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Dear Mr. Rhodes:

We made a limited study of the feasibility of consolidating
operations of Veterans Administration (VA) regional offices concerned
with adjudicating claims for benefits vnder the compensation, pension,
and education (CP&E) programs for veterans or their dependents. Our
study was performed at the VA Central Office, Washington D. C., and
at the Veterans Administration Center, Philadelphia, Pennsylvania.
We made an analysis of the operations of the Philadelphia Regional
Office and we performed a pilot study involving four regional offices
to determine whether savings in &dministrative costs could be realized
by such consolidation.

The VA Central Office Department of Veterans Benefits (DMrB) is
responsible for adrinistration of th- CP&Eprograms. The -progrna are
imprplenented by DVB's 57 regional office field stations located in the
United States and overseas. At the end of fiscal year 1969, DVW field
stations employed about 16,000 personnel.

The regional office Adjudication Division has primary responsibility
for processing actions related to the CPME proreams. ' Other regional office
Divisions provide manageiment, firnancia, administrative, an.d- :ronneln :;.,
vices to support the A ai idoat-ion Division. Our analysis of 7hiladeliphih
Regional Office operations indicates that most field offic: functions con-
cerned with processing claims for benefits under the CP&E progr:,ns, and
servicing beneficiaries of the programs, could be consolidated without
reducinr service to veterans and their dependents.

Based on discussions with VA personnel and our observations and
analyses, w:e detervined that Adjudication Division personnel rarely have.
personal contact with claimants or beneficiaries when developing informa-
tion needed to process claims, and when approving or disapproving claims.
In carr,-jng out these functions most interviews are made by Contact Divi-
sion peroonnel and most com;unications are by mail. In our opinion
:onsolidation of these adjudication operations would not reduce the
service provided by Contact Division representatives.

Our analysis indicates that some adjudication functionc should
continue to be performed on the existing decentralized basis. These
include the functions of the Vocationrl Counseling, 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 benefits, and the providing of vocational re-
hnbilitation services to disabled veterans. We believe that these
functions should not be consolidated because of the high degree of per- 
sonal contact involved in providing VCTA services. 

We also believe that regional office activities involved in
maintaining liaison with State Approving Agencies and making compliance-- -
surveys of schools and training establishments should not be centvalized.
In our opinion these functions do not lend themselves to a highly centra-
lized operation because of the necessity to maintain local liaison with
the State Approving Agencies and because it wutld not be practical to
perform compliance surveys from a centralized site outside the State due
to the necessity to frequently travel co schools and training establish-
ments within the State.

Our pilot study included the VA reoional oxficas at Wiilmlngton,
Delaware; Pittsburgh snd Philadelphia, LPnnsylvania: and Baltimore,
Maryland. In February 1970, we advised DVB3 officials of the pilot
study and offices selected and agreed to channel our requests for infor-
mation through VA Central Office.

VA Central Office officials provided us with workload statistics,
organization and staff1n, charts, perforrmance and-leave retao, various
estimates, and other information on thle operationsm of the offices. BIsesd
on these data and eatimates wc an31yze'd tzos,. regional office adjudication
operationrs which we had deterrined couid be consolidaced as; ;el1 as other
regional office functions which provide personne, firnance, administrative
and 't.,s.eirnet support for the- addr;ication operations. Our analysis ir.-
cluded functions which are measured bv" VA .work rate stendards and those
for which no standards have been established.

Our analysis of measured work indicates that a consoli.dated
adjudication office would require 10 less personnel thaen are currently
required at the four regional officces to perfolr. th adjudication op;r;-
tions which we believe could be m;erged. Tile reduction would result ueciasi
a combined office would provide for more efficient utilization of parsonn'.
resources.

Our analysis 'of those personnel positions involved in performing
untmeasured work indicates that a consolidated adjudication office would
require about 20 less personnel th'anare needed to perform tile regional
office adjudication operations which we believe could be merged. M.ry
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of these are supervisory or clerical overhead positions which exist at
more than one of the four regional offices. For instance, each of the
four regional offices has an Adjudication Office;- who is the head of
the Adjudication Division. Only one such position would be requited
for a consolidated office with a resulting elimination of three positions.

Overall gur pilot study .:howed that there would be a reduction of
about 30 personnel as .; result of consolidation. This reduction would
re'tIt in annual savinrs in personncl cos;ts of about $400,000. The
savings were based on current salary cables and also include frirge
personnel benefits paid by t;le Government,

We escimate that an independen effce to accommodate the c '.olidated
adj-dication operations oi the foe .. ;,.ona. ozflces inclu'ded in our
study woul.d require about UO0,C30 s;.u,'.e feet of space. We d.iscussd with
Gene._el Services Administr.rio-: (C..A). C .en.tral Of.i .ce cff ic ialsS the avail.-
ability of both Federally-c¢,.ed anld coi;ELercially ieazcd office space, We
7were informed by these of:fcials that it tihe presen. tie there is a
nationwide shortage of vacant suitable iederally-owned office space, We
were told, however, that suitable con'Lmerc*-a! y iCeascd of.tce stpace can be

obtained in most major cities. 13ased on this · o ...t. r we con4cuded
that at t:.he present time it would, in most instances, be necessary to
!lea" co:azercial space to accommrodate c'cnsolida4d adjudication oZiceso
Wea beleve, however, that costos 0o leasing such space would in ;ost in-
stances be totally or substarntially offset by savings whinch wol;d be
realized by the Government by backfilling the space vacated at tChe re-
gional officas. .

,A of'ficialls indicated c hat at the present t`ime teihey are erpieni. s
difficulties in hiring perso:rnel! to sttaff the 2osct4-on of Vetcrans Claizs
;amincr. - This iS one of t'he 5key.p.rszo ,e positions required to perfoi.
adjudication functions. VA Central Office official s told us that it
requires.a great deal of training and experlren;e 'cG deveiop a cq:u.-lified
e::a.:iner. They indicated that it would creatse adminisstrative difficulties
if large nu;bers of ey? iiners had to be hired and trained at thins cie,
as would probably be the case if regiona.l office adJudication operatiions
weAe consolidated. Accordingly, we have decided to sustpend urthter wo rk
on this study, At the time we uspenldcd our work, we had not developed
sufficicnt infarmaiaion to enable us 1,O estiuate one-time costs of con.'
solidation such as training and moving costs.

" a-re. submitting this infom.ation to adivse you or the re 'ults of
our study to date and to suoggst thiat when Veterans t laims xaminers
can be hired more readily in greater numbers, VA conSider making a study
with the view of consolidatina regicr.al office adjudication .peracions,
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We believe that consolidation should provide better VA Central
Office control over the administration of the CP&E programs because
of the fewer number of offices implementing them. In addition, we
believe that consolidating at a limited number of sites may result

in more uniform adjudication actions and decisions.

We wish to express our appreciation for the courtesies and cooperation
extended to our representatives during the study.

If you so desire, we are prepared to discuss these :%.atters with you
or members of your ztaff,. tWe would appreciate your coar>,ents on the mat-
ters discussed in this letter.

Sincerely yours,

·~ ...

Asclx .tI Dlc.'eOrn
Associate Director

,r,. Fred B. Rhodes
Deputy Administrator
Veterans Admnistration




