
INTAKE PRE-QUALIFICATION COMPLEX ASSESSMENT COMPLEX DECISION 

PRE-QUALIFICATION SIMPLIFIED ASSESSMENT SIMPLIFIED

52C.

~0.5%

5 mins ASSESSOR
Conduct

PreQualification 
Call

ASSESSOR
Completes PQA Report;

Records in VCMS & 
Spreadsheet.  Uploads to 

10.3.  Sends copy to 
Veteran

ASSESSOR
Review Public Research & 
PreQual Docs & creates 
preliminary report and 

sends to Veteran. Triages 
case Records in VCMS & 

Spreadsheet

START
PRE-QUALIFICATION

COMPLEX

24/60/42 24/60/42 24/54/36

10 Days

ASSESSOR
Draft doc. Req. & sends 
doc req.  Sends email to 
CM.  Records in VCMS & 

Spreadsheet 

24/42/30

Issues 
Found in 
PreQual?

N 70%

ASSESSOR
Records in VCMS & 
Spreadsheet.  Doc 

Request to Veteran and 
follow-up call

15/30/20

Y 30%

VET 
Respond?Y 95%

Involuntary 
Withdrawal

VOSB
Provide 

Corrections

1/3/2 Days

ASSESSOR
Reach back 

twice.  Records in 
VCMS & 

Spreadsheet

N 5% 3rd Attempt

ASSESSOR
Reviews 

Corrections. 
Records in VCMS 
& Spreadsheet

30/66/48

Corrections 
sufficient?Y 95%

ASSESSOR
Submit ‘No-Issue’ 

report to Applicant 
with a request to 
upload remaining 
Documentation.  

Records in VCMS & 
Spreadsheet.  Send 

email to CM. draft doc 
req. send doc req.

20/90/40

ASSESSMENT
COMPLEX

10/25/15
10 Days

VET Responds with 
remaining Docs?Y 95%

Involuntary 
Withdrawal

VOSB
Provide Full Set 
of Documents

1/5/2 Days

ASSESSOR
Reach back twice.  
Record in VCMS & 

Spreadsheet

N 5% 3rd Attempt

ASSESSOR
Submit Notification 

stating that 
Application is 
complete and 

Application has moved 
to Assessment

5/10/8

Documents 
sufficient?Y 80%

N 20%

ASSESSOR
Notifies Veteran that 

certain data is still 
needed. Records in VCMS 

& Spreadsheet

12/36/18

START 
ASSESSMENT

COMPLEX

ASSESSOR
Reviews all documents, 

public research, and 
prepares Evaluation notes. 

Records in VCMS & 
Spreadsheet

Recommendation?

ASSESSOR
Write-up the Determination 
Recommendation for Denial 

& prepare Denial documents.  
Record in VCMS & 

Spreadsheet.

ASSESSOR
Write-up the Determination 
Recommendation for PRF & 

prepare PRF documents. 
Record in VCMS & 

Spreadsheet

Recommended 
for Denial

60/120/90

10 Days

VET
Respond?Y 95%

VOSB
Provide 

Clarification 
Documents

1/3/2 Days

ASSESSOR
Reach back twice.  
Record in VCMS & 

Spreadsheet

N 5%

3rd Attempt

ASSESSOR
Reviews 

Documentation.  
Updates Evaluation 

Notes.  Record in 
VCMS & 

Spreadsheet
24/54/36

ASSESSOR
Notification to 

provide Additional 
Clarification 

Documents.  Calls 
Vet. Records in 

VCMS & Spreadsheet

24/60/48

Additional 
Docs Needed? Y 50%

APPROVAL

ASSESSOR
Write-up the Determination 

Recommendation for  
Approved & prepare 

Approval documents, and 
Apply Risk Scores TBD.  

Upload to 10.3.  Record in 
VCMS & Spreadsheet

15% Ineligible Findings

25/50/35

25/50/35
15/30/25

ASSESSOR
Send Notification about PRF 

status to VOSB

5/15/10

ASSESSOR
Call VOSB to discuss the PRF 

issues. Record in VCMS & 
Spreadsheet. Email CM.

10/40/30

VET 
Responds?N 5%

VOSB
Provide 

Documents

.5/5/2 Days

Correction 
Made?

ASSESSOR
Review 

Documentation.  
Record in VCMS 
& Spreadsheet.

15/35/20

Withdraw, 
provide data, or 

Denied
Voluntary 

Withdrawal

4% Withdraw
95%

N 4%

ASSESSOR
Review draft letter.  Record 

in VCMS & Spreadsheet.  
Notify PM that case is ready 

for Fed Review.

15/30/20

START
DECISION

START
DECISION

FED REVIEWER
Reviews the Application 
Recommendation and 

Prepare Recommendation 
Report

40/120/90

FED REVIEWER
Reviews the Application 
Recommendation and 

Prepare Recommendation 
Report

20/90/60

Approval/Denial?

Approval

Denial

Agree with 
recommendation?N 3%

VET 
Respond? Y 95%

VOSB
Provide 

Clarification 
Documents

5 Days

Additional Docs 
needed?

ASSESSOR/ CASE 
MANAGER

Reviews and 
resubmits

FED REVIEWER
Provide explanation 
of disagreement and 
adjust Determination 
Report for Director as 

needed

20/60/30

N 80%

ASSESSOR/
CASE MANAGER

Contact Applicant to 
provide additional 

data

Y 20%

20/60/30

5/15/10

N 5%

FED REVIEWER
Re-evaluate the 

recommendation,  reviews 
R4R decisions, and adjust 
Recommendation Report 

as needed

10/30/20

Site Visit 
Requested?

SITE VISIT
Conduct Site Visit

5/10/7 Days
$2400-$2800

FED REVIEWER
Read Site Visit Report

25/35/30

Agree with 
recommendation?

DIRECTOR
Review Letter 

3/15/8

DIRECTOR
Provide Fed Reviewer 

the explanation of 
disagreement

3/10/5

DIRECTOR
Phone Call to Fed 

Reviewer to Resolve 
issue

3/10/5

~0.5%

1/10/3

Y 99%

Y 0.5%

RISK TEAM
Process Site Visit 

findings

SYSTEM
Automatic 

Notification of the 
Applicant

0 Min

Denial?

N

Request for 
Reconsideration (R4R)?Y 50%

N 50%

EXIT

OGC
Full Review of 

Application 

60 Days

Y

2/7/5 Days

ASSESSOR
Reach back 

twice. Record in 
VCMS & 

Spreadsheet.

FOCUS REVIEW PROCESS MODEL

N 1%

VOSB

Assessor

Fed Reviewer

Director

OGC

TITLE LEGEND

SYSTEM

DIRECTOR
Sign Letter 

1% Veteran Requests Denial

N 5%

Y 95%

N 50%

Focus Review Model
Version 1.3
02/04/2016

10/25/15

10/20/15

10/20/15

RISK TEAM FED 
RESOURCE

Make decision to 
proceed with Site 

Visit

Proceed with Site 
Visit?

Y 95%

N 5%

Pre or Post? Pre 0.5%

Post 99.5%

5/30/15

ASSESSOR / CASE 
MANAGER

Review of the findings 
& drafting response to 

VOSB

30/120/60

Portfolio Manager
Assigns case to 
Federal Review 

Coordinator

2/10/5

10/60/15

Case Coordinator

Case Analyst

RISK TEAM

10/30/20

Contact made 
Immediately?

N 60%

ASSESSOR
Prepares Exit Email and 

send to Veteran. Records in 
VCMS & Spreadsheet

Y 40%

ASSESSOR
Attempt(s) to 

reach Veteran.  
Records in VCMS 
& Spreadsheet

VET 
Responds? N 5% (5days)

Involuntary 
Withdrawal

Y 95% 5 day

Help 
needed?

ASSESSOR
Answers 

questions

15/35/20

N 90%

Y 10%

Veteran Seeks 
Clarification?

ASSESSOR
Addresses Issue/

Question

15/60/24

Y 20% Veteran 
Clear?

N 80%

FED REVIEWER
Call Veteran to 
Resolve issue

ASSESSOR
Arrange FED Call

(Veteran 
Escalated to FED)
Record in VCMS & 

Spreadsheet.  
Notifies Portfolio 

Manager

N 1%

15/40/30

Veteran 
Requests 

Escalation?

N 99%

ASSESSOR
Refers Veteran to 

escalation 
process and 

notifies Portfolio 
Manager

2/10/5

Y 1%
FED REVIEWER
Review of Case 
and responds to 

Veteran

30/90/60

85% Eligible Findings

Agree with re-
assessment?N 5%

N 99.5%

Veteran 
Requests 

Escalation?

Y 95%

N 99% 

Assessor
Refers Veteran to 

Fed Reviewer

2/10/5

FED REVIEWER
Review of Case 
and responds to 

Veteran

30/90/60

Y 1%

ASSESSOR
Reviews and confirms 

docs.  Records in 
VCMS & Spreadsheet

20/50/35

PORTFOLIO 
MANAGER

Portfolio Manager
Assigns case to 

Assessor or 
Analyst. Records in 

VCMS and 
Spreadsheet

Case 
Coordinator

Assign case to 
PM. Records in 

VCMS and 
Spreadsheet

Simplified 
Case 

Escalation (2)
Received

Simplified 
Case 

Escalation (4)
Received

2/10/5

Portfolio Manager
Review draft letter.  
Record in VCMS and 

spreadsheet.  Notifies 
CC that its ready for 

FED review

10/20/15

Case Analyst
Conduct

PreQualification 
Call

Case Analyst
Completes PQF Report;

Records in VCMS & 
Spreadsheet.  Uploads to 

10.3

Case Analyst
Review Public Research & 
PreQual Docs & creates 
preliminary report and 

sends to Veteran. Triages 
case Records in VCMS & 

Spreadsheet

START
PRE-QUALIFICATION

SIMPLIFIED

20/50/35 20/50/35

15/30/25

10 Days

Case Analyst
Draft doc. Req. & sends 
doc req.  Sends email to 
CM.  Records in VCMS & 

Spreadsheet 

25/40/30

Issues 
Found in 
PreQual?

N 90%

Case Analyst
Records in VCMS & 

Spreadsheet.  

5/15/10

Y 10%

VET 
Respond?Y 95%

Involuntary 
Withdrawal

VOSB
Provide 

Corrections

1/3/2 Days

Case Analyst
Reach back 

twice.  Records in 
VCMS & 

Spreadsheet

N 5% 3rd Attempt

Case Analyst
Reviews and 

confirms 
corrections.  

Record in VCMS 
and Spreadsheet

25/55/40

Corrections 
sufficient?

N 5%

Y 95%

Case Analyst
Submit ‘No-Issue’ 

report to Applicant 
with a request to 
upload remaining 
Documentation.  

Records in VCMS & 
Spreadsheet.  Send 

email to CM. draft doc 
req. send doc req.  

25/40/30

ASSESSMENT
SIMPLIFIED 10/25/15

10 Days

VET Responds 
with remaining 

Docs?
Y 95%

Involuntary 
Withdrawal

VOSB
Provide Full Set 
of Documents

1/5/2 Days

Case Analyst
Reach back twice.  
Record in VCMS & 

Spreadsheet

N 5% 3rd Attempt
Case Analyst

Reviews 
Provided 

Documents.  
Record in VCMS 
& Spreadsheet

15/40/30

Case Analyst
Submit Notification 

stating that 
Application is 
complete and 

Application has moved 
to Assessment

2/5/4

Documents 
sufficient?Y 80%

N 20%

Case Analyst
Notifies Veteran that 

certain data is still 
needed. Records in VCMS 

& Spreadsheet

10/20/15

15/25/15

5/15/10

Contact made 
Immediately?

N 30%

Case Analyst
Prepares Exit Email and 

send to Veteran. Records in 
VCMS & Spreadsheet

Y 70%

Case Analyst
Attempt(s) to 

reach Veteran.  
Records in VCMS 
& Spreadsheet

VET 
Responds? N 1% (2days)

Involuntary 
Withdrawal

Y 99% 1 day

Case Analyst
Notifies (Call & 

Email) of 
deficiency

5/15/10

Help 
needed?

Case Analyst
Answers 

questions

10/20/15

N 90%

Y 10%

Veteran Seeks 
Clarification?

Case Analyst
Addresses Issue/

Question

15/30/20

Y 20% Veteran 
Clear?

Y 90%

N 80%

N 10%

Case Analyst
Confirms docs.  

Records in VCMS & 
Spreadsheet

10/15/12

Escalated to 
Complex?

Continues
Simplified

90%
Y 10%

START 
ASSESSMENT
SIMPLIFIED

Case Analyst
Reviews all documents, 

public research, and 
prepares Evaluation 

notes. Records in VCMS 
& Spreadsheet

Recommendation?

60/90/70

10 Days

VET 
Respond?Y 95%

VOSB
Provide 

Clarification 
Documents

1/3/2 Days

Case Analyst
Reach back twice.  
Record in VCMS & 

Spreadsheet

N 5%

3rd Attempt

Case Analyst
Reviews 

Documentation.  
Updates Evaluation 

Notes.  Record in 
VCMS & 

Spreadsheet
20/45/30

Case Analyst
Notification to 

provided Additional 
Clarification 

Documents.  Calls Vet 
Records in VCMS & 

Spreadsheet

20/50/40

Additional 
Docs Needed? Y 50%

APPROVAL

Case Analyst
Write-up the Determination 

Recommendation for  
Approved & prepare 

Approval documents, and 
Apply Risk Scores TBD.  

Upload to 10.3.  Record in 
VCMS & Spreadsheet

15% Ineligible Findings

15/30/25

15/30/20

DECISION

N 50%

SYSTEM
Automatic 

Notification to 
Case Analyst

0 mins 10/20/15

Portfolio Manager
Assigns case to Federal 

Review Coordinator

2/10/5

Veteran 
Requests 

Escalation?

N 99.5%

Case Analyst
Refers Veteran to 

Intake Team

2/10/5

Y 0.5%

85% Eligible Findings

Escalated to
Complex

10%

*Note: Consultation may occur between Case 
Analyst and Assessor without formal escalation 
30% of the time. (10/60/20)

Simplified 
Case 

Escalation (1)
Sent

Simplified 
Case 

Escalation (2)
Sent

Simplified 
Case 

Escalation (3)
Sent

Case Analyst
Reassigns to Assessor
Notifies Assignment 

Manager and 
Assessor Records in 

VCMS and 
Spreadsheet. Informs 

Portfolio Manager.

10/20/15

Portfolio Manager
Review draft letter.  
Record in VCMS & 

spreadsheet.  Notifies 
CC that it’s ready for 

FED review.

Portfolio Manager
Reassigns to Assessor
Notifies Assignment 

Manager and 
Assessor Records in 

VCMS and 
Spreadsheet

10/20/15

Portfolio Manager
Reassigns to Assessor
Notifies Assignment 

Manager and 
Assessor Records in 

VCMS and 
Spreadsheet

10/20/15

Case Analyst 

Perform pre-qual 
screening.  BIRLS/

EPLS.  Check profile 
issues

START

VOSB
Creates account
(identifies status, 
email, SSN, etc.)

VOSB
Creates 
Business 
Owner 
Profile

Case Analyst
Welcome & Issues 

call + Email 
Attempt.  Records 

in VCMS/
Spreadsheet

Fixes 
Issues?

N 20%

Y 80%

PRE-QUALIFICATION 
COMPLEX

5/10/8

10/25/15

30/55/40

5/8/6

8/12/10

VOSB
Uploads 

required Pre-
Qual documents 
and hits submit 
when complete

System Check (VET?)
NVI, BIRLS

DMDC, EPLS
Y ~94.5%

N ~5.5%Exit

VOSB
Creates 
Business 
Profile

10/30/15

VOSB
Establish 

permissions 
for Business 

Rep

2/5/3

SYSTEM
Send acct 

notifications 
to business 

Rep to 
establish 

credentials

0 mins

VOSB
Seeks 

assistance

VOSB
Complete 

0877
Seek 

assistance if 
needed

5/15/10

Respond to 
Notification

Y 100%

Exit

N 0%

Case Analyst 

Perform public 
research

15/30/22

Case Analyst
Communicates 

documentation shortcomings.  
Records in VCMS & 

Spreadsheet

Respond? N 10%

Y 90%

Involuntary 
Withdrawal

Case Analyst
Call VOSB 2 days before the 
time is up.  (Up to 3 times 

contacted).  Records in 
VCMS & Spreadsheet

Contact 
Made?

N 20%

Case Analyst
Welcome call 

describing 
process. Records 

in VCMS & 
Spreadsheet

Y
80%

SYSTEM
DUNS Check

(& Other 
external data 

sources)

0 mins

90%

10%

Case Analyst

CM uploads all to 10.3 in 
VCMS

8/15/10

Case Analyst
Assigns case 

based on 
complexity.  

VOSB
Uploads 
required 

documents

Case Analyst
Confirms corrections.  Records 

in VCMS & Spreadsheet

5/15/10

Issues?

N 25%

(2nd attempt)
20%

Case Analyst
Welcome & Issues 

call + Email 
Attempt.  Records 

in VCMS/
Spreadsheet

5/8/6

Contact 
Made?

N 20%

Case Analyst
Welcome call 

describing 
process. Records 

in VCMS & 
Spreadsheet

10/20/18

Y
80%

Y 75%

(2nd attempt)
20%

Issues? No

Yes

10/20/18

Portfolio Manager
Assigns to Case Analyst

Simple
Case?

ASSESSOR
Records in VCMS & 

Spreadsheet.  Sends 
email.

N 20%

Y 80% Case Analyst
Keeps case.  Records in 
VCMS & Spreadsheet.  

Sends email.

PRE-QUALIFICATION 
SIMPLIFIED

5/10/8

Simplified 
Case 

Escalation (1)
Received

Simplified 
Case 

Escalation (3)
Received

10/20/15Y 99%

ASSESSOR
Prepare Exit Email

After 3 tries

5/15/10

After 3 tries

5/15/10

Case Analyst
Prepare Exit EmailAfter 3 tries

ASSESSOR
Move application to 

Assessment Queue in VCMS 
and cancel auto email. 

Inform Portfolio Manager

5/15/10

FED REVIEWER
Review of Case

2/7/5 Days

5/15/10

ASSESSOR
Sends Final PRF 

Email

VOSB
Provide 

Documents

.5/2/1 Days

Applicant 
requests 

Withdrawal?
Voluntary 

Withdrawal

Y 96%

Case Analyst
Reassigns to 
Assessor and 

Records in VCMS 
and Spreadsheet. 
Informs Portfolio 

Manager.

Simplified 
Case 

Escalation (4)
Sent

15/25/20

VOSB
Respond to 

Request

2/7/5 Days

N 5%

Federal Review 
Coordinator

Pulls all new applications 
and distributes to Portfolio 

Manager
5/15/10

FRC
Assigns to Fed 

Reviewer

8/15/10

100.0 100.D 100.a2 100.a3
100.a4

100.b1

100.a1

100.a8

100.a5

100.a9

100.a6 100.a7
101.b1

101.a1

101.E

101.D

101.a2

101.a3 101.a4

101.a6 101.a7
101.a8 101.a9

102.D102.a1

102.a2

104.D

104.b1

104.a1

104.a2

102.a3

102.b3

105.a2

105.a1

105.D

102.b2

102.b1

105.b1

103.D

103.b1

103.a1

103.a2

106.D

103.b2

107.a1

108.D

108.b1

108.a1

107.D

107.b1

106.a3

106.a2

106.a1

106.b1

106.b2

108.b2.

108.a2

102.E

301.0

301.D

301.b1

301.b2 301.b3 302.D

302.b1
302.E

302.a1

301.a1

301.a2
301.a3

303.D

303.b1

303.b2

303.a1

303.a2

304.D

304.a1

304.a2
305.D

37Cb.

305.b1

305.b2
305.b3

304.b1

306.D

305.a1

305.D

305.b1

305.b2 305.E
306.a3

306.a4

307.D

307.b1

307.a1

307.a2

309.a2

309.a1

309.0

309.b1

309.b2

308.a3
308.a2

308.a1

308.D

309.b3

308.b1

308.b2 308.E

201.0 201D.

201.b1

201.b2 201.b3
202.D

202.b1
202.E

202.a1

201.a1

201.a2

201.a3 203.D
203.b1

203.b2

203.a1

211.b2

206.D

206.a1

206.a2 207.D

207.a1

207.b1

207.b2

206.b1

211.b3

204.b1 204.D

204.a1

204.a2

210.a2

210.a1

209.a1

209.D

209.b1

209.b2

209.E
210.D

210.b1

210.a3
210.a4

211.D

211.b1

211.a1

211.a2

212.E

213.b4

213.b3

212.b1

212.D

212.a1

212.a2212.a3212.a4213.D

213.a1

213.a2

213.b1

213.b2

Case Analyst
Move application to 

Assessment Queue in 
VCMS and cancel auto 
email. Inform Portfolio 

Manager

500.0 500.a1

501.D

501.b1

501.a1

501.a2

502.D
502.a1

502.a3
502.a4

502.b1

503.D
503.b1

503.b2

503.b3

503.a1

503.a2

SYSTEM
Automatic 

Notification to 
Case Analyst

503.a3503.a4

504.D

504.b1
504.a1

504.b2

504.b3

504.b4

504.b5

506.D506.b1

506.b2

506.a1

506.a2

507.D

507.b1

507.a1

507.a2 507.a3

509.a1

509.D
508.a3508.a2

508.a1

508.D

508.E

509.b1

509.b2

509.b3

510.D
510.a1

510.b1

510.b2

504.a5
504.a4

504.a3

504.a2

400.0 400.a1

401.D

401.b1

401.a1 401.a2

402.a2

402.D 402.a1 402.a3

402.a4

404.b2

404.b1404.D

404.a1

402.b1

404.a2
404.a3404.a4

405.D

405.a1405.b1

405.b2

405.a2

ASSESSOR
Review draft letter.  Record 

in VCMS & Spreadsheet.  
Notify PM that case is ready 

for Fed Review.
15/30/20

405.a3

405.a4
405.a5

5/15/10

600.D

600.a2

600.b1

600.a1 601.D

601.a1

601.b1

601.a2 602.D

602.a1

603.D
603.a1

603.a2

603.a3603.a4

603.b1

602.b1

604.D

604.b1

604.b2

604.b3

604.b4

609.D

609.a1

609.a2

608.b1

604.a1

608.D 608.a1
Y 95%

Y 97%

604.a2

605.D

605.a1

605.a2

605.b1

605.b2 605.b3

605.a3

606.D

607.D

607.a1

607.b1

606.a1

606.b1

607.a2

607.a3 607.E

609.b1

610.b2

610.D

610.a1

610.b1

610.a2

100 series: Intake
200 series: PQA 

Simple
300 series: PQA 

Complex 
400 series: 

Assessment Simple
500 series: 

Assessment Complex
600 series: Decision

NUMBER LEGEND

306.a1

306.b1

508.c1

508.b1

100.E

300.0

200.0

205.0

208.0

212.b2

400.0

205.0

208.0

306.a2

310.0

214.0

300.0

200.0

403.0

406.0

407.0

403.0

406.0

310.0

505.0

511.0

505.0

600.b2

600.a3

607.a4



DECISIONINTAKE PRE-QUALIFICATION ASSESSMENT

Case Manager 

Perform pre-
qual 

screening.  
BIRLS/EPLS/
Profile issues

~0.5%

START

VOSB
Creates account

(identifies status, 
email, SSN, etc.)

VOSB
Creates 
Business 
Owner 
Profile

Case Manager
Welcome & Issues 

call + Email 
Attempt.  Records 

in VCMS/
Spreadsheet

Fixes 
Issues?

N 20%

Y 80%

PRE-QUALIFICATION

5 mins 5/10/8

10/25/15

30/55/40

15/30/20

10/15/12

8/12/10

Case Coordinator
Receives notification & 

assigns to team. Records in 
spreadsheet. Email to CM

VOSB
Uploads 

required Pre-
Qual documents 
and hits submit 
when complete

System Check (VET?)
NVI, BIRLS

DMDC, EPLS
Y ~94.5%

N ~5.5%Exit

VOSB
Creates 
Business 
Profile

10/30/15

VOSB
Establish 

permissions 
for Business 

Rep

2/5/3

SYSTEM
Send acct 

notifications 
to business 

Rep to 
establish 

credentials

0 mins

VOSB
Seeks 

assistance

VOSB
Complete 

0877
Seek 

assistance if 
needed

5/15/10

Respond to 
Notification

Y 100%

Exit

N 0%

Case Manager 

Perform public 
research

Case Manager
Communicates 

documentation shortcomings.  
Records in VCMS & 

Spreadsheet

Respond? N 10%

Y 90%

Involuntary 
Withdrawal

Case Manager
Call VOSB 2 days before the 
time is up.  (Up to 3 times 

contacted).  Records in VCMS 
& Spreadsheet

Contact 
Made?

N 20%

Case Manager
Welcome call 

describing 
process. Records 

in VCMS & 
Spreadsheet

Y
80%

ASSESSOR
Conduct

PreQualification 
Call

ASSESSOR
Completes PQA Report;

Records in VCMS & 
Spreadsheet and sends 

copy to Veteran.  Uploads 
to 10.3

ASSESSOR
Review Public Research & 
PreQual Docs & creates 

preliminary report. 
Records in VCMS & 

Spreadsheet

START
PRE-QUALIFICATION

20/50/35
10/60/25 20/45/30

10 Days

ASSESSOR
Draft doc. Req. & sends 
doc req.  Sends email to 
CM.  Records in VCMS & 

Spreadsheet 

20/35/25

Issues 
Found in 
PreQual?

N 70%

ASSESSOR
Records in VCMS & 

Spreadsheet.  Sends doc 
request to Veteran (‘CC 
CM) and calls Veteran.

15/30/20

Y 30%

VET 
Respond?Y 95%

Involuntary 
Withdrawal

VOSB
Provide 

Corrections

1/3/2 Days

Case Manager
Reach back 

twice.  Records in 
VCMS & 

Spreadsheet

N 5% 3rd Attempt

ASSESSOR
Reviews 

Corrections. 
Records in VCMS 
& Spreadsheet

25/55/40

Corrections 
sufficient?

N 5%

Y 95%

ASSESSOR
Records in VCMS & 
Spreadsheet.  Send 

email to CM. draft doc 
req. send doc req.

20/90/40

ASSESSMENT

10/25/15
10 Days

VET Responds with 
remaining Docs?Y 95%

Involuntary 
Withdrawal

VOSB
Provide Full Set 
of Documents

1/5/2 Days

Case Manager
Reach back 

twice.  Record in 
VCMS & 

Spreadsheet

N 5% 3rd Attempt

Case Manager
Reviews 
Provided 

Documents.  
Record in VCMS 
& Spreadsheet

20/50/40

ASSESSOR
Submit Notification 

stating that 
Application is 
complete and 

Application has moved 
to Assessment

5/10/8

Documents 
sufficient?Y 80%

N 20%

ASSESSOR
Submit Notification to 

Case Manager that 
certain data is still 

needed. Records in VCMS 
& Spreadsheet

10/30/15

START 
ASSESSMENT

Case Manager
Assignment of 

Applications to Assessors 
given the defined 

Business Rules.  App 
moved to Examination 

Queue in VCMS and 
cancel auto email

ASSESSOR
Reviews all documents, 

public research, and 
prepares Evaluation notes. 

Records in VCMS & 
Spreadsheet

Recommendation?

ASSESSOR
Write-up the Determination 
Recommendation for Denial 

& prepare Denial documents.  
Record in VCMS & 

Spreadsheet.

ASSESSOR
Write-up the Determination 
Recommendation for  PRF & 

prepare PRF documents. 
Record in VCMS & 

Spreadsheet

Recommended 
for Denial

5/15/10
60/120/90

10 Days

VET Respond 
Complete?Y 95%

VOSB
Provide 

Clarification 
Documents

1/3/2 Days

Case Manager
Reach back 

twice.  Record in 
VCMS & 

Spreadsheet

N 5%

ASSESSOR
Reviews 

Documentation.  
Updates Evaluation 

Notes.  Record in 
VCMS & 

Spreadsheet
20/45/30

Assessor
Notification to 

provide Additional 
Clarification 
Documents.  

Records in VCMS & 
Spreadsheet  Make 

Phone call.

20/50/40

Additional 
Docs Needed? Y 50%

APPROVAL

ASSESSOR
Write-up the Determination 

Recommendation for  
Approved & prepare 

Approval documents.  Upload 
to 10.3.  Record in VCMS & 

Spreadsheet.  Email CM.

15% Ineligible Findings

25/50/35

25/50/35
15/30/25

ASSESSOR
Send PRF Report + PRF 
Election Form to VOSB

5/15/10

ASSESSOR
Call VOSB to discuss the PRF 

issues. Record in VCMS & 
Spreadsheet. Email CM.

10/40/30

VET 
Responds?N 5%

VOSB
Provide 

Documents

.5/5/2 Days

Correction 
Made?

ASSESSOR
Review 

Documentation.  
Record in VCMS 
& Spreadsheet.

15/35/20

Withdraw, 
provide data, or 

Denied
Voluntary 

Withdrawal

4% Withdraw 95%

Case Manager
Review draft letter.  Record 

in VCMS & Spreadsheet.  
Notify CC that case is ready 

for Fed Review.

15/30/20

DECISION

START
DECISION

FED REVIEWER
Reviews the Application 
Recommendation and 

Prepare Recommendation 
Report

40/120/90

FED REVIEWER
Reviews the Application 
Recommendation and 

Prepare Recommendation 
Report

20/90/60

Approval/Denial?

Approval

Denial

Agree with 
recommendation?N 3%

VET 
Respond? Y 95%

VOSB
Provide 

Clarification 
Documents

5 Days

Additional Docs 
needed?

ASSESSOR
Reviews and 

resubmits

FED REVIEWER
Provide explanation 
of disagreement and 
adjust Determination 
Report for Director as 

needed

20/60/30

N 80%

ASSESSOR
Contact Applicant to 
provide additional 

data

Y 20%
20/60/30

5/15/10

N 5%

FED REVIEWER
Re-evaluate the 

recommendation,  reviews 
R4R decisions, and adjust 
Recommendation Report 

as needed

10/30/20

Site Visit 
Requested?

SITE VISIT
Conduct Site Visit

5/10/7 Days
$2400-$2800

FED REVIEWER
Read Site Visit Report

25/35/30

Agree with 
recommendation?

DIRECTOR
Review Letter 

3/15/8

DIRECTOR
Provide Fed Reviewer 

the explanation of 
disagreement

3/10/5

DIRECTOR
Phone Call to Fed 

Reviewer to Resolve 
issue

3/10/5

~0.5%

1/10/3

Y 99%

Y 0.5%

RISK TEAM
Process Site Visit 

findings

SYSTEM
Automatic 

Notification of the 
Applicant

0 Min

Denial?

N

Request for 
Reconsideration (R4R)?Y 50%

N 50%

EXIT

OGC
Full Review of 

Application 

60 Days

Y

2/7/5 Days

Case Manager
Reach back 

twice. Record in 
VCMS & 

Spreadsheet.

Achievable CVE PROCESS MODEL

N 1%

Y 95%

VOSB

Assessor

Fed Reviewer

Director

OGC

LEGEND

SYSTEM

SYSTEM
DUNS Check

(& Other 
external data 

sources)

0 mins

90%

10%

DIRECTOR
Sign Letter 

1% Veteran Requests Denial

Y 95%

N 50%

Achievable Process Flow
Version 1.2
1/26/2016

Case Manager

CM uploads all to 10.3 in 
VCMS

8/15/10

Case Manager
Assigns case to 

Assessor based on 
availability.  

Records in VCMS 
& Spreadsheet.  

Sends email.

VOSB
Uploads 
required 

documents

15/25/15

10/20/15

10/20/15

RISK TEAM FED 
RESOURCE

Make decision to 
proceed with Site 

Visit

Proceed with Site 
Visit? Y 95%

N 5%

Pre or Post? Pre 0.5%

Post 99.5%

5/30/15

ASSESSOR
Review of the 

findings & drafting 
response to VOSB

30/120/60

Case Coordinator
Assign case to Fed reviewer

2/10/5

10/60/15

Case Coordinator

Case Manager

RISK TEAM

Case Manager
Confirms corrections.  Records 

in VCMS & Spreadsheet

5/15/10

10/30/20

Contact made 
Immediately?

N 60%

ASSESSOR
Prepares Exit Email and 

send to Veteran. Records in 
VCMS & Spreadsheet

Y 40%

ASSESSOR
Attempt(s) to 

reach Veteran.  
Records in VCMS 
& Spreadsheet

VET 
Responds? N 5% (5days)

Involuntary 
Withdrawal

Y 95% 5 days

ASSESSOR
Notifies (Call & 

Email) of 
deficiency

5/15/10

Help 
needed?

ASSESSOR
Answers 

questions

5/15/10

N 90%

Y 10%

Case Manager
Notifies Veteran 

about Issues

5/15/10

Veteran Seeks 
Clarification?

ASSESSOR
Addresses Issue/

Question

5/15/10

Y 20%
Veteran 
Clear?

Y 99%

N 80%

FED REVIEWER
Call Veteran to 
Resolve issue

Case Manager
Arrange FED Call

(Veteran 
Escalated to FED)
Record in VCMS 
& Spreadsheet

N 1%

10/25/15
15/40/30

Veteran 
Requests 

Escalation?

N 99%

Assessor
Refers Veteran to 

Intake Team

2/10/5

Y 1%
FED REVIEWER
Review of Case 
and responds to 

Veteran

30/90/60

85% Eligible FindingsIssues?

N 25%

(2nd attempt)
20%

Case Manager
Welcome & Issues 

call + Email 
Attempt.  Records 

in VCMS/
Spreadsheet

10/15/12

Contact 
Made?

N 20%

Case Manager
Welcome call 

describing 
process. Records 

in VCMS & 
Spreadsheet

15/30/20

Y
80%

Y 75%

(2nd attempt)
20%

Issues? No

Yes

Y 97%

Agree with re-
assessment?N 5%

N 99.5%

Veteran 
Requests 

Escalation?

Y 95%

N 99% 

Assessor
Refers Veteran to 

Intake Team

2/10/5

FED REVIEWER
Review of Case 
and responds to 

Veteran

30/90/60

Y 1%

15/30/20

Case Manager
Notifies Assessor 
of docs.  Record 

in VCMS & 
Spreadsheet

5/15/10

ASSESSOR
Confirms docs.  

Records in VCMS & 
Spreadsheet

20/50/35

Case Manager
Call Veteran.  Record in 
VCMS & Spreadsheet

10/30/15

3rd Attempt

FED REVIEWER
Review of Case

2/7/5 Days

5/15/10

ASSESSOR
Sends Final PRF 

Email and 
Election Form.

N 5%

Applicant 
requests 

Withdrawal?

VOSB
Provide 

Documents

.5/2/1 Days

N 4%

Voluntary 
Withdrawal

Y 96%

5/15/10

After 3 tries
Case Manager

Prepare Exit 
Email

Federal Review Coordinator
Pulls all new applications and 

distributes to Case Coordinators

10/20/15

FRC
Assigns to Fed 

Reviewer

8/15/10

1. 1D.

1a.

1b.

2. 3. 4.

4b.

4a.

5.

5a. 6.
6a.

6b.

6E.

6D.

7.

8. 9. 10.

15/30/22

Portfolio Manager
Assigns to Case Analyst

5/10/8

11.
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20.
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Start
Vet Submits New

Application
(20-40/day)

Minor Issue 
Found?

Yes
30%

(Initial Pre-Screen) 
Check for missing/
incomplete docs 

across governance 
docs, taxes, etc.  

(45 mins)

Analyst Checks  
DBA, NAIC, Form 

0877, BIRLS, 
SAM, CCR, 

Fedreg, ORCA & 
EPLS (30 mins)

Proposes 
COCA?

Follow-up 
Prescreening -

Contact Applicant 
and Request 

Needed 
Documentation 

(30 mins) 

No
10%

Initiation Analyst adds 
remarks in VCMS indicating 

issue then Attempts to 
Contact Applicant and 

Assist to Fix Easily 
Correctable Items 

(30 mins) 

No
70%

Yes

Examination Analysts Complete Public Research 
File, Review Applicant Supplied Documents, and 

Complete Examination Review Sheets
(5.5 hrs)

Yes
90%

Examination 
Analysts perform 
Basic Pre-Data 
Validation and 

ensures regulatory 
clock is running

(15 minutes)

Determine 
Recommendation 
using Risk Matrix 

(5 mins)

Application 
Suspense/Followups

(25 Apps per day)

Issue Corrected 
before COB?

No
60%

Change 
Requests

4-5/wk

Have 7 Business 
days passed since 

contact?

No

Veteran 
Responds?

Yes
40%

No

Verification 
Services/Risk 

Team

Yes

Workflow Manager 
composes 

spreadsheet to 
forward to L1 

workflow manager.
20 mins

Withdrawal 
Request 

from Other 
Swimlane

Change 
Request 

Spreadsheet

COCA recommendation  
recorded in ExtraView 

and VCMS

Issue Corrected within 30 
days of starting 

Application? 

Yes
95%

No
5%

Issue 
Found? 

Corrected 
within 48 
hours?

No
90%

Yes
10% Yes

95%

No
5%

Issues 
Found?

No
95%

Clarification 
Required?

No
5%

Analyst reaches 
out to Applicant

1st Attempt -
Applicant provides 

needed information/
clarification? (400/
month) 20 minutes

2nd Attempt -
Applicant provides 

needed information/
month/clarification? 

(180/month) 10 
minutes

3rd Attempt -
Applicant provides 

needed information/
clarification? 

(52/month) 10 
minutes

Yes
95%

No No

Yes

Validate/
Correct 

Evaluator/
Paralegal 

Work 
(2 hours)

Review/Validate 
Examiner’s 

Recommendation
(2 hours)

Workflow Manager 
checks assigns cases 

to Federal Review 
(Spreadsheet)

(10 mins)

Letter Forwarded 
to Determinations 

via Email 
(5 mins)

Recommended for 
Approval?

Pre-Decision 
Process (PDP)

Pre-Determination 
Finding (PDF)

Document 
review, Draft 
PDP Email/
(4-5 Hour)Track 2 (L2)

Document review, 
Draft PDF Email/

Evaluator Contacts 
Applicant 
(4-5 Hour)

Update Review 
Sheet/Verification 
Support Contacts 

Applicant 
(1-2 hour)

Review 
Updated 

Documentation/
update Review 

Sheet/
Determination 

(1-2 hour)

No

Draft/Upload 
Determination 

Letter
(1 hour)

Track 1 
Check 

Triage (Fed 
Deputy)
(10 mins)

Application 
Queue

QR and L2

QR Apps
64%

Workflow 
Manager 
checks 
queue/
assigns 
cases 

(10 mins)

L2 Apps
36%

QR Apps
(Track 2)

Reduced Fed 
Review (Track 3)?

Track 3 
Check 

Triage by 
Fed Deputy

(10 mins)

Yes QR or
L2?

L2

Yes
5%

Federal 
Evaluation 

Queue
Includes All 
Applications 

Except Track 3

Track 1 
Aplication?

No
72%

Fed Reviewer 
available in less 
than 4 hours?

Yes

Determine 
Recommendation 

& Complete 
Review Sheet

(2 hour)

QR

QR Apps
(Originally Track 1)

Yes
28%

Track 1
(20% of all applications)

Track 2 
(QR)

Recommendation 
Overturned?

Overturn to
PDP or PDF?Yes

No

Withdraw or 
Denial?

Provide 2 days 
to Applicant to 

decide on 
Withdraw or 
Denial Letter

Denial
2%

Provide 2 
days to 

Withdraw 
Application

Withdraw
98%

Withdrawn as 
planned?

No (proceed as Denial)
10%

Allow Applicant 
5 business  

days to provide 
required 
Artifacts

(5% don’t reply)

Documents 
Satisfactory? 

No
6%

Yes
94%

PDF
Application to 

be Fed 
reviewed before 

contacting 
Applicant

PDP

No

Complete 
Federal 
Review 

(2 hours)

Original 
recommendation 

Upheld?

Document review, 
Draft PDF Email/

Evaluator Contacts 
Applicant 
(1 Hour)

Overturned 
QR?

No

Yes

Workflow 
Manager checks 
Determinations 

Email and forward 
to contractor team 

members 
(10 mins)

Review 
Determination 

Letter/Completes 
Distribution Form 

(15 mins)

Federal 
Review

(15 mins)

Letter 
Forwarded to 
Director for 
Signature
(5 mins)

Overturned to PDF 
or PDP

Letter 
Revisions 
needed?

No
90%Letter Revisions 

needed?

No
80%

Send back to 
Evaluator Fed 
Reviewer and 
coordinate the 

revisions

Yes
20%

Make 
revisions to 
the letter as 
needed (15 

Minutes)

Yes
95-97%

Yes
10%

QR Apps 
(Originally 

PDF or PDP)

PDP Apps
(Originally QR)

PDF Apps
(Originally QR or PDP)

Workflow Manager checks 
VCMS application queue in 

morning and afternoon and /adds 
new cases to spreadsheet/
forwards to team members 
batched by New Apps and 

Follow-ups (10 mins) 

Fed Reviewer 
Agrees with 

Finding?

Fed reviews 
Application 
and Email
(10 Min)

Workflow 
Manager Sends 

Withdrawal 
spreadsheet to 
Fed for action

(10 Min)

Analyst uploads 
withdrawal 

Email.  
Changes Status 
to Unverifiable

(10 Min)

Workflow 
Manager 

Withdrawal 
Action 

Assignment 
(30 Min)

Recommend 
Application 
Withdrawal

Withdrawal 
Notification 

Sent to 
Applicant

Yes
98%

No
2%

Withdrawal 
Request to 
Initiation 

Team

Yes
90%

Deputy Program 
Manager checks 

queue twice a day/
assigns cases to 

pre-screeners 
(10 mins)

Analyst does 
Basic data 

validation to 
check for D&B, 
Name, DUNS, 

Business Name
(5 mins)

Contact 
Applicant to 

provide 
missing 

documents or 
fix minor issues

Withdrawal 
Request to 

Initiation 
Team

Workflow Manager 
sends COCA 

applications to Fed 
Team Member 

(10 mins)

Initiators Fed 
Team Member 

verifies COCA is 
ready for 

examination
(15 mins)

COCA 
Approved?

No
2%

Yes
98%

Vet Submits Renewal
Application

(10-15 Apps Per day)

Workflow Manager 
checks VCMS 

application queue 
for Renewal 
Applications
(10 Minutes)

FED Staff member looks 
at 0877, checks BIRLS, 

looks at reaffirmation 
statements (4 questions) 

to determine if 
Application is with no 

changes
(5-10 Minutes)

No
80%

Withdrawal 
Request to 

Initiation 
Team

Deputy Program 
Manager 

reviews Queue/
assigns cases to 

Examiners 
(10 mins) Full Quality 

control Audit?

Quality 
Control to be 
Completed

Quality Control 
(QR) – 3 Quality 

Reviewers 
overseeing 6-7 

examiners
(1.25 hours)

Quality Control 
(QR) – 3 Quality 

Reviewers 
overseeing 6-7 

examiners
(30 Min)

Yes
10%

No
90%

Examination 
Analyst 
corrects 
issues

(15 – 30 Min)

Yes
5%

Analyst Sends 
Application to 

Evaluation 
Queue 

(10 Min)

Email 
letter 
to Vet 

(5 mins)

Quality Reviewer 
Dates, Scans, and 
uploads letter to Q 

drive 
(5 mins)

Start

Workflow Manager 
forwards the summary of 

COCAs in  spreadsheet to 
Initiations Workflow 

Manager  the following day
(10 mins)

Workflow Manager 
checks applications 
ready for COCA in 

ExtraView
5 mins 3 times/day

3
Quality Reviewers

20
Examiners

.5
Workflow manager

Examination 
Resources

3.5
Analysts

0.5
Workflow manager

L1 Resources

3
Initiation Analysts

1
Contract Lead

1
Workflow manager

Initiation 
Resources

2
Fed Reviewers

15
Evaluators

1
Case Flow manager

Evaluation (Contractors) 
Resources

2.5
Quality Reviewers

1
Fed Reviewer (80%)

.5
Workflow manager

Determination 
Resources

3 FTE / 6 part time
Fed Reviewers

Evaluation (Fed) 
Resources

QR

No
3%-5%

PDF
PDP

Issues found?

Affirmation 
Issue?

Withdrawal 
Request to 

Initiation 
Team

Yes
30%-40%

No
60%-70%

Renewals
Have 5 Business days passed 

since contact?

Yes
20%

Renewal?

10 Day 
Notice 

provided 
to 

applicant

20 Day 
Notice 

provided 
to 

applicant

Renewal 
application?No

No

Withdrawal 
Request to 

Initiation 
Team

Yes
7%

Self 
withdraw?

Yes

Yes
1%

Immediate 
Withdraw 

from 
system

No

Yes

Yes

No

Workflow manager 
consolidates 

withdrawls and 
forwards to 

Verification Support 
to Contact Veteran

2
Business Analyst

(VMIL/DMIL)

Business 
Analyst 
updates 

VMIL/DMIL 
list on a 

daily basis 
(real time)

Expiration Notifications 
(120, 90, 30) generated on 
a daily basis from the VMIL 
list and sent out to Verified 
companies.  Analysis done 
to determine the verification 
type, based on the previous 

application type

VMIL/DMIL 
data 

uploaded to 
SharePoint

Send back to 
Workflow 

Manager and 
coordinate 

the revisions

Process 
the letter 
in VCMS/
Outlook
(5 mins)

Workflow 
Manager updates 

spreadsheet to 
acknowledge 

Track 3 Status
(10 mins)

Draft/Upload 
Determination 

Letter
(30 minutes)

No
95%

Develop 
Approval 
Letter for 
Track 1 

Applications 
(15 Minutes)

Validate/
Correct 

Evaluator/
Paralegal 

Work 
(2 hours)

Send to be 
Fed reviewed 

before 
contacting 
Applicant

Fed reviewed 
and ready for 

contacting 
Applicant

Fed Review 
required on 

PDP 
Application

Send back to 
Evaluation to 

continue 
processing PDP 

Application

Applicant 
Initiated 

Withdrawal

Application is 
Withdrawn

At any point of the verification process up until the 
letter has been signed by the Director, the applicant 

can withdrawal their application which will result in an 
immediate withdrawal from the process.

Application 
Change 

Request?
Yes

Workflow 
Manager Send 

application 
directly to 

Examination 
queue

No

Application 
Change 

Requests 
from Initiation

Every other day 
attempts to make 

contact with 
Applicant

Examination is contacted for 
application followup, and 

Workflow manager is made 
aware of the request.

Additional clarifying 
questions or documentation 

needed?

Application come from 
Evaluation for followup on 

additional clarifying 
questions or additional 
documentation needed.

Track 2 (L2)
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