UNITED STATES GENERAL ACCOUNTING OFFICE
WASHINGTCN, D.C. 20548

APG W ifja{

CiViL DIVISION

Dear Mr. Rhodes:

Ve made a limited study of the feasibility of consolidating
operations of Veterans Administration (VA) regiocnal offices concerned
with adjudicating claims for benelits uvnder the compensation, pension, -
and education (CPRE) programs for vaterans or their dependents. Cur
study was performed at the VA Contral 0ffice, Washkingtoa. D. C., and
at the Veterans Administration Center, hxlauelnhia, Pentisylvania.

We made an analysis of the operations of the Phileadelphia Regional
Office and we performed a pilot study involving four regional offices
to determine whether savings in edministrative costs could be realized
by such consolidation.

The VA Centrel O‘fich Bepa“tment of Veterans Bencfits (DVB) is
responsible for sdministTation of the CP&E*programs. The programs are
implemented by DVR's 57 regional office {ield ststions located in the
United States and oversess, At the end of fiscal year 1969, DV3 field
stations employed about 16,000 personnel.

The regional office Adjudicstion Division has primary rcemovribil‘ty
for proce°s4nb actions related to the CP4E proprams.” Other regional offica
divisions previde management, Iimencial, esdwinistrative, amd.prosoanel s. .
vices to support the Adjudication Division. Cur analysis of Philadelphia
Regional Office operatioms indicates that most field offic. functions cone
cerned with processing claims for benefits under the CPLE proegrams, and
servicing beneficiaries of the programs, could be consolidated without
reducing service to veterans and their dependents.

Based on discussions with VA perconnel and our obssrvations and
analyces, ve detevmined that Adjudicaticn Division personnel vavely have
personal contaet with claimants or beneficiarvies when developing informa-
tion needoed to process claims, and when approving or disavproving claims
In carrying out these functions mnst interviews are made by Contact D1v1~
sion personnel and most cowmunications are by mail. 1In our opinion
songolidation of these adjudication operations would not reduce the
cervice previded by Contact Division representetives

Our aaalysxs irdicates that some adjudication functioms should
continue to be performed on the existing decentralized basis. These
include the functions of the Vocationrl Coumseling, Training, and
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Adjustment (VCTA) Section of the Adjudication Division. VCTA functions
involve the providing of counseling services to veterans and dependents
eligible for educational benafits, and the providing of voestional re-
habilitation services to disabled veterans. We believe thut these .
functions should not be consolidated because of the high degree of per~ .
sonal contact involved in providing VOTA ssrvices. h

.

We also believe that regional office activities involved in

maintalning lisison wicth State Approving Agencies and making complisnce -
surveys of schools and training establishments should not be centvalized..

In our opinion these functions do not lend themselves to & highly centra=
lized operation because of the necessity to maintain local liaison with
the State Approving Agencies and because it wouuld not be practical to
perform compliance surveys from s centraiized site outside the State due
to the necessity to frequently travel to schools and training establishe
meats within the State.

Our pilot study included the VA regional offices at Wilmington,
Delaware; Pittshburgh end Philadelphia, Benusylvania: and Baltimore,
Maryland. In February 1970, we advised DVBR officials of the pilot
study and offices selected and sgreed to channel our requests for infor-

‘mation through VA Central Office.

VA Central Office officials provided us with workload statisties,
organization and staffing charts, perfornance and .leave rutes, various
estimates, and other infermation on the operations of the officee. Bese
on these data and estimates we asnalyzed those regionazl office adjudicat
operations which we had determined couid be consolidoted ez wall ag orh
regicnal office functions whick provide sersomnel, finance, aduinistral
and mapagement support for the-adjudication operations. Our analvsis i
cluded functions which are messured by VA work rate stendards and these
for wn1ch no standards have been established.

o
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Cur analysis of messured work indicates that a consolidated
sGjudication office would require 10 less porsonnel than ave curre atly
requitred at the four rrngional offices to pevform the adjudication oparas

tions which we believe could be merged. The veduction would result becsuse

a combined office would provide for wore efficient utilization of persoume.
»

resources.

Our analysis of those personnel positions involved in performing
unmeasured work indicates that a consolidated adjudication office would
require about 20 less personnel then are needed to nerform the regional
office adjud;cation operations which we believe could be merged., Many
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of these are supervigsory or clerical overhsad positions which exist at
more than one of the four regional offices. For instance, each of the
four regional offices hos an Adjudication Officer who is the head of

the Adjudication Division, Only one such position would be requirced

for a consolidated office with a reculting elimination of three positions.

Overgll qur pilot study chowed that there would be a reduction of
about 30 personnel as o result of consclidation, Thig reductien would
resalt in annual savings in personnel costs of about $400,000. The
savings were based on current salary tables &nd also include frirge
personiel benafits paid by the Soveramant.

We estimate that an independen
adjudication operations of the fou
study would require gbout 40,030 souurce fect of spac
G: erel Services Administracion (CEA) Central OFF

ability of both Federally-cwuned gnd oo

sereial a3
uere informed by these officials that &t the prasent
nationwide ghortage of vagant suitable Federally-ovne
were told, however, that suitable commercislly leased
obtained in most major cities. DBased on this inrommatic

(T

hat at the present time it would, in most instances, be necessary to
leace commereial szpace to accommodate congolidataed aﬁjauicatton o :
We believe, uowever, that costs of lcasing such space would in mo

stances be totally or substantiaglly offset by savings vhich would be
reciized by the Government by backfilling the spoce vacsted at the re-

gional cifices.
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VA officiale indicated chat gt the present time they are experienciag
diffijculties in hiring persomnel to cteff the position of Veterans Claius
Hxaminer. " This iz one of the key persounel positions required to perfova
adjudication functions. VA Central Office officisls told us that it
requires.a great deal of training wnd experience co develop & qualified
enaniner, They indicated that it would create administrative difficulties
if large numbers of exzwiners had to be hirved and tvained at this ciume,
es wonld probably be the ease if rezional office anjudxcaazon operaliony

eve consolidated., Accordiangly, we bave decided to suspend fuvrther work
on this study., At the time we suspended our work, we had not developed
sufficient information to ensble us to estivate one~time costs of cone-
solidation such as training and moviag costs.

We are. submitting this information to advise you of the results of
our study to date and to suggsst that when Veterans Jlalms Ixaminers

can be hired wore resdily in greater numbers, VA consider msking a study
with the view of cons o’xanti.g regional o*“inu 3c3udxcation Qp&futlﬂﬁao
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We believe that consolidation should provide bettex VA Central
Office control over the administraticn of the CP&E programs because
of the fewer number of offices implewenting them. In addition, we
believe that consolidating at a limited number of sites may result
in more uniform adjudicstion actions and decisions.

We wish to express our appreeciaticn for the courtesies end cooperation
extendad to our representatives during the study, :

1f you so desire, we are preparod to discuss these wmatters with you
ov members of your staff., We would appreciate your comments on the mate
ters discussed in this letter.

Sincerely yours,

R e A -
VAT NS L e et

“Lﬁ{ 11 o .!* norn
Associate Director

1

Mr. Fred B. Rhodes
Depety Administrator
Uutwra i8 Acs;nistration ' —





