans Services
Division. VR&E has no comparable organization in the
regional office.

(2) VBA Is Responsible For Projecting Workload And
Budget Needs

Within VBA, the budget staff for VR&E is
responsible for formulating workload projections for
Chapter 30. Chapter 30 anticipated workload is based on
two factors:

. Related workload trends
. Potential number of education trainees.

The process used to calculate these program statistics
is discussed in further detail below.

Workload trends are calculated by the historical
frequency of original and adjustment/supplemental
claims. As Chapter 30 is a new program, the lack of
historical data has been a problem. Chapter 30
anticipated workload for 1989 and 1990 was developed by
comparing the VR&E Service workload projections to St.
Louis' workload projections St. Louis' projection for
each end product (EP) workload was reviewed and compared
to VR&E's projection for that same end product workload
for the St. Louis regional office. If any discrepancies
existed, the following reconciliations were made:

. If the regional office projected a lower
number of EPs than VR&E Service, the regional
office's anticipated workload was accepted.

. If the regional office projected a higher
number of EPs than the VR&E Service, the
regional office's methodology was reviewed and
analyzed for supporting justification.

. If the regional office's justification and
data appeared valid based on historical
experience or local economic conditions, the
regional office's projections were accepted.

. If the regional office's anticipated workload
was marginally higher than the VR&E Service's
projection, a projection midway between the
two was used.

II-3

o
™




° If the regional office's justification and
data did not appear valid, the VR&E Service's
projection was used.

Data on the number of separations from military
service are supplied to the VA by the Department of
Defense (DOD). These data are used by the VA budget
staff to determine yearly trainee numbers. Once the
yearly trainee numbers are determined, VA budget staff
estimate annual workload trends.. These two statistics
are then combined to formulate annual workload
projections for Chapter 30.

(3) ¥ACO Is Responsible For Centralized Information
Di ination Activiti

Information on the Chapter 30 program is
disseminated by both the VA and DOD through various
media including mailings, public messages, and lectures
and seminars. VACO is solely responsible for three
handouts which are used to infcrm their staff and
veterans about the Chapter 30 fcograms. These
publications include the Veterans Assistance Discharge
System (VADS) package, circulars, and procedural manuals
and are discussed in detail below.

VADS is a system used to inform newly discharged
veterans of VA benefits. The system uses data received
from DOD to locate the veteran. Information is then
sent automatically to the veteran. Two mailings to the
veteran are doae.

The veteran receives the first VADS package
approximately 30 days after discharge from the service.
This mailing includes the following:

Veterans Benefits Timetable Chart
. Information Request Card.

The timetable chart, which includes Chapter 30
information, describes the basic benefits and
compensations offered to veterans by the VA. The
veteran can request more information about a particular
benefit with the information request card. For more
information on Chapter 30, the veteran can check either
the GI Bill Education Assistance box or the Veterans
Assistance Representative box. All regicnal offices
receive information cards and send the appropriate
information back to the veteran. If additional
information on Chapter 30 is requested, the regional
office sends a Chapter 30-specific flyer and an
application.
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The Chapter 30-specific flyer is made available to
separatees at the 1700 discharge points through VA
distribution to all military services. All regional
offices also receive this flyer for distribution to
veteran inquiries or walk-ins. The VA will revise the
flyer by July 1, 1989 to include the Chapter 30
regionalization plan.

A follow-up letter is sent to each veteran six
months after the first mailing. This second mailing is
also sent from Austin, Texas through the BIRLS system
and includes the cover letter and a pamphlet entitled "A
Summary of Veterans Administration Benefits." Chapter
30 benefits and eligibility requirements are explained
specifically in the pamphlet on two pages.

The Vocational Rehabilitation And Education Service
is currently writing two Chapter 30-specific pamphlets,
with the first expected to go to print by December 1989.
The quantity of distribution is dependeat upon available
resources and does not necessarily relate to the number
of veterans eligible for Chapter 30 benefits.

VACO is also responsible for publication and
distribution of all circulars and manuals. Chapter 30
circulars contain information on legislation and
procedures. The Chapter 30-specific circulars take
approximately 60 days to prepare and are distributed VA-
wide.

Procedural information for benefit processing is
contained in VA manuals. Presently, processing
guidelines for Chapter 30 have not been incorporated
into the manuals.

The VA also provides news releases through the
public affairs office. Interviews with this office
revealed that no specific Chapter 30 news releases have
been prepared to date.

JHE VA'S ADMINISTRATION OF THE CHAPTER 30 PROGRAM
ANCLUDES PROCESSING OF BENEFITS

This section describes the organization and processes

used to administer VBA's Chapter 30 benefits.

(1) Chapter 30 Benefits Processing Is Centralized In
St. Louis, Missouri

The VA currently maintains 58 regional offices
throughout the United States and Puerto Rico for the
purpose of assisting veterans within their jurisdiction.
However, all Chapter 30 benefits are administered
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through one regional office located in St. Louis, MO,
The St. Louis regiounal office consists of the director's
office and six divisions. The regional office director,
the assistant regional office director, the management
analyst, and the office director trainee comprise the
personnel in the director's office. The Administration
Division, Adjudication Division, Finance Division, the
Veterans Services Division, Vocational Rehabilitation
and Counseling (VR&C) Division, and the Loan Guaranty
Division constitute the six divisions. The St. Louis
regional office currently has approximately 50
employees, Exhibit II-2 shows the organization of this
office.

Exhibit {I-2
ST. LOUIS REGIONAL OFFICE

ORGANIZATION CHART

Director's Office

Veterans

Seivices §

Division §
e e E

Loan Guaranty Adju...cation
Division Division

A Men p T

: Vocational &
Administration § Finance Rehabliitation §
Division [ Division & Counseling B
I _— _ Dl :

Tom M eps s LS G

Each of the divisions in St. Louis except the Loan
Guaranty and VR&C Divisions plays an integral role in
the processing of Chapter 30 benefits. Currently,
approximately 35 St. Louis staff members are assigned
either full or part-time to the Chapter 30 program.

This number is continually growing with a rapid increase
in Chapter 30 participation. Responsibilities within
the St. Louis office for the Chapter 30 program are as
follows.

The Director's Office ensures that the staff of
Chapter 30 are processing benefits in a timely and
accurate manner. The Director is also responsible for
planning adequate resources, such as full time employee
equivalent (FTEE), space, and equipment, to administer
the program. The Management Analyst monitors and
analyzes Chapter 30 operating issues and keeps the
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Director informed. The Assistant Director provides
assistance to the Director as needed to ensure efficient
administration of the Chapter 30 program.

The Administration Division is responsible for all
incoming and outgoing mail which includes Chapter 30
original application and correspondence. The personnel
for this division consists of the Chief Administrative
Division, Assistant Division Chief, mail clerk, program
clerks, and file clerk. The Division Chief handles
concerns relating to the effective processing of the
mail. The Assistant Division Chief is responsibie for
day-to-day operations of the Administration Division.
The mail clerk's duties include opening and reviewing
incoming mail, delivering folders inter-office, and
pPicking up and stamping outgoing mail. The program
clerks batch, scan, index, verify, and commit the mail
to optical disk. The file clerk files mail after it has
been entered into the optical disk system.

The Adjudication Division is responsible for
determining the eligibility of an applicant and making
education awards. The Adjudication Officer. Section
Chief, Unit Chief, senior claims examiners, claims
examiners, and development clerks comprise the personnel
for this divisica. The Adjudication Dfficer ensures the
quality and timeliness of administering Chapter 30
benefits, including training of adjudicators. The
Section Chief superviscs all Unit Chiefs and handles the
every day problem situations. The Chapter 30 Unit Chief
manages the daily operations for the Chapter 30 program.
He allocates work to the claims examiners as well as
handles all administrative action such as performance
reviews and training. Approximately eight to ten senior
claims examiners and claims examiners are assigned to
the Chapter 30 unit. The senior claims examiners, or
authorizers, are responsible for validating the award
action. They review the application to ensure
eligibility and award amount. The claims examiners, or
adjudicators, analyze the applications to determine if
the veteran is eligible for Chaptéer 30 education
benefits. The adjudicator must review the original
application, all service information contained on the
DD-214, and acceptability of the chosen academic
institution. The development clerk reviews the claims
for completeness before routing the application to an
adjudicator and, if time permits, he annotates the
facility file code.

The Finance Division processes all verifications
and certifications of attendance that a veteran must
submit to the St. Louis reyional office monthly in order
to receive his or her benefits. This division is
comprised of the Finance Officer, Assistant Finance
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Officer, Chief of Centralized Processing, and fiscal
accountant clerks. The Finance Officer is in charge of
ensurirg smooth operation of all finance activities.
These activities include accounts receivable,
overpayments, and monthly certification form processing.
The Assistant Finance Officer is responsible for
addressing problems or concerns that arise in processing
monthly certification forms or balancing veterans'
accounts. The Chief of centralized processing is
responsibie for the efficient operation of monthly
certification forms which includes training for the
fiscal accountant clerks. The fiscal accountant clerks
process the monthly monthly certification forms and
answer written payment inquiries.

The Veterans Service Division is responsible for
all written and telephonic inquiries from regional
nffices, school officials, and in-house staff about
Chapter 30. Counseling services to veterans are
provided. This division is also responsible for the
maintenance of the Facility File that contains approval
information of schools, courses, and course hours. The
personnel consists of the Veteran Service Officer, the
Education Liaison Representative (ELR), the Supervisor
of the Telephone Unit, and Veterans Benefits Counselors
(VBCs) . The Veterans Service Officer ensures that all
Chapter 30 inquiries are met with accurate and timely
responses. He also handles all administrative duties.
The ELR is responsible for maintaining the facility file
books that contain the approval information on education
institutions, courses, and course hours. The ELR also
updates and maintains the facility file database in
Target for the adjudicators' use in determining award
eligibility. The Veteran Benefits Counselors respend to
all inquiries concerning Chapter 30.

(2) St. Louds Ts Currently Using A Prototype Optical
Disk Svstem For Benefits :

As the result of a 1984 DVB study on VA
modernization, optical disk technology was determined
the best alternative for replacing the labor-intensive
paper fili-.g system used for veterans' claims. As the
Chapter 30 program was initiated at the same time as the
optical disk recommendation, it was determined that the
Chapter 30 program would serve as the prototype for the
optical disk. However, while the Chapter 30 paper
processing and workload allocation procedures are
automated, benefits processing procedures are the same
under both the manual and automated filing systems.

The Chapter 30 prototype optical disk system uses a
disk-based image technology that operates on FileNet
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hardware. An electronic image of the document, captured
by an optical scanner, provides the data input for the
system and is electronically routed to the appropriate
division.

To view the document, the VA staffperson retrieves
its image on his or her workstation. These workstations
contain multiple windows, whereby several functions can
be performed simultaneously. For example, a complete
picture of the scanned claims application can be viewed
at the same time as information from a DOD database
containing service information. Exhibit II--3
illustrates the workstation with multiple windows
described above.

Exhibit II-3
CHAPTER 30 WORKSTATION

In order for Chapter 30 standardized processing to
begin, three forms must be submitted by the veteran.
These forms are:

. An original application form
] An enrollment certification form
. A monthly certification form.

To initiate a benefit claim, a veteran must submit
an original application for Chapter 30 benefits (Form
22-1990) . This document contains background information
about the veteran such as name, address, branch of
service, and appropriate dates as well as the veteran's
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educaticnal goals, potential education institution, and
course of study.

The second form required for processing a Chapter
30 benefits request is the enrollment certification
(Form 22--1999). This form is initially completed by the
certifying official of the school or training
establishment chosen by the veteran. The veteran's
enrollment dates, courses, and course hours are the key
data on this form. If this form is not submitted with
the original application, an award determination can
still be made by the adjudicator. If eligible, the
veteran would receive a certificate of eligibility (C of
E) which states that the veteran can receive educational
assistance once an approved school has been chosen and
the 22~-1999 submitted to the VA.

Third, if an award has been approved by the VA, the
veteran will be sent, on a monthly basis, a monthly
certification form (22-8979) that must be completed and
returned to the St. Louis regional office in order for
the veteran to receive benefits. Under specific
conditions, telephonic monthly certification forms are
accepted by the VBCs who then forward the information to
the Finance Division for processing. This monthly
certification process is intended to keep veteran
enrollment information current and reduce overpayment of
benefits.

Once all the appropriate information is received,
three separate steps occur to complete the processing of
a Chapter 30 claim. These steps are as follows:

o Claims establishment
. Eligibility determination
° Authorization.

Exhibit II-4 provides & flow chart of the processing of
a Chapter 30 original claim.

Claims Establishment,

Once the Chapter 30 original claim is received in
the mail, it is opened in the Administrative Divisicn
mail room and reviewed. Next, the mail is sorted by the
type and original Chapter 30 applications are batched
separately and forwarded to claims establishment (CEST)
processing. A claim number is assigned to the
application. This number, along with data from the
application, is entered into the mainframe computer
system, called TARGET. The original claim is then
scanned, using an optical scanner, into the optical disk
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Exhibit i14(1)
CHAPTER 30
ORIGINAL CLAIMS PROCESS
Halioom Open and review Sort meil by cest
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Exhibit 11-4(2)
CHAPTER 30
ORIGINAL CLAIMS PROCESS
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Exhibit 11-4(4)
CHAPTER 30

ORIGINAL CLAIMS PROCESS

ET-II

O
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Aruitoxt provided by Eic:
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Echibit l1-4(3)
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Exhibit 11-4(5)
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system. After scanning, a program clerk indexes and

reviews the document. A second program clerk verifies

the indexes prior to committing the document to the

optical disk. The document is electronically routed to

the program clerk in the Adjudication Division who

determines whether any additional correspondence needs

to be sent to the claimant. The program clerk is also |
responsible for entering the school approval data from |
the facility file database onto the system. |

The original claim document is then electronically
routed by the program clerk to the work queue for the
adjudicators in the Adjudication Division. Upon
retrieving a document from the work queue, the
adjudicator accesses the BIRLS screen in TARGET to begin
reviewing the application for eligibility determination.

The beneficiary identification and records location
database (BIRLS) screen contains basic service
identification information about the veteran.
Information such as the veterans name, service number,
type and length of service, type of discharge are
contained in the BIRLS database and compared to the
original application image on the >ptical disk screen.
If all the information is consistent, the application is
then compared with information from the DOD Defense
Manpower Data Center (DMDC) database. The DMDC database
is a copy of the military master record, which is a
compilation r veteran's service information from the
specific serv.ce branch. If inconsistencies appear in
the information at any time during the eligibility
process, the application is assigned to the pending file
until the situation is resolved. Five types of
information are needed to determine if a veteran is
eligible for a Chapter 30 benefit:

. Enrollment status for the Chapter 30 program

. Date(s) of enlistment and discharge

. Reason for discharge

. Presence of a secondary school diploma or
equivalent

. School/course approval information.

First the adjudicator reviews the veteran's file to
determine if s/he enrolled in the Chapter 30 program.
Then the active duty dates from the DMDC database are
checked against the veterans discharge paper (DD-214).
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The veteran's date(s) of active duty must meet the
requirements presented in Exhibit I-3 for processing to
continue. If a veteran does not qualify for Chapter 30
benefits because of the date of his or her enlistment
duty, then he or she is denied benefits for Chapter 30.
The adjudicator disallows the claim on the TARGET screen
and signs a computer generated printout. Next, a
disallowance letter is prepared and kept in electronic
form until the Adjudication Division authorizer approves
the decision.

Assuming the veteran's active duty dates meet
Chapter 30 requirements, the reason for discharge is
then examined. A veteran must have been discharged
either honorably, for service-connected disakility, or
for convenience of the government to qualify for an
award. If the veteran meets these qualifications,
processing continues. If not, the claim is disallowed
using the same procedure described above.

The veteran must have a high school diploma or
equivalency in order to receive Chapter 30 benefits.
The course at the school or training institution
selected by the veteran must also be approved. If the
veteran does not meet these qualifications, then the
claim is disallowed using the same procedure described
above. If the veteran meets these qualifications, the
veteran receives a Chapter 30 award. The adjudicator
enters the appropriate information into the TARGET
screen which computes the award amount and generates an
award printout. A standardized award letter is then
generated through a WANG wordprocessing system. Lastly,
*he adjudicator annotates the award printout and
releases the award letter once the authorizer confirms
the award decision.

Authorization

Authorizers are staff of the Adjudication Division
who are responsible for approving the work done by the
adjudicators. For Chapter 30 claims processing, the
authorizer reviews the application and award (or
disallowance) computer printout to ensure that the
appropriate decision was made by the adjudicator.

The authorizer first accesses the BIRLS screen in
TARGET. This information is then compared to the
adjudicator's award/disallowance printout. The
authorizer verifies whether or not the claimant applied
for the proper benefit, and ensures that the relevant
information about the veteran supports the adjudicator's
decision. If any of these findings are negative and the
decision has been made by the adjudicator for an award,
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the authorizer enters an "N" code into the computer,
signifying a disallowance. The application and award
printout are then routed back to the adjudicator with
relevant comments from the authorizer. The adjudicator
reworks the case if he or she is in agreement with the
authorizer, otherwise the case is routed to the Unit
Chief for a final decision.

If all of the informsiion about the veteran is
verified by the authorizer, then the authorizer gives
final approval for the award. A "Y" code is entered on
the computer which activates the payment process. This
payment process is accomplished at Hines, IL. The
authorizer notifies the adjudicator to release the
relevant correspondence to the veteran This
transaction automatically initiates the award payment to
tne veteran.

3. 2 L5
QFFICES AND VACO

Both VACO and all VA regional offices respond to Chapter
30 inquiries. 1Inquiries are received from veterans,
congresspersons, government officials, school officials, and
other audiences primarily through the mail and telephone.

Veterans request information on eligibility for Chapter
30 benefits, approved schools, status of claim and payment,
and procedures for enrollment certification cards.
Congresspersons and government officials inquire about the
status of veterans' claims within their jurisdiction. School
officials' questions usually concerning the status of Chapter
30 students at their institution.

(1) Chapter 30 Inguiries Are Processed By Both VACO And
VA Regiopal Offices

Within VACO, the Education Policy and Program
Administration Office is responsible for answering all
Chapter 30 inquiries. This office either receives these
inquiries directly or they are routed to the Program
Administration Chief (PAC) usually from the Secretary's
office. Then, the PAC either responds to the inquiries
himself or assigns the inquiries to the education
consultant staff.
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| In the 58 VA regional offices, the Veterans Service

’ Division is responsibie for responding to telephone

| inquiries while the Adjudication, Finance, or Veterans
Service Division may answer a written inquiry. Often,

; the staff of the Veterans Service Division, called
Veteran Benefit Counselors (VBCs), requests information

‘ from the Adjudication and Finance Division in order to

|
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answer an inquiry. 1Inquiries are categorized by the
regional offices as being of two types:

. Benefit payment inquiries (BPI) which include
questions on compensation, pension, and
education

. General assistance inquiries (GAI) which

include questions on basic eligibility and
approved schools.

This same structure for identifying and processing
inquiries exists in the St. Louis regional office.

(2) Inquiries Are Processed In A Standardized Way

VACO and VA regional offices process written and
telephonic inquiries using standardized procedures.
These processes can be divided into the following four
categories:

VACO written inquiries

VACO telephonic inquiries

VA Regional Office written inquiries

VA Regional Office telephonic inquiries.

A description of each category is presented below.
VACO Written Inquiries

A standard process is used by VACO o respond to
mail inquiries. Written inquiries may be received by
the Secretary, the Chief Benefits Director, the Director
of VR&E Service, or the Program Administration Chief
(PAC) . All written inquiries are routad to the PAC and
inquiries are answered by either the PAC or an available
education consultant. Exhibit II-5 provides a flow
chart of this process.

The standardized process begins by the PAC's
secretary checking the inquirer's name against a list of
prior correspondence to central office regarding the
Chapter 30 program. If the veteran or school official
has previously written central office, the secretary
locates and attaches a copy of the previously-written
letter(s) to the current inquiry. During this process
the secretary ensures that the inquiry has not already
been answered. If not, the inquiry is forwarded to the
PAC who assigns the inquiry to an education consultant.

The education consultant then determines whether

information on the mainframe computer system, TARGET,
can be used to respond to the inquiry. If TARGET
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Exhibit I1-5(1)
CENTRAL OFFICE
WRITTEN INQUIRIES

Forward wrilden Receive written
inquiries 1o Program | inquiry from: o] Secretary
Administration Staff « voteran reviews latter
Chief « school official
Send latter to

inquirer explaining et

results

Route inquiry to Siaff Chisf aliocates
| Admiristration Staff [——>| 7 1o educaton
Chief
)
y
Review
Access target g inquiry/analyze
problem

Cali St Louls RO
Veteran Services
Division

Telephone resuits
to Inqulry
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Exhiblt 11-5(2)
CENTRAL OFFICE
WRITTEN INQUIRIES

Educstion
Consuita,m

Review fie over
phcne with VEC

Telephone sasults
to inquirer

Review fila over
phons with
Adudicator
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contains the necessary information, the education
consultant prepares and mails an appropriate answering
letter from the person whom the inquiry was originally
addressed or, if the response is uncomplicated, makes a
telephone call to the inquirer. When TARGET does not
contain the necessary information to respond to the
written inquiry, the education consultant calls the St.
Louis regional office Veteran Benefits Counselor (VBC)
to obtain the needed information.

The education consultant also investigates whether
the St. Louis regional office received and/or answered
the same inquiry. If the inquiry has been received and
answered by the St. Louis office, the education
consultant validates the reply and the process is
completed. 1If the inquiry has been received and not yet
answered by St. Louis, the education consultant will
request that a copy of St. Louis' inquiry and response
be sent to VACO once the response is completed by St.
Louis.

If the inquiry was not received by St. Louis, the
education consultant reviews the inquirer's file over
the telephone with the VBC. If the VBC cannot provide
the necessary information to resolve the inquiry, the
education consultant will review the file with an
adjudicator. Once resolved, the education consultant
telephones the inquirer to explain the results. If a
daytime phone number is not available, the education
consultant sends a letter with the results to the
inquirer.

VACO Telephoni ‘s

A standardized process is used by VACO to respond
to telephonic inquiries. Telephonic inquiries are
received by either the Chief Benefits Director, the
Director of Education Service, or the Program
Administration Chief (PAC). All telephonic inquiries
are routed to the PAC. All inquiries are reviewed by
the PAC who either answers them directly or delegates
the inquiries to his staff of education consultants.
Exhibit II-6 provides a flow chart of this process.

The standard process used for answering a telephone
inquiry includes the following steps. First, the PAC or
the education consultant decides whether or not the
inquiry can be resolved without viewing TARGET, the
mainframe computer system discussed earlier in thic
chapter, If this information is not necessary for
resolving the question, the inquiry is answered and a
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Exhibit 1-6(1)
CENTRAL OFFICE
TELEPHONE INQUIRIES

Request caller's phone
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“Report of Contact™
Y
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Exhibit 11-6(2)
CENTRAL OFFICE
TELEPHONE INQUIRIES
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"Report of Contact'" form is completed and filed. 1If
information from the TARGET system is necessary for
answering the ‘nquiry, the system is accessed and the
inquirer is cu.led back with the information.

If the TARGET system does not contain the needed
information, the St. Louis regional office must be
called. First, the PAC or eduacation consultant informs
the inquirer that he/she will receive the requested
information within twenty-four hours. Then the PAC or
education consultant contacts St. Louis and reviews the
file of the veteran in question with a St. Louis
Veterans Benefits Counselor (VBC) over the phone. If
the VBC is unablie to resolve the inquiry, the PAC or
education clerk reviews the file with an adjudicator.
After receiving the information, the PAC or education
clerk then telephones the inquirer with the answer. A
"Report of Contact" is completed by the PAC or education
clerk and filed. Over half of the telephone inquiries
received by the Education Policy and Program
Administration Office are answered the same day.

VA Regional Office Written Tnauiri

The process used by the VA regional offices for
responding to mail inquiries is standardized. Exhibit
II-7 provides a flow chart of this process. First, the
mailroom receives a written inquiry. The inquiries are
scanned, verified, and committed to the optical disk
system. The mail clerxk then analyzes the letter to
determine the appropriate division destination as

follows: .
. Inquir:es concerning status and amounts of an
award are sent to the Adjudication Division
. Inquiries regarding a lost payment or
overpayment are sent to the Finance Division
. Inquiries regarding general questions about

the Freedom of Information Act or requests for
copies of a file are sent to the Veteran
Services Division.

Each division responds to the inquiry using the
same process. First, the adjudicator, finance clerk, or
VBC verifies that the inquiry has been routed to the
correct division. 1If not, the inquiry is properly
routed. WNext, the mainframe computer system, TARGET, is
accessed to determine the answer to the inquiry. The
staff person xay also need to access Filenet to respond
to the Chapter 30 inquiry. Once the problem is solved,
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Exhibit i1-7

REGIONAL OFFICE
WRITTEN INQUIRIES
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the file is annotated with the action taken. Lastly, a
letter is sent to the inquirer informing him or her of
the results.

VA Regional Office Telephonic Inquiri

Telephone inquiries are received directly by VBCs
in each regional office. Exhibit II-8 provides a flow
chart of this process. The VBC accesses the available
compute: data and determines if the necessary
information is available to respond to the inquiry. If
the data is present, the VBC will respond to the
inquirer directly. Otherwise some VBCs will call the
St.Louis VBC to help answer the inquiry through the
pending TARGET screen. Only the regional offices
connected to the Regional Data Processing Center (RDPC)
in the Central regional have access to the pending case
information in TARGET. Finally, the VBC will record the
action taken to resolve the inquiry on Form 27-8386.

If the question can not be resolved by available
computer data, then the VBC completes Form 27-8386.
This form contains claimant information such as name,
address, and file number and inquiry information such as
date, time, and type of inquiry. Once the pertinent
information has been recorded, the VBC sends the form to
the Adjudication or Finance Division for further
investigation. The Adjudication or Finance Division
then forwards the response to the VBC who in turn
telephones the inquirer with the information. Finally,
the VBC records the action taken to resolve the inquiry
on Form 27-8386.

4. CHANGES TO THE VA'S ADMTNTSTRATTON OF THE CHAPTER 30
PROGRAM ARE OCCURRING IN ANTICTPATION OF PROJECTED
PROGRAM GROWTH

It is anticipated that the Chapter 30 program will
becom. the largest education program currently administered
by the VvA. By 1994, Chapter 30 benefits will have been
provided for an estimated 224,300 veterans.

(1) Chaptexr 30 Is Becoming The TLargest Education

The Chapter 30 Program is projected to grow
steadily and will become the largest education program
currently administered by the VA. VA projections
include numbers of trainees and original applications as
well as anticipated monthly certifications, VA workload
projections, and benefit payments.
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Exhiblt |I-8
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TELEPHONE INQUIRIES
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Exhibit II-9 illustrates the projected increase in
trainees for the Chapter 30 Program. By 1954, 224,300
Chapter 30 veterans and servicepersons are projected to
receive Chapter 30 benefits. This projection is over
three times the actual amount of initial Chapter 30
trainees in 1987. The Chapter 30 original claims
received by St. Louis during the period 1987-1989
reflect the outcome of the steady increase in Chapter 39
trainees, as seen in Exhibit I¥-10. In August of 1987,
St. Louis received 200 original applications. This
number had increased to 3,026 original applications
received in St. Louis by Septexber 1988. As increasing
numbers of original claims are processed, the amount of
monthly certifications received by St. Louis also
increases since each veteran must complete a
certification of attendance each month in order to
receive his or her benefit payment. This situation is
shown in Exhibit II-11.

With the solid increase in both original
applications and certifications received by St. Lecuis,
more full time employee equivalent (FTEE) are needed for
Chapter 30 processing. This quantity is determined by
combining the projected Chapter 30 workload and the
appropriate local base weight figures assigned to an end
product. By 1994, St. Louis would need approximately
254 FTEEs to process Chapter 30 claims. As shown in
Exhibit II-12, this figure is well over three times the
projected FTEE needed for the Chapter 30 workload in
1989.

The cumulative payments for Chapter 30 paid to
veterans by St. Louis has also expanded with
certification processing. As illustrated in Exhibit II-
13, over $20 million has been paid to Chapter 30
trainees since July 1986. For 1989 alone, St. Louis
expects to pay approximately $33 million in benefits to
Chapter 30 veterans. VACO's annual projection for
Chapter 30 benefits payments closely matches St. Louis
expectations. Exhibit II-14 presents VACO-projected
payments to Chapter 30 veterans and servicepersons over
the next five years, that are anticipated to value at
close to $300 million. Clearly, Chapter 30 is becoming
the largest education assistance program currently
offered by the VA.

(2) TIwo Administrative Activities Are Taking Place In
The VA is aware of the dramatic projections for
Chapter 30 and is preparing for them appropriately. The

VA has focused on two types of activities for the
Chapter 30 program:
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Number of Trainees

Exhibit il-9

PROJECTED VA EDUCATION PROGRAM TRAINEES*
(FY 1987 - 1994)
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800,000 \

250,000+ N

200,000.]
150,000.]
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183,200

¥ §
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Date

Notes: * Chapter 30, Chapter 32, Chapter 34,
Chapter 35, Chapter 106 & Sec 901 and
903 trainess.
** 1987 and 1988 figures are actual figures.

Exhibit 11-10

T
1991

1992 1983 1994

Key:

& Chapter 30 Trainees.

=% Chapter 32, Chapter 34, Chapter 35,
Chapter 106 & Sec 901 and 903
Trainees.

CHAPTER 30 ORIGINAL APPLICATIONS (1930) RECEIVED BY THE DEPARTMENT OF
VETERANS AFFAIRS, ST. LOUIS, MO REGIONAL OFFICE
(AUGUST 1987 - JANUARY 1989

Number Recelved

3000 -
2500-.
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1500-:

1000 -

1988 1989

Time Period In Months

Sourcs: Chapter 30 Monthly Status Reports, August 1987 - January 1989, Department of

Veterans Affairs, St. Louis, MO.
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Exhibit iI-11
CHAPTER 30 MONTHLY CERTIFICATIONS RECEIVED BY THE DEPARTMENT OF
VETERANS AFFAIRS, ST. LOUIS, MO REGIONAL OFFICE
(AUGUST 1987 - JANUARY 1989)

7000 -~
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D J FM A M J J A S O N D J
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Source: Chapter 30 Monthly Status Reports, August 1987 - January 1989, Department of Veterans
Affairs, St. Louis, }3G.

Exhibit JI-12
PROJECTED VA EDUCATION PROGRAM* ADJUDICATION DIVISION WORKLOAD
EXPRESSED IN FULL TIME EMPLOYEE EQUIVALENTS (FTEE)
(FY 1989 - 1994)
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Date Key:

Note: * Chapter 30, Chapter 32, Chapter B-—Chapter 30 FTEEs.
34, Chapter 35, Chapter 106 & ®—Chapter 32, Chapter 34, Chapter 35,
Sec 901 and 903. Chapter 106 & Sac 901 and 903 FTEEs.

Source: Chief, Central Office Operations, Department of Veterans Affairs, Washington, D.C., 1989.
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' Exhiblt 1-13 .
CUMULATIVE PAYMENTS FOR CHAPTER 30 PAID TO VETERANS BY TH
DEPARTMENT OF VETERANS AFFAIRS, ST. LOUIS, MO REGIONAL OFFICE
(SULY 1986 - JANUARY 1689)
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Source: Chapter 30 Payment Schedule, Department of Veterans Affairs, St. Louis, MO, 1989.
Exhibit lI-14
PROJECTED ANNUAL CHAPTER 30 BASIC BENEFITS
PAYMENTS TO VETERANS AND ACTIVE DUTY TRAINEES
(FY 1989 - 1694)
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° Regionalized benefits proc:ssing
. Internal and external management studies

The VA has regqularly assessed the effectiveness of
centralized processing in preparation for resolving
problems associated with the rapid increase in Chapter
30 participants. The VA is also conducting a variety of
internal and external management studies in order to
continually improve the Chapter 30 program.

Chapter .0 was initially centralized in St. Louis
because of its small program size and the ability to
test the optical disk prototype. However, the VA
realized alternative plans needed to be developed as the
program grew beyond the resource capabilities of the St.
Louis regional office. After extensive data collection
and sibsequent internal reports, VA management
determined regicmalization of the Chapter 30 program
would be most effective. The VA regionalization
proposal involves the creation of four regional
processing offices located in Atlanta, GA; Buffalo, NY;
Muskogee, OK; and St. Louis, MO. These regional offices
would process Chapter 30 benefits for all veterans in
their region. These four offices would have a direct
link to their regional data processing center (RDPC) and
were not chosen for geographic accessibility by
beneficiaries.

The VA is also conducting many internal management
studies to monitor the Chapter 30 program and help plan
the changes. They include:

o Report on Congressional correspondence
Report on the impact of Chapter 30 processing
» Management study on certification processing.

The report on Congressional correspondence and
Chapter 30 processing are in-house papers that assess
Chapter 30 inquiry and benefit processing. The
management study focuses on one particular aspect of
ivznefits processing.

The St. Louis regional office's Congressional
correspondence was analyzed by the VBA field operation
staff - for significant problem areas. Forty-nine cases
from September 15 thrcugh November 30, 1988 were
reviewed. The majority of the Congressionals, 63%,
involved payment issues. Aside from reasons for the
delay in payments, veterans were most concerned with
their r te of payment being less than expected.
Primar_ly, the veterans misunderstood the role of the
kicker amounts from DOD. Veterans were unaware that
time in service requirements determined the kicker
amount. Therefore, if a serviceperson is discharged
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earlier than his or her initial contract time, the
kicker amount is reduced accordingly.

The impact of Chapter 30 process.ng was written by
VBA. A VBA survry specialist recorded the Chapter 30
workflow by surveying the St. Louis regional office for
the week of January 9, 1¢89. The impact of Chapter 30
benefit processing was also documented in order to help
VACO make budgetary projections for the St. Louis
regional office. This p:per also assisted VACO in the
decision to decentralize Chapter 30 to the four regions
discussed previously.

The management study on certification processing is
being conducted by VACO's VR&E service staff. All
aspects of monthly certification processing will be
examined. These study results will help VACO decide if
the Chapter 30 monthly certification processing should
be automated. The advantages and disadvantages of
monthly as opposed to semester certification will also
be addressed. However, the study results are not
expected until the latter part of this year.

External management studies for Chapter 30 have
also become a priority for the VA. One study, currently
being conducted by Booz, Allen, is an evaluation of the
costs, benefits, and effectiveness of the optical disk
technology. A second study focusing on revising the
methodology for predicting the trainee rate for Chapter
30 is also being considered.

This chapter presented an overview of the Chapter 30 VA
program operations. First, responsibilities of VACO for tre
Chapter 30 program were described. Second,; the Chapter 30
benefits processing procedures were reviewed. Third,
information dissemination activities were described.
Finally, plarned changes for the Chapter 30 program were
presented.
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III. EVALUATTON FINDTNGS

This chapter presents findings from the evaluation of
the VA's administration of th: Chapter 30 program.
Evaluation criteria focused on whether the administraticn of
the Chapter 30 program by the VA accomplished its intended
objectives and whether it did so in an efficient, timely, and
accurate manner.

As presented previously in the methodology section in
Chapter I, evaluation criteria were developed to measure the
effectiveness of the Chapter 30 program in meeting its
benefits processing and information dissemination objectives.
Data were then collected by the study team to measure the
effectiveness of VA program operations in meeting these
objectives. The study team then rated the level of
effectiveness using a five-point scale ranging from "highly
effective” (a rating of 5) to "not effective" (a rating of
1), To assist the reader, both the effectiveness terminology
and the numbering scale is presented in the following
discussion.

Exhibit III-1 summarizes the evaluation findings for the
VA's adminmistration of the Chapter 30 program. The remainder
of this chapter details these findings. First, the results
of the evaluation of the VA's benefits processing are
presented. Second, results from the evaluation of the
information dissemination activities are presented.

1. WHILE SUBSTANTIALLY EFFECTIVE IN MEETING BENEFITS
PROCESSING OBJECTIVES, THESE OBJECTIVES WERE NOT MET IN
IHE MOST OPTIMAL WAY

The results of the Booz, Allen evaluation show that the
VA is substantlally effective (rating of 4) in meeting
benefits processing objectives. However, these benefits

processing objectives were not met in the most timely or
cost-efficient way.

Exhibit III-2 and the remainder of this section provide
information to support this finding.

(1) ZThe VA Is Highly Effective (ratinag of 5) In
mmmg_mmgm;mf_v Lerans Who Apply For

One of the prima' y objective. of the VA's
administration of the Chapter 30 program is to provide
benefits to all eligible veterans who apply and are
enrolled in an approved course of study. Eligibility
requirements for the Chapter 30 program, established
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Exhibit Hi-1

SUMMARY OF EFFECTIVENESS FINDINGS
FOR VA'S CHAPTER 30 PROGRAM*
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Exhibit 111-2 (1)
BENEFITS PROCESSING OBJECTIVES
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1. Doasthe VA's Benofits
Processing for the
Chapter 30 Program
Accomplish Intended
Objectives?

o Extent to which the VA
verifies the eligibllity
of veterans who apply
for Chapter 30 benefits

ki

VA's benefits processing system verlfles the eligibllity of every
veteran who applles for Chapter 30 benefits

+ Extent to which the VA
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veterans *vho have heen
found oliglble

VA's benefits processing system ensures payment to all veterans
who are eligible for Chapter 30 benefits and are enrolled In an
approved school

« Extent to which tha VA
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‘who are rscelving
banefits to ensure
they remain efiglble

VA's monthly cerilficatlon procass requires veterans to report on
thelr continuad sllgibliity for Chapter 30 benefits

VA's adminlatrative system requires schools to 1) cerllfy veteran
enrollment and 2) notlfy the VA of any change In anroliment status
for veteran students

VA does not actively monltor the veterans or the schools to ensure
raported data are accurate through Chapter 30 comg!lancs surveys
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Exhibit ili-2 (2)
. BENEFITS PROCESSING OBJECTIVES
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through the Chapter 30 icgislation and presented
previously in Chapter I, must .e met by the veteran to
receive benefits. From our review of the eligibility
verification process, we believe that the VA is highly
effective (rating of 5) in meeting this objective.

Verification of eligibility for Chapter 30 benefits
is ensured by three key elements of the benefits
processing system used by the VA:

A multi-faceted computer system
A standard process
A well-trained, two-tiered adjudication staff.

Each of these three elements are detailed below.

A multi-faceted computer system is used in the
eligibility verification process. This system contains
the following components:

. TARGET System--prccesses benefits and signals
Treasury Department to mail payments to
eligible veterans

. Prototype Optical Disk System--stores all
contents of the veterans' claims folder
including original application, school
approval form, and other Chapter 30
correspondence using optical imaging
technolcgy

. DMDC Database--contains data on veteran's
military service, high school graduate status,
discharge date, ani discharge status

. BIRLS Database—--contains information on the
veteran's service number, service type,
discharge type, length of service, and type of
benefit chosen

. Facility File--contains information on VA-
approved schools and courses.

Interviews with VA staff revealed that, in some cases,
DMDC database errors led to an improper delay of
benefits to eligible veterans. However, as this
database is the responsibility of the DOD, this
eligibility verification problem has not affected the
VA's rating in this area.

The standard process for eligibility verification,
explained in detail in Chapter II, is summarized below.
First, the adjudicator reviews the original applicacion,
thes DD-214, the school, and course of study to ensure
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that the information conforms with the legislative
requirements for eligibility. Information on the
veteran 1s then verified on the TARGET screen with data
from the DMDC database and the facility file. The
adjudicator then determines if the applicant is eligible
according to legislative requirements. The TARGET
system edits the entries made by the adjudicstor,
displays the appropriate eligibility status, and moves
the adjudicator to the proper disallowsnce and award
screen. Once the adjudicator completes the award
screen, the TARGET system generates the monthly benefit
rate for the veteran. Finally, the senior claims
examiner, or authorizer, validates the award amount
determined by the adjudicator by further checking all
eligibility data.

The third key element of the eligibility
verification system used by the VA is the well-trained
and experienced adijudication staff that understand the
complexity of the eligibility requirements. A two-
tiered staff of adjudicators and authorizers is used to
check and doublecheck eligibility verification.
Interview data revealed that Chapter 30 adjudicators are
trained for a minimum of six months. Monthly training
sessions are given by experienced adjudicators on
specific eligibility requirements of Chapter 30 program.
In addition, authorizers have at least six years of VA
experience and begin at the GS level of 9-11.

In summary, the study team found that the process
used by the VA to verify Chapter 30 c¢ligibility
information is highly effective (rating of 5).

(2) The VA Is Highly Effective (rating of 5) In Paving
Bepnefits To The Veterans Who Have Been Found
Elioibl

A second VA objective for administering the Chapter
30 program is to pay benefits to eligible veterans. Our
evaluation found that the VA's benefits processing
system e:r sures payment to all eligible veterans who have
applied for Chapter 30 benefits and are enrolled in an
approved school with an approved course load.

As of January 1989, the VA has paid approximately
$20,145,770 to eligible veterans under the Chapter 30
program, representing a total of 16,158 claims. The
payment process, described in more detail in Chapter II,
is summarized here. Folowing verification of
eligibility, the award is automatically processed
thirough the Hines Data Processing Center. This center
prepares a voucher pay tape which is sent to a Treasury
Department Disbursing Center. The payment check is
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processed by the Treasury Department and mailed to the
veteran.

Review of records at the St. Louis regional office
revealed that all claims from eligible veterans are paid
in a timely fashion, with an average backlog between 4
to 8 days. 1In addition, interviews with staff in the
Veterans Service Division in St. Louis revealed that no
inquiries ~oncerning the non-payment of awards have been
received to date. 1Inquiries on payment problems have
concerned the DOD kicker amounts and lateness of payment
only.

In summary, the study team found that the %A has
been highly effective (rating of 5) in paying Chapter 30
benefits to eligible veterans.

(3) The VA Is Substantially Effective (rating of 4) In
Epsure They Remain Eligible

2 third objective of the Chapter 30 program is to
monitor eligible veterans to ensure that they remain
eligible. We found that the VA is substantially
effective (rating of 4) in meeting this objective.

To effectively monitor the veteran's eligibility,
the VA must periodically ensure that:

¢ The trainee is still enrolled in the same
course and is p. suing the course at the same
training time

° The trainee does not have excessive absences
from the approved course of study (for non-
college degree programs only).

The study team found that the VA is using two
mechanisms to monitor veteran eligibility; the monthly
certification process and an agreement system with
schools offering approved courses.

The monthly certification is a form sent to the
veteran on a monthly basis where the trainee is asked to
verify enrollment dates and to record any absences for
each month. An example of the enrollment certification
form (VAF 22-8979) is shown in Exhibit III-3.

Schools are also required to notify the VA of any
change in enrollment status of the trainees. Tais

agreement requires that schools contact the VA
immediately if a student drops out of a course, has
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Exhibit 111-3
ENROTLMENT CERTIFICATION FORM
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prolonged zbsence from a course, or changes work-study
status. TIn addition, Institutions of Higher Learning
(IHLs) receive a monthly listing of students receiving
Chapter 30 benet s from the Hines Data Processing
Center. Schools are encouraged to report discrepancies
between the monthly listing and the scncol records to
the St. Louis office.

The Booz, Allen study team believes that these two
methods are substanlially effective in monitoring
veteran eligibility. This syster ~-uld be highly
effective by the conduct of compli.nce surveys to assure
that the reported information by the veteran and school
is accurate.

In summary, the study team found that the VA is
substantially effective (rating of 4) in monitoring
veterans to ensure that they remain eligible for Chapter
30 benefits.

(4) Ihe VA Is Substantially Effective (rating of 4) In
Providing Chapter 30 Bepefits Accurately To
Trainees

A fourth objective of the VA's Chapter 30 program
is to provide benefits in an accurate manner. To
accomplish this objective, the VA must process benefits
accuracely with few overpayments. Evidence found during
the evaluation led the study team to believe that the VA
was substantially more effective (rating of 4) compared
to other VA education programs in proviciing benefits
accurately. This conclucion wa: based on the study
finding that overpaymesnts have been reduced due to the
monthly certification process and built-in accuracy
checks in the VA benefits processing system. However,
lack of monito: ing of veteran reserve status reduces the
accuracy of benefits processing. These study findings
are detailed below.

While statistics on the Chapter 30 program were not
available, interview data revealed that two key program
elements have reduced overpayments:

° Monthly certification process

. Built-in accuracy checks in VA benefits
processing system.

Legislation permits the VA to use monthly
certifications of attendance for students attending
degree~granting programs under Chapter 30. Other VA
education programs have used semi-annual cert.ifications
of attendance for degree-granting programs. The monthly
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certification process provides a means of more frequent
monitoring of changes in trainee enrollment. As awards
are contingent on receipt of monthly certifications,
overpayments usually occur for only one-month time
periods. This compares favorably with the six-month
potential overpayment period that occurred with the
semiannual certification method used for other Va
programs.

Accuracy is also ensured by the VA benefits
processing system that has built-in accuracy checks and
an on-line accounting system. Interviews with VA staff
revealed that accuracy checks have been built in to the
Cobol code prepared for the TARGET system. The TARGET
system programming that enhances accuracy includes:

. An award amount schedule
° An on-line account balance check.

The award schedule is based on the predetermined award
amount according to length of service and other
variables and kicker amounts, if applicable. The award
amount schedule calcnlates the award amount for the
veteran according to information entered into the system
by the adjudicator. The on-line account balance checks
for negative account balances due to overpayments or
other reasons. If a negative account balance is found,
no addicional benefits are awarded to that veteran until
the negative account balance is removed.

The study team found that the VA is not currently
monitoring the reserve status of trainees in the
Selected Reserve. Legislation mandates that reservists
are eligible for Chapter 30 benefits under the "2 by 4"
program (see Chapter I). These reservists must maintain
their reserve status for four years following their two
years of active service to be eligible for full
benefits.. If the Chapter 30 veteran who is receiving
full benefits drops from the reserves under
circumstances that negate "2 by 4" program entitlement,
he or she may still qualify for Chapter 30 based on
completion of z years of continuous duty. However, the
veteran's award is reduced by $50 to $250 per month.
Therefore, lack of monitoring of reserve status could
result in overpayments of $50 per month for these
veterans. Interviews with VA officials revealed that
this problem was recognized in 1985 and the VA i3
currently working to improve monitoring of veteran
reserve status. Plans to be implemented by FY90 include
the addition of reserve status to the Chapter 30 DMDC
database. No plans to monitor reserve status through
the monthly certification process have been made.
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These evaluation findings lead the study team to
believe that the VA is substantially effective (rating
of 4) in accurately prcviding Chapter 30 benefits to
eligible veterans.

(5) Timeliness of Bepefits Processing is Not Optimal

Evaluation findings indicate that the benefits for
Chapter 30 are not provided by the VA in the most timely
and cost-efficient manner. Supporting evidence for this
statement is provided in the following section.

Evaluation findings revealed that the VA was
somewhat effective (rating of 2) in providing Chapter 30
benefits in a timely way. Three areas of program
weakness were identified as contributing to this
finding:

. Complicated eligibility requirements lengthens
Chapter 30 processing time

. Inaccuracies and inconsistencies found in two
databases used for Chapter 30 benefits
processing slowed payment of benefits

. Monthly certification process modifies typical
VA benefit payment cycle.

Each of these three weaknesses is explained in more
detail below.

Evaluation findings showed that processing of a
Chapter 30 claim takes three days longer on average than
processing of other VA education benefit programs.
Interview data revealed that this increase in processing
time is due to the complexity of the eligibility
requirements for the Chapter 3) program. An overview of
the process required to verify these complex eligibility
requirements was presented previously in Exhibit II- -4,
Chapter 30 Original Claims Process. In addition, if
future legisiative changes increase the complexity of
ellglblllty for Chapter 30, this timeliness problem will
increase,.

Evaluation findings also showed that the facility
file database used for adjudlcatlng Chap.er 30 claims
contains out of date and inaccurate school and course
approval data that slowed benefit processing. To
compensate for this data problem, St. Louis regional
office staff contact the regionul office with
jurisdiction for that schocl to obtain accurate and
current information. This process delays payment of
benefits.
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Inaccuracies and inconsistencies in the DMDC
database result in an additional source of delay in
benefit proc=ssing. Study results showed that
adjucication of approximately forty-five cases, or 7%,
per week is postponed due to inaccurate or conflicting
information contained in this database. The
adjudication staff spends much time verifying
inconsistent data in the database. St. Louis
adjudication staff currently send a listina of
inaccuracies to the DOD for correction. As appropriate,
benefits are not paid to these veterans until the errors
are corrected. However, interview data reveal that
these errors take up to six months to correct.

Timeliness of benefits processing is also adversely
affected by the monthly certification process. Most VA
benefit programs are set up so that the payment reaches
the veteran on the first of the month. However, due to
the monthly certifications, the Chapter 30 benefit check
usually reaches the veteran during the third week of the
month. Survey data showed that this different monthly
schedule caused some difficulties for veterans who were
not aware of this difference among VA benefit programs.

(6) The is ewhat E i ing of 2)
Processing Chapier 30 i ~-E£f4cd
Manner 2

Evaluation findings showed that the VA is only
somewhat effective (rating of 2) in processing benefits
in a cost-efficient manner. The study team used two
types of information to judge the effectiveness of the
VA in meeting this objective. This information

included:
. Actual costs versus planned costs
. Duplication of effort.

Data on cost of producting end products for Chapter 30
vs. other VA educational assistance programs were not
used to judge the effectiveness of meeting this
objective as Chapter 30 legislation increases the
difficulty of processing claims.

Data on general operating expenses expended in the
St. Louis regional office showed that actual costs have
exceeded planned costs. Overtime pay for staff has been
incurred since the first quarter in FY 1988 and has
increased steadily as shown in Exhibit III-4. These

Cost issues related to the Optical Disc prototype system were not
included in this analysis.




overtime costs correspond to 0.4, 0.4, 3.7, 6.7, and 7.6
FTEE for each quarter shown in Exhibit I1I-4,
respectively. Interviews with VA management revealed
that this overtime is being paid to adjudication staff
who are working overtime to ensure that Chapter 30
benefits are paid in a timely fashion to veterans. This
overtime has been necessary due to the fact that rapidly
increasing workload has not been matched with
appropriate staff and adequate access to necessary
computer hardware and software. Interviews also
revealed that the anticipated optical disk systen
modifications may provide some relief to this problem.

Exhibit llI-4
CHAPTER 30 OVERTIME
EXPENDITURES AT ST. LOUIS RO (FY88-89)

S AR 1 Frs | Fres | FYyss fres | Frsas .
QUARTER ‘ \13{ quarter | 2nd. quarter{ 3rd. quarter |-4th i;uarter\ 1st quarter,
AMOUNT
CHAPTER 30 [ $1.865 $2,036 | $18,633 | $33,418 | $38,100
OVERTIME

Interview data also revealed that, while overtime
is occurring at St. Louis, the overall general operating
expense budget for St. Louis has not been exceeded.

This is due tc an original overestimate in the general
operating expense budget for the Chapter 30 program at
St. Louis.

A second problem with cost-efficiency of benefits
processxng is duplication of effort. This duplication
is occurring due to the lack of current and complete
data on approved schools and courses. Currently, a
centralized facility file is maintained by the ELR in
the St. Louis regional office. This file, available
both in hardcopy and on optical disk, contains
information on approved schools and courses. ELRs from
other regional offices periodically send updated
information to St. Louis. However, a lack of
consistency in both the formats used by the ELRs and the
extent of information sent causes difficulty in
maintaining this database. Lack of updated and complete
information on the schools translates into duplication
of effort as the Chapter 30 adjudicators must contact
regional offices for this upd:ited information.
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This section presented information on the VA's
effectiveness in meeting its benefits processing objectives.

2, IHE_i_;UiJBﬂﬂﬂﬂHIJL1EEEQIIYE=lM_MEEIING_IIS_INEQBMAIIQN
DISSEMINATION ORJECTIVES

The results of the Booz, Allen evaluation show that the
VA is generally effective (rating of 3) in meeting its
information dissemination objectives. Exhibit III-5 and the

remainder of this section provide information to support this
general finding.

(1) TIhe VA Has Been Generally Effective (rating of 3)
e s . arat .
In_P_mmmg_Inm;l : 30 ELi .]w].! :

In order for the Chapter 30 program to be
effective, the VA must provide information to
separatees3 on their eligibility. Study findings
revealed that the VA provides this type of information
on both a proactive and reactive basis.

Proactive information dissemination activities
regarding separatee eligibility occurs in three ways:

Distribution of VADS package
. Distribution of Chapter 30 flyer
. Lectures and other outreach efforts.

Currently, the VA provides information to the
separatee on general VA cducation benefits through a
series of mailings called the VADS (Veterans Assistance
Dlscharge System) package. The VADS package, described
in detail in Chapter II, has two mailings to the
separatee as follows:

. One month after discharge--containing 1)
general information on all veteran benefits
-and 2) a card pre-addressed to the local RO
for the separatee to request more information
on a number of topics, including Chapter 30.

. Six months after discharge--containing a
pamphlet with more specific information on
veterans benefits, includirg Chapter 30.

Three weaknesses existed with the VADS package.
First, the Chapter 30-specific information included in
the VADS package does not contain up-to-date information

il

3 The term “"separatee" is the term given to the serviceperson at the
po;nt of being discharged from military service.
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Exhibit HI-5 (1)
INFORMATION DISSEMINATION OBJECTIVES

Study: 1. - Effectivéieds |- -Levalof - - N
Quéstions. Criteria: }Effectiveness.| Supporting Evidence
porinay e S TR T R S TS RIS SR T . o N T T N
1. Dogs the VA's ¢ Extentto which ths VA + VA proactively provides Information on general VA benefits to
Dissamination of providss Informatlon @ separatees through VADS package and lectures at inllitary basas and
Informatlon on the to separatees on thelr schools
Chapter 30 Program Chapter 30 eliglbllity
Accomplish Intend2d + VAreactively provides Information to separatees through Inculry
ObJsctives? sorvices provided at VACO and the reglonal offlce network and
veterans counsalors at academic Institutions
+ Extent to which the VA + VA provides Information on applylng for Chapter 3¢ beneiss through
provides Information to G the VADS package, VA Inquliry Service, and veterans counseloys at
veteransregarding academlic Institutions
appllcation for Chapter
30 benefits + Written Inatructlons to veterans on applying for Chapter 30 benefits
couid be Improved by adding detalls on YA mandatory processing
time for award and monthly certification forms
+ Extent to which the VA = Wrlitten informatlon on changes In Chapter 30 are routinely prepared
provides information by the VA through regulations, clrculars, and procedures manuais
to veterans regarding G that are dlistributed VA-wide
changes In the
Chapter 30 program ¢+ Educatlon Llalson Representatives (ELRs) routinely provide
Information to schools on changes In Chapter 30
+ No Information on changes In Chapter 30 Is provided directly to
veterans
2. Doeaths VA's + Cost of providing + Actual costs for Information disseminatlon appear to be consistent
Dissemination of Information @ with planned costs
Information on the
Chapter 30 Program » Some duplication of effort exIsts In proceseing Inqulirles In a
Accomplish Intended decentrallzed manner through reglonal oftices while benefits are
Objectives In the Best processad cantrally through one reglonal office
Way Poaslble?
Key: O o ®
Not Somewhat Effective Substantially Highly
Effective Etfective Effective Effective
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Exhibit 1il-5 (2)
INFORMATION DISSEMINATION OBJECTIVES
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2. DossiheVA's o Times requlred to * Inquiry responss tims etandard Is mst or exceeded at VACO and
Dissemination of provide Information O most reglonal offices
information on the
Chapter 30 Program * Langthy 62 day average is required for YACO to producs, approve,
Accomplish Intended and distribute new Information on Chapter 30
Ohlectives In tha Bast
Way Posshle?
: s;g:‘mozf providing « All VA wriliten Informstion on Chaptsr 30 is accurats at date of release
@ » Changes In the Chapter 30 leglsiation are fiot always reflected In
raaterlal distributed to vets
« Talephone responses to Inquirles have a high sccuracy rate at the St
Louls reglonal offics while othsr regional offices are less accurate
Key: O @) @ ® @
Not Somewiat Etfective Substantially Highty
Effective Effective Effeciive Effective
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on the Chapter 30 program. New eligibility requirements
have not yet been incorporated in materials sent out
through the VADS package. Second, interviews with VA
management revealed that the receipt of the mailing by
the separatee is questionable. If the address changes
or is incorrect, there is no way for the VA to update or
change the mailing lists. Third, the VADS does not have
2 mechanism to identify or contact those veterans who
would be eligible for Chapter 30 program benefits.

Interview data also revealed that the VA provides
Chapter 30 informational flyers to the DOD for
distribution to separatees at each of the 1,700 DOD
service discharge points. However, no information is
currently available on the actual distribution of these
flvers.

Interviews with VA staff also revealed that VA
personnel are providing lectures to servicepersons on
Chapter 30 benefits on a limited basis. Other outreach
efforts include a broad public service campaign on VA
education benefits in general and a veteran "question
and answer” column providing syndicated information on
benefits, including Chapter 30, to newspapers.

Reactive information dissemination activities for
VA's Chapter 30 program occurs when separatees contact
the VA for information. Fifty-eight regional offices
are available to the separatee to call, write, or
personally visit for specific information. Results from
the Booz, Allen survey of regional offices revealed that
currently, the regional offices are each receiving 27
requests on average per week for specific information on
Chapter 30.

In summary we found that the VA's provision of
Chapter 30-specific information to separztees is
generally effective (rating of 3)

(2) Tha VA Has Been Fffective (rating of 3) In
P {43 Inf ti T T Their
EEE]J. :ati:n For Chanter 30 Benef:ts

The VA uses three methods to provide information to
veterans on their application for Chapter 30 benefits.
These methods are:

VADS package
. VA inquiry service
. Veteran benefit counselor at schocls.

As discussed previously, the VADS package has a
two-part mailing that is sent to veterans. The first
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mailing contains a mail-back card that the veteran can
use to request an application for Chapter 30 benefits.
The second mailing of the VADS package contains
instructions for the veteran to contact his local
Regional Nffice for a Chapter 30 application.

The second method by which the VA makes information J
on Chapter 30 applications available to the veteran is |
through the VA inquiry service. This service responds
to inquiries from veterans regarding Chapter 30
applications. A one~page flyer and a Chapter 30
application form are routinely sent to these inquirers.

The third method available to veterans for learning
about Chapter 30 application requirements is through the
veteran benefits counselors available at schools. These
counselors are available to provide the veteran with
information as well as to assist the veteran in applying
for Chapter 30 benefits. These counselors, while not VA
employees, act as extension agents to the VA inquiry
system.

One area identified during the evaluation that
lessened the VA's effectiveness in meeting this
objective is the lack of clearly written, easy-to-use
data to the veteran regarding the actual completion of
the Chapter 30 application and certification of
attendance forms. 1In addition, information is not
provided to veterans regarding the delayed time schedule
for Chapter 30 benefits due to the monthly certification
process. Addition of this information would improve VA
effectiveness in this area.

(3) The VA Fas Been Effective (rating of 3) In
B iding Inf £ To Veterans R T Cl -
In The Chapter 30 Program

The VA has two methods of making information
available to veterans on changes in the Chapter 30
program that include:

o VA inquiry service
° Veteran benefit counselor at schools.

The VA makes information on changes to the Chapter
30 program available to the veteran through the VA
inquiry service. This service responds to inquiries
from veterans regarding Chapter 30 changes as presented
in Chapter II. The service is provided with circulars
produced by VACO that explain legislative, regulatory,
and procedural changes to the Chapter 30 program and are
therefore kept updated on the program.,
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The second method available to veterans for
learning about changes to the Chapter 30 program is
through the veteran benefits counselors available at
schools. These counselors are provided with current
information on the Chapter 30 program through the
education liaison representatives (ELRs) available at
the regional offices. The ELRs are kept updated on
changes to Chapter 30 through circulars provided by
VACO.

Evaluation findings revealed that no information on
Chapter 30 program changes are provided directly to the
veteran. This information dissemination activity would
increase the VA's effectiveness in meeting this
objective.

(4) Y¥A's Chapter 30 Information Dissemination Efforts

The study team used two types of information to
judge the effectiveness of the VA in meeting its
objective to deliver information on Chapter 30 in a
cost—-effective manner. 1Indicators included:

. Planned costs versus actual costs
. Identified duplication of effort.

The study team was unable to locate any data on the
planned costs for information dissemination activities
for the Chapter 30 program. However, general operating
expense data from the St. Louis rzegional office revealed
that no overtime is occurring for the Veterans Services
Division in responding to inquiries. 1In addition, data
collected from the Booz, Allen regional office survey
revealed that a similar level of effort was being
expended to respond to Congressional and telephonic
inquiries for Chapter 30 as for other education
programs.

Evaluation efforts revealed that two types of
duplication of effort resulted from the decentralized
inquiry processing system coexisting with a centralized
processing system. First, interview data showed that
regional offices often contacted the St. Louis regional
office for information on the Chapter 30 program that
was already available to them through VACO circulars.
Second, St. Louis regional office staff contacted other
regional offices for information on schools in their
respective jurisdiction. While information is available
to St. Louis staff through a facility file, these data
are often abbreviated and out-of-date.
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The study team found three key program outcomes,
both positive and negative, that led to this finding:

° The Veterans Service Division in St. Louis has
improved inquiry response time for Chapter 30
as compared to other VA education benefit
program inquiries

. Inquiry response time at VACO and regional
offices other than St. Louis meets time
standards

. VACO publications on Chapter 30 are not

released in a timely fashion.
These three findings are detailed below.

Program statistics from the Veterans Service
Division (VSD) in St. Louis showed that the .average
response time for ali Chapter 30 inquiries is 2.5 days
as compared to a ten-day average for other education
program inquiries. Interviews with VSD staff revealed
that the optical disk prototype system allows for faster
access to information used to respond to these
inquiries.

Statistics from the Booz, Allen regional office
survey revealed that response times for Chapter 30
inquiries meet: the set time standards. 1In addition, the

response times are similar to those for other education
benefit programs.

In addition, data from VACO showed that 82% of
telephone inquiries are responded to within one day.
100% of written inquiries are completed within the set
time standard of thirty days.

The key weakness identified in the timeliness of
information disseminated by the VA on Chapter 30 is
related to the long average time period required by VACO
to produce new publications. VACO is responsible for
publishing three types of information on Chapter 30:

° Circulars
Procedural manuals
. General information flyers and pamphlets.

Interviews with VACO staff showed that 62 days are
required, on average, to produce, approve, and
distribute Chapter 30 circulars. Circulars not




requiring VA General Counsel concurrence take an average
of 39 days while circulars requiring this concurrence
take an average of 127 days prior to distribution.

Study findings show that two circulars on the recent
legislation passed in November 1988 were immediately
drafted but were not approved and distributed until
March 23, 1989. 1Irterview data showed that, during this
interim period, th~ St. Louis regional office developed
their own interpretations of the recent changes in the
eligibility requirements in order to be able to respond
in a timely way to process benefits.

The procedures manual produced by VBA contains the
formal instructions on processing benefits and other
Frocedures. Interview data showed that the VA is
projecting a January 1990 date for incorporation of
Chapter 30 procedures, approximately four years
subsequent to institution of the program.

The VACO is also responsible for preparing
information flyers and pamphlets on the Chapter 30
program. These materials are distributed through the
VADS package discussed earlier and in response to
inquiries. The study team found, hLowever, that none of
these materials thet are currently being distributed
have incorporated information on the new legislation
passed in November 1988.

(6) The VA Is Effective (ratinag of 3) In Disseminatina
ate £ i

Evaluation findings showed that the VA is generally
effective (rating of 3) in disseminating accurate
information on the Chapter 30 program. The study team
found three key findings that led to this conclusion:

. All written information prepared by VACO is
accurate at the date of release

. St. Louis VSD reports a high accuracy rate for
inquiry responses

o Accuracy rate for inquiry responses from other
regional offices is variable and is lower than
the St. Louis accuracy rate.

These three findings are discussed in more detail below.

VACO has produced circulars and general information
materials on Chapter 30. Review of these materials
shows that all of the information presented in these
documents is accurate at the date of release. Interview
data show that this high accuracy rate is accomplished




through the extensive review and approval cvcle that
includes VBA and VA staff offices including legal
counsel.

Statistics from the VSD service in the St. Louis
regional office showed that the error rate for t:lephone
inquiries on Chapter 30 is 8%. This error rate is lower
than that for other education programs. Interview data
reveal that familiarity with the Chapter 30 program due
to the high volume of inquiries to this regional office
has contributed to the low error rate. The St. Louis
regional office currently receives 212 inquiries per
week on Chapter 30. In addition, VSD staff training
efforts on Chapter 30, averaging sever..een hours per
month, appear to contribute to this low error rate.

Interview data with VA management revealed that an
earlier study showed a higher average error rate for
Chapter 30 inquiry responses from other regional
offices. Lack of training and a lcw volume of Chapter
30 inquiries appear to be contribu ing factors to this
higher average error rate. The Booz, Allen regional
office survey showed that, of the 53 offices responding
to this quo~stion, an average of 3.5 hours are spent per
month in training for Chapter 30. In addition, an
average of 72 inquiries for Chapter 30 are received
weekly by each regional office other than St. Louis.

In summary, this section showed that the VA is generally
effective (rating of 3) in meeting its information
dissemination objectives.
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IV. PROCESS ASSESSMENT

This chapter presents findings from an assessment of the
Department of Veterans Affairs' (VA) administration of the
All-Volunteer Force Education Assistance Program., The
purpose of the assessment was to identify Chapter 30 program
strengths and weaknesses that are related to problems and
successes identified in the previous chapter.

The process assessment, described in detail in Chapter
I, addressed four key characteristics of the Chapter 30
program:

. Organization--Addressing roles and responsibilities
of VACO and VBA regional office staff assigned to
implement and manage the program, including
decision making roles

. Tools and Information--Addressing instruments and
data provided to Chapter 30 program staff for
carrying out their responsibilities including the
benefits processing computer system, Chapter 30
circulars, and procedural manuals

Al Staff Expertise--Addreséing the experience, skills,
and knowledge of Chapter 30 program staff

. Process--Addressing approaches and procedures used
to carry out the Chapter 30 program activities such
as the inquiry and benefit processing
methodologies.

Findings and conclusions from our assessment are presented in
the following sections of this chapter. The first section
contains information on program strengths while the second
section describes program weaknesses.

1. IHE VA'S EFFORTS REGARDING ADMINISTRATION OF THE CHAPTER
30 P, JGRAM_ARE FOCUSED ON BENEFITS PROCESSING AT ST,
LOUIS, MISSQURI

As described in Chapter I, one of the VA's primary
objectives regarding the administration of the Chapter 30
program is the processing of benefits. The outcome
evaluation in Chapter III revealed that the VA was highly
effective in meeting the benefits processing objectives.
Process assessment findings revealed that this program
success is attributable to solid planning and accurate
implementation of the benefits processing system and
proceduress done by VACO managers. In addition, the high
level of staff expertise and dedication at the St. ILouis
regional office contributed to program effectiveness in this
area. These two findings are discussed below.
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(1) Well-Planned And Implemented Benefits Processing
System And Procedures Contributed To The VA's
i fit i

VACO program managers' planning and implementation
of the benefits processing system were key elements of
initial program success. This benefits processing
system has several key components which led to highly
effective Chapter 30 benefits processing. These
components include:

. TARGET software accounting procedures

. TARGET software data processing procedures

. Filenet software workflow management
capabilities

. Optical disk file access capabilities

* Standard procedures for Chapter 30 benefits

pProcessing as defined in VBA circulars.
Each of these key components is described below.

TARGET software accounting procedures contributed
to the effectiveness of the VA in meeting benefits
processing objectives through the ability to conduct
timely testing of veteran accounting balances prior to
payment. This procedure is part of the TARGET software
code and was first developed for the Chapter 30
processing. The on-line accounting edits perform t'.e
accounting formula checks in an on-line mode to assure
the accuracy of each transaction resulting in the proper
update of the master record and payment. These edits
also stop invalid transactions, thus preventing the
numerous out-of-balances in the accounting batch system
that plague other systems. This innovative procedure
results in more accurate and efficient transactions.

Chapter 30 TARGET software with on-line data
processing capabilities also contribute= to this program
strength. On-line processing of claims improves the
timeliness of the system. Batch processing, used by the
seven other VA benefits processing software pregrans,
processes all cases adjudicated during one day overnight
and any problem cases bring the entire batch processing
to a halt. This problem is then corrected during the
next working day and the entire batch must be rerun the
next evening. Chapter 30 TARGET processing, however, is
done on-line which allows the system to notify an
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adjudicatos immediately regarding this type of problem
znd have the problem corrected.

A third key component of the benefits processing
system planned by VACO management is the vastly improved
ability of the adjudication division chief to manage
workflow through the system. ‘This workflow management
capability, a characteristic of the Filenet software,
allows the adjudication division chief to allocate cases
to adjudicators depending on priorities and anticipated
workioad. This translates into more efficient and
effective adjudication of benefits claims by the St.
Louis regional office. When the system potential to
accurately count and evaluate workload is fully
realized, this characteristic will have a favorable
effect on program effectiveness.

The optical disk prototype's improved ability to
access veteran folders is a fourth important
characteristic of the benefits processing system that
contributed to the VA's ability to meet its benefits
processing objectives in a highly effective manner.
Three important characteristics of the optical disk
system that contribute to program success include:

. The ability to access veteran folders
immediately instead of using the
administrative division staff to locate, pull,
and deliver files

. The security and integrity of the data

. The ability for more than one staff person
(i.e., adjudicators and veterans benefits
counselors) to observe veteran information at
one time.

These three characteristics of the optical disk system
greatly improve the ability of the VA to meetv its
benefits processing objectives in a highly effective
manner.

The fifth characteristic of the benefits processing
system that led to program success in this area involves
the extensive effort by VACO staff to define and
describe procedures to be followed in the VA's
implementation of the Chapter 30 program. These
procedures were distributed throughout the VA using
hardcopy circulars. Chapter 3( circulars published to
date include:
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. DVB Circular 22-85-6--contains general
information on Chapter 30, including
legislation and eligibility; benefit payment
information; approved training types; and
program administrative information.
Subsequent revisions added information on
TARGET and fiscal processing. Appendices A
through J were subsequently published that
contain a large amount of VA-specific
information on Chapter 30 procedures.

. DVB Circular 22-87-4--contains detailed
information on DOD Defense Manpower Data
Center (DMDC) database inquiry procedu=ves.

. DVB Circular 20-87-7-~includes information on
provision of the Veterans Benefits Improvement
and Health-Care Authorization act of 1986 that
relate to VA education benefits programs.

. DVB Circular 22-88-16--details procedures
regarding the verification of bernefits
rayments to the Hines Data Processing Center
(DEC) .

In addition, two circulars are currently in draft form
that describe procedural changes due to the recent
changes to the Chapter 30 legislation (PL 100-689).
These are:

. ¥BA Circular 20-89~10--summarizes the
legislative changes and describes procedural
changes affecting all stations.

. VBA Circular 20-89-10, Appendix B--provides
special procedures for the St. Louis
adjudication division for “mplementing the
Chapter 30 provisions of PL 100-689.

These circulars provide consistent instructions to all
VA central and regional office staff in implementing the
Chapter 30 program.

(2) The High Level Of Staff Expertise And Training At
St. Louis Helped To Achieve Benefits Processing
Objectives

The process assessment also revealed that the staff
expertise and training ..c the St. Louis regional office
contributed to the success of the VA in meeting its
Chapter 30 benefits processing objecrtives. Interviews
with these staff members revealed a high degree of
kncwledge regarding the Chapter 30 legislation and VA
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procedures. In-house training for Chapter 30 was
conducted by a full-time Chapter 30 training specialist
out of the adjudication division. Staff dedication to
processing payments and to providing the best possible
service to the veteran was evident in the St. Louis
regional office. In addition, quickly-developed staff
expertise in using the new prototype system tc process
large numbers of education benefits claims was a
contributor to program success in the benefits
processing area.

WEAKNESSES IN THE VA'S ADMINISTRATION OF THE CHAPTER 30

PROGRAM RESULT FROM T.ACK OF ATTENTION TN THREE PROGRAM

AREAS

Process assessment activities also identified
program components that were linked to weaknesses found
in the outcome evaluation described in Chapter IXI.
Pronlems were identified in the following three program
areas as a result of this assessment:

. Selected aspects of VACO management of the
Chapter 30 program

. Two aspects of program cperations

. Efforts aimed at crienting Chapter 30 staff to

the program.

The following sections discuss these findings from the
process assessment.

(1) Selected Aspects of VACO Management Of The Chapter
30 Proaram Led To Program Inefficiencies

As discussed in the previous section, VACO
management activities, such as planning and evaluation,
initially focused on the processing of Chapter 30
benefits at the St. Louis Regional Office and were
responsible for initial program success. However, three
specific elements of VACO management led to program
inefficiencies. These three areas are:

. Lack of management information for program
planning, monitoring, and evaluation

. Less than optimal communications and
coordination between VA and DOD

. Lack of clear lines of programmatic
responsibility among VACO VBA staff.

These three areas are discussed in the paragraphs below.
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study findings showed that the lack of management
information for program planning, monitoring, and
evaluation reduced the effectiveness of the Chapter 30
program in meeting its objectives. 1Interviews with
Chapter 30 program staff revealed that a management
information system for the VA's administration of
Chapter 30 has neither been defined nor implemented to
date. Evidence of development, implementation, and
refinement of a management information system for
Chapter 30 would include:

° Development of Chapter 30-specific program
goals and objectives

° Development of yearly action steps for meeting
objectives and development of goals and
related data indicators rfor tracking progress

. Determination and implementation of data
collection methods for collecting information
on indicators

. Refinement of program objectives, action
steps, and operations.

Interviews with VACO staff revealed that, while
VBA-wide goals and objectives exist, Chapter 30-specific
goals, objectives, and action steps have never been
developed for the VA. Consequently, the Chapter 30
management information system framework is also
nonexistent. Due to the lack of up-front planning in
this specific area, management information has been
gathered in a relatively unsophisticated, ad hoc manner
to date.

The Booz, Allen study team identified three key
types of management information that is not being
collected currently:

. Information on indicators to track progress on
VA goals, objectives, or action plans

. Information on total costs expended by the VA
. on Chapter 30 including Chapter 30-specific
FTEE at VACO and all ROs

. Information on activities conducted at CcO
including number and types of Congressional
inquiries responded to by Congressional
liaison and other VACO offices.
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While this program wezkness was identified during
our evaluation of the Chapter 30 program, interviews
revealed that this lack of management information was
perceived by VACO and concerted efforts were being made
to gather this information in a more systematic,
standard way.

The second weakness identified in the VA's
administration of the Chapter 30 program involves
comrunications between the VA and the Department of
Defense (DOD). The outcome evaluation findings,
presented previously in Chapter III, revealed several
areas of program inefficiency that involved both the VA
and the DOD. These areas included:

. Lack of coordination between DOD and VA in the
provision of Chapter 30 benefits information
to separatees

. Inaccuracy of the Defense Manpower Data Center
(DMDC) database used by the VA to determine
eligibility of veterans for Chapter 30
benefits

. Lack of DOD-VA communication to the veteran
regarding the variability of "kicker" amounts
to the veteran.

Each of these areas is discussed in more detail below.

The provision of information on Chapter 30 benefits
for servicepersons leaving the service is provided by
the DOD during debriefings. Interview data indicated
that this information is provided in varying degrees of
thoroughness by the DOD depending on the location of the
debriefing. Information on Chapter 30 benefits is also
provided by the VA for new separatees through their
Veterans Administration Discharge System (VADS) package.
This package, sent to all veterans, contains general
information on all veterans benefits. However, our
study showed that no coordination occurs between the DOD
and VA in coordinating or complementing these two
efforts.,

A second area where lack of VA-DOD coordination
caused program inefficiency involves the DMDC database.
This database, compiled by the DOD and accessed by the
VA during adjudication of Chapter 30 claims, provides
information on service records of veterans including
eligibility and other information. Information ga‘hered
during our study indicated that approximately 40 to 50
errors per week are found in the DMDC by adjudicators in
the St. Louis office while they are adjudicating claims
for Chapter 30 benefits. 1In addition, these 40 to 50
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errors, representing approximately 10% of the Chapter 30
adjudication claims, are serious enough to warrant
correspondence to the DOD and thus delay the processing
of the pa.ticular claim until the DMDC problen is
resolved. This causes serious time delays in the
processing of veteran claims. Interviews with VA staff
indicate that, while this problem has been discussed
with the DOD, no resolution of the issue has occurred.
Recent progress made by the VA in working with DOD on
other database issues lends support to the belief that
this specific issue can also be resolved.

The third area where lack of V2 and DOD
coordination led to program ineffectiveness involved the
payment of the DOD "kicker" to veterans. This "kicker”
amount, added automatically to the Chapter 30 benefit by
the TARGET system, often varies from the amount that the
veteran is expecting. This variability, due to DOD
policy, causes confusion by the veterans regarding their
benefit payment. This confusion leads to a high volume
of inquiries to the ROs, VACO, and Congress regarding
Chapter 30 benefits amounts.

Interviews with VACO staff revealed that VA-DOD
meetings were held quarterly or more frequently to deal
with joint VA-DOD program i.sues. These interview.: also
indicated that much progress had been made in solving
problems encountered by the VA in administering programs
jointly with the DOD. However, our study indicates that
these three areas are causing ineffectiveness and
inefficiency in the VA administration of the Chapter 30
program and, as the program increases in size, these
problems will become major obstacles to the effective
administration of this program.

Finally, lack of clear programmatic roles and
responsibilities within VACO led to some program
inefficiency. In VACO, the VBA has clear lines of
administrative responsibilities. These administrative
divisions, presented previously in Chapter II, are shown
in Exhibit Iv-1.
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Exhibit V-1
VACO VETERANS BENEFITS ADMINISTRATION
ADMINISTRATIVE ORGANIZATION

Chief Benefits
Diractor

Deputy CBD
for
Fiald Operations

Deputy CBD
for -
Program Managsment )

Deputy CBD
for :
ADP Systems Management &

Chapter 30 program responsibilities cross these
administrative lines, however. Interviews with staff
from these divisions revealed the following Chapter 30
roles and responsibilities:

. Office of the Chief Benefits Director--overall
responsibility for Chapter 30 including
centralization/decentralization decision

. Office of the DCBD for Field Operations--
responsible for ensuring appropriate FTEE
budgetary resources are available for the St.

Louis RO

. Office of the DCBD for ADP Systems Management-—-
responsible for computer hardware and software
decisions

. Office of the DCBD for Program Management—-—

each section within this office has specific
responsibilities for different aspects of the
Chapter 30 program operations.

More detail on these responsibilities was presented in
Chapter II.

This administrative structure works well for the
management of established, on-going programs but lacks
the needed flexibility for implementation of a new or
rapidly changing program. Lack of clearly defined
programmatic responsibilities for Chapter 30 led to
program problems in three areas:

. Lack of coordination between VACO VBA offices
regarding Chapter 30 planning and evaluation
activities,
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° Inability for quick response to requests from
the field for programmatic decisions regarding
changes or increases in procedures, equipment,
staffing, and other program elements.

° Excessive effort expended by ROs in
determining assigned VACO Chapter 30 program
responsibilities.

These program problems, while not major in nature due to
the small size of the current Chapter 30 program, will
increase proportionately with the growing Chapter 30
program. Continued absence of a Chapter 30 program
organization chart that overlays the administrative
structure of VACO with clearly defined roles and
responsibilities for Chapter 30 will continue to
contribute to program inefficiencies.

(2) Problems Found In Two Internal Irformation Sources
Contributed To P Ineffesti

Two internal sources of information used in Chapter
30 processing were identified during the process
assessment as contributing to the program weaknesses
identified during the outcome evaluation described in
Chapter III. These two information systems are:

Facility file
. Circvlars and procedural manuals.

Problems identified with these two internal information
sources are described in detail below.

The St. Louis facility file, described in Chapter
II, contains information on Chapter 30 schools including
approved programs, signature 1nformat10n, and other
data. This file is maintained both in harduopy and on
optical disk and is used by adjudicators in this RO to
process Chapter 30 claims. Four problems exist with
this database:

. Records for each school are not adequately
standardized
. Inadequate database management capabilities of

the current optical disk software reduces
timely access to on-line records

. Manual updating procedures reduce database
timeliness
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2ccess to the on-line facility file is
~trrently limited to St. Louis regional office
staff.

Each of these four problems is discussec in more detail
below.

Due to centralized benefits processing for the
Chapter 30 program, the VACO contracted with a private
company to develop a centralized facility file that
includes information on schools located in all 50
states. Information for this database is collected by
the St. Louis Sducation Liaison Representative (ELR)
from ELRs located at the remaining 57 regional offices.
However, the ELRs at the different regional offices have
developed their own style and format for completing the
school approval forms. This lack of standardization
among ELRs has led to variability in the content of
school records in the centralized facility file and
therefore reduced database integrity. Adjudicators
using school data that is incomplete waste valuable time
in contacting ELRs to gather needed information that
should be in the on-line facility file.

In addition, the on-line facility file also lacks a
single, distinct reference code for each facility. This
indexing problem leads to time-consuming searching of
the database by adjudicators and other database users in
order to access the proper school record.

A third problem identified during the process
assessment was the lengthy manual updating process used
by the St. Louis ELR to maintain the facility file
database. The updating process currently involves
incorporating changes received in the mail from the ELRs
at all other ROs and entering the new forms onto the
optical disk database. While general guidelines exist
regarding on-line file updates (Circular 22-85-6,
Appendix 6), this guidance is not specific enough for
ELRs to determine whether an occurrence is significant
enough to warrant an on-line file update. Because of
this, ELRs send a variety of minor to major changes and
all are entered onto the database. From April to
September of 1988, over 4,000 changes to the facility
file were received and entered into both the hardcopy
and on-line facility file. 1In addition, as other ROs
may neglect to send needed information on a particular
school, St. Louis RO staff is often required to contact
the RO individually regarding a specific case. This is
a time-consuming .method due to these database problems.

A fourth problem with the centralized facility file
is the inability for regional offices other than St.
Louis to access either the hardcopy or on-line facility

Iv-11

1i2




file. This lack of access currently affects the ability
of other offices to assist in the updating of the
facility file. With the upcoming regionalization of
Chapter 30 benefits processing, this lack of access will
become a more important impediment to effective Chapter
30 processing.

Circulars are used by all VBA regional offices to
provide information on programs and procedures. The
Booz, Allen study team identified two key problems with
the use of circulars to disseminate information on
Chapter 30 to the VA:

. Circulars are subject to a lengthy approval
process that delays disseminatijion of
information to the field

. Circulars are organized in such a way that
impedes access to information.

These two issues are described in more detail below.

Currently, circulars are prepared by VACO and
distributed to the field taking, on average, 62 days to
prepare according to an analysis provided by VA staff.
These circulars are then distributed through either
electronic mail or the government mail system to the
regional offices. Reglonal offices then file these
circulars in notebooks in chronologlcal order.

Circulars that change previous circulars are sometimes
used to update the database by the cut-and-paste method.
Both the lengthy time tc prepare and circulate these
documents and the labor-intensive updating procedures
are an inefficient use of VBA resources.

The organization of the circular hardcopy file also
reduces the usefulness of this program tool. No table
of contents or subject index is available for all
circulars, although some circulars have a tahle of
contents particular to that document only Therefore,
review of all information on one particular subject,
such as Chapter 30 eligibility, is a timely and
inefficient task.

The VBA procedural manual has not yet incorporated
information on Chaptec 30 program concepts or

procedures. It is projected by the VA that this update
will be completed by January of 1990.
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Results of the outcome evaluation, presented in
Chapter III, revealed that the VA was generally
effective in meeting their information dissemination
objectives Chapter 30. The process assessment, focusing
on areas where the VA could improve its effectiveness,
found three program weaknesses that linked to problems
with meeting several information disseminatioun
objectives. The information dissemination objectives
that this section focuses on are:

The extent to which the VA provides
information to veterans regarding application
for Chapter 30 benefits

The extent to which the VA provides
information to veterans regarding changes in
the Chepter 30 program

Time required to provide information.

in order to efficiently start up and maintain
ongoing operations of the Chapter 30 program, clear,
easy-to-understand information on Chapter 30 program
operations were required. Process asscssment findings
revealed that materials for two audiences of the Chapter
30 program were difficult to understand and led to a
high volume of unnecessary inquiries. In addition, a
complete lack of materials provided to veterans on
changes in the Chapter 30 program was noted. These
three problem areas that contributed Lo program
inefficiencies include:

Lack of attention to tra:.ning for VA regional
office staff to assist taem in performing the
required tasks

Lack of consistent, clearly written, and easy-
to-understand training raterials for VA
regional office staff t¢ assist them in
performing the day-to-diy tasks required

Lack »f clearly written, easy-to-understand
directions for veterans to assist them in
completing applications and monthly
certifications of attendance

Lack of information provided to veterans on
changes in the Chapter 30 program.
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These four problem areas are discussed in more detail
below.

Information from the outcome assessmentc showed that
a high volume of inquiries from other regional office
staff regarding Chapter 30 were being received at the
St. Louis regiocnal office. 1In addition, the majority of
these inquiries were concerned with Chapter 30
information already present in the VACO circulars that
are circulated VA-wide. Process assessment data
collection efforts revealed that training materials for
regional office staff consist only of the VACO circulars
and that training for Chapter 30 at all regional offices
other than St. Louis had a low priority. This matched
with the perception that training for Chapter 30 at the
regional offices was inconsistent held by central B
office, St. Louis regional office, and selected other
regional office staff,

Results from the BAH regional office survey showed
that only 2 out of 58 stations developed their own
training materials for Chapter 30. The materials that
had been developed, however, were fairly complete and
well-organized. Other regional offices were using
circulars to conduct Chapter 30 training sessions, if
training was being held at all. This relatively scarce
distribution of easy-to-understand training materials,
along with a lack of attention to training on Chapter 30
led to an inconsistent, low-level of knowledge regarding
the Chapter 30 program at the majority of the regional
offices outside of St. Louis.

From these data, the Booz, Allen study team
concluded that the lack of training and training
materials for staff at the majority of regional offices
other than St. Louis contributed to some of the
identified program inefficiencies.

A third area identified as contributing to program
inefficiency was the lack of easy-to-understand
instructions for the veterans for completi. . original
applications and monthly certifications. Data collected
on the number and type of inquiries revealed that 7%
percent of inquiries being received by regional office
staff were from veterans questioning how to complete
these forms. 1In addition, interviews with St. Louis
staff revealed that effort was being expended by them to
call veterans regarding confusing or inconsistent
information on these forms.

A fourth and final area that contributed to program
ineffectiveness was the extent of information on changes

being provided to the veteran. Process assessment data
collection revealed that information on Chapter 30
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changes provided by the VA was available to the veteran
only through information being provided by the VA to the

regional office staff through the distribution of
circulars.
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V. CONCTL.USTONS AND RECOMMENDATIONS

This chapter presents our conclusions and
recommendations for improving the VA's administration of the
All-Volunteer Force Education Assistance Program (Chapter
30). The conclusions address the adequacy of the VA's
approach for processing Chapter 30 benefits and disseminating
information on Chapter 30. The recommendations identify
improvements in program components and steps to increase
effectiveness of the VA's administration of Chapter 30
program,

1. T

STERE A

Our overall conclusion is that the VA's current approach
in administering the Chapter 30 program is generally
appropriate. This conclusion is based on evaluation findings
that showed that the VA has been successful in achieving
benefits processing and information disseminaticn objectives
for the Chapter 30 precgram. It is also based on our
identification of program weaknesses, our understanding of
program process problems related to those weaknesses, and

steps that are being taken by the VA to address some of these
weaknesses.

(1) While Not Fully Effective In Meeting Intended
i S, /A_Met. Tie Most Important Chapter
30 Objectives

Our evaluation showed that the VA was generally
effective in meeting the Chapter 30 program objectives.
Further examination of our findings revealed that the VA
was mo3t effective in meeting objectives essential to
the basic functioning of the Chapter 30 program during
the start-up phase of the program. These objectives,
essential to program start-up operations, include the
verification of the eligibility of veterans who apply
for Chapter 30 benefits and the payment of benefits to
elicible veterans. Areas of less effectiveness include
monitoring of veterans to insure they remain eligible
and disgeminating information on Chapter 30 to veterans.
This second set of objectives are essential to the long-
term, efficient operations of the Chapter 30 program.

Both sets of objectives are essential to the long-
term success of the Chapter 30 program. However, we
believe that the successful verification of eligibility
and benefit payments are the most essential elements of
basic piogram operations. As the Chapter 30 program is
defined as a veterans benefits program, ccurate
processing and payment of benefits are the most
important activities. For the initial program start-up,
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it is most important to have these two objectives met in
a highly effective manner. In this sense, this first
set of objectives is the most important set of
objectives defined.

The second set of objectives is more essential for
long-term, effective administration c¢f the Chapter 30
program. Monitoring of veterans to ensure they remain
eligible is a2n activity critical to long-term success
but not fundamental to basic program start-up
operations. Dissemination of information to veterans on
eligibility for, application to, and changes to the
Chapter 30 program are also critical elements to the
long-term success of the Chapter 30 program. However,
while the VA could improve the way in which this second
set of objectives is met, this did not preclude initial
success for the start-up of the Chapter 30 program.

Based on this analysis, we believe that the early
Chapter 30 program efforts led to initial success of the
VA's administration of the Chapter 30 program. However,
it is essential that VA effort begin to focus on the
second set of objectives discussed above in order to
ensure long-term program success.

(2) IThe VA Is Preparing To Implement Important Changes
That Will Improve Future Chapter 30 Program
Effectiveness

Our evaluation of this newly-implemented program
also focused on the ability of the VA to learn from its
mistakes and improve program operations. We believe
that the VA has made major strides in its improvement of
program functioning.

We believe that the VA has learned many lessons
since the Chapter 30 program began. Efforts have been
made to refine many processes that were initially
planaed to improve Chapter 30 administration. 1In
addition, many new initiatives to improve the VA's
administration of the Chapter 30 program have been
planned to accommnodate the projected growth of the
program These refinements and plans reflect positively
on the VA's administration of the Chapter 30 program.

Efforts made by the VA to refine Chapter 30
processing include:

. Improvements to benefits processing hardware
and software at the St. Louis regional office
to increase capacity and efficiency of the
system




. Improvements to benefits processing procedures
to incorporate legislative changes

. Improvements to program management thrcugh
increased, although uncoordinated, efforts to
monitor program activities.

We believe that these efforts reflect positively on the
VA's administration of this program.

In addition, future changes are planned to further
improve VA program operations. These planned changes,
based on information gathered through studies of program
operations and projections developed that indicate rapid
expansion of program needs, include:

. Regionalization of the benefits processing to
four regional offices

. Implementation of compliance surveys to
monitor school and veteran reporting of
enrollment.

These program plans reflect positively on the VA's
administration of the Chapter 30 program.

In addition, an on-line approval file is currently
being tested through the Model Station program in the
Philadelphia, PA regional office. The intent of this
test project is to establish a facility file database on
the Wang system. This database is intended to have
update, inquiry, and report functions and will
standardize facility records. In addition, the intent
is for all regional offices to have access to this
database.

A VBA-wide modernization program is also currently
planned. This initiative will update existing VBA
systems to improve delivery of VBA services.
Integration of existing hardware, software, and
automated databases will occur. In addition, this ADP
initiative is intended to improve access to management,
workload, and administrative information.

In addition, the Department of Defense is currently
developing a statistical model to estimate Chapter 30
enrollment. Use of this model should assist the VA in
developing improved budget and workload projections.




2. WE_BELIEVE THAT SEVERAL ADDTTIONAL REFINEMENTS NEED TO
BE MADE TO THE CHAPTER 30 PROGRAM

Our study also identified process weaknesses that are
currently reducing the potential effectiveness of this
program. We have recommendations in three areas:

. Improvements in program management to better
coordinate and plan program efforts

. Improvements in access to program data to increase
program efficiency

. Improvements in program materials for veterans to
increase program effectiveness.

These recommendations will assist the VA in fully achieving
objectives for its administration of the Chapter 30 program.
Each of these three sets of recommendations is presented in
more detail in the following sections.

(1) Efforts Are Needed To Tmprove Management Of The
Chapter 30 Program

Our evaluation found that program inefficiencies
resulted in part from weaknesses in VACO program
management. We therefore recommend three improvements
to the management of the Chapter 30 program:

° Develop a management information system to
generate and utilize needed data for program
planning, monitoring, and evaluation

. Increase effective VA-DOD communications and
joint administration of the Chapter 30 program

° Development of a directory for regional
offices that defines VACO Chapter 30 roles and
responsibilities.

Fach of these three improvements are discussed in more
detail below.

Durin the Booz, Allen evaluation of the Chapter 30
program, th< study team found that VA-specific goals or
objectives for the Chapter 30 program were nonexistent
and that information on Chapter 30 activities and
expenditures was incomplete. In addition, VA program
evaluation activities, while numerous and extensive,
consisted of a series of ad hoe, short term studies
focusing on particular areas of interest or concern.
Therefore, our first recommendation to improve the VA's
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management c¢f the Chapter 30 program is to develop a
management information system (MIS) to routinely gather
data for program planning, monitoring, and evaluation.

This MIS should be developed using the four steps shown
in Exhibit v-1.

Exhibit V-1
MANAGEMENT INFORMATION
SYSTEM DEVELOPMENT

Automation B -1 Database Database i MIS
Requirements § Strategy §—»- Architecture B —p>] Procedures

Analysls & Development [§ Development g Development

It is important that the MIS should be realistic in
scope. Data requirements must be carefully weighed
against resource considerations; a streamlined system
collecting necessary data is the desired result.
Developmert of an unwieldy, expensive system will be
counterproductive to this recommendation. In addition,
the MIS should collect information from both central
office and regional offices and should include
information on benefits processing and information
dissemination. The VBA modernization initiative may
impact this recommendation.

Evaluation findings also identified several areas
of program weakness in benefits processing and
information dissemination that were linked to the joint
VA-DOD program administration. These problem areas,
discussed in detail in Chapters III and IV, included:

J Inaccuracies in DMDC database
. Lack of monitoring of veteran reserve status
° Inefficiencies in responding to veteran

inquiries regarding kicker amcunts that varied
from veteran expectations

. Ineffectiveness in dissemination of
information to veterans regarding application
for Chapter 30 benefits.

Our second recommendation to improve VACO
management of the Chapter 30 program is to increase
effective VA-DOD communications regarding the joint
administration of this program. While interviews with
program officials at the VA revealed that VA-DOD
communications did occur on a regular basis, we believe
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that increased emphasis needs to be placed on resolving
these four program problem areas during these VA-DOD
meetings. This increased emphasis should focus on
identifying viaole and realistic solutions to the four
areas identified above. Further detail on our
recommendations for these four areas is presented below.

DMDC database inaccuracies and inconsistencies are
currently being identified by St. Louis reglonal office
adjudication division during claims processing. Errors
are recorded, compiled weekly, and sent to the DOD for
resolution. However, resolution of these errors is
extremely time-consuming; often veterans' claims are
delayed in processing for several months due to these
DMDC inaccuracies. As the Chapter 30 program increases
in size, this problem, while currently insignificant,
will become a major program weakness. By focusing VA-
DOD effort now to identify an action plan to both
improve VA-DOD problem resolution procedures (a short-
term goal) and 1mprove the accuracy of the DMDC database
(long-term goal), major program processing problems will
be avoided.

A second area in which VA-DOD communications needs
to focus concerns the monitoring of veteran reserve
status. As discussed in Chaptcr III, veterans who are
eligible for the Chapter 30 program under the "2 by 4"
program must maintain their -eserve status for four
years following two years of active service. If the
four years of reserve duty are not satisfactorily
completed, the veteran is not eligible for the full
Chapter 30 benefits. However, there is no monitoring of
reserve status by the VA to date. As selected
reservists are anticipated to participate in increasing
numbers in the Chapter 30 program, this benefits
processing problem could eventually lead to overpayments
for the Chapter 30 program. Therefore, we recommend
that VA-DOD communications focus on developing a system
for monitoring reserve status. The development cf this
monitoring system should contain three steps as shown in
Exhibit V-2 below.

Exhibit V-2
DEVELOPMENT OF RESERVE STATUS
MONITORING SYSTEM
STEP ONE STEP TWO STEP THREE

Add Reserve Status to S Survey Accuracyof Setup VA Link to DOD

Monthly Certification Resetve Informationon £ databasa to notify VA
Forms Monthty Gertitification whenreserve stafus [
changes 4




Through development of this mohitoring system, VA
effectiveness in accurately paying benefits will be
greatly increased.

We also recommend that VA-DOD efforts should focus
on better communications to the active serviceperson and
the veteran regarding DOD kicker amounts. During our
evaluation, we identified in Chapter III that veterans'
expectations regarding their DOD kicker amounts were not
always met due to DOD reduction in force and other DOD
policies. The St. Louis regional office is currently
responding to the large volume of inquiries regarding
this issue by referring the veteran to the DOD while
other regional offices have reported an inability to
respond to these inquiries. We believe that by focusing
VA-DOD communications on this problem to identify VA
Procedures for responding to these inquiries (short-term
action) and DOD procedures for better communicating to
the separatees regarding their anticipated kicker
amounts (long-term action), this program inefficiency
will be reduced.

We also recommend that VA-DOD communications focus
on provision of information to veterans regarding
Chapter 30 applicatic.:s. During our evaluation, we
found that little Chapter 30-specific information was
being provided to eligible veterans. In addition,
process assessment revealed that this was due to two
problems:

. Lack of information with which to locate
Chapter 30 eligible veterans

d Lack of resources to develop and print Chapter
30 specific publications.

By focusing VA-DOD efforts in this area, these two
problems could be resolved. The DOD needs to provide
the VA with information regarding Chapter 30-eligible
veterans so that the VA has the ability to directly
access these potential trainees. 1In addition, VA-DOD
resources could be pooled to develop consistent,
comprehensive publications on the Chapter 30 program for
dissemination to servicepersons and veterans. Further
recommendations to develop Chapter 30-specific materials
to distribute to these veterans are presented later in
this chapter.

Process assessment findings also revealed that a
lack of clearly defined programmatic lines of
responsibility in VACO VBA were responsible in part for
identified program inefficiencies. While VACL °BA staff
have clearly defined administrative lines of
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responsibility, programs such as Chapter 30 cross these
administrative lines. 1Interviews with regional office
staff revealed that inefficiencies occurred when
attempting to contact the correct VACO program official
for a particular Chapter 30-specific question. Our
second recommendation, therefore, is that the VA develop
a directory for regional office distribution that
identifies roles and responsibilities for Chapter 30 for
VACO staff. This directory should clearly identify
specific roles and responsibilities down to the office
level. While developing this directory, care should be
taken to reduce or eliminate any overlap of
responsibilities. 1In addition, responsibilities that
are not currently assigned to any particular office
should be identified and assigned. Annual review of
this directory should also occur to ensure that the
initial assignments remain appropriate.

(2) Efforts Are Needed To Develop Two Automated
Databases .

Our evaluation also found thz: program
inefficiencies resulted in part frm lack of access to
program data. We recommend the development of two
automated databases to improve the efficiency of the
Chapter 30 program:

. Develop an on-line, interactive facility
database accessible to all regional offices

o Develop an automated database for Chapter 30
circulars and other procedural information.

Four steps, as shown in previously in Exhibit v-1,
are required to develop these automated databases.
First, a requirements analysis should be performed that
determines the needs of the potential users. Second, a
database strategy should be developed that identifies
the database concept. Third, a database architecture
should be designed. Finally, procedures for using these
databases should be developed. Specific discussion on
the two automated databases recommended for development
are discussed in more detail below.

Program inefficiencies in benefits processing were
identified in our evaluvation. Subsequent process
assessment findings revealed that problems with access
to comprehensive, current information on VA-approved
schools were in part responsible for the benefit
processing inefficiencies.

Our first recommendation to improve program
operations is the development of an on-line, interactive




facility database. This automated database should be
available to all regional offices that receive and
process information on VA-approved academic facilities.
In addition, regional office education liaison
representatives should have limited interactive access
to this file in order to update information on
facilities within their jurisdiction, Standardized
updating procedures should be developed by VACO. The
development of this database will have two effects:

. Accass to timely, accurate information on
facilities will improve through development
and implementation of updating procedures

° Access to consistent information on facilities
will improve through standardization of
database records.

The development of these two databases will result in
improved program effectiveness. Timeliness of benefits
pProcessing will improve as Chapter 30 adjudicators will
no longer need to delay claims due to lack of access to
current facility file data. In addition, program
inefficiencies related to the high level of resources
required to maintain duplicate facility records in the
St. Louis office regarding facilities will be
eliminated. The Model Station program in Philadelphia,
PA may offer a solution to this problem through their
development of an on-line approval file.

Our second recommendation to improve program
operations is to develop an automated database for
circulars and other VA documents containing Chapter 30-
specific information. During our evaluation, the Booz,
Allen study team identified that lack of access to
current information by regional office staff led to
program ineffectiveness. Process assessment findings
revealed two program problem areas that caused this
program weakness:

. Lack of convenient updating procedures for and
indexing of VBA circulars on Chapter 30

. Lack of timely publication of circulars.

Each of these two problem areas is explained further
below.

Procedural and general information on Chapter 30
published by the VA for regional office staff is in the
form of circulars and procedural manuals. The
procedural manual containing information on Chapter 30
and a subject index is currently being prepared and,
according to VACO interview data, will b= available for
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VA~wide distribution by January 1990. Approximately six
circulars with numerous appendices that contain
information on Chapter 30 along with other VA education
programs have been published to date.

Interviews with regional office staff revealed that
these circulars were cumbersome and difficult to use.

‘Both updating and indexing difficulties were cited as

primary problems with this database. Most staff
maintain the circulars in a chronologically-organized
three-ring binder. When a circular is modified, the
file is updated by either replacing the corrected page,
marking the circular, or cutting and pasting a new
section or paragraph onto the old circular. This method
is very time-consuming and labor-intensive. While a
comprehensive list of circulars is prepared and
distributed quarterly, the lack of a comprehensive table
of contents or subject index for the entire collection
of circulars contributes to the difficulty in using this
database. As the database is organized chronologically
instead of by subject area, this lack of index
information makes it extremely difficult to easily
locate specific information on a Chapter 30 topic area.

These problems resulted in difficulty accessing
current information on Chapter 30 procedures. A recent
VACO study showed that staff in regional offices other
than St. Louis provided inconsistent responses to
requests for information on Chapter 30. 1In addition,
interviews with St. Louis staff revealed that many
inquiries received by St. Louis from the other regional
offices concerned information contained in the circulars
available to these regional office staff.

Circulars provide information to VBA Chapter 30
staff in the St. Louis regional office regarding
benefits processing procedures. These circulars provide
consistent instructions to VBA staff regarding Chapter
30 benefits processing. However, interviews with these
staff in St. Louis revealed that circulars providing
needed procedural instructions were often finalized
several months after the procedures were actually
needed. For example, the circulars containing
information on processing claims for veterans newly
eligible for Chapter 30 benefits under the recent
legislative changes in November of 1988 were drafted and
sent to St. Louis in January of 1989 and the final
version was recently published on March 23, 1989.
Interviews at St. Louis revealed that St. Louis staff
developed their own interim procedures in order to
process these benefits in a timely way. While no
serious problems resulted from this procass to date,
regionalization of claims processing to four regional
offices will compound any potential processing problenms
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resulting from lack of timely procedural instructions
from Central Office.

Due to these problems with circulars, we recommend
creation of an automated database to be maintained by
VACO containing information currently in the circulars.
This database, available to all regional offices, should
be capable of providing data by subject area, date, and
other variables. 1In addition, staff resources at the
regional cffices for updating this database will be
eliminated. While staff resources will be required at
VACO to maintain the database, only one person will be
updating the database instead of 58 people at 58
regional offices. Timeliness should improve as draft
circulars can be placed on the database (clearly maxxed
as draft) to provide interim instructions regarding
Chapter 30 processing procedures while the final
circular is awaiting approval.

(3) Improvements Are Required For Chapter 30 Program
Materials

Finally, our evaluation found that program
inefficiencies resulted in part from weaknesses in
available Chapter 30 materials. We recommend two
improvements/additions to the VA's raterials for the

for Chapter 30 application and monthly
certification materials

. Development of general materials for veterans
on Chapter 30 eligibility, application, and
information sources.

These two improvements are discussed in detail in the
following section.

The evaluation findings showed that excessive va
effort was being expended in responding to inquiries
concerning completion of Chapter 30 applications and
monthly certification forms. 1In addition, the delayed
time cycle for the Chapter 30 payments were the source
of inquiries regarding the location of these benefit
checks. We recommend that simple, easy-to-understand
instructions on Chapter 30 applications and monthly
certification forms should be added to these forms. The
instructions should explain:

i How to complete the form
. The delayed monthly payment cycle.
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In addition, monthly certification forms should stress
to the veteran that the form should be completed as soon
as possibl following receipt in order to receive the
benefit check in a more timely manner.

We believe that this recommendation will increase
program effectiveness in these areas.

The stud: also identified that program
effectiveness could be increased by focusing more VA
effort on information dissemination on Chapter 30. We
recommend that Chapter 30-specific materials should be
prepared that present general information on the current
legislation, eligibility requirements, application
information, the delayed pzyment cycle, and other
relevant data. These materials should be proactively
distributed as appropriate. Suggestions include:

. Developing a mailing list of eligible veterans
and distributing Chapter 30 information
through the V2DS system

. Using the monthly certification méiling to
provide current information to active trainees

. Developing and distributing a news release
regarding changes to the Chapter 30 program.

We believe that this recommendation will improve the
VA's ability to meet the information dissemination
objectives in a more effective manner.

This section discussed three sets of recommendations for
improving effectiveness of the Chapter 30 program. These
recommendations involved program management, program data,
and program materials.

3. ESE : OR TO
PROGRAM EXPANSION

In this chapter, we have described three sets of
recommendations. These recomuendations, dealing with program
management, program operations, and program materials, are
summarized in Exhibit v-3.
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Exhibit V-3
SUMMARY OF CHAPTER 30 RECOMMENDATIONS
PROGRAM
RECOMMENDATION
AREA
~R AN » Development of a Chapter 30-spacific
:ﬂi%ﬁggﬁENT Management Information System
’ * Increase VA-DOD communications
+ Developmant of a directory for regional offices
defining VACO Chapter 30 rolas and
responsibilities
PROGRAM * Development of an on-line, Interactive facility
OPERATIONS database
» Development of an automated databass for
Chapter 30 circulars and other procedural
Information
PROGRAM * Development of easy-to-understand materials
an for Chapter 30 application and monthly
PAATERIALS certification materials
* Development of general materials for veterans
on Chapter 30 eligiblity, application, and
Information sources,

These recommendations should be implemented in context
of the VBA modernization initiative. 1In addition, the
recommendations should be implemented as soon as possible.
These two issues are briefly explained below.

(1) Recommerdations Should Be Implemented In Context
HWith The VBA Modernization Initiative
As mentioned previously in this chapter, VBA is
currently engaged in a modernization program to update
existing ADP technologies. A major result of this
program is the improvement of management, workload, and

administrative information. Potential systems
integration efforts will also be examined.

We believe that the recommendations to the Chapter
30 program that involve management information systems
development and automated database systems development
may be influenced by modernization plans. It is
therefore important that actions taken to implement
Booz, Allen recommendations be in concert with the VBA
modernization initiative.

(2) Recommendations Should Be Implemented Immediately

Data from VACO show that the VA is administering
Chapter 30 benefits to approximately 26,000 trainees in
FY89. However, this program is projected to increase
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almost ten-fold to a anticipated 224,000 trainees in
1994.

It is with this program growth in mind that Booz,
Allen recommends that the VA implement the above
recommendations by FY90. Problems that appear minor at
this time will become tremendous program burdens in the
future. The VA has an opportunity at this time to look
forward and make program adjustments to assure that the
Chapter 30 program is fully effective in meeting its VA
objectives.
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APPENLIX A
Regional Office Survey Results

Division/Office: DIRECTOR

D-1.

D-2.

D-3

D-4.

How many veterans in your jurisdiction are currently receiving Chapter
30 benefits?

Response: Frequency Bercent
0-50 13 30%

51-100 7 17%

101-150 10 23%

151 and over - 13 30%

Total 43 100%

No responsa .12

In your regional office, does the Director's Office conduct any Chapter 30
activities?

Response Ereguency Percent
Yes 3 15%
No 46 85%
Total 54 100%
No response )

Please briefly describe the Director's Office Chapter 20 activities below.

Response Erequency  Percent
Question skipped 46 82%
Reviews congressional inquiries 7 12%
Conducts liaison and outreach activities -3 6%
Total 56 100%

What are the estimated hours per week spent by the Director's Office on
these activities?

Response ~  Frequency =~ Percent

1to5 8 100%
6to 10 0 0%
11to 15 0 0%
16 t0 20 0 0%
21 or more Q 0%
Total 8 100%
No response 49




Specify the average grade level of the employees in the Director's Office
who spent the above hours on Chapter 30 activities. Grade 11 (n=8)

D-5 Inyour opinion, what are the major strengths of the VA's administration of

the Chapter 30 program?
Response Frequency  Percent
Centralized processing of benefits 36 63%
Target screens give ROs access to data

in veteran's master file 7 12%

Strengths of the program cannot
be determine yet because of the newness

of program 4 7%
Other comments 9 16%
Total 47

No response

D-6  In your opinion, what are the major weaknesses of the VA's
administration of the Chapter 30 program?

Frequency  Percent

Centralized of the benefits processing is

less effective causing delays in processing 35 61%
The service data on the veteran is not

complete on the Target screen 13 23%
Staff person is not involved enough with

Chaptar 30 processing to determine

its weaknesses 8 14%
Other comments 5 9%
Total 61
No response 1

- D=7 in your opinion, how could the VA's administration of the Chapter 30
program be improved?

. Percent
Benefits processing should be decentralized 26 46%
Benefits processing should be improved 18 32%
Make the Target database on-line at all ROs 11 19%
Training materials need to be more detailed 4 7%
Other comments 4 0%
Total 63
No response 6
A-2




Division/Ofiizce: ADJUDICATION
A-1.  Does the Adjudication Division in your regional office conduct any

Chapter 30 activities such as ratings, responding to written inquiries,
training, etc.?

r55

Yes 100%
No 0 —0%
Total 55 100%
No response 2

A-2. Please describe the Adjudication Division's Chapter 30 activities below.

Response Erequency  Percent
Check Rating Board dacision on type of

discharge 55 96%
Send claims and documents to St. Louis 32 56%
Log in all education documents raceived 18 32%
Respond to inquiries 11 19%
Other comments 7 12%
Conduct training for Staff on Chapter 30 -1 2%
Total 124
No response 1

A-3. What are the estimated hours per week spent by the entire Adjudication
Division staff on these activities?

Erequnncy Percent
48

1to5 87%
61010 5 9%
11to 15 1 2%
1610 20 1 2%
21 or more [] 0%
Total 55 100%
No response 2

Specify the average grade level of the employees in Adjudication who
spent the above hours on Chapter 30 activities.

A-3
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A-4. Does the Adjudication division have Chapter 30-specific training for the
Adjudication staff?

ﬂe&m&ﬂg&mﬂe@

Yes 56%
No 24 -44%
Totai 55 100%
No response 2

A-5.  Approximately how many hours per month are spent on the Chapter 30-
specific training?

30

1-5 97%
6-10 1 3%
More than 11 0 —0%
Total 31 100%
No response 26

A-6. What types of Chapter 30-specific training materials does the
Adjudication division use?

I Percent
Training manuals 3 10%
Circulars 32 97%
Other -] ¥,
Total Responses 38 100%
No response 24

Division/Office: ADMINISTRATION

AD-1.  What is the average number per week of Chapter 30 claims
forwarded by your regional office to the St. Louis regional office for
processing?

E@agsusmﬁemm

0-5 64%
6-10 7 14%
11-20 7 14%
21 and over -4 8%
Total 51 100%
No response 6
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AD-2.

AD-3.

AD-4.

What are the estimated hours per week spent by the Administrative
Division on these activities?

E%%U.Qﬂﬂﬂe_@m

1t05 98%
6to 10 0 0%
i1to 15 0 0%
16 1020 0 0%
21 or more i 2%
Total 46 100%
No response 11

Specify the average grade level of the employees in Administration
who spent the above hours on Chapter 30 activities. Average Grade
39

Does administrative staff training include information on how to
recognize Chapter 30 applications?

Be.sn.Qn_s.eEL%%uemaz_

Yes 41%
No 32 59%
Total 55 100%

No response 2

Does administrative staff training include information on handling of
Chapter 30 applications?

fjency  Peent

Yes 40%
No 32 -80%
Total 54 100%
No response 3

Division/Office: VETERANS SERVICES

VSD-1.

Does the Veterans Services Division conduct any Chapter 30
activities such as responding to written or telephone inquiries?

Erequency Percent
56

Yes 100%
No 0 —0%
Total 56 100%
No response 1
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VSD-2. Please describe the Veterans Services Division's Chapter 30
activities below.

Frequency  Percent

Answers inquiries (non-specified) 23 40%
Answers inquiries by telephone 37 65%
Answars written inquiries 22 38%
Answers inquiries conceming status of claim 27 47%
Assists the veteran in preparation of claim 22 38%
Conducts training or liaison activities 14 24%
Calls St. Louis for assistance 14 24%
Total 159

VSD-3. What are the estimated hours per week spent by the Veterans
Services Division on these activities?

Erequency Percent
25

ito5 44%
6to 10 16 29%
i1to 15 6 11%
161020 5 9%
21 or more 4 7%
Total 56 100%
No response 1

Specify the average grade level of the employees in VSD who spent
the above hours on Chapter 30 activities. Average Grade 9.1

VSD-4a. Has your division ever contacted an academic institution for
information on Chapter 307

EL%%LLQB_Q!!_E’_QLC.QDI

Yes 67%
No 18 —33%
Total 55 100%
No response 1
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VSD-4b. Specify the types of information requested from an academic

institution.
Erequency  Percent

Confirmation that the trainee is enroiied 37 65%
Changes in attendance status 20 35%
Information on course/credit loads 7 12%
Other comments 3 5%
Total 67

No response 19

VSD-5a. Describe the other types of requests received on the Chapter 30

program.

. ‘ Erequency  Percent
Information on the status of the benafit claim 43 75%
Information on the trainee's eligibility 17 30%
Information on the certification of attendance

process 8 14%
Other comments 5 9%
Total 73
No response 19

VSD-5b. Please complete the chart below on requests for information received
by your regional office.

Average No. Average Time To
Typs of Request Beceived Weekly Process (minutes)
Ali Requests for information 3530
a. Written 163.4 77.8
b. Telephone 2814.8 9.0
c. Personal Interview 287.3 22.0
Average No. Average Time To
Type of Request Received Weekly  Process (minutes)
Total Chapter 30 Requests 27.0
a. Writtea 2.6 85.4
b. Telephone 53.4 7.6
c. Personal Interview 6.6 20.0
” A-7
O
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VSD-5b. Please complete the chart below on requests for information received

by your regional office {cont'd.)

Average No. Average Tirae To
quest Received Weekly Process (minutes)
CHAPTER 30 REQUESTS BY
SUBJECT AREA:
Request for Chapter 30
Application 8.1 6.7
Request for Chapter 30-related
telephone number 1.6 2.1
Request for general information
about Chapter 30 program 421 11.3
Other Chapter 30 Requests
(if zero, skip to VSD-6) 13.1 10.3
VSD-6. Has your division ever contacted St. Louis Regional Office for more
information needed to respond to a Chapter 30 request for
information?
Besponse Erequency Percent
Yes 53 95%
No 3 5%
Total 56 100%
No response 1
VSD-7. How many times has your division contacted 3t. Louis Regional Office

to obtain information needed to respond to a request for information?
63.0 (# times in the last six months)

111.7 (# time= in the last year)
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VSD-8.

VSD-9.

VSD-10.

Please specify the number of times your office has requested the
following information from St. Louis Regional Office in order to answer
Chapter 30 inquiries. \

Average

Number Type of Information
0.1 Information on a School Approval Code
0.2 Information on an approved course
0.4 lnfé:rmation on approved full-time hours

5.4 Information on eligibility requirements

8.9 Information on date that a Chapter 30 cettification was
mailed

234 Information on date a Chapter 30 award was approved
47.8  Other information on Chapter 30 claim status
13.0 Other

Describe the types of inquiries the division responds to without need
to contact the St. Louis RO.

e

Inquiries on the status of a claim 66 100%
Information on eligibility requirements 54 95%
Dsepartment of Defense kicker amount

information 10 17%
School approval code 5 9%
Processing the monthly certification _4
Total 139
No response 1

Has your office ever forwarded a written inquiry to St. Louis for
response directly to the inquirer?

Response =~ Frequency Percent

Yes 12 22%
No 44 -18%
Total 56 100%
No response 1
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VSD-11.

VSD-12.

Have any of the forwarded letters specified in Question VSD-10 ever
been returned from St. Louis Regional Office for your office to
answer?

Response Frequency Percent
Yes 2 13%
No 14 S81%
Total 16 100%
No response 41

Please rate the St. Louis Regional Office's performance in responding
to your division's requeste for Chapter 30 information.

Timeliness of St. Louis in responding to requests for information has
been:

Erequency Percent
Excelient 19 37%
Good 24 46%
Satisfactory 10 17%
Poor 0 9
Total . 1§16 100%
No response 4

Please state reason your fcr the above rating of St. Louis' timeliness
in responding to requests for information.

Erequency  Percent
The service is timely 38 66%
There has been no negative feedback 10 17%
The responde time is long S 9%
Total 53
No response 5

Accuracy of information received from St. Louis has baen:

Response Ereguency Percent
Excellent 25 48%
Good 22 42%
Satisfactory 5 8%
Poor 1 2%
Total 53 100%
No response 4

A-10
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VSD-12.

VSD-13.

VSD-14.

Please state your reason for the above rating on the accuracy of
information from St. Louis.

The information is accurate and good 35 79%
The information is inaccurate 3 7%
Other comments 6 9

Total 44 100%

No response

Does your division train employees specifically on Chapter 30?

Beﬁmn.saEL%%uameemm

Yes 95%
No 3 —5%
Total 56 100%
No response 1

On average, how many hours of training per month are spent on
Chapter 307 '

3.5 (average hours of training per month)

VSD-15a. What types of training materials are used for the Chapter 30

training?

Besponse Erequency Percent
Circulars 53 96%
Videotapes 1 2%
Training Materials 6 12%
Other 26 -48%
Total 86 100%
No response 2

VSD-15b. What types of training materials are used for Chapter 30 training

other than circulars videotapes, training manuals.

Besponse Erequency  Percent
RO developed training materials 13 50%
Target screens 8 31%
CO developed training materials 2 19%
Total” 26 100%
No response 27

A-11

143




VS8D-16. Has your regional office developed any Chapter 30-specific training

matarials?
Response ELegmrle Percent
Yes 28%
No 3_& 12%
Total 54 100%
No response 3
VSD-17. Please briefly describe the types of information requested by St.
Louis.
; . ELeguﬁnsx Percent
Course approval information 31%
School approval information 25 57%
Other comments ) 13%
Total 45 101%
No response 20
VSD-18. Other comments on the Chapter 30 Program.
Frequency  Percent
Improvements are needed to certification
processing 15 26%
ROs need universal access to all Target
database service information 14 24%
The DMDC screen has inaccurate data
on the trainee 8 14%
Improve the inquiry response service by
St. Louis 3 5%
Other comments 12 21%
Total 52
No response 21
\
|
|
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Division/Office: VETERANS SERVICES; Education Liaison

ELR-1.

ELR-2.

ELR-3.

Representative(s) only

As the Education Liaison Representative for your regional office, do
you spend any time conducting Ct.apter 30-specific activities?

BWE[%%!LQDQXE@LQQDI

Yes 8%
No - | 2%
Total 54 100%
No respunse 3

Describe Chapter 30 activities of the Education Liaison
Representative.

Frequency  Percent

Information for claims processing is sent

to St. Louis 32 56%
Training/information is provided to school

certifying officials and the VBCs 32 56%
Response to inquiries 31 54%
Conduct liaison/outreach activities on

Chapter 30 22 38%
Other comments 5 9%
Total 122
No response 1

What percent of your time is spent on Chapter 30-specific activities?

Besponse Frequency Percont
1 to 10% 41 79%
11 to 25% 11 19%
26 to 50% 1 2%
51 to 75% 0 0%
76 to 100% 0 _ 0%
Total 53 100%

No response

A-13
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ELR-4.

ELR-5.

Have you developed any Chapter 30-specific information to be sent i
certified academic institutic.1s?

Response Erequency Parcent
Yes 30 35%
No 24 _45%
Total 54 100%
No response 3

Write any other comments regarding the VA's administration of the
Chapter 30 program.

Percent

There are problems with processing claims 20 35%
Circulars and manuals on Chapter 30 are

not well written or designed 7 12%
The program need compliance surveys 1o

monitor the accuracy of school attendance 5 9%
The ROs have insufficient data on veterans 5 9%
Other comments A 12%
Total 28
No response 18

Division/Office: FINANCE

F-1.

Does the Finance Division in your ,egional office conduct any Chapter 30

activities?
Erequency Percent
Yes 34 62%
No 20 38%
Total 54 100%
No response 3
A-14
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F-2.

F-3.

What are the estimated hours per week spent by the Finance Division on
these activities? X

Frequency Percent

1tob 34 100%
6to 10 0 0%
1110 15 0 0%
16 t0 20 0 0%
21 or more L 0%
Total 34 100%
No response 23

Specify the average grade level of the employees in the Finance Division
who spent the above hours on Chapter 30 activities. Grade 6 (n=32)

Please briefly describe the Finance Division's Chapter 30 activities.

Erequency  Percent

Process work study payments and contracts 20 35%
Respond to nonreceipt of payment and

eligibility 14 24%
Process waivers and compromises 13 23%
Process monthly certifications of attendance 11 19%
Other comments 3 5%
Total 61
No response 18
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APPENDIX .B
CHAPTER 30 PROGRAM EVALUATION
MANAGEMENT AND STAFF INTERVIEWS

ST. LOUIS REGIONAL OFFICE (RO)

DIRECTOR'S OFFICE
Director
Management Analyst
Assistant Director

ADMINISTRATIVE DIVISION
Administrative Officer
Assistant Division Chief
Lead Program Clerk
Program Clerk

SYSTEM ADMINISTRATION
Supervisory Program Analyst

ADJUDICATION DIVISION
Adijudication Officer
Section Chief
Senior Claims Examiner
Claims Examiner

VETERAN SERVICES DIVISION
VSD Officer
BEducation Liaison Representarive
Supervisor Telephone Unit
Veterans Benefits Counselor

FINANCE DIVISION
Finance Officer
Assistant Finance Officer
Chief Centralized Processing
Fiscal Accountant Clerk

OFFICE OF BUDGET AND FINANCE
Fiscal Systems:
‘Benefits Payment Policy Division Chief
Benefits Payment Policy Staff

ASSOCIATE DEPUTY ADMINISTRATOR FOR CONGRESSIONAL AND
INTERGOVERNMENTAL AFFAIRS
Rayburn House Office Building:
Chier House Liaison Staff




CHIEF BENEFITS DIRECTOR
General Operating Expense Division Acting Chief

DEPUTY CBD FOR FISLD OPERATIONS
Deputy Chief Benefits Director
Associate Director
Field Liaison and Budget Staff Chief

DEPUTY CBD FOR ADP SYSTEMS MANAGEMENT
Deputy Chief Benefits Director
CP&E Systems Division Staff

DEPUTY CBD FOR PROGRAM MANAGEMENT
Deputy Chief Benefits Director
Deputy Chief Benefits Director Special Assistant
Planning and Analysis Staff Assistant Director
Field Review Staff Director
Administrative Systems Divisicn Chief:
Management Analysts

COMPENSATION AND PENSION SERVICE
Policy and Planning
Assistant Director

VOCATIONAL REHABILITATION AND EDUCATION SERVICE
Director
Deputy Director
Education Operations:
Field Operations Chief
Central Office Operatiors Chief
Education Procedures and Systems:
Assistant Director
Systems Staff Chief
Procedures Staff Chief
Education Policy and Program Administration:
Policy Staff Chief
Program Administration Staff Chief
Education Advisor

VETERAN ASSISTANCE SERVICE
Director
Field Operation:
Acting Assistant Director
Program Management :
Assistant Director

In addition, interviews were conducted with selected
representatives from VBA regional offices in St. Petersburg,
FL; San Francisco, CA; Waco, TX; Nashville, TN; and Seattle,
WA.
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