VA ADJUDICATOR JOURNEY

The VA Adjudicator Journey Map represents a common set of moments Adjudicators experience during
the life-cycle of a claim. While this map does not represent what every Adjudicator does, thinks and
feels as they process each claim, it is a good starting point to highlight the bright spots and pain points
during the process and recognize high impact improvement opportunities. This journey map identifies
key moments that matter during which the VA can build trust and positively impact Adjudicators' work
experience and, in turn, the VA's customer experience. The corresponding opportunity statements are
intended to help kickstart idea generation for addressing the needs of these key moments.

PHASE

ACTIONS

TOOLS & SYSTEMS

-4

BRIGHT
SPOTS

PAIN
POINTS

THIS MOMENT
MATTERS
BECAUSE...

HOW MIGHT WE...

Introduces BDD
Program to SSMs

@ MSC Only

In-person meeting with
Servicemembers

Helping SSMs understand

how the Disability Claim
process works

No visibility into the claim
process and the conse-
quence of their work

This is VA making a
firstimpression on a
soon-to-be Veteran

[ 3N ]
o0 Military Service Coordinator (MSC), Veteran Service Representative (VSR)

GETTING THE CLAIM READY FOR RATING

Reviews Submitted
Claim to List Next
Actions

Email + VBMS

Errors in claim development
cause rework & delayed
benefits to Veterans

Unable to correct own
mistakes & learn from them
due to NWQ redistribution

U.S. Department
of Veterans Affairs

Veterans Health
Administration

Retrieves Medical Files
from Private Doctors,

Establishes Claim &

...empower MSCs to provide

best-in-class customer
experience to SSMs?

...extend the connection
MSCs have with SSMs &
Veterans to those working
at Regional Offices?

Exams Accepted ﬁ

Can delay claim by
weeks if exams are
notinitially accepted
by the Contract
Medical Examiner

a Lack of training makes
catching Medical
Examiner errors difficult

Q Knowing what exams to
order comes with
experience, meaning
time & mistakes

An error in this phase
means re-work

...increase MSCs' under-
standing of how their work
matters to RVSRs?

KEY

1:1 Bright Spot
@ Fain Point

‘ People Involved

Releases Claim to the

Requests Exams National Work Queue
DOD, & VHA Systems 9 Q
@ VSR Only
VBMS + CAPRI + CDW + BIRLS VBMS

Satisfaction of helping a

Veteran & getting a claim one

step closer to being rated

[ ]
[ ] Rating Veteran Service Representative (RVSR)

PLANNING THE WORK WEEK QUALITY REVIEW OF DEVELOPMENT

¥

2%

Gets Ready

Tools work as expected

Preparing workspace &
mind to process efficiently

8 separate tools is more
disruptive to the process
than helpful

Uses multiple browsers
for tools to function

properly

Reviews Weekly
Bulletin for Protocol
& Policy Changes

Scans Issue Lists for
Complicated Issues

E-Mail + TMS + M21-1

ﬁ There are more
familiar issues than
unfamiliar issues

The amount & pace O Tension between

of change to protocol investing time to triage

& policy deteriorates contentions across claims
confidence in orjust getting started
their work

Knowing what changed
requires following links
left in the Bulletin (often
2+ clicks) or attending
the monthly Quality call

Just the suggestion of
change is enough to
reduce RVSRs’ confidence
in their work

...align the delivery of policy
and protocol changes with
the moment this new
information will be applied?

o

Plans Approach
to Reach Daily
Point Goals

VBMS + Word Doc

Hopeful about meeting
production goals

Demotivating to be
uncertain if claims in
queue are workable

Selects Claim

Reviews MSC's or
VSR's Work
Through S1 Check

Checks for additional
Medical Files in VHA
Systems

VBMS + VBMS-R + Word Doc

ﬁ Energized to get started

MSC annotate & flag files
for claimed issues

Lack of file annotations &
flags slow RVSRs down

Feels redundant to go
through all the informa-
tion that has already
been aggregated by
MSCs & VSRs

Quality review
development is time
& energy that could
go to rating issues

...reduce RVSRs time

spent reviewing claim
development work?

Non-BDD Claim

VBMS + CAPRI + CDW + BIRLS

‘g Frustrating and demoti-

vating when evidence is
missing or inaccurate
because Veterans wait
longer for benefits

Checking claim
development work
for quality errors is
unrecognized work
& fosters division
when there should
be partnership
among adjudicators

...introduce a team mindset
among those who process
disability claims?

...increase RVSRs' confidence
that the claims in their queues
are ready to rate?

Creates Trusted
Claimed Issue List

Feels organized

The more claimed
issues, the longer this
process takes

Lots of transferring
information among tools
to build trusted issue list

...design an issue list that is
reliable and eliminates
transferring information
between tools?

Consolidates
Claimed Issues
Rated Similarly

Clear in what issues
to research & rate

Requires experience &
medical knowledge to
know which issues are
rated the same or are

related medically

Must research newer
medical conditions not
included in the VASRD to
determine an analogous
issue for rating

...design a playful approach
to translating claimed
issues to make the task
more manageable?

Chronologizes Medical

Evidence Files

Time spent chronologizing
is not recognized in
production point system

Chronologizing files
is manual & cannot
be saved

Seeks Evidence
for Each Issue

VBMS + Word Doc

Extremely cumbersome
detective work especially
if the files are not digital
& searchable

Not all medical evidence
is created equal. RVSRs
constantly check if
evidence makes

sense & s ratable

Aggregates Issue
Evidence

Rewarding to find evidence ﬁ
of a claimed issue

Repeatedly searching e
the same keywords in

every file distracts from
evaluating the evidence

0 No tool supports this

crucial step, forcing
them to create custom
workarounds

Relies on Word Docs
or paper to see how
each issue has
evolved over time

Disconnect between
systems drives RVSRs to
develop solutions that keep
them organized and
simplify the data transfer

...integrate systems so that
reviewing documents in VBMS
is accessible when writing the
decision in VBMS-R?

Investigates Evidence
for Non-Ratable
Claimed Issues

Gratifying to make an
un-ratable claimed
issue a ratable issue

New RVSRs are hindered
by not anticipating
commonly claimed
issues for body parts
(e.g., left knee)

Repeats Last 4 Steps
for Every File &
Every Issue

Energized to get started

This is a daunting task
that requires continuous
focus, organization, and
mental energy.

The method of getting
information takes energy
away from understanding
and evaluating the

information

...make it fun to build the
service and medical histories
for each issue?
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Confirms Claimed
Issues Are Active

Determines Service
Connection

Word Doc + VASRD + M21-1

BDD claims are easier Easier to determine

because the claimant because it relies on
is Active Duty the most recent

medical evidence
Challenging with older

Veterans due to fewer
medical records from
their time in Service

Determines Highest, Writes the Populates Narrative Reviews Veteran's

e Transfers Work . . . . .
Justifiable, Level Narrative to Justify Box with Evidence Claim Letter For
To VBMS-R - -
Of Impact the Decision & Guiding Law Completeness
Word Doc + VBMS-R VBMS-R

Adding Value through

their Critical Thinki '

x Ut work long £ reeingccompls

Challenging, especially
for new Raters, because
it requires a deep know!-
edge of the VASRD

Lack of connection
between tool & the
VASRD slows Raters's
process of comparing
the evidence with the
disability levels

Automated features inhibit

RVSRs ownership of the
ultimate rating decision

Weighing evidence to
determine what rating
level they can justify to
maximize benefits for
the Veteran requires

focus & space to build
the logical argument

...support RVSRs' analysis and
weighing of evidence with the
law (VASRD)?

o

o

Calculators seem to

give the final answer but
only provide a suggested
rating. The final rating
decision rests with

the RVSR

Tedious (lots of
copying & pasting)

Frustrating when feeling
unsure about the output
of a calculator

New RVSRs feel unsure in
selecting and filling in the
correct calculators

This is when errors
are made that
lead to incorrect
rating decisions

.help RVSRs in preventing

errors in calculator selection
and data entry?

way is paying off

This is another way
to check themselves
as they type their
rationale for the
rating decision

...eliminate the need for
the word doc and design
a platform that supports
the actual writing of the
rating decision?

é VBMS-R provides a small

text box to write & review
the narrative

9 The required legal

language makes it harder
for Veterans to understand
the decision

Does my logic make sense?
Did I miss anything?

Serving Veterans is what
motivates RVSRs and the
narrative is their only
direct communication
with them

...encourage a personal
connection between RVSRs
and Veterans when sharing
the claim decision?

AGGREGATING EVIDENCE WHILE BUILDING CONTEXT DETERMINING THE RATING LEVEL FOR EACH ISSUE WRITING THE STORY & FINALIZING THE CLAIM

Records Points
Earned

Word Doc / Excel

Production points are per
issue rated. After completing
claim, RVSRs document the
exact number of issues rated

Returning to the strategy
& selecting the next claim

[ ]
@ Post-Veteran Service Representative (VSR)

AUTHORIZING CLAIM

Verifies Service

a Only allowed 30 minutes to
review per claim

(7

Last opportunity for
the VA to check the

claim before it goes
to the Veteran

...design for zero errors
getting to Veterans?

Checks Code Sheet
for Correct Codes &

Disability Percentages

VBMS

e Not trained to catch errors

Spending time to check the
same data for the 3rd time

Pushes "Finalize"

A
Generates Award Button

Proofreads Narrative

VBMS-A

ﬁ Rewarding to send
disability compensation
to Veterans

ﬁ Earns points per claim

Important to get
monetary compensation
right. No one wants the
Veteran to appeal in order
to get it right

...maximize Veteran's
confidence in their compen-
sation for each rated issue?

[
CLAIM COMPLETE

Claim sent for printing
& mailing to Veteran

[ 3 ]
o0 Authorization Quality Review Specialist (AQRS), Rating Quality Review Specialist (RQRS)

QUALITY REVIEW OF DEVELOPMENT*

Completes Quality

Checklist

Determines Quality
Rating for Claim

Confirms Veterans are

accurately compensated

Everyone loses when
an error is discovered
in this phase

VA is assessing the
quality of service
provided to Veterans

VBMS + VBMS-R + Salesforce

Earns points per claim

Rarely encourages RVSRs
for quality work, mostly
provides punitive feedback

a Isolated, not feeling

on the same team
with Adjudicators

Quality errors is a key

way Adjudicators learn.
However, all errors, even
system errors, are punitive

...expand definition of
quality and how it is
measured to include
Veteran centered metrics?

...incorporate non-punitive
quality reviews throughout
the process?

*3 Claims randomly selected for Quality
Review each month for each RVSR



