Date:

Department of | Memorandum

Veterans Affairs

QOctobor 5, 2012

rrom:  Under Secrétary for Benefits (20)

Subj:

Request Walver For VBA Challenge Session 2013-1 Training in FY 2013
(VAIQ #7285494) ‘

Thew:  Chief of Staiff

Tha:  Deputy Secretary

To

Secretary

1. In accordance with the VA Chiéf of Sfaff gwdance dated September 26, 2012, the
Veterans Benefits Administration requests yotir approva[ of g walver to conduct
cenfralized, fa¢e-to-face Challenge trammg classes ifi Ottober — December 2012. The
Challenge traihing sesston wa!i cost ifvexcess of the maximum allowable expense of .

$500,000,

2. Purpose: Challenge training Is a critical slement of providing employeés the skill
sets necessary fo achieve the standards of delivering compensation benefits to
Veterans, Challenge training accelerates by six months the achievement of jourhey-
level status of Challenge graduates. [t is a key initiative In the transformation of VBA
and a critical component in achlevmg our transformation goals for improved service
delivery. The Challenge progiam is a natlonal technical training cluriculum that
provides new Vetorans Service Canter employees with the skills they need to function
effactively in thelr positions as Veterans Servicé' Representatives (VSRs) or Rating
Veterans Service Representatives (RVGRs). Challenge providas hands-on fraining
with computer applications and advances the new employess through progressively
more challenging practice claims, All new employees handle practice claims and
actual "live” claims just as they will when they refurn to their home stations.

3 Goals and Objectives: Upon the concluslon of the resident portion of Challenge
fraining: '

o Newly hired Veterans Service Representatives will develop 1.5 cases per
day at 94% accuracy, or will promulgate 3.0 cases per day at 94% accuracy;

o - Newly hired Rating Veterans Sarvice Representatives will demonstrate
mastery by rating at least one simple (one-to-two issue) claim per day at
90% accuracy;

o Employees serving as lnstructors gaih valuable teaching and mentoring

- expetience that improves training within reglonal offices, and ralses the
' standard of excellence among joumey-level employess.
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4, Justification
a. Challenge training accelerates proficiency in new employees.

(1) Challenge training Is a proven program designed to establish in aight
weeks employee skill levels that previously fook six to eight months to achieve. On
completion of Challenge training, employees complete 150 percent more claims per
day in their first six months, with a 30 percent Increase in accuracy, when compared to
early student performance under the previous program. These curricula were
instituted in July 2011 and evaluated for student success durlng the ensuing five

sessions.

(2) VBA has reviewed and plloted the use of technology for one Challenge
cuniculum {Post-Determination VSR) In FY 2012, The training proved to be
ineffective, and VBA continues to assess how technology can be applied to future
sessions of Challenge to assure students achieve tho training goals and objectives.
During Challenge 20:13-1, VBA wilf initiate a new pilot that delivers prerequisite training
and knowledge-based, lecture-orlented lessons using technotogy for virtual delivery.
The pilot will involve approximately 22 newly hired Rating Veterans Service
Representatives. If assessments of student knowledge and evaluation of the training
method prove effective, the students will attend four weeks of resident tralning. The.
quantity'and accuracy of their work during tralning will be compared to the results of
the centfralized training model to determine If a partially virtual training solution is

feasible in FY 2013,

(3) VBA normally conducts this training In a centrallzed model. Challenge
2043-1 is proposed In a distributed model 10 fncrease training capacity and gonstrain
costs while preserving the emphasis on building proficiency. ' .

b. Face-to-face Challenge training is required for effective student and
instructor interaction.

(1) Challenge training emphasizes evaluation of student jearning through
pre- and post-tests, introdugtory skill practices using mock cases; closaly supervised,
actual work using live cases; and Immediate toedback from experienced instructors.
Challenge training has achioved dramatic results due to the adult learning principles
puilt into the fraining methods. Challenge tralning huilds teamwork among leaimers
and instructors, and enhances standardization across the 56 reglonal offices.

(2) Students from geographically dispersed regional offices benefit from
direct, face-to-face interaction as they learn, because the students are seeking the
same skill sets and enter training at similar skill levels. Addltionaily, the students
benefit from direct, face-to-face interaction with their instructors, who also halil from
different regional offices. Student questions frequently spark discussion that reinforces
learning. Practical application with live cases s Integrated throughout the curricula.
During practical application, a separate instructor Is assigned to each team of five |
students so aach student can receive apprepriate mentotring and rapid response (o
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hisfher questions. This interaction supports development of fast, effective work habits
that students will carry hack to their regional offices. The students’ worl is reviewed
and feedback Is provided by nationally standardized instructors immediately after
completion, so students become accustomed to having their work critiqued to agsure
accuracy. The clagsroom environment invites séminar discussion of particularly
difficult claims sa that all particupan’rs can learn from tha cases, ‘

(3). The personne] selected as instructors are highly expetienced, journey-
level employees who have been recommended by thelr regional office leaders and
prepared with standardized training provided by Compensation Service. The
instructors at a tralning site are usually from multiple regional offices. In the face-to-
face Challenga training environment, the instructors gain substantial practice In
teaching difficult topics and guiding the work effort of others. Th?]l direct interaction
with Instryctors frorn other regional offices improves standardlzation, prowdes a grass-
roots oppertunity to collaborate on complex isstes and to learn techniques they might
otherwiss never learn. The Instructors’ face-to-face inferaction with the students ,
benefits their regional offices because the instructors carry their skills back to their
home statlons, where they can be used fo continue the training of other employees.
Their face-to-face interaction with other instructors further benefits VBA by improving

consistency across regional offices.

Face~to-face ChaHenge tralning Is required to achieve the interaction described above,
and because it is proven to achieve the desired performance results.

" 5. Buslhess Case Analysis

a. Challenge costs are effectively constrained.

(1) VBA conducted an analysis of the student population, and the avatlabflity
and suitability of training facilities. VBA has successfully implemented Challenge
training at satelilte locatlons in the past, while assuring standardization of training
because we fravel nationally standardized Instructors to the satellite locations, and
provide close oversight by Compensation Semce course.managers. The anatysm
revealed:

o The student population for Challenge 2013-1 is spread across 41
reglonal offices, The student population requires training In one of
three curricula.

o There were seven regional offices with re!ative[y farge student
populations. N

(2) Our analysis of suitable and available training facilities revealed that non-
trave! costs can be significantly constrained by using the seven available and suitable
government facilities as training sltes (Veterans Benefits Academy and classrooms at
six regionat offices). Use of existing-govetnment facilifies, rather than commercial
training facilities, leverages sunl costs of existing facilittes. The classrooms are
outfitied with suitable classroom equipment including computers connected to the VBA
network and already loaded with relevant computer applications. Our analysls of the
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student population revealed that travel costs can be constrained by synchronizing
training sites with high regional office populations of students awalting training. In
several regional offices, high student population coincided with available clagsrooms.
Our plan is, to the maximum extent possibls, to assign students from those six
locations fo attend Chailenge training in their regional office classrooms to avoid " -
student travel costs. initlal planning has 143 students attending Challenge training at
their own reglonal offices without travel costs, and an additional 20 students
participatlng in a virtua! trainitig pilot, resuiting in approximately $943,000 savings in
fravel costs. o ' : ' o o
{3) Some of the classrooms at those six satellite locations have additlonal
capacity. Ourplan s ta fill those classrooms by assigning students from other regional
offices in the same geographical area. Cutrently, 63 studenits will travel to satellite
locations to attend Challenge training. This method genetales no significant travel
savings, but does leverage the sunk costs of established classrodims while keeping
students closer fo home. ‘ ‘ . : T

~ (4)Beyond the capagity of the six satallite training locations, our plan assigns ,
all remaining students (309 students) to two increments of clagses at the Veterans
Senefits Academy in Baltimore, MD. The Academy is our premier Challenge trainihg
location because of the benefits of scale and the experienced support infrastructure at
the Academiy. Approximately 200 Chaflenge students can be accommodated-
simultaneously, and instructor standardization oversight can be accomplished across
multiple classrooms by & single course manager for each curriculun. Using the
Academy leverages the sunk costs of our established training facility.

h. Challenge training provides substantial return on the investment.

(1Y The productivity of & Challenge graduate in their first six months is 50%
higher when compared against graduates of the eartler training programs. Challenge
2013-4 will train 536 students. Conducting Challenge Training presents a Gost
avoidance opportunity. Assuming the fevel of performance described above, these
536 students will perform in their first six months at a rate equivalent to ~ 800 new
amployees (1.5 X 536), This productivity for 6 months represents an additional 134
non-Challenge trained employees. Using a cost factor of $73K per FTE (fuity
burdened), VBA would be faced with & cast of ~ $9.8M to hire 134 FTE. :

(2) As indicated in paragraph 4, other verslons of this training - Including
shorter, in-person classes and a piloted, web-based class — have not proven {o
sffectively meet the training goals and objectives based on measured production and
accuracy resuits. Face-to-face Challenge training provides substantial return on the

investment,

The clistr‘tbutéd model! for face-to-face training in Challenge 20131 effectively
constrains costs and provides substantial return on the investment.
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October 9 - Pecempe
2012

6. The proposed dates and locations for the FY 2013 Challenge traiﬁir{g sessions ate:

Veterans Benefits Academy, Baltimore; San Diego
Philadelphla-RO; Seattle RO; Winston-Salem RO; Muskogee
RO; 8t Louis RO . -

The Challenge 2013-1 trafning sesslon will ocour simultaneously at multiple sites with:

o 639 participants

o 536 students, 89 instructors, 7 course managers, 7 claims support staff
o 476 participants will travel (373 students and 108 instrucfors/support staffy

o 309 siudents will fravel to Veterans Benefits Academy for training

o 84 students.will travel to San Diago RO or Winston-Salem RO for training
o 163 students will not travel (143 training at home station; 20 virtual students)

7. VBA Is using only government faciiities and support staff for this event. Expected
costs are for student, instructor, and support staff travel, and for clagsroom supplies.
Hotal costs Include only lodging ratas, and will be equal fo or less than tho GSA rate for
the cities where training will oceur, The preponderance of travellng participants will -
train in Baltimore where a waiver of hotel taxes has been ostablished. Estimated
airfares, local transportation costs and supplies are included in the estimate. No
“ago” or SWAG itetris will be purchased. .

Total Cost Breakdown for Avera o Cost per Participant students/Instiuctors/Support
Non-ravel Avg, Cost per

Trainess Igssttmt%';? Travel Cost Cost | Total Cost | Parficlpant for

& SUpp Supplies 639 Participants

S| 5% | gaaeam | soodom | $3202M | 95010

Total Cost Breakdown for Student Cost per Day
: Avg, Cost

Challenge Estimated - . Fstimated
EBstimated | Estimated Estimated Supply - per Student

20131 . _ Local . _
Total Cost Lg?)%itr;g g‘ggiﬁs Transportation |- %g:{: Costs per Day
Gosts_ ) 536 Students
£3.2020M $1.391M _$1 .392M $0.168M $0.221M $0.040M $216.48

8. Both the VA Hosted or Co-Hosted Conference Proposed Checklist for
Conference Cerilfying Officials and Department of Veterans Affairs Hosted or Co-
Hosted Conference Retjuest Guidance were used in the planning of this event. The
Administration Conference Certifying Official (CCO) has reviewaed and signed off on
the attachéd Conference Cerfification Form prior to my signature below.
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9. Tam ava;iab]e at (202) 464-9300 should you wish to further chscuss this proposed
Chailenge trainmg event. ‘

“Allison A. Hickey

Recommen@] Disapprove

/@j@ /f;?_« |

Date -

Zhief o% Staff
Recommend @/ Dlsapprove
4//@%/ i)

W. ScotyGould Date’
Deputy Secret{ ' '

" pTcJ—\r‘é%lsap rove y

e W;éﬁ 4@/@'/@2@@#

Eﬁer Shlnsekl \, Date
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Dopartmentof  Memorandum

Veterans Affairs

Date: @ctcber 23 2012 _ | ‘
Froim’ ASSlstant Secretary for Office of Operat;cns Secunty, and Preparedness (007)

Subj:
To:
Thru:

. rely on physmafskllis of great im

Deputy Sécretary {001 )

Reguest Walver for VA Baslo Police ©fficér Eourss (VAIQ#?ZQ?QSS)
Secretary (00)
Chief of Staff (00A)

1, In accordance with the VA Ghlef of Staff guidance dated September 28, 2012, the Velerans
Affairs Law Eiforcement Traming Center (LETC), fetuests your ap" roval of 3 Waiver to éondiet
the VA Basic Police Officer Colirse (BF’OO) Class Number 1301, in- -residehcs Octcfoer =
December 201 2. The \[A BPOC wﬂE gost in éxcess of the maxlmum allowahlé expense of

$Scc ccc 00,

2. Purpose: The VA BPOC trammg Is eritical'ts: preparmg newly hired: pohce offlcers to serve at
our medical cénters nationwide. VA police officers are expected to prowde professmna! law
enforcemient services in a VA healthcare environment. The VA LETC s the onm '

provider-for that typg of spacialized law-enforcement trajning. The VA BPOE mclud ‘dynamlc
intense, s¢enatio and role play based trammg which. musf he dglwered facerto-fa Subjects
inclyde small arris tralning and quaﬂﬂcag[cn defehswe tacties, ground’ defénse, expan

straight baton, shemical weapon { -nda iyiiad of other subj

teash officers how o use I communicatioris skills to
escalate violent situations. Maréover, the VA LETC is Highly regarded as it received Federal Law
Enforcement accreq" tation in | vember- 2011 from the Federal Law Enforcement Tra;ning
Actieditation board (FLETA) LET'C was praiSed by FLETA for an, intensé behavioral curricuium.

Polics officeis receive whieh t

3 . Goals and Oblectwes Upoir giaduation from the VA BP@O newly aiss gned police officers

wilk

a, Have completed cértification requiféments fo be’ ‘appoinfed and serve as a VA -
Palice Officer in accordance with Federal law, Title 38, Section 902 :

B, Respond {6 and comrol Various gallg er ser\nce such a5, active shoofer,

workplace v;o!ence dlsturbances, customer serv;eefasslstance efe.

4, Justification:

ccmplex skills requlrecl asa polrce officer, ,

(1) VA Police Offtcers are reqwred by Title 38, U.8,C., Section 802, to-receive
ofealmg int situations mvo[vmg patients.




5. Busitiess Case Ansiysts’

a

:fa;,oi'ed to the dn:due”: ebds of law enforcement

and other training as presonbed by SECVA The VA LETC is the authorized prowder of
this speolalfzed training. wl TL ]ﬂ

..............

2) The 320 hour (8 week) BPOC prowdésa ; fpohce officers with specialized training
in fetleral laiw enforcement and prepares them:the: ab1l|ty to deal with Veterans inflicted by
TB!, PTSD, suicidal/homicidal ideatzons, and other critical ¢hisis intervention and verbal
de-esoalation skills and techniques unidue to a healthcare ehvironment.

(3) Weapons and physical skills training and cértification cannot-be délivered through
any other methog. Weepon and’ physical, ski!ie training incliide bt are not limited to;
fifearnds, straight baf . OC spiay, Ground Defense ard Recovery, Defengive Tactics,

and Graded Practical (Scenar’ fo Baged) Exercises.

Face to face trammg at the LETC enemes quahty trammg by oertiﬂed

(1) The LETC Behavioral Sciénces gurriculs wag developed in Gohgert with leadmg
VA experts ih TBI, PTSD and dealing with sufcidal/homicidal veterans,

@)  VALETE Enstruotors undergo a fermal Instrictor develgpivient course: for mltaa!
and reourreng certification, - ) .

@B VA LETE iistruotors r_e_gule_rly attend teohmce] and professional enhancement

training as part of thelr annual Individyal Development Plan, This training | is $pécific to
the skllie and ac{vanoed knowledge reqwred of our specialties in a healthcare

ehv&ronmenf """

VA BPGC costs are effectively constramed

The VALETG Is4 Frenchlse Fund Efiterprise Genter- which is comniissioned-to
C fal ousfomere No other fe ral traamng center has a program

{2) The tiiition for the BPOC includes ali eals.and Iodgmg The LETG contracts
méals with vendors and houges BPOC students on~statton at a 45% raduction &s
compared to looal Iodgmg and pér-diern retee Spemf[cauy, our lodging and meal cost
4,539 forr 56 ntghfs At local GSA iates the per-student ¢ost waould be

) -Our fac;hty is located on the grounde af the Gentral Arkansae Veter_ans Heathoare
System (CAVHS) and we have afi agreem it with CAVHS at a cost of $6,68 persquare
foot versus the average GSA space leage- of $1 6.0010 $30. 00 pef-square foot, annually.
This results In an approxifmate annual:savings of over $1 4M annually.

VA BPOC providés substadntial retuiit on the investment.

) All VA Police Officers must sticcsssfully cohipléte the BPOC before receiving
their badge and crédentlals of being certified / authiorized to perform: any law
enforgement dulies. The knowledge skills and abllities of a VA BPOC graduate dre
sighificaitly Increased when compared againsta newly hired Police-Officef who has not
attended the course. A néwly hired.and unfrained pofice officer in the GS 083 job series
costs VHA tens of thousands of dollars in overtime (OT), salaries and benefits, as the
department cannot use the yntrained officer {6 profect VA persons and properties,.or




perform any type of law enforcement duties until they successfully complete BPOC. The
high quality, specialized training VA BIPOC graduates receive allows them to provide
professional law enforcement and security services to protect and support the Veterans,
staff, visitors, and infrastructures on Department of Veterans Affairs’ property.

(2) As indicated in paragraph 4, face to face, performarice based skills training Is
necessary for the complex skills required as a police officer. The VA BPOC training
provides a unique, cost effective, and substantial return on the investment,

¢. Impact on VHA & LETC if classes are not held.

(1} As a Franchise Fund Enterprise Center, the LETC receives no appropriated budget
and rely on our training services and administrative product lines to meet expenses.

(2) VHA would not be able to ensure a safe and secure environment for veterans,
employees, contractors, and visitors at VHA healthcare facilities.

{3) If we are unable fo continue to provide these services, we face the possibility of
having to: (a) Discontinug sending insfructors to certlfication or other professional
etthancement training. (b) Cancel efforts to attain/maintain FLETA accreditation for
programs or academy. (This effort requires travel funds to support required processes)
(¢} Initiate a Reduction in Force (RIF), if uhable to meet salary obligations. (d) Potential
of violating support contracts required to provide services and maintain facilities.

" B. The proposed dates and iocatfo.n\for VA BPOC Class Number 1301 is:

No. Date Location of Training
1 October 29, 2012 VA Law Enforcement Tralning Center
to 2200 Fort Roots Dr. ,
December 21, 2012 North Little Rock, AR 72114

The VA BPOG Class Number 1301 will have:
s 77 participants
o 60 students and
o 14 instructors, 2 OSLE employees and 'E SES to Graduaie Class = 17

Totat Cost = $751,500

7. All are VA employees and all fraining is conducted on government property.
Total Cost Breakdown for Average Cost per Participant (Students/Instructors/Suppert)

VA BPOC Students Instructors & Estimated Non-Traval Tuition Avg. Cost
Class # . Support Travel Cost Cost (Supply {Includes ail per Student
1301 {all costs costs are mealsfodging/staff | 60 =
capfured n captured in safarles/faciities Students
tuition) tuition) and ground plus 3
14+3 transportation) O8iE
(3 OS8LE employees
employees
traveling)
$1500 per
60 17 ent- $300 $1 0@50 $12,450 y /
: %"“. T —— f}’#‘zp
Total Cost Breakdown for Student Cost per day (All Costs are Capiured in Tuition) 2
VA BPOC Estiniated Esfimated Meal Esfimated Overhead Estimated Avg. Cost | p?
Class # Lodging Costs Costs Local Costs Supply Costs | per Student %/
1301 Transportatlon (includes all per day for
Costs LETC operaling 80 Students
N expenses)
60 $51.00 $292.40 $1.20 $108.50 $5.44 $195.54
Students :




8. Boit the VA Hosted of Go-Hosted Conferenge Proposed Checklist for Gonferenos Cerifying

Officials and Department of Veferans Affairs Hosted or Co-osted Conference Request
Guildance wete ussd In the plarining of this training evéiit. Trie Administiation Conference
Certiiying Official (GCO) has reviewed and signed off on th aitached Gonference Cerlfication
Forrir prior to my sigriature below. -

o, [ am avalabls at (202) 4614889 should you wish 16 furtfier eisouss this proposed training
event | | |

7 1/ 14/3 5://3"’

W.Seol fiaild Z T bde
Deputy Secretary ~

N TS .
é,'édretary ' \




Department of - Memorandum

Veterans Affairs

Date: November 30, 2012

From: A;ssistant Secretary for Office of Operations‘, Security, and Preparedness (OSP) (00?’)

Subj:
To:

Thry;

Request Waiver for VA Basic Police Officer Course (VA!Q#?BO??OQ)

Secretary (00) -

Chlef of Staff (00A)
Deputy Secretary (001)

1, In accardance with existing VA policies and guidelines, and all applicable statutes and
regulations, OSP, requests your approval of a walver to conduct the VA Basic Police Offfcer
Course (BPOC) Class Number 1302, in-residence January - March 2013. The VA BPOC will
cost in excess of the maximum allowable expense of $500,000.00. _

2. Purpose: The VA BPOC training Is critical to prepating newly hired police officers to serve at
our medical centers nationwide, VA police officers are expected to provide professional law
enforcement services in a VA health care environment. The VA Law Enforcement Training
Center (LETC) Is the only Federal provider for that type of specialized law enforcement training.
The VA BPOC includés dynamic, intense, scenario and role play-based training which must be
delivered face-to-face. Subjects Include smali arms training and qualification, defensive tactics,
ground defense, expandable stralght baton, chemical weapon (Oleo Capsicum Reésin) and a

myriad of other subjects which rely on physical skills. Of great importance Is the 40 hours of
behavioral sclence fraining VA police officers receive which teach officers how {o use verbal ©
communications skilis to de-sscalate violent situations. Moreover, the VA LETC is highly
regarded as It received Federal Law Enforcement accreditation in November 2011 from the
Federal Law Enforcement Training Accreditation board (FLETA). LETC was praised by FLETA

for lts intense bshavioral c_urriculum.

.3, Goals and Oblectives:; Upon graduation from the VA BPOC newly assigned police officers
will:

a. Have completed certification requirements to be appointed and serve as a VA
police officer in accordance with Federal law, Title 38, U.S.C., Section 902,

h. Respond to and control varlous calls for service such as, actlve shooter,
workplace violence, disturbances, customer service/assistance, ete.

4, Justification;

a, Face-to-face, performance based skills fraining is necessary for the
complex skills required as a police officer. :

(1) VA police officers are required by Title 38, US.C,, Section 902, to receive
specialized training with particular emphasis on dealing in situations involving patfents




and other training as prescribed by the Secretary. The VA LETC is the authorized

provider of this specialized training.

(2) The 320-hour (8 week) BPQC provides VA police officers with specialized training In
Federal law enforcement and prepares them with the ability to deal with Veterans
inflicied by traumatic brain injury (TBI), Post-traunatic Stress Disorder (PTS),
sulcidalomicidal ideations, and other critical crisis intervention.and verbal de-escalation

skills and techniques unique to a health care environment.
be delivered through

t are not limited to:
defensive tactics, and

(3) Weapons and physical skills fraining and certification cannot
any other method. Weapon and physjcal skills training include bu
firearms, straight baton, OC spray, ground defense and recovery,
graded practical (scenario-baset) exercises. '

h. Face-to-face training at the L ETC ensures quality training by certified
instructors, who deliver material developed by subject matter experts.

(1) The LETC behavioral sciences curricula was developed in concert with leading VA

experts in TBI, PTSD and dealing with sulcldal/homicidal Veterans.

uctor development course for initial and .

v

{(2) VA LETC instructors undergo a formal nstr

recurring certification.
(3) VA LETC instructors regularly attend technical and professional enhancement
training as part of their annual individual development ptan. “This training is speciflc 1o

the skills and advanced knovledge required of our speclalties in a health care
environtnent. '

"5 Business Case Analysis:

a. VA BPOGC costs are effectively gonstrained.

(1) The VALETCis a franchise fund enterprise center which is commissioned ta provide
ing center has a program tailored

seivices to Federal customers. No other Federal traini
to the Unique needs of law enforcement in a health care environment. .

(2) The tuition for the BPOC Includes all meals and lodging. The LETG coniracts meals
with vendots and houses BPOG students on-station, at a 45 percent reduction as
compared to local lodging and per-diem rates. Specifically, our lodging and meal cost
per-student is $4,539 for 56 nights. At local GGA rates the per-student cost would be

$8,171. The overall savings (s $217,920.00 per class.

(3) Qur facility is jocated on the grounds of the Gentral Arkansas Veterans Healthcare

System (CAVHS) and we have an agreement with CAVHS af a cost of $6.68 per square

foot versus the average GSA-space lease of $16.00 to $30.00 per square foot, annually.
- This results in an approximate annual savings of over $1.4M annually. .

b, VABPOC provides substantial return on the investment,

cors must successfully complete the BPOC before receiving their

(1} All VA police offl
orized to perfarm any law enforcement

badge and credentials or being certified/auth
duties. The knowledge, skills and abilitles of a VA BPOC graduate are significantly

increased when compared agalnst a newly hired pollce officer who has not attended the
course. A newly hired and untrained nolice officer in the GS 083 job series costs VHA
tens of thousands of dollars in ovettime, salaries and benefits, as the department cannot
(se the unirained officer to protect VA persons and properties, o perform any type of law




uccessfully complete BPOC, The high quality, perform

any type of specialized training VA BPOC graduates recelve, allows them to provide
professional law enforcement and security services to protect and support the Veterans,

staff, visitors, and infrastructures on VA property,

enforcemént duties until they 8

(2) As indicated In paragraph 4, face-to-face, performance-based skills training is
necassary for the complex skills required as a police officer. The VA BPOC fraining
provides a unlgue, cost effective, and substaniial return on the investment.

c. Impact on VHA & LETG if classes are not held.

(1) Asa ffanchise fund enterprise center, the LETC receives no appm;ﬁriated budaet
and rely on our training services and adminlstrative product lines to meet expenses.

(2) VHA would not be able to ensure a safe and secure anvironment for Véterans,
employees, contractors, and visitors at VHA health care facilities.

nable to continue to provide these services, we face the possibility of
Discontinue sending instructors ta. certification of other professional
ancel efforts to attainfmaintain FLETA accreditation for

ort requires travel funds to support required processes),
if unable to meet salary obligations; and (d) Potential of
uired to provide services and maintain facilities.

(3) fwe areu
having to: (2)
enhancement training; (b) C
programs or academy (This eff
(¢) Initiate a reduction in foree,
violating support contracts req

6. The proposed dates arid location for VA BPOC Class Number 1302 is!

No., Date Location of Training
1 January 7, 2013 VA Law Enforcement Jraining Center
to 2200 Fort Roots Dr,
March 1, 2013 North Little Rock, AR 72114

The VA BPOG Class Number 1302 will have:
« 77 participants
o 60 students and :
o 4 instructors, 2 OSLE employees and 1 SES to Graduate Class = 17

Total Cost = $751,500

7. All are VA employees and all training is conducted on government property,
t per participant (studentsﬁnstructorslsggport)

Total cost breakdown for average cos
VA BPOG Students Instructors & Estimated Non-Travel Tuitlon Avg. Cost:
Class # Support Trave! Gost _ | Cost (Supply (includes all per Student
1302 {all costs costs are mealsflodging/staff 80 =
captured In caplured In salariesfacililes Students
{uition) ) fuition) and ground plus 3
14+ 3 transportation) OSLE
(3 OSLE . employees
employees
traveling} :
$1,500 per
60 17 student $300 $10,960 $12,450
Total Cost Breakdown for Student Gost per day {All costs are captured In fuition) .
VA BPOC Estimated Estimated Meal Fetimated Overhead - Esfimated Avg. Gost
Class# Lodging Costs Cosis . Locat Costs Supply Costs | per Siudent
1302 Trangportation {includes all per day for
Costs LETC operating 60 Studentis
. expenses)
60 $51.00 - $29.40 $1.20 $108.50 . $5.44 $195.54
Studenis




8. Both the VA Hosted or Co-Hosted Conference Proposed Checklist for Gonference Certifying
Officials and Department of Veterans Affairs Hosted or Co-hosted Conference Request
Guidance were used in the planning of this training event. The Administration Gonference
Certifying Official (CCO) has reviewed and sighed off on the attached Conference Certification

Form prior to my signature below.
9, | am available at (202) 461-4939 should you wish fo further discuss this proposed fraining -
evernt . :

MAJ@"M

Jose D. Riojas

Attachments; 9 (binder)

Racommend_Approve isapprove
s 2
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n R, Gingrich Dafe
Chief of Staff
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s 2 S22/ ) Lo
Date

W. Scoft Godid
Deputy Secretary

Secretary
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3.

Memorandum

Department of
Veterans Affairs

Under Secretary for Beneflts (20)
Request Waiver for VBA Challenge Session 2013-2 Training in FY 2013

(VAIQ # 7310883)
Chief of Staff

Deputy Secrefary

Secretary

in accordance with the existing Department of Veterans Affairs Conference policies
d guidelines, and all applicable statutes and regulafions, the Veterans Benefils
oval of a walver to implement centralized, face-fo-
January ~ March 2018, The Challenge training
e maximum allowable expense of $500,000.

a critical element of providing employees the skill
dards of dellvering compensation benefits o
lerates by six months the achigvement of journey-
It is & key initlative in the transformation of VBA
nent in achieving cur transformation goals for improvad service
\ational technical training curricuium that

e Center employees with the skills they need to functlon
s Veterans Service Representafives (V8Rs) or Rating
tatives (RVSRs), Challenge provides hands-on fraining
vanhces the new employees through progressively
All new employees handle practice clalms and

i they retuin to their home stations.

Purpose: Challenge fraining is

(oals and Objectives: Upon the conctusten of the resident portion of Challenge

training:

o Newly hired Veterans Service Representatives will develop 1.5 cases per
day at 94% accuracy, of will promulgate 3.0 cases per day at 94% accuracy;
» Newly hired Rating Veterans Service Representatives will demonstrate
mastery by rating at least one simple (ons-to-two fssue) claim per day at
~ B0% accuracy,
s Employees sotving as nstructors gain valuable teaching and mentoring
axperience that improves training within regional offices, and raises the
standard of excellence among journey-level employaes, ’




4, Jgstifﬁcatioti

a. Challenge fraining #ccelerates proficiency in new smployees.

{1) Challenge training is & proven program designed to establish in eight
weaks employee skill levels that previcusly took six to eight months to achieve. On
completion of Challenge training, employees complete 150 percent mote claims per
day In their fiest six months, with & 30 percent Increase in accuracy, when compared fo
early student perforrmance under the previous program. Thase currlcula were
Instituted in July 2011 and avaluated for student success during the ensuing five

sassions.

 (2) VBA has reviewed and plioted the use of fechnology for one Challenge
curricuium (Post-Rotetmination VSR) in FY 2012. The training proved to be .
ineffective, and VBA continues to assess how technology can be applied to future
sessions of Challenge to assure siudents achieve the training goals and objectives.
During first quarter of FY 2013, VBA inltiated a new pilot to deliver prerequisite training
and knowledge-based, lecture-oriented lessons using technology for virual delivery for
18 newly hired Rating Veterans Service Representatives. These stiidents are
scheduled to attend four weeks of resident fraining beglnning January 2013, The
quantity and accuracy of their work during tralning will be compared to the results of
the centralized training model to determine if a partially virtual tralning solutfon Is

feasible in FY 2013.

(3) VBA normally conducts this training in a ceniralized model. Challenge
2013-2 is proposed in a distributed maodét fo increase training capacity and constrain

costs while preserving the emphasis on building proficiency.

h. Fage-fo-face Challenge training Is required for effective student and
instructor interaction. L : ‘

(1) Challenge training emphasizes mvaluation of student lsaring through
pre- and postdests; infroductory skill practices using mock cases; closely supervised,
actual work using live cases; and immediate feedback from experienced insfrustors.
Challenge training has achieved dramatic results due to the adult learning principles
- built into the training methods. Challenge training builds teamwork among leamers
and instructors, and enhancas standardization across the 86 regionai offices.

(23 Students from geographically dispersed regional offices benefit from
direct, face-to-face interaction as they learn, becauss the students are seeking the
same skill sete and enter fraining at similar skill levels. Additionally, the students
behafit from direct, face-to-face interaction with thelr Instructors, wha also hail from
different regional offices, Student questions frequently spark discussion that reinforces
learning. Practical application with live gases is integrated throughout the curricuta.
During practical application, a separate instructor is asslgned to each team of five
students so each student can receive appropriate mentoring and rapid response to




histher questions. This interaction supports development of fast, offective work habits
that sfudenta will carry back to their regional offices. The students’ work is reviewed
and feedback Is provided by nationally standardized instructors immediately affer
completion, so students become aceustomed to having their wark crifiqued to assure
acoutacy. The classraom snvironment invites seminar discussion of particularly
difflcutt claims so that ail patticipants can leagn from the cases. .

_ (3} The personhel salected as instructors are highly experienced, Journay-
level employees who have been recormmended by thelr reglonal office leaders and
prepared with standardized training provided by Compensation Service. The

instructors at a training site are usually from mutiple regional offices, in the face-{o-

face Challenge training environment, the instructors gain substantial practice ity

teaching difficult toples and guiding the wortk effort of others. Their direct interaction

with Instructors from other regional offlces improvas standatdization, provides & grags-

roots opportunity fo coltaborate on complex issues and to feamn technigues they might
otherwise never learn, The Insttuctors’ face-fo-face interaction with the students

benefits thelr reglonal offices because the instrlictors carty thair skills back to thelr

home stations, where they can be used to continue the training of other gffiplovees.
Thelr face-to-face interaction with other instructors further beneflts VBA by improving

consistency across tegional offices,

Faca-o-face Challenge training Is required to achieve the interaction described above,
and because it Is proven to achleve the deslired performance results.

5. Business Case Analysis

a. Challenge costs are effectively constrained.

(1) VBA conducted an analysis of the student population, and the availability
and suitabllity of fraining facfliles. VBA has sucoessiully implemented Challenge-
training at satellite locations in the past, while assuring standardization of training
because we travel nationally standardized instructors to the sateilite locations, and
provide close oversight by Compensation Service course managers. The analysia
revealed: - ‘ :

o The student popuiation for Challenge 2013-2 is spread across 36
" regional offices. The student poputation requires training in ohe of two

curricula.
» There were six regional offices with relatively large student

populations,

suitable and available fraining facilities revealed that non-

travel costs can be significantly constrained by ysing six available and suitable
government facilities as training sites (Veterans Benefits Academy and classrooms at
five regional offices). Use of existing government facilities, rather than commercial
training facilities, leverages sunk costs of existing faciliiies. The classrooms are
outfitted with suitable classroom equipment including computers connected to the VBA
network and already loaded wiih relevant computer applications. Our analysis of the

(2) Our analysis of




_student poputation revealed that trave! costs can be constrained by synchronizing
training sites with high reglonal office populations of students awaiting training.
sevetal regional offices, high student population soincided with avallable classrooms.
Our plan is, to the maximum extent possible, to assign students from those five
1ocations to attend Challenge training in thelr regional office classrooms to avoid
student travel costs, Initfal planning has 52 students attending Challenge training at

. ocal offices without travel costs resulting in approximately $689,000 savings i travel

cosis.

3) Some of the classrooms at those five satellite locations have additional
capacity. Our planisto fili those classrooms by assigring studants from other regional
offices in the same geographical area. Currently, 122 students wili travel to sateliite
locations {o attend Challenge training. This method generates no significant travel
savings, but does leverage the sunk costs of astablished classrooims whila keeping

students cloger to home.

(4) Beyond the capaclty of the five satellite training locations, our pian
assigns all remalning students (189 students) to two increments of classes at the
Veterans Benefits Academy in Baltimore, MD. The Academy is our premier Chalenge
training location because of the benefits of scale and tho experienced stipport
infrastructure at the Academy. Approximately 200 Challenge students can be
accommodated simultaneously, and instructor standardization averslght can be
accompiished across multiple classrooms by & single course manager for each
curriculum. Using the Academy leverages the sunk costs of our established fraining

facllity.

n. Ghallenge training provides subgtantial return on the investiment.

(1) The productivity of a Challenge graduate in thelr first six months is 50%
higher when compared against graduates of the sarlier training programs. Challenge
2013-2 will train 373 students. Conducting Challenge Training presents a cost
avoldanoe opporiunily. Assuming the leve! of performancs described ahove, these
373 students will perform in their first six months at a rate equivadent to ~ 580 new
employees (1.5 x 373). This productivity for 6 months represents an additional 83 hon-
Challenge trained employees. Using a cost factor of $73K per ETE (fully burdened),
VBA would be faced with a cost of ~ $6.8M to hire 23 FTE.

(2) As indicated in paragraph 4, other versions of this training - including
shorter, in-person classes and a piloted, web-based class ~ have not proven to
effectively meet the training goals and objectives based on measured production and
acouracy vesults. Face-to-face Challenge training provides substantial return on the .

investment.

The distributed model for face-to-face training in Challenge 2013-2 effectively
constraing costs and provides subsiantial return on the investment. g




t

llenge training sessions are:

9, 2013, -| Veterans Benefita Acadery, phia RO,
March 29, 2013 Seatfle RO; Louisville RO; San Diego RO

The Challenge 2013-2 training session will occuwr simultansously at nﬁuliip[e sitas with:

o 522 participanis

o 315 students, 184 Instructors, 14 course managers, 9 claims support staff

o 456 participants will travel (249 students and 207 instructorsfsupport staff)
o 19 participants will travel fo the Louiaville RQ, 287 partticipants will ravel
16 the VBA Training Academy in Baltimore, MD, 100 participanis will
~ travel to the San Diego RO, 32 participants will travel fo the Philadelphia
RO, and 18 participants will fravel to the Seattle RO for training
e 66 students will train at their home station andfor not requite fravel|
o 4 students from the Baltimore RO will train at the Veterans Benefits

Academy and do not require travel

7. VBA is using only government facilities and support staff for this event. Expected
costs e for student, instructor, and support staff travel, and for classroom supplies.
Hotsl costs include only lodging rates, and will be equial to or less than the GSA rats for
the cities where tralning will oscur. The preponderance of traveling participants will

train in Baltimore where a waiver of hotel taxes has baen established. Estimated
airfares, local trangportation costs and supplies are included in the estimate. No.

“logo” or swag items will be purchased.

Total Cost Breakdown for Avérggﬁé Cost per Pariicipant (Students/instructors/Support)
- instructors’ Non-travel Avg. Cost per
Trainees | & Supbort Travel Cost Cost Total Cost | Participant for
pp (Supplies) 522 Partivipanis
Chaflenge 315 207 $5.47M $0.044M | $5514M | $10,563.64
Total Cost Breakdown for Student Cost per Day -
Chailenge ; = Estimated Estimated Avg. Gost
2013-2 ELS é’??&ed Esg&rg;eéed Local, Eﬁ?;?d Supply per Student
Total Cost C O% tsg Costs Transportation Costs Costs " per Day
Costs _ 315 Students
$8.614M $3.471M $1.460M $0.200M $0.340M $0.044M $301.80




- 8. Boththe VA Hosted gr Co-Hosted Goifference Proposed Chegklistfor

Gonférence Gettifying Officials-and Départment of Veterans Affairs Hosted ar Go-

Hosted Conf squisst Guidante were fsdd In the plahning oihis svent, Thé-
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1. Confeiende Certification Form (appendix E) o

9. Sample Venus Cost Estimate, (appendix J, VA Form 10008a)
. 3, 8its GostGompaison Chart, (appendix K, VA Form 16008b)

4. Conference Request (appendix L, VA For 10008¢)
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Department of | o M em ora n du m

Veterans Affairs

Date: January 25, 2043

From: Assistant Secretary for -Office of Opérations, Becurity,

Subj:
To:
Thru:

and Préparedness (OSP) (007)

Request Walisr for VA Basio Poiics Oificor Gourse (VAIQH# 7319648 )

Sécretary (00)

Chief of Staff (00A)
Deputy Seeretary (001)

1. In agcardgnee with existing VA policies and guidelines, arid 3l applicable statutés and - -
regutations, OSP, requgsts your 4ppro /al of a walvei to: coriduct the VA Basic Police Offiger
Course (BPOC) Class Number 1305 tesience March 4, 2019 Apill 26, 2013, The VA
BPOG will cost in excess f the maximum allowable xpense of $500,000.00.

Rurpbse; The VA BPOC trainind iscritioal to préparing hewly hired police officers to-serve at

odical . VA police officers.are expected to provide professional law
nviroriment, The VA Law Enforeemént Training -

18 't'yggf of ;s'p"ejgiia}v!j;ed }aweg{ijféreemght training.

e play-based taining which must be

& training and qualification, defensive taatics,

ground defenss; expandable straight baton; cherigakweapon (Qleg: Capsioum Resin) and-a
myriad-of other subjects which rely on_physical sikills. Of gresf importance is the 48 hours of
béhavioral scienge training VA Police officers receive which tgach offfoers how to use verbal
communications skills 1o de-scalate violent situations. Morgaver; the VA LETC It highly
regirded as ftrecslved Federat Law Enforcerment agreditation In Noveraber 2011 from the
Federal Law Eriforcement Traifing ACCre ditation board (FLETA). LETE was praised by FLETA
for an-intensg behavioral eurrioufi . -

es; Upon gnaduaﬁon-fmm'the VA BPOG newly assighed police officers

3: Goals and Objectiv
wilk: '

a. Have completed certification tequirements to be appointed and sefve as a VA
police Officer in acc_:ordancfe'wiih Federal law, Title 38, U.S.C., Section 802,

b, Respond to and control various calls for service such as, active sﬁc‘)a_téf,
workplage iolende, disturbances, ‘customer servicelassistance; &t¢.

¢. The fraining includes demonstration/performarice taining objectives as well a8 lecture.

¢ The eventis heihg conducted on government property which-wiil efiminate the cost of

training space and reduce lodging costs.

'« Thefe aré 1o outside presenters; all training is-phovided by LETC faculty. B

o Thisis shictly a training event with no enfertainment, ete.




2. VAIQ 7319648

» No food or refreshments are being provided,

« There are no expenses for SWAG of any kind. This Is a training event, hot a conference.

e There are no non-VA employees attending this training.

o Actuyal total costs will be reported within 15 days of completion of the training éve_nt.

An after Action Report (AAR} will be provided after the-conclusion of the training
event.

4. Justification:

a. Facéto face, performance based skills training is necessary for the
complex skills requijred as a police officer.

(1) VA Police Officers are required by Title 38, U.8.C., Section 902, to receive

specialized training with particular émphasis on dealing in situations involving patients

and other tralning as prescribed by SECVA. The VA LETC is the authorized provider of
. this spécialized training. '

(2) The 320 hour (8 week) BPOC provides VA police officers with specialized training in

Federal law enforcement and prepares them with the ability to deal with Veterans

inflicted by traumatic brain injury (TBI), Post:traumatic Stress disorder (PTSD),

suicidal/homicidal ideations, and other critical crfsis Intervention and verbal de-escalation
. skills and techniques unique to a heaithcare environment,

(3) Weapons and physical skills training and certification cannot be delivered through
any other method. Weapon and physical skills training Include but are not limited to:
firearms, straight baton, OC spray, ground defense and recovery, defensive tactics, and
graded practical (scenario-based} exercises. ‘

h. Face to face training at the LETC ensures quality training by certified
instructors, who deliver material developed by subject matter axperts.

(1} The LETC Behavioréi Sciences curricula was developed in concert with leading VA
experts in TB), PTSD and dealing with suicidalfhomicidal veterans.”

(2) VA LETC instructors undergo a formal instructor development course for initiaf and
recurring certification.
(3} VALETC inétructors regularly attend technical and professional enhancement

training as part of their annual Individual Development Plan. This training is specific to
the skills and advanced knowledge required of our speciaities in a healthcare *

environment,

5. Business Case Anhalysis:

a. VA BPOC costs are effectively consirained.

(1) The VA LETC is a franchise fund enterptise center which is commissioned to provide
se;yices fte:- Federa_l cu_sjcomers. No other Federal training center has a program failored
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(2) The tuition for the BPOGC includes all meals and lodging. The LETC contracts meals
with venders and houses BPOC students on-station, at a 45 percent reduction as

compared to tocal lodging and per;diem rates. Specifically, our lodging and meal cost

per-student Is $4.539 for 56 nights. Atlocal GSA rates the per-student cost would be
48,171, The overall savings is $217,920.00 per class.

(3) Our facllity is located on the grounds of the Central Arkansas Veterans Heathcare
System (CAVHS} and we have an agreement wlth CAVHS at a cost of $6.68 per square
foot versus the average GSA space lease of $16.00 to $30.00 per square foot, annually.

Thie results in an approximate annual savings of over $1.4M annually.

VA BPOC provides substantial return on the investment.

(1) All VA Police Officers must successfully complete the BPOC before recaiving their
baclge and credentials or being certifiedfauthorized 1o perform any law enforcement
duties. The knowledge, skills and abilifies of a VA BPOC graduate are significantly
increased when compared against a'newly hired Police Officer who has not attended the
course, A newly hired and untrained police officer in the GS 083 job series costs VHA

tens of thousands of dollars in overtiime, salarigs and benefits, as the department cannot
any type of law

use the untrained officer to protect VA persons and propertiés, or perform
Snforcement duties unti! they successfully complete BPOC. Tﬂe\high quality, specialized
training VA BPOC graduates receive, allows them to provide professional law
enforcement and security services to protect and support the Veterans, staff, visitors,

and infrastructures on VA property, ‘

(2) As indicated in paragraph 4, face to face, performance#bésed skills, training is
necessary for the complex skills required as a police officer. The VA BPOG training
provides a unique, cost éffective, and substantial return on the invastment.

Impact on VHA & LETG if classes aré not held.

(1) As a franchise fund enterprise center, the LETC receives no appropriated budget
and rely on our training services and administrative product lines to meet expenses.

! { . . . .
(2) VHA would not be able to ensure a safe and secure envifonment for Veterans,

6. The

employees, contractors, and visitors at VHA healthcare facilities.

e unable to continue to provide these setvices, we face the possibility of
having to: (a) Discontinue sending instructors fo certification or other professional
enhancement training; () Cancel efforts to attain/maintain FLETA accrediistion for
programs or academy (This effort requires travel funds to support required Processes);
(c) Initiate & reduction in force, if unable to meet salary obligations; and (d) Potential of
violailing support contracts required to provide services and maintain facllities.

@) If we ar

proposed dates and location for VA BPOC Class Number 1303 is:

No.

Date Location of Training

-1

March 4, 2013 VA Law Enforcement Tralning Center
to 2200 Fort Roots Dr.
Aprit 26, 2013 Nosth Llttle Rock, AR 72114

The VA BPOG Class Number 1303 will have:

e 77 patticipants .

[ TUUUR (U SR
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Total Cost = $751,600
7. Al are VA employess and alf trairiing is. cenducted or %ovemment property:
Total Cost Breakdown fof Average Cost _per Partlctpant (S uden{s/lnstructors/Support)
VABPOC | ‘Students & |  Estimated Non:Travel Tu}tion Avg, Gost
Class # _ Trave! Gost | Cost (Supply (iheludes al | perSiudent
1303 { 5ts cosls:are - megl odgln fstaff | . B0 =
c:aptured in Gapturéd in sakiriesAoilities Stqc[e_nt_s
tuition) ” : tuition) and graund plus 3
1443 - fransportation) 0SLE
FOSLE | : b T LY gmployees
emr}loyées N | TR
e tveling) b L L
_ ' _ $1 B00 per R ' o S
........ 60 ... 0. 1? _stulent | $3oo *;‘j’__‘$‘1‘0‘a9:505_5 ‘| $12,480

Total Cost”Breakdown fof Student Cost per day (Al Costs are Captured, I

A BPOG, Estimaled ™ [ Estimiated’ Esﬁrﬁaied' T
Class # bosdging: Bosts - | Coit: _ : 3 S{ud
1302 C e ‘per day for
LETC operating Tt TG0 Studenis
e e e eXDEHSES_l = e, '
StUdeniS :. AR e . K '.ii;‘ ‘ L, g ,.’ i JEIRARL] SRS IR v .
' ’ ﬁ!: CRY j TR

8. Bothi the VA Hosfed or Bo-Hosted: Conference F’reposec? CheCkllst for Confe' hoe Certlfymg
Officials anhd Deparfment of Veterans Affairs Hosted or Co-hosted Gonfetrence Request
Guidance were used in the planning of this trairing event, The Admmistrataon Cotiference
Cetlifying Official (CCO) has reviewed and sighed off on the attached Cohference Cettification

Form piior to my signatire below,

9, | am available at (202) 461 4939 should you wish to further discuss this proposed training
evént

/e5/e08
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Date:

From:

Subj:

Thru;

Thru;

To:

Department of Memorandum

Veterans Affairs

FEB 2 ¢ 2018

Under Secretary for Benefits (20) ‘
Request Waiver for VBA Challenge Session 2013-3 Training in EY 2013
(VAIQ # 7322767)

Chief of Staff

-Beputy Secratary

Secretary

In accordance with the existing Department of Veterans Affairs Conference policles
and guldeliies, and all applicable statutes and regulations, the Veterans Benefits
Administration requests your approval of a walver to implement centralized, face-to-
face Challenge training classes in March-May 2013. The Challenge training

sassion will cost in excess of the maximum allowable expense of $500,000.

Purpose: Challenge training Is a critical element of providing employees the skill
sets necessary to achieve the standards of delivering compensation benefits to
Veterans, Challenge training accelerates by six months the achievement of
Journey-levet status of Challenge graduates. Itis a key inifiative in the
fransformation of VBA and a critical cormponent in achieving our fransformation
goals for improved service delivery, The Challenge program Is a national technical
training cutriculum that provides new Veterans Service Center employees with the
skills they need to function effectively in their positions as Veterans Service
Representatives (VSRs) or Rating Veterans Setvice Representatives (RVSRs).

- Challenge provides hands-on training with computer applications and advances the

new employees through progressively more challenging practice claims. All new
employees handie practice claims and actual "live” claims just as they will when

they return to their home stations,

Goals and Objectives: Upon the conglusion of the resident portion of Challenge
training: '

» Newly hired Veterans Service Representatives will develop 1.5 cases per
' day at 94% accuracy, or will promulgate 3.0 cases per day at 94% aceuracy;

+ Newly hired Rating Veterans Service Repregentatives will demonstrate
mastery by raling at least one simple (one-to-fwo issue) claim per day at 90%
80oUracy,

» Employees serving as instructors gain valuable teaching and mentoting
experience that improves training within regional offices, and raises the
standard of excellence among journey-level employees, '




4. Justification

a, Challengé training accelerates proficiency in new employees,

- (1) Chailenge training Is a proven program designed to establish in eight
weeks employee skill levels that previously took six fo eight months to achleve. On
completion of.Challenge training, employees complete 150 percent more claims per -
day fin thelr first six months, with a 30 percent increase in accuracy, when compared to
early student performance under the previous program. These curricula were instiuted
in July 2011 and evalugted for student success during the ensuing five sessions,

, (2) VBA has reviewed and piloted the use of technology for one Challenge

- eurriculum (Post-Determination. VSR) in FY 2012. The training proved fo be Ineffective,
and VBA continues fo assess how technology can be applied to future sessions of
Challenge to assuirg students achieve the trajning goals and objectives. During first
quarter Of Y 2013, VBA initiated a new pilot to deliver prerequisite training and,
knowledge-basad, lecture-oriented lessons using technology for virtual delivery for 16

newly hired Rating Ve‘gerans'S@rvice Representatives. These students attended four

~ weeks of resident trai‘hinQ beginning January 2013, The quantity and accuracy of their
work during training will be compared 1o the results of the centralized training model to
determine if a partially virtyal fraining solution is feasible In FY 2013, ,

(3) VBA normally conducts this training in a centralized modol. Challenge
2013-3 Is proposed in a distributed model to increase training capacity and constrain
costs while preserving the emphasis on building proficiency. :

b. Face-to-face Challenge fraining is rédﬂirefj for effective student and
instructor inferaction.

(1) Challenge training emphasizes evaluation of student learming through
pre- and post-tésts; introductory skill practices using mock cases; clossly supervised,
actual work using live cases; and immediate feedback from experienced instructors.
Challenge training has achieved dramatic results due to the adult learning principles
built into the training methods. Challenge training builds teamwork among leamers and
Instructors, and enhances standardization across the-58 regional offices.

_ (2) Students from geographically dispersed reglonal offices benefit from
direct, face-to-face interaction as they leamn; because the students are seeking the
same skill sets and enter training at simllar skill levels. Additionally, the studenis
benefit from direct, face-to-face interaction with their instructors, who alsa hail from
different regional offices. Student questions frequently spark discussion that reinforces
learning. Practical application with live cases Is integrated throughout the curricula,
During praciical application, a separate instructor is assigned to each team of five
students so each student can receive appropriate mentoring and rapid response fo




his/her questions. This interaction supports development of fast, effective work habits
that students will carry pack to their regional offlces. The students' work is reviewed
and nationally standardized instructors provide feadback immediately after completion,
so students become accustomed 1o havirg their work eriiqued to assure accuracy.
The classroom environment invites seminar discussion of patticulatly difficult claims 80

that all participants can learn from the cases.

. (3)YThe personnel selected as instructors are highly experienced, journgy-
level employees who have been recommended by their regional office leaders and
préepared with standardized training provided by Compensation Satvice, The
instructors at a training site are usually from multiple reglonal offices. In the face-to-
face Challenge training environment, the Instructors galn substaniial practice in
teaching difficult topics and guiding the work effort of others, Their direct interaction
with instructors from other regional offices improves standardization, provides a grass
roots opportunity to collaborate on complex issues and fo leam technigyes they might
otherwise never learn. The instructors’ face-to-face interaction with the students
benefifs thelr regional offices hecause the instructors carty their skills back to their
hote stations, where they can be used to continue the training of other employees,
Their face-to-face intéraction with other instructors further benefits VBA by improving

consistency actoss regional offices.

Face-to-face Challenge trainiﬁg is required fo achieve the interaction described abové,
and because it is proven to achieve the desired performance restiis.

5. Business Case Analysis

@ Challenge costs are effactively constrained.

(1) VBA conducted an analysis of the student population, and the availability
and suitability of training facilities. VBA has successfully implemented Challenge
training at the VBA training academy in the past, while assuring standardization of
fraining because we travel nationally standardized instfuctors fo the academy, and
provide close oversight by Compensation Service course managers, The analysis
revealed: 8 :

« The student population for Chatlenge 2013-3 is spread across several
regional offices. The student population requires fraining in one of two
curricula.

« Sending all employees to @ VRA facility significantly decreases costs
agsociated with training space as the VBA facility can adequately

accommodate the number of trainees and support staif,

(2) Use of gxisting govemmeht facilities, rather than commercial training facilitles,
leverages sunk costs of existing facitiies. The classrooms are outfitted with suitable
classroom equipment including computers connected to the VBA network and already

loaded with relevant computer applications.

(3) The Academy is our premiet Challenge training location hecause of the
benefits of scale and the experienced support infrastructure at the Academy.




Approximately 200 Challenge sfudents can be accommodated simultancously, and
instructor standardization oversight can be accomplished across multiple classrooms
by a single course manager for each eurriculum. Using the Academy leverages the

sunk costs of our established training facility

. Challenge fraining provides substantial return on the investment.

(1) The productivity of a Challenge graduate in their first six months is 50% .
higher when corpared against graduates of the earfier training programs. Challenge
2013-3 will train 200 students. Gonducting Challenge Training presents a cost
avoidance opportunity. Asstuming the level of performance described above, these 373
students will perform in their first six months ata rate equivalent to ~ 560 new ‘
employees (1.5 x 373). This productivity for 6 months represents an additional 93 non-
Challenge trained employees, Using a cost factor of $73K per FTE (fully burdened),
VBA would be faced with a cost of ~ $6.8M 10 hire 93 FTE. :

(2) As indicated in paragraph 4, other versions of this training — Including
shorter, in-person classes and a piloted, web-based clags — have not proven to
effectively meet the tralning goals and objectives based on measured production and
accuracy results. Face-fo-face Challenge fraining provides substantial refurn on the

investment.

The distributed madel for face-to-face training in Challenge 2013-3 effectively
constrains costs and provides substantial returm on the investment.

8. The proposed dates and location for the FY 2013-3 Challenge training session is:

X

MD.

~March 26, 2013
24, 2013

The Challenge 2013-3 training session will ocour with:

« 255 participants :
o 200 students, 40 instructors, 2 course managers, 12 claims support staff

and 1 supervisor
« 255 participants will travel (200 students and 55 instructors/support staff) to the

Veterans Benefits Acadermy for fraining

7. VBA Is using only government facilities and support staff for this event. Expected
costs are for student, instructor, and support staff travel, and for classtoom supplies.
Hotel costs include only lodging rates, and wil be equal to or less than the GSA rate for
the citles where training will socur. The traveling participants will train in Baltimore
where a waiver of hotel taxes has been established. Estimated aifares, local
transportation costs and supplies are included in the estimate.  No “logo” of swag

jtems will be purchased.




pant (Students/Instructors/Support)

Total Cost Breakdown for Average Cost per Partici
Non-travel Avg. Cost
Cost per
\ instructors | Travel | (Supplies) ¢ Total Participant
Trainess & Support Cost Gost for
256
Participants
Challenge $3.581
2013-3 200 55 $3.567M | $0.013M M $14,043.16
Total Cost Breakdown for Stident Cost per Day | '
Challenge | Estimated | Avg. Cost
2013-3 - - . . Supply per
Estimated | Estimated Estimated Estimated
Total Cost | 4 4oing M&IE | LocalTransport | Airfare Costs S;L;ngt
Costs Costs gtion Cosis Costs P 200 Y
, Students
$3,581M | $2.218M | $1.086M l $0.017M $0.191M | $0.013M | $248.41

.,




8. Both the VA Hosted or Co-Hosted Conference Proposed Ghecklist for
Conference Certifying Officials and Department of Veterans Affairs Hosted or Co-

- Hosted Conference Request Guidance wers used in the planning of this event, The
Administration Gonferénce Certifying Official (CCO) has reviewad and sigtied off on the
attached Conferencé Cerlification Forim prior to miy sighature below.

g, lam available at tzogzg) 461-9360 should your wish to furthei disetiss this proposéd
Ghallenge training event. _ ' '

‘Under Sécretaryfor

FEB 25 203
Date '

PPrOVEI Disapprove
Johfi R. Gingrich ¢/
Chief of Staff

Recontmend;) AppfpveIQi$aﬁprove . -

_ Z/Mw/ 3/22//T
W. Scoff Gould Déte
Deputy Secretary

Eric K. Shi
Secretary

'Att'acrimeﬁts . , _
1. Canfererice Ceitification Form (Attachivient C)

2: Sample Veénue Cost Estitate, (Appendix D, VA Form 10008a)

3. Site Cost Comparison Chart, (Appendix E, VA Form 10008b)
4. Conference Request (Appandix F; VA Form 100080)
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Date; _ .
Fréii Assistant Secratary for Offie of Oerations; Séauity, ahd Préparediass (@SP)(O@?)
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 Thi

Départment of | Memorandum -

Veteians Affairs

MAR 01 2083

Sgcretary (00) o

Y. Searetary (061) L

GEEEAC B R alt e -

ilicable stetuites.and

2 VA Baslo Police Officer
i 21, 2018, The VABPOE
60.00,

1, iy aeviande wlth existing VApolioiss and gifiislines; iid all e
egulations; OSP, requests your approval of & wallver ta condugt th
courss (BPOC) Glags Numbik 1804, fiv‘tesid \prik 29 = J

) $50

will 'cgis;}};(iri- excess of the maxinium allowable éxpense of s
5. Burpose; Thie VA BPOG trajfiirig Js oiltical to preparing newly hired police officers to serve
at our medioal génters nationiide: VA polies officers are expetted to-provide profassional faw
anforesiment services I a VA healthoare envirenment. The VA Laiy Enforcement Training
Genter (LETC) fa the only Federal provider for thét type of spevialized law enfareement fraiing.
‘The VA BPOC Includes dynamio, intefise, scenario and role play-based training whiol must he
delivered face-to-face, Subjects inglude small afms training and qualification, defensive tactios,

ground defense, expandable sifalght biaton, eherrieal weapon (Oleo @apsiom Resin) and a
rivriad of atkier subjeots which rely on physical &kills. Of greiat Importance is the 40 haurs of
behavioral selence training VA Polide officers receive which feach offiders how to Use verbal
comraunications skilis to de-estatate viefent sitiations; Moreover, the VA LETC is Higrly
fegarded as It recelved Federal Law Enforcement accreditation irt Novembar 2011 from the
Féderal Law Enforcement Training Aecreditation board (FLETA). LETC was praised by FLETA
far ahi inténse behavioral currloulum. :
3. Goalé and Ogjectives: Upan graduatior from the VA BROG newly assigned police offlcers
wilk: ) B : ' .
-a-Have cofpleted certifigation faquiremerits to bé appoirited and serve as a VA

Police Offloer in agcordande with Federal law, Title 38, U.8.C., Section 902,

b. Respond 10 and control varicys oails for séivice such-as: active shootér,
workplace Vigtence, disturbances; customer sarvice/asslstance, efg.

&. The fraining includes deirionstration/performance ralning -ci_liéjgcﬂ\fe;s as well as lecture.

+ The evérit s belng condiicted on gévérnment property which will eliminate s cost
of tréining space and reduce lodging tosts. I |

e There are no outside presenters; all traliing Is provided by LETC faauity.

« This is strictly a tralning event with no éntertalnment, efc. _

¢+ Nofood or refreshinents are being provided. W

pRE

Tharea ha expenges for 8WAG of any Kind, ﬁ‘his'is a_irain’ihg gvaptnota |

% ‘Thate are o fiori-VA employeaes attending fhls faining.
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Request Walvar for VA Basic Pofice Officer Course (VAIQE# 7331400)

+  Actual total costs will be reported within 15 days of completion of the training event,
« An After Action Report AAR) will b@ provided after the conclusion of the training
avent,

4. Jugtification:

4. Faceto face, ;:terformance based skille training is necessary for the
complex skifls required aa & police officer.

(1) VA Police Officers dre required by Title 38, U.8.C., Bection 802, 1o recsive
spacialized trammg with partigular emphasls on dealing in altuations mvolvmg patients
and other fraining as prescribed by SECGVA, The VALETCis the authorized provider of

this specialized training. C

() The 320 hour (8 week) BPOG provides VA police officers with sp@c‘iai]zed tratning in
Faderal law enforcement and prepares them with the ability to deal with Vetgrans
inflicted by traumatic brain infury (TBI), Posttraumatic stress disorder (F18D),
gtlcldalhomicidal ideations, and other ¢ritical crisis intervention and verbal de-escalation
skills and fechnigues unigue to a healthcare shvironmeant.

{3y Weapons and physical skiils tralning and certification cannot be delivered through any
other method, Weapon and physical skills training inciude but are not fimited fo: firearms,
straight baton, OC spray, ground defanse and recovery, defensive tactics, and graded

practical (scenano-based) axercises,

b, Face-to-face training at the LETC ensures q'uality training by certified
instructors, who deliver material developed by suhject matfer experts,

(1) The LETC Behavioral Sciences aurriciila was developad in concert with leading VA
experts In TBIL, PTSD and desiing with suicidal/homicidal veterans.

(2)- VA LETC instructors undergo & formal instructor development course far initial and
recurring certificatiorn.

(3) VA LETC instructors ragularly attana technical and professional enhancement
training a& part of their annual Individual Development Plan. This training Ts spaclilc to

the skills and advanced knowladge requirad mf our gpacialties in a healthcare
enviromnent.

5. Busines: ; Case Analysis:
a. VA BPOG costs are éﬂectively constrained,

(1) The VA LETC is a franchige fund enterprise center which is commissioned to provide
sarvices to Federal customers. No other Federal training center has & program failored
to the unique needs of law enforcement in & healtheare environment.

(2} The tuition for the-BPOC includes all meals and lodging. The LETG cantracts meals
with vendors and hatses BPOC students on-station, at a 48 percent reduction as
comparad to local lodging and periem rates. Specifically, aur lodging and meal cost
par-student is $4,53% for 86 nights. At local GBA rates the per-student cost would be
$8.,171. The overall savings is $217,920.00 per class.
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Ragquest Walver for VA Basie Pallee Officer Gourse (VAIQ# 7331400)

. b

(3) Our facillty is located on the grounds of the Central Arkansas Veterana Heathcare
System (CAVHS) and we have an agraement with CAVHS at a cost of $6.68 per square
faat versus the average. (58A space lease of $16.00 to $30.00 per square foot, annually.
This results in an approximate annual savings of aver $1.4M.-

VA BROU provides substantial refurn on the investment.

(1) All VA Police Officers must succesafully complete the BROC before receiving their
hadge and credentiala or being certified/autharized to perform any law enforcement
dutiss. The knowledge, skills and abliifies of a VA BPOC graduate ara significantly
Increased when fompared against a néwly hired VA Police officer who has rot attended
the course. A newly hired and’untralngd VA Pollée offlcer in the G8-0083 job serles
costs VHA tena of thousands of dollars In ovettime, salarios and benéfits, ag the
department carnot use the untrained officer o protect VA persens and propertles, or
perfarm Aty type of law enforéement duties until they successfully complete BPOC, The
high quality, specialized training VA HPOC graduates redelve, allows them 16 provide
professional law enforcament and sacurity services te protect and support the Vetorans,
staff, visitors, and infrastructires on VA property, A

(2) As indicaied in paragraph 4, face to face, parformance-based ekills fralning is

necessary for the complex skills requirad aa a police officer. The VA BPQOG training
provides a unique, cost effective, and substantial returm on tiie invastment,

Impact on VHA & LETC if classes are not held,

{1) As a franchiae fund enterprise center, the LETC receives no appropriated hudget
and rely on our training services and administrative product fines to meet expenses.

- (2) VHA would not be able to ensure o safe and secure environment for Veterans,

employees, contractors, and visitors at VHA healthcare faciiitios.

(3) If we are Unable fo continue to provide these services, we face the possibility of
having fo; (a) Discontinue sending instructors to certiffcation or other professional
enhancement training: (b) Cancel efforts to attain/maintain FLETA accreditation for
programs or academy (This effort reguires travel funds o suppotl required processes);
(6} Inftiate & recuction in foroe, if unable to meet salary obligations; and (d) Potential of
vlolating support confracts required to provide services and maintaln facilities.,

6, The proposad dates and location far VA BPOG Clagsa Number 1304 ia:

Ne. Daje Location of Training
1° Aprif 28, 2013 VA Law Enforcerment Tralhing Center
to . 2200 Fort Roots Dr.
Juna 21, 2013 North Little Rock, AR 72114

The VA BPOG Class Number 1304 will have:

s 77 paiticipants
o B0 students and
o 14 instructors, 2 OSLE amployees arid 1 SES to Graduate Clase = 17

Total Cost = §751.600

7. All are VA employess and all training is conducted on government property.
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Total Gost. Brégkdown:for Average. Costzge.r Partiolp ant (Siudentsl siriictors/Support)
VABFOG | Panichanis Insliuctors & Estimated Non-‘i‘ravel - Ty Avg, Gost per
' Class # (60 Stydents | S t | Trave(Cost | Qos o) ' . Pammpantea
1304 and 3'08LE) | o - 6o

.5,3551';'".15%?3*-57 |

L@ | | ehident | 9800
 TotaFGost Breakdoinin or Stifdeint Cost pat day (Al Gosts &
- VABFOG Eslimated | Eslimated Meal Esﬂmated v

Glass# - Lodding Gosts | Gosts -
1304 ‘

v
60 Studenfs

G [ Wetes | 92040 | a4 | SToEEE

Studants

Certifying Off;c:ia‘“' 3} he
Form prior to my slgnature below.

9.l am avallable at (202) 461-4980 should you wish to. further discuss this proposed training
avent i ]

*9/?%/_7

Date

WALYETE

ENc K. Shinsek \ - ' " Date
 Segretary
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Hference policies and :
s of Small and ;

iver to conduct a

Laotis, MO August 6- '

&d a waiver from

hd St. Louiis (See .

1 ' Sing go
Attachment 5: Sfte Companson and Wa;ver for Expendrtures for Site Selection).

&, Purgo_sg. The Nafional Veterans Smali Business Conference 2013 fs the

il ir a series of s hosted by VA singé2011; that directly
wiieis With Procurement

n_s Affeitrs and other

o - ssary to create business E
ulties f‘e conference 3 PDMS {o engage &' Targe L
number of VOSE 1n 8 shol periqd faclhtatm-g mark.et research in-support of
meet;ng VA socioeconornic goals,

The National Veteraris Small Business Cornferénce is part of VA outreach to

_Veteran-Owned small businesses in accordance with Public Law 96-507, the
-Small Business Investment Act of 1958, was established in each agency
having procurement powers. The Sinall Business Act directs that small

. businesses receive a fair portion of Federal proourement through vigorous
action on the pairt of Federal departments and agencles. Undér the authority
of the Act, the A provides vendor counseling sessions; partrclpates in
conferencés targeting the small business community; ‘and other fraining and

business development outreach to small business owners.
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Public Law 106-50, the Veterans Entreprencurship and Small Business
Development Act of 1999, expanded existing programs and provided new
assistance programs for Veterans who own or aperate small businesses. The
law mandated that agencies provide information to Veteran-Owned flfms on
what each agency s purchasing of could purchase. The Small Business
Administration (SBA), the Association of Small Business Development, and
VA are directed fo expand outreach to educate Veterans not yet in bhusiness

about self-employment oppottunities.

b. Goals and Objectives: The ultimate goal of the NVSBC-is to enable

Veteran-owned small businesses (VOSB) to add value to the mission of the
VA by obtaining contyacting opportunitles. The conference provides an
opportunity for VOSB 1o discuss potential opportunities directly with a large
number of federal Procurement Decision Makets (PDMs) as well as with
small gnd large business parners. A survey of Veteran businesses that
participated at the 2011 National Veterans Small Business Conference held
in New Otleans, Louisiana, revealed that more than 23% of respondents
receivad a procurement award as a direct result of connaections that were
made. Direct connection of VOSB with VA PDM is a critical factor enabling
VOSB to add value to VA mission and support VA efforts to meet its

soclogconomic goals.

o Measurable Outcomes: The NVSBE will provide measurable outcomes for .

each of the elements. See Attachment 17:.- Expected Measures Performance
Outcomes for the specific proposed metrics. S '

2. Justification:

e e e i

a. In order for VA fo meet its soclosconomic procurement goals, VA PHM's must

be aware of VOSB that can add value to VA missions, have access to VOSBE
in order fo understand their capabilities, and connect with them in order 1o

. become more confident that the risks of doing business with VOSB will not

oreate an unacceptable level of risk.

While other alternatives are used o promote awarenass, past experience has
shown that there is no substitute for direct access and the development of a
relationship between VOSB and PDM in order to provide real opportunities for
VOSB to demonstrate that they can add value to VA requirements. A face to
face event facilitates awareness and acoess of a large number of VOSB with
a large number of PDMs by enabling exchange of Information and
collaboration, while promoting synergy and building the knowledge and
relationships necessary to reduce the perceived risks associated with

contracting with VOSB.

The Small Business Conference offers VOSB and PDMs a platform to meet a
farge numbaer of potential partners in a short time, and o explore, network,
and gain a better understanding of VA business opportunities and
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. expectations. The conference is the premler Government event for helping
Veteran-Owned Small Businesses maximize opportunities to compete for and
win federal contracts. Alternative methods were considered, and were
Incorporated to support helping VOSB to become procurement ready, but
they do riot provide the face to face interactions that promote relationship

~ building. No other event provides businesses with the opportunity for VOSB

* to get up close and personal with a large humber of Government PDM in a
short period of time, and enables a PDM fo see a large number of YO3B.

The agenda provides multiple opportunities for VOSB to connect with a laige

number of PDMS

d. Procurement Decision Makers will discuss acquisition forecasts, as well as |
- the specific needs, vision and direction of their offices during business
requirement breakout sessions. Networking roundtables, Dining with Decisfon
Maker luncheons, networking breakfasts, and mingling at receptions or in the
exposition hall will enable VOSB to meet, dine, network, share ideas, discuss
business requirements, forecast contract ngeds and understand program

requirements.,

e. An estimated 3,000 VOSB will be able to take advantage of more than 200
Business Requirements Sessions with government and private sector PDMs,
as well as roundtables with VA senior leaders and receptions to enhance
informal engagement. The NYSBC will provide more than 1,200 networking
roundtables where VOSB will be able to discuss their capabilities with more
than 300 PDMs. In addition to oppdrtuntties for direct connections, VOSB will
be able to choose from more than 100 training sesslons designed to enhance

their procurement readiness.

f: The 2013 NVSBC will sxpand on the sticcess of the Industry Day in 2012
where the three major automobile companies (GM, Ford, and Chrysler)
participated In the conference and provided small business owners with the
opporiunity to meet thélr buyers, We will refine the use of technology that
enabled participants to connect effectively with the maximum number of
contacts. In 2012, participants recorded more than 100,000 connections,
and downloaded participant profile information, enabling more effective follow

up to create future business opportunities. -

3. Business Case Ana[vsas

a, The total cost of the 2012 NVSBC was $1,807,976. The estimate for tatal
costs of 2013 NVSBC is $1,499,672. A summary of 2012 costs and an
estimate of 2013 costs are provided in paragraph 7 and outlined in more
detail in Aftachment 4: Conference Cost Estimate, Upon planning approval
we will refine the cost estimates in an effort to find additional cost savings, as
part of the planning and will request final budget approval no later than May 8,
2013, 90 days priot to the event. All expenditures are legally permissible In
support of VA mandated mission to conduct outreach In support of VOSB. All
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expenditures comply with Volume XIV Chapter 10, VA Financial Pollcies and
Procedures, Conference Planning. '

Cost Justification: The costs of the NVSBGC declined slightly from 2012, as
we have reduced the number of VA staff attending. - In order to increase
return on Investment, we are focusing attendance on those Procurement
Decislon Makers (PDDM) who have regional or enterprise requirements. These’
PDM will be of relevance to the largest number of VOSB. Costs for the
NVSVBC come from a fixed price planning. contract that supports planning for
both the NVSBC. The contract includes marketing, a web site, registration,
support for agenda development, and support to the Executive Steering
Committee. Since the actual execution is a no cost confract, the remainder of
the costs is borne by registration and booth fees paid by participants, to
include VA attendees.

Number and type of Attendees: By bringing more than 3,000 VOSB
together with 380 VA officlals, it enables VA to achievs returns to scale as
participants will be exposed to a large number of opportunities in'a short time,
PDM will be able to conduct extensive market reseaich, consistent with the

- Federal Acquisition Regulations, more quickly ‘and efficiantly than if they met

with individual firms on an ad hoe basis over an extended period of time.
Although the number of VA attendees cannot be reduced through virtual
attendance due to the nature of the outreach event, we have reduced the VA
PDM participation while increasing return on investment by focusing VA staff
attendance on those PDM who have réquirements thit span the enterprise or
are applicable to firms across a wide geographic afea; VOSB will avoid the
high cost of travel to multiple VA locations; and will enable VA to attract a
larger number of relevént firms, promolting more eompétition, which in turn
promotes cost reductions. We will eliminate those PDM with only local
raquirements, as we will connect them io local vendors at local events that
will not require travel.

Duration: The Small Business Conference will [ast thrée days to enable
participants to engage in multiple contacts and fo reduce the marginal cost of
making effective connections, In view of the large number, ofparticipants, the
conference will offer training for VOSB over thrée days at 1o cost to the VA,
Tralning for VA participants will also be offéred as the marginal costs of
adding training to the schedule for VA staff that will already be In attendance.
enables VA to increase the return on the investment,of fixed travel costs. The
length of the conference enables VA PDM fo meet enough VOSB to
determine if procurements set-asides will be cost-effective, The NVSBC
enables VOSB an unprecedented opportunity to meet multiple PDM at one
location in a short amount of time. To reduce conference and travel costs, we
reduced the length of the NVSBC by one day buf redesigned the conference

framework so that we do hot lose any benefits..
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e. Proposed Agenda: Sse Attachment 6: Conference and Travel Request and
Agenda Framework for overview of NVSBC activities.

1. Capacity Building Sessions for VOSB
2. Government Business Requirements Sessions
3.' Networking Receptions
4, Commercial Industry Requirements Sessions
- 5. Exhibits - '
6. Dining with Decislon Makers at Plenary Sessions
7. Networking Roundtables
8 Sen;or Leade: Roundtabies

4. Cost Mtthatlon Efforts

“a. No cost contract for Small Business Conference;

The use of a no. cost contrast for the Small Business Conference will reduce costs to
VA. Event expenses covered under the no cost contract are funded by registration
fees paid by all participants. As a result, VA costs for the NVSBC are limited to fixed
price planningicosts, travel of VA participants; registration fees for VA participants,
and booth fees for VA organizations hosting booths. No VA fundihg is provided for
non-VA speakers and training will be provided to VOSB at no cost to VA,

1. SWAG; Although this is é no cost contract, the confractor has been
notified.that there will be no SWAG or promotional items provided to
VA employees with funds assooia{‘ed with any of the evenits.

. 2. Per [}lem Ali federal government partlmpants will be notified that they
nay not claim per dlem for, meals provided to them at the National
Veterans Small Business Conference,

3. Food and Beverage: The NVSBC contractor has been informed that
all provision of food and fight refreshments will be in compliance with

policy and regulations.

4, Entertainment There is no entertainment activities ( videos, music,
mot:vatmnai speakers, etc,) included in the National Veterans Small

Business Conference

b. Presentations: All presentations provided by VA at the NVEBC are intended
to provide YOSB with information on how to do business with the VA and to
outline procurément opportunities in order fo facilitate market research and
identification of possible sources of supplies and services.

c. Location Chosen to Maximize Return on Investment: A fotal of 15 cities -
ware considered as possible sites for the 2013 National Veterans Small
Business Conference, The major cost factors driving the recommendation
include: venue costs, per diem costs, room rates, and travel costs for both
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VA employees and Vet,e.rans.. We also conslidered Veteran demographics, to
include Veteran population, unemployment, and demographic overlap with
2012 NVSBC. We also evaluated venues based on proximity to VA facilities

(See Attachment 5 for list of factors).

Risk Assessment: The major risk to the NVSBC fs lack of attendance by VOSB.
. Basgd on experience in 2011 and 2012, we believe the risk is smgll if we identify
and market attendance of PDM early, S ~ :

Proposed dates .angl:‘locations: Based ‘dn, the analysis reflected in Attachment 5,
we propose St, Louis, MO as the site for the 2013 NVSBC. ‘

Date . . L ocatior L Cbsf;(jesgtirgated).

August 6-8, 2013 St Louls, MO 1 499,572

Thé overall proposed cost estimate is provided below in Table 1.

Budget Reviews and AAR: All NVVSBC budgets will be briefed to the Executive
Stéerihg Cominittee {15 indlude CCO and RCE) monthly prior to the NVSBC and
actual conference costs will be brisfed by program managers as part of the After
Action Report (AAR), along with an assessment of the extent fo which the NVSBC

accomplished their purposes.

Table 1: Cost'Esﬂmate for 2013 National Veterans Small Business Conference

f_Activity Number | Contract | Non-Travel Travel Gost | Contract Total Cost Total Cost | Cost per
of YA Support | Costs (VA Staff)) | Costs 2013 2012 Participant
Staff Staff : 2013 (1)
Small 380 16 $230,00@ $417,438 | $793,562 | $1,441,000 $1,810
Business (4) $1,526,976
VACO (2) 15 0 | $37,500 (3) $21,072 . " $0 $58,572 $281,000 $1,610
N/SBC 395 | 15| $267,500 | $436,510 | $763,563 | $1.400,573 | $1.807 676
otals )
Notes:

(1) Participant costs are a blended rate that includes:
. rate plus taxes, parking, and

Registration fees are included.

alr fare, 4 hotel nights at per diem
ground fransportation and rounded to the nearest $10.

(2) These costs include staff from OCLA, OPIA, OSVA, OSP, and OIT, who provide
overall support to NVSBC. See note 3 for OPIA marketing costs..
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(3) Includes Ragistration fees ($7,500) for VACO staif , and costs ($10,000) for
markettig, advertising, and media shgagérient and ($20,000) for OSVA sufiport.

(4) Inclides Registration Fée ($190,000) and VA Beothis ($40,000) at NVSBC

9, Participation of VA Senior Leaders: We propose that The Secretary of the
Départiient of Veterans Affaiis (SECVA); the Chief of Staff (COSVAY; and the
Unidersesrétary of Velerang Health Admihistiation (VHA), will-aftend to show senior
leadership commitrent to this impartarit outreach effort.

10,Thé VA Hostéd o Co-Hosted Coiiférence Proposed Ghigcklist for Conference
Gerlifying Officials and Dpartment of Veterans Affairs Fosted o Co-Hosted
Gonférence Request Guidance was used In the planning of this event. The
Coriference Cettifyirig Official (CCO) has revigived and signed off ori the attached
Conference Cettification Forms prior o iy sighatute below. Givén the'size and
cormplexity of the Natiohal Véterans Events, d special governance strueilré was

devéloped. See Atfachment 9: Approved Governanoe Structure, for the approved
governance $fructure ' ,
| arn avallable at (202):461-4300, should you wisti o furtfier diséuss this propased NVE
evenit, o

Date: ‘ffloj A3

Thomas J, Leney,

Executive Director

Jose D, Riojas L
Recommend: Approve / Rig ; |

W. Scott Gould__ Z%/M@’ - %/ Date__ /2 "‘//7

- ‘/ / )
. i

bate 4/ }23/ 15

Recommend:

Eric K. Shinseki_T i .
Secretary \ \K




Department of
Veterans Affairs Memorandum
pate: May 16, 2013

rom:  Assistant Secretary for Public and Intergovernmental Affairs

sw; Request Approval to Implement the 33" National Veterans Wheelchair Games in Tampa,
Florida July 13 — 18, 2013

. Chief of Staff

m: Deputy Secretary

To: Secretary

1. In accordance with existing Depariment of Veterans Affairs Conference policies and
guidelines, and all applicable statutes and regulations, the Office of Public and
Intergovernmental Affairs requests your waiver to implement the 33" National Veterans
Wheelchair Games (NVWG) in fiscal year (FY) 2013.

2. Purpose: The 33" National Veterans Wheelchair Games is an annual rehabilitative
wheelchair sports program co-presented by the Depariment of Veterans Affairs and the
Paralyzed Veterans of America. The partnership is defined in a Memorandum of
Understanding, “MOU between the Department of Veterans Affairs and the Paralyzed
Veterans of America — National Veterans Wheelchair Games” with the latest MOU
revision occurring in June 2010. Through sports and recreation opportunities, the
NVWG improves the independence and quality of life for Veterans with spinal cord
injuries, amputations, multiple sclerosis and other neurological impairments. Veterans
who are newly injured, and those who are recently returning from overseas
deployments, are exposed to a variety of wheelchair sports opportunities that reinforce
the essential values of accomplishment, community involvement and camaraderie
necessary for a full integration, adjustment, and a healthy life.

3 Goals and Objectives: The VHA Mission of honoring America’s Veterans by providing
exceptional healith care that improves their health and well-being is a core ptinciple of
the National Veterans Wheelchair Games. Through participation in this event, the
values of “what can | do” versus “what are my limitations” are reinforced in each
Veteran. The NVWG represents a commitment to improving the health and
independence of our Nation’s most disabled Veterans that is unmatched by any other
health care system.

a. The goals of the 33" National Veterans Wheelchair Games are directly reflective
of VHA's Vision of Care that is delivered by engaged, coliaborative teams in an
integrated environment that supports learning, discovery and continuous improvement.
As part of the rehabilitative process in VA Medical Facilities across the country, VA
rehabilitative therapists (Recreational Therapists, Occupational Therapists, Physical
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However, these functional skills (examples: strength, coordination, flexibility, adaptation,
creativity, adjustment) transcend beyond sports and are essential attributes that
disabled Veterans require to live a more functional, better adjusted and effective lives.

b. A pre and post assessment is being conducted with the “novice” Veterans outlining the goals
and the impact of their participation in the NVWG. This outcome information will be summarized
and published in an annual report. This information will be used to expand rehabilitation
programs for Veterans across the country as well as to make refinements in the NVWG to better
serve Veterans in the future.

c. Consistent with the VHA strategic plan relating to providing Veterans personalized, proactive
and patient driven health care, the NVWG have evolved over the years to include opportunities
that further the promotion of wellness, health and disease prevention beyond the NVWG. A
Health Fair and Expo and educational seminars for Veterans and VA employees are offered
throughout the week. Examples of these offerings include: Women's Athlete Forum, Regional
and Community Sports Program, Expanding VA Rehabilitation Programs and a Caregivers
Forum. The 2013 NYWG will highlight the long term collaboration between VA and PVA at this
event. The NVWG wili also include job fraining for Veterans with disabilities. For the first time at
a VA national adaptive sports event, the Office of Personnel Management (OPM) will participate
in the 2013 NVWG; they will give presentations and describe OPM services and other services
available in the Federal government to help Veterans gain meaningful employment. The
principle objectives of the NVWG are:

(1) Improve the independence and quality of life of disabled Veterans through sports and
recreation.

(2) Assist VA's care and treatment of Veterans with physical disabilities by partnering with
VA's rehabilitation professionals.

(3) Provide an introductory and competitive wheelchair sports experience while exposing the
Veteran to the organizations and pathways for opportunities available nationwide.

(4) Increase the community awareness of the capabilities and strengths of Veterans with
disabilities.

(5) Conduct outreach to Veterans by demonstrating the outstanding quality of VA
rehabilitation programs and the commitment to serving our Nation’s Veterans.

4. Justification: The goals of the NVWG are reinforced by the direct interaction between
the estimated 600 Veterans, VA staff, PVA, sponsors and 3000 volunteers participating
in the event. This rehabilitative experience for each Veteran involved in the NVWG is
dynamic and it begins with the preparation for the event and continues with the
execution and transition following the event. The NVWG is unique and serves the broad
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range of these Veterans' interests and capabilities. Alternative programs are promoted
to encourage Veterans to incorporate wheelchair sports into their fifestyles at home.

5. Business Case Analysis: Extensive planning for the 33" National Veterans
Wheelchair Games has been underway since October 2010, involving countless internal
and external VA stakeholders. The James A. Haley Veterans’ Hospital, Florida Gulf
Coast PVA Chapter and Tampa Convention and Visitors Bureau (CVB) developed and
submitted a comprehensive bid package. The CVB and James A. Haley VA Medical
Center demonstrated they possessed the necessary elements and resources (venues,
hotel space, fransportation, fundraising opportunities, volunteers and community
support) as outlined by VA policy to conduct an event of this size and scope. Aftera
thorough review by the national site selection committee, the James A. Haley Veterans’
Hospital was awarded the 33 NVWG by a VA Memorandum dated April 1, 2011 by
Under Secretary for Health Robert A. Petzel, M.D. Significant efforts to reduce the cost
of the 2013 NVWG have been implemented and these have resulted in significant cost
savings compared to the 2012 NVWG: 34% reduction in VA employees on travel; 30%
reduction in the NVWG budget; and a 53% reduction of local VA employees to plan the
event. We also expanded the Paralympic sport opportunities from 11 to 14 for this
year's NVWG.

6. The proposed dates and location is:

| POTENTIAL LOCATIONS

July 13 — 18, 2013 Tampa, Florida

7. The overall proposed per event cost estimate is provided below:

? Non-
Number of Support Travel

employees  Staff Cost

Travel Contractor Total Cost per
Cost ¢ Su_ppor_t Cost  Participant

ost per '

2013 #VA Staff: 205 " Veteran: $1,100
NVWG #/els: 6OO 0 $436,042 1$223, 303 $0 $660,245 | ¢ost por VA
Total = 806 Employee:
$1,519

*205 represents (147) VA employees on trave! status; (58) local organizing VA staff on Authorized Absence & no travel cost.
= Estimated # of Veterans based on the past three years attendance frends for the NVWG. Exact numbers available 6/1/2013.

8. Both the VA Hosted or Co-Hosted Conferance Eroposed Checklist for
Conference Certifying Officials and Degartment of Velerans Affairs Hosted or Co-
Hosted Gonference Request Guidance were used in the planning of this event. The
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Administration Conference Certifying Official (COO) has reviewed and signed off on the
attached Conference Certification Form prior to my signature below.

9. 1am available at (202) 461-6790 should you wish to further discuss this proposed
33" National Veterans Wheelchair Games.

/(
/4/1/1/14/1/‘\ a -1

Df. Tommy owetz/ Date

Assistant Secretary,
Office of Public and Intergovernmental Affairs

Approve | Bisappreve :
AM %@m 6/3/) 3
Jose . Riojas Date
Interirn Chief of Staff

“Ap ' Disapprove __

{ A

Erit-K. Shinseki Date
Secretary \\




Date:

paparmentf Memo'randurh

Vete‘ra ns Affairs

JUN 1§ mu

Frofa: Asmstant Sedtetary foi Offies ot @peratiohs, Sepuraty, ahd Preparedness (@SP} (00)

. Suby:

- Seoretary(00)

3 i

Request Waiver for VA Basic Police Officet Gourse (VAIQ# 7366402)

Intériir Ehief of Staff (00A)

ji gl_lh_es and alt applléable statutes anhd
VA Basic Pollee Officer
20,2013; The VA

Course (BPOC)‘
BROC wili gost i 8X¢e!

VA Bolice officers to

2. Purposes The V.

serye at olr provide professional
law enfor 5 , nforcement Training
Center (LETE) is the onhly-Federal provider:for that type of spec{a iZ&¢ W eriforcement fraining.
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officérs will;
a. Have completed cerfification requ:rements to be appointed and serve as a VA

Policé officer in accorctanpe with Federal [aw Tifle 38, LS. C., Bection 902.

h‘ol vatlous galls gervice sych as, aotive ghooter, -

dnsturbances, -gustomet. sennc;es;lassrsi;anc«e:i efc.

5, Respond t aiid ¢
workplace vieles €

©. The traifing includes demoristratiori/performance training objectives as well as lecture.

« The event is'being conducted on govemment property which will eliminate the cost of

traj ning spatce ang. redUce ledging ¢o ts-‘
’ Sutsid enters; all training s provided by LETE faculty
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Subf: Request Waiver for VA Basic Police Officer Course (VAIQ# 7368402) -

» Actual total costs will be reported within 15‘days of completion of the training event.
» An After Action Report (AAR) will be provided after the conclusion of the training

avent,
4. Justzﬁcaﬁon-'

a. Face-to-face, performance based skills training is necessary for the complex skills
required as a VA Police officer.

(1) VA Police ofﬁcers are re'quired by Tiile 38, U.S.C., Sectioﬁ 902, to receive
specialized training with particular emphasis on dealing fn situations involving patients
and other fraining as presciibed hy SECVA. The VA LETG is the authorized prowder of

this spemaifzed tramlng

(2) The 320 hour (8 week) BPOC provides VA Pdlice off[cers with specialized fraining in
Federal law enforcement and prepares them with thé ability to deal with Veterans
inflicted by traumatic brain injury (TB1), Poétdraumatic Stress disordar (PTSD),
sulcidalihomicidal ideations, and other critical crisis Intervention and verbal de-escalation

skills and technicues unique toa hea!thcare environiment.

(3) Weapons and physical skills training and certification cannot be delivered through
‘any other method. Weapon and physical skills training Include but are not limited to:
firearms, straight baton, OC spray, ground defense and recovery, defensive tactics, and

graded practical (scenario-based) exercises.

b. Face-to-face training at the LETC ensures quality training by certified instructors,
who deliver material developed by subject mattér experts.

(1) The LETC Behavioral Sciences curricula was developed in concert with leading VA
experts in TBI, PTSD and dealing with suicidal/homicidal veterans.

(2) VA LETG instructors undergo a formal instructor development course for initial and
recurring ceriification.

(3) VA LETC instructors regularly attend technical and professional enhancement
tratning as part of their annual Individual Development Plan, This training is specific to
the skills and advanced knowledge required of aur specraﬂles in a healthcare

environment.

5. Business Gase Analysis:

a. VA BPOC costs are effecti.veiy constrained.

(1) The VA LETC is a franchise fund enterprise center which is commissioned to provide
services to Federal customers. No other Federal fraining center has a program failored
to the unigue needs of law enforcement in a healthcare environment.

{2) The tuition for the BPOC includes all meals and lodging. The LETC contracts meais
with vendors and houses BPOC students on-station, at a 45 percent reduction as
compared to local lodging and per-diem rates. Specifically, our lodging and meal cost
per-student is $4,539 for 56 nights. At local GSA rates the per-student cost would be
$8,171. The overall savings is $217,920.00 per class,
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Subj: Request Waiver for VA RBasic Pollce Officer Caurse (VAIQ# 7368402)

(3) Our facility s focated on the grounds of the Central Arkansas Veterans Heathcare
System (CAVHS) and we have an agreement with CAVHS af a cost of $6.68 per square

- foot versus the average GSA space lsase of $16.00 1o $30.00 per square foot, annually,
This results in an approximate annual savings of over $1.4M annually.

b. VA BPOG provides substantial return on the investment.

(1) AlIVA Pollcé officers must successfully complete the BPOG before receiving their

badge and credentials or being certified/authorized to perform any law enforcement
duties. The knowledge, skifls and abilities of & VA BPOC graduate are significantly
increased when compared against a newly hired VA Police officer who has not attended
the gourse. A newly hired and untrained VA Police officer in the GS-0083 job series
costs VHA tens of thousands of dollars in overtime, salaries and benefits, as the
depariment cannot use the untrained officer to protect VA persons and-propetiies, or
perform any type of law enforcement duties untht they successfully complete BPOC. The
high quaity, speclalized training VA BPOC graduates receive, allows themn to provide
professional law enforcement and security services to protect and support the Veterans,
staff, visitors, and infrastructures on VA propetty. '

(2) As indicated in paragraph 4, face to face, performance-based skills training is
necessary for the complex skills réquired as a VA Police officer. The VA BPOC fraining
provides a unique, cost effective, and substantlal return on the investment.

impact on VHA & LETC if classes are not held.

(1) As a franchise fund enterprise center, the LETC recsives no approptiated budget
and rely on our training services and administrative product lines to meet expenses.

(2) VHA would not be able to ensure a safe and secure environment for Veterans,
employees, contractors, and visitors at VHA healthcare facllitles.

(3) If we are unable to confinue to provide these services, we face the possibility of
having to: (a) Discontinue sending instructors to certification or other professional
enhancement training; (b) Cancel efforts {0 attaln/maintaln FLETA accreditation for
programs of academy (This effort requires travel funds to support required processes),;
{c) Initiate a reduction in force, if unable to meet salary obligations; and (d) Potertial of
violating support contracts required fo provide services and maintain facilities.

6. The proposed dates and lacation for VA BPOC Class Number 1306 is:

No. Date Location of Training
1 July 29, 2013 VA Law Enforcement Training Center
] to 2200 Fort Roots Dr.
September 20, 2013 North Little Rock, AR 72114

The VA BPOC Class Number 1306 will have:

e 77 patticipants
o 60 students and :
o 14 instructors, 2 OSLE employses and 1 8ES fo Graduate Class =17

Total Cost = $751,500

= Al are VA emplovees and all training is conducted on government property.
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Subj: Reguest Waiverfor VA Basic Policg Offiger Gourse (VA!Q# 7368402)

‘Total Cost Breakdown for Averaié Cost pef Partleipant (StudenisllnstmctersISUpport)

VA-BPOC Insiructors& " Estimated Non-TraVaI Tution ~ | Avg. Cost per
Class# . Travel Gost | €o iply. { il Student 60
1308 ] R T ar taff |
' ' 'tultion) and.ground,
4 . Aranspotiation)
| - $1,500 per |- R
63, 14 participants | agp | $10950. - | $19.480100 |
- Tofal' Cost Breakdownfor Sfudent Cost | per day (Al{ Costs ar )

" VABPOC mated | Estimated Meéal 1 Esti " Avg, Cost
. Clasgs'#t Lodglng‘ Cosls | Costs ;| SupplyGosts | p d
1306 !,_. L perdayfor

U A , L | perating | ' I60 Stidlents

60 | §5100 | 92940 - T2 $1@85@ | §eac ] $105.96

Studerits, | | . B ST ST NP N :

8, Both the: VA Hosted or Go-Hosted Conference Proposed, Eheckiist:for ConferenCe Certgysng
Ofiiclals arid Department of Veterans Affairs Hosted o € Hosfed Conferénce, Re _‘u’est
‘Guidghee were uged in the: planning of this aining evenf Thq Admmts ation Confer
Certifying Offictal (CCO). has reviewsd . and sigl ted off on the attached Conferc-: ?ce te i

Fm‘m priorto my s:gnatufe bélow.

9. | am avallable at (202) 461-4939 should you wish fo further dlscuss this proposed iraining
évent

%{%%E/ - zo//? /2013
Date
Altachiments; 9 (binder)
7 / 2 :3
Date

“Eric K. Shiriseki o ‘ Date
Secretary.




R s Memorandum

Date: April 10, 2013

From: Assistant Secretary for Operations, Security, and Preparedness (OSP) (007)

Subj:
To:

Thru:

Request Waiver for VA Basic Police Officer Course (VAIQ# 7339027)

Secretary (00)

Interim Chief of Staff (00A)
Deputy Secretary (001)

1. In accordance with existing VA policies and guidelines, and all applicable statutes and
regulations, OSP, requests your approval of a waiver to conduct the VA Basic Police Officer
Course (BPOC) Class Number 1305, in-residence May 27 - July 19, 2013. The VA BPOC will
cost in excess of the maximum allowable expense of $500,000.00.

2. Purpose: The VA BPOC training is critical to preparing newly hired VA Police officers to
serve at our medical centers nationwide. VA Police officers are expected to provide professional
law enforcement services in a VA healthcare environment. The VA Law Enforcement Training
Center (LETC) is the only Federal provider for that type of specialized law enforcement training.
The VA BPOC includes dynamic, intense, scenario and role play-based training which must be
delivered face-to-face. Subjects include small arms training and qualification, defensive tactics,
ground defense, expandable straight baton, chemical weapon (Oleo Capsicum Resin) and a
myriad of other subjects which rely on physical skills. Of great importance is the 40 hours of
behavioral science training VA Police officers receive which teach officers how to use verbal
communications skills to de-escalate violent situations. Moreover, the VA LETC is highly
regarded as it received Federal Law Enforcement accreditation in November 2011 from the
Federal Law Enforcement Training Accreditation board (FLETA). LETC was praised by FLETA
for an intense behavioral curriculum.

3. Goals and Objectives: Upon graduation from the VA BPOC newly assigned VA Police
officers will:

a. Have completed certification requirements to be appointed and serve as a VA
Police officer in accordance with Federal law, Title 38, U.S.C., Section 902.

b. Respond to and control various calls for service such as, active shooter,
workplace violence, disturbances, customer service/assistance, etc.

c. The training includes demonstration/performance training objectives as well as lecture.

¢ The event is being conducted on government property which will eliminate the cost of
training space and reduce lodging costs.

There are no outside presenters; all training is provided by LETC faculty.

This is strictly a training event with no entertainment, etc.

No food or refreshments are being provided.

There are no expenses for SWAG of any kind. This is a training event.

There are no non-VA employees attending this training.
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Request Waiver for VA Basic Police Officer Course (VAIQ# 7339027)

» Actual total costs will be reported within 15 days of completion of the training event.
» An After Action Report (AAR) will be provided after the conclusion of the training
event.

4, Justification;

a.

Face-to-face, performance-based skills training is necessary for the
complex skills required as a VA Police officer.

(1) VA Police officers are required by Title 38, U.S.C., Section 902, to receive
specialized training with particular emphasis on dealing in situations involving patients
and other training as prescribed by SECVA. The VA LETC is the authorized provider of
this specialized training.

(2} The 320 hour (8 week) BPOC provides VA Police officers with specialized training in
Federal law enforcement and prepares them with the ability to deal with Veterans
inflicted by traumatic brain injury (TBI), Posttraumatic stress disorder (PTSD),
suicidal/homicidal ideations, and other critical crisis intervention and verbal de-escalation
skills and techniques unigue to a healthcare environment.

(3) Weapons and physical skills training and certification cannot be delivered through
any other method. Weapon and physical skills training include but are not limited to:
firearms, straight baton, OC spray, ground defense and recovery, defensive tactics, and
graded practical (scenario-based) exercises.

Face-to-face training at the LETC ensures quality training by certified
instructors, who deliver material developed by subject matter experts.

(1) The LETC Behavioral Sciences curricula was developed in concert with leading VA
experts in TBI, PTSD and dealing with suicidal/homicidal veterans.

(2) VA LETC instructors undergo a formal instructor development course for initial and
recurring certification.

(3) VA LETC instructors regularly attend technical and professional enhancement
training as part of their annual Individual Development Plan. This training is specific to
the skills and advanced knowledge required of our specialties in a healthcare
environment.

5. Business Case Analysis:

a.

VA BPOC costs are effectively constrained.

(1) The VA LETC is a franchise fund enterprise center which is commissioned to provide
services to Federal customers. No other Federal training center has a program tailored
to the unigue needs of law enforcement in a healthcare environment.

(2} The tuition for the BPOC includes all meals and lodging. The LETC contracts meals
with vendors and houses BPOC studenis on-station, at a 45 percent reduction as
compared to local lodging and per-diem rates. Specifically, our lodging and meal cost
per-student is $4,539 for 56 nights. At local GSA rates the per-student cost would be
$8,171. The overall savings is $217,920.00 per class.
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Request Waiver for VA Basic Police Officer Course (VAIQ# 7339027)

(3) Our facility is located on the grounds of the Central Arkansas Veterans Healthcare
System (CAVHS) and we have an agreement with CAVHS at a cost of $6.68 per square
foot versus the average GSA space lease of $16.00 to $30.00 per square foot, annually.
This results in an approximate annual savings of over $1.4M annually.

VA BPOC provides substantial return on the investment.

(1) All VA Police Officers must successfully complete the BPOC before receiving their
badge and credentials or being certified/authorized to perform any law enforcement |
duties. The knowledge, skills and abilities of a VA BPOC graduate are significantly
increased when compared against a newly hired VA Police officer who has not attended
the course. A newly hired and untrained VA Police officer in the G5-0083 job series
costs VHA tens of thousands of dollars in overtime, salaries and benefits, as the
department cannot use the untrained officer to protect VA persons and properties, or
perform any type of law enforcement duties until they successfully complete BPOC. The
high quality, specialized training VA BPOC graduates receive, allows them to provide
professional law enforcement and security services to protect and support the Veterans,
staff, visitors, and infrastructures on VA properiy.

(2) As indicated in paragraph 4, face-to-face, performance-based skills training is
necessary for the complex skills required as a VA Police officer. The VA BPOC fraining
provides a unique, cost effective, and substantial return on the investment.

Impact on VHA & LETC if classes are not held.

(1) As a franchise fund enterprise center, the LETC receives no appropriated budget
and rely on our training services and administrative product lines to meet expenses.

(2) VHA would not be able to ensure a safe and secure environment for Veterans,
employees, contractors, and visitors at VHA healthcare facilities.

(3) If we are unable to continue to provide these services, we face the possibility of
having to: (a) Discontinue sending instructors to certification or other professional
enhancement training; (b) Cancel efforts to attain/maintain FLETA accreditation for
programs or academy (This effort requires travel funds to support required processes);
(c) Initiate a reduction in force, if unable to meet salary obligations; and (d) Potential of
violating support contracts required to provide services and maintain facilities.

8. The proposed dates and location for VA BPOC Class Number 1305 is:

No. Date Location of Training
1 May 27, 2013 VA Law Enforcement Training Center
to 2200 Fort Roots Dr.
July 19, 2013 North Litfle Rock, AR 72114

The VA BPOC Class Number 1305 will have:

s 77 participants
o 60 students and
o 14 instructors, 2 OSLE employees and 1 SES to Graduate Class = 17

Total Cost = $751,500

7. All are VA employees and all training is conducted on government property.
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Request Waiver for VA Basic Police Officer Course (VAIQ# 7339027)

Total Cost Breakdown for Average Cost per Participant (Students/Instructors/Support)

VA BPOC Participants Instructors & Estimated Non-Travel Tuition Avg. Cost per
Class # (60 Students Support Travel Cost Cost (Supply (Includes all Participant 63
1305 and 3 OSLE) (all costs costs are meals/lodging/staff
captured in captured in salaries/facilities
tuition) tuition) and ground
transportation)
$1,500 per
63 14 student $300 $10,950 $11,928.57
Total Cost Breakdown for Student Cost per day (All Costs are Captured in Tuition)
VA BPOC Estimated Estimated Meal Estimated Overhead Estimated Avg. Cost
Class # Lodging Costs Costs Local Costs Supply Costs | per Student
1305 Transportation (includes all per day for
Costs LETC operating 60 Students
expenses)
60 $51.00 $29.40 $1.20 $108.50 $5.44 $195.54
Students

8. Both the VA Hosted or Co-Hosted Conference Proposed Checklist for Conference Certifying
Officials and Department of Veterans Affairs Hosted or Co-hosted Conference Request

Guidance were used in the planning of this training event.

The Administration Conference

Certifying Official (CCO) has reviewed and signed off on the attached Conference Certification
Form prior to my signature below.

9.
event,

'L‘Jose D. Riojas

Attachments: 9 (binder)

Recommend: oﬂ- / Disapprove

"

L340

Jose O. Riojas
Interim Chief of Staff

Recommen

Z /e

d

Mprove

/

W. ScottGautd”  *
Deputy Secretary

Secretary

Eric K\Shinseki

y/r0 [5e/3

Date

/1913

"Date

a//; z,//;’

Date”

# 15/&013

" Date

| am available at (202) 461-4980 should you wish to further discuss this proposed training
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Department of
Veterans Affairs Memorandum
November 20, 2012

Under Secretary for Health

Waiver Request for Standardization in Sterile Processing (formerly: National ISO 9001
Implementation Workshops) (ID #1608)

Chief of Staff

Deputy Secretary
Secretary

In accordance with the VA Chief of Staff guidance dated September 26, 2012, the
Veterans Health Administration (VHA) requests your approval of a waiver to conduct
regionalized face-to-face ISO 9001 Implementation Workshops from March 2013
through September 2013. ISO 9001 is an International Standard (not an acronym, but
from the Greek translation referring to isosceles or equal) by which organizations
manage the compliance and quality of the organization. The complete National ISO
9001 Implementation Rollout will cost in excess of the maximum allowable expense of
$500,000.

Purpose: Intense Congressional and media scrutiny into VHA's vulnerabilities in Sterile
Processing (SP) and areas of reusable medical equipment (RME) began in late 2008 and
continue to date, despite forward progress in many areas. During this same time frame,
Secretary Shinseki's Transformational Initiatives for the 21%' Century were launched, of
which the SPD Scopes Action Plan (ISO 9001) was one such initiative. This initiative
created what is now known as the ISO Consultation Division (ICD), with the mission to
provide a sustainable framework, consistent with ISO 9001 principles, to support the
creation of effective and repeatable processes for use throughout the continuum of
Veteran health care, beginning in VHA’s areas of SP and RME. Integration and
implementation of the ISO 9001:2008 Standard provides the stabilizing and sustainable
framework to support the creation of effective and repeatable processes for use in the
care of Veterans. This stabilization and standardization of processes will decrease the
previously noted reprocessing variabilities that led to patient safety concerns and
congressional and media scrutiny.

Goals and Obijectives:

ICD, as a VHACO program office, exists to provide a sustainable framework, consistent
with ISO 9001 principles, to support the creation of effective and repeatable processes
for use throughout the continuum of Veteran health care, beginning in the areas of SP
and RME. These ISO 9001 Implementation Workshops provide the venue for work
required to actuate ISO 9001 Implementation across VHA's nearly 154 SP Services.
Completion of the objectives below combines to create a VISN specific quality
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management system (QMS) for direct implementation and application into SP/RME.
The implementation of an 1SO 8001 QMS supports the Administration’s mission by
providing a framework that ensures standardized, high quality, consistent, and
repeatable processes (specific to SP and reprocessing of RME) that support safe and
effective health care to the Veteran. Selected specific objectives for each Workshop are
as follows:

Workshop 1
1. ldentify the required documents and procedures of an ISO 9001 Quality
Management System (QMS);
2. ldentify the application of an 1ISO 9081 QMS in health care and within SP/RME;
3. Draft the VISN specific quality manual for areas of SP/RME;
4. Draft the VISN specific, 6 ISO 9001 required documents.

Workshop 2.
1. Align the VISN/NVAMC/SP commitiee structure with 1SO 9001 functional
responsibility;
2. Define/verify definition of strategic planning methods and ensure alignment with
1ISO 9001 requirements;
3. Identify/define measures and metrics and their association with strategic ptanning
and committee work (as required by ISO 9001).

Workshop 3.

1. Define processes and draft procedures for associated functions to SP/RME, such
as biomedical and calibration of equipment and measuring devices, purchasing,
logistics, infrastructure/work environment and competency awareness and
training.

Workshop 4.
1. Understand the internal auditing clauses of the ISO 9001 Standard and their
integration with other SP/RME auditing processes:
2. Understand principles of auditing;
3. Develop expertise in use of the ISO 9001 Process Audit Tool;
4. Develop a VISN specific Audit Plan.

4. Justification:

a. This ISO 9001 Implementation methodology has been tested.

1} This approach is an established 1SO 9001 implementation method that has
proven successful in over 200 private sector hospitals and healthcare systems.
Additionally, this methodology was calibrated to VHA requirements during the
recently completed Pilot Phase. This method requires division of the ISO
9001:2008 Standard implementation into four separate and distinct workshops,
held sequentially and in the above noted purposeful order.
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Conducting one workshop and not the others, or some but not all, would fall short
of accomplishing ISO 9001 implementation, thus stalling the forward momentum
of standardization in VHA’s areas of SP/RME. A stall and acceptance of process
variability within these critical areas of care support could lead to Veteran safety
concerns.

2) VISN and facility participants are purposefully selected for attendance based on
their role and necessary input into the design of the 1ISO 9001 consistent QMS.
Aside from a core group of participants that will attend all four (4) Workshops in
their VISN, participants will vary according to the output required of each
Workshop. For example, a wider array of role representation is required at
Workshop 1 because of the extensive range of policy/procedure creation
required. Similarly, Workshop 2 is geared toward defining processes for
management alignment and review, business and strategic planning, etc, so
those participants are more likely to be from management stratification.
Workshop 3 is geared towards ancillary to SP/RME services, so these
participants are selected from services that affect or are affected by SP/RME
{(biomed, logistics, facilities, etc). It is imperative to note that these Workshops
are not simply training. While there is embedded and weaved in training, the
Workshops are the venue for which each VISN will be guided through creation of
their ISO 9001 consistent QMS; the system that will provide the stabilizing,
sustainable and repeatable framework to decrease variation in the care of
Veterans.

b. Face-to-face ISO 9001 Workshops are required for effective implementation
(virtual training option was tested).

1} The National ISO 9001 Implementation Workshops are designed to provide
necessary didactic style training to the 1ISO 9001:2008 Standard and are largely
actual working events. They will be used to draft the ISO 9001 required quality
(or business) manual, the six ISO 9001 required procedures, define processes for
strategic planning, management review, use of quality metrics, purchasing,
biomedical, EOC and competency. The workshops culminate in a completed and
critiqued audit (or gap analysis) to the 1SO 9001:2008 Standard. To achieve
these outcomes most effectively, the workshops use actual hands-on working
events as they would occur in real time in a medical center; this requires face-to-
face interaction and feedback. A virtual training option was explored within the
Pilot Phase, but was found ineffective for delivery of the tailored and “on site”
implementation of the ISO 9001:2008 Standard. Virtual participant evaluations
noted the virtual component as the solitary reason for their inability to actively
participate in the hands-on work, provide input into the groups, or come away
with any outcomes applicable to their facility.

c. The ISO 9001 Implementation Workshops are collaborative.
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1)

2)

In order to complete these important, complex deliverables that are required of
ISO 9001 implementation and to create standardization across VHA, the
participants are targeted from each VISN and every facility within that VISN (cap
at 49 per workshop.) In this way, ISO 9001 implementation is designed with
frontline staff input, leadership engagement, VISN direction, and buy-in from all
stakeholders. All VISNs will receive the same base training material for each
workshop; and the majority of the workshops are tailored to that specific VISN;
therefore no workshops are identical from VISN to VISN, and there are
different/VVISN specific targeted participants for each Workshop.

Training teams have been created to maximize collaboration between ICD, the
contracted ISO 9001 Implementation subject matter experts (SME) and
VISN/facility staff and to minimize travel burden. Each VISN team consists of an
ICD Team Lead and Back-Up Team Lead (built in redundancy) and two
contracted SME faculty. While the contracted Faculty will be assigned to several
VISNs and their Workshops, the VHA ICD Team and Back-Up Leads will only be
assigned to two VISNs, thereby decreasing their travel burden and increasing
their availability to work in a more direct way with each VISN, both at the
Workshops and between each Workshop (during the Action Periods.)

Face-to-face workshops are required to achieve the interaction described above,
and it is proven to achieve the desired performance results. This justification
overcomes the presumption that a face-to-face meeting is not necessary. All
alternative means have been considered and are determined to be insufficient for
achieving the stated purpose, goals and objectives.

5. Business Case Analysis:

a.

1)

1)

ISO 9001 Implementation costs are effectively constrained.

A review of all potential implementation venues was explored and it was noted
that travel costs could be significantly constrained by using the VISN structure
with available government (no cost) Workshop sites/facilities, rather than
commercial training facilities, leveraging sunk costs of existing facilities. To this
end, 74 of 80 Workshop locations are in no cost government facilities, leaving
only 6 that require contracting. Additionally, locations within the VISN service
areas were selected that were nearest to most attendees, thereby realizing a
savings of travel dollars to the maximum extent possible.

The Government has substantial investment in ISO 9001 Implementation.

The government has sunk costs invested in a small business contract secured to
provide the SME required to implement the ISO 9001:2008 Standard within
healthcare and, more specifically, the VHA. These costs for contracted faculty
and their travel to these Workshops have been leveraged and are included in
attached cost estimates. The training curriculum and work exercises and
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activities necessary to implement ISO 9001 have already been developed by the
VHA contracted ISO 9001 SME, which is a deliverable on the contract. Not
holding the Implementation Workshops at this juncture would necessitate
payment for deliverable development without receiving the implementation
actuation. Alternative implementation methodologies were vetted during the
vendor solicitation period for this small business award and found to lack proven
experience and/or to logistic or resource feasibility for ISO 9001 implementation
within the vast VHA healthcare system.

2) Because ICD was stood up to implement the ISO 9001:2008 Standard in VHA,
beginning in areas of SP and RME reprocessing, should the National ISO 9001
Implementation Workshops not be approved, VHA would have paid/would be
paying for staff salaries, without having implemented ISO 9001 as they were
hired to do.

3) VHA is dedicated to the assurance of repeatedly high quality, safe and effective
health care. Any stall of ISO 9001 implementation would halt all forward progress
in the efforts to decrease variability in the processes of SP/RME. Should process
variability in these areas be allowed to continue, potential risks to patient safety
will re-emerge.

6. Because there are 80 separate dates and locations, they cannot be succinctly described
here. The proposed dates and location is outlined in the attached: ISO 9001

Logistics/Cost Spreadsheet.

The National ISO 9001 Implementation Workshops will occur sequentially within each
VISN and simultaneous to other VISNs, at multiple sites with:
e 3,005 participants
o 2,970 students, 4 contracted instructors, 22 VHA Facilitators, 1 VHA
Program Manager and 8 VHA support staff

7. Because the costs of the Workshops vary slightly per VISN, they cannot be succinctly
described here. Regarding overall proposed costs, see attached: ISO 9001
Logistics/Cost Spreadsheet. Additionally attached are Appendix D, E, F, and the
Conference Certification Form.

VHA is using, almost exclusively, government facilities and support staff for this event.
Expected costs are for VHA student and facilitator travel, contractor costs of curriculum
delivery and travel and for site contracting for 6 (of the 80) Workshops. Hotel costs
include only lodging rates and will be equal to or less than the GSA rate for the cities
where training will occur; hotel tax exemptions will be utilized where available. No “logo”
or SWAG items will be purchased.
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Total Cost Breakdown for Average Cost per Participant

Travel Cost | Non-travel Avg. Cost per
ik (for 1200 Cost Contractor Participant for
FaltcifEts traveling (Contracted Support hatal Gost 3,005
participants) Space) Participants
3,005 $1,800,000 $96,900 $1,645,360 | $3,542,260 $1178.79

8. Both the VA Hosted or Co-Hosted Conference Proposed Checklist for Conference
Certifying Officials and Department of Veterans Affairs Hosted or Co-Hosted
Conference Request Guidance were used in the planning of this event. The
Administration Conference Certifying Official has reviewed and signed off on the
attached Conference Certification Form prior to my signature below.

9. l'am available at (202) 461-7000 should you wish to further discuss this proposed
National ISO 9001 Implementation Rollout.
beliz
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