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Service Area 

 
The Western Area (Area) is made up of 12 districts spanning four time zones (Districts), 
maintaining 7,468 postal facilities with 102,935 employees and an operating budget of over $9.6 
billion.  Distribution operations are performed in 66 Processing and Distribution 
Centers/Facilities (P&DC/P&DF), five Network Distribution Centers (NDC), and two Surface 
Transfer Centers (STC).  The Western Area is responsible for the processing and distribution of 
various mail classes for delivery operations within 21 states:  Alaska, Arizona, California 
(partial), Colorado, Idaho, Iowa, Illinois (partial), Kansas, Minnesota, Missouri (partial), Montana, 
Nebraska, Nevada, New Mexico, North Dakota, Oregon, South Dakota, Utah, Washington, 
Wisconsin (partial), and Wyoming. 
 
 
Service Performance by Category  
 
As reported by the U.S. Postal Service Internal Service Performance Measurement (SPM) 
system, below are the on-time combined letter/postcard and flat service scores for Presorted 
First-Class Mail (PFCM) and Single-piece First Class Mail (SPFCM).  The scores are calculated 
based on all measured volume that originates and/or destinates within the Western Area.  Both 
the Fiscal Year (FY) 2019 and FY 2020 service scores represent Postal Quarter 1 (PQ-1) & PQ-
2 of their respective fiscal year. 
 

 
 
Top Root Cause Failure Opportunities and Evaluation of FY 2020 Efforts 
 
The following Western Area-level analysis results identify the ranking of root cause failure 
opportunities for PQ-1 and PQ-2 of FY 2019 and PQ-1 and PQ-2 FY 2020 based upon their 
relative share of all failures.  In fiscal year 2020 over fiscal year 2019, the relative share of 
failures reduced in Last Mile (-3.48 percent), First Mile (-0.96 percent), and Destination 
Processing (-2.95 percent), but the relative share of failures in the Origin Processing (+0.69 
percent), Transit (+2.65 percent), and the Unknown category (+4.05 percent) all increased. 
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The following is a review of the actions taken in FY 2020 to improve First-Class Mail service 
performance based on reduction of total failures, as well as the impact of each failure root cause 
type.  
 
1. Transit Failures 
 

To reduce failures and impact of the “Transit” root cause in FY 2020, the Western Area 
has focused on the timely dispatch at origin processing sites, which has included 
departure of network trips, meeting volume arrival profile expectations to the shared air 
network, and meeting commercial airline tender times.  At destination sites, the Western 
Area has focused on timely clearance of all Commercial airline freight houses/ground 
handlers, timely clearance of tray mechanization processing, and clearance of all 
Managed Mail Program (MMP) volume on hand by 15:00 hours on the day before 
expected delivery.  
 
Delays within the shared air network were a major impact on these transit related 
failures.  To improve results related to these impacts, the Western Area continued the 
Postal Service’s national effort to mitigate all shortfalls identified with the shared air 
network.  Based on these efforts, the overall failure count in this root cause segment 
reduced by 13.38 percent.  The overall percentage of total failures, however, increased 
by 2.65 percent.  
 
Additionally, in mid-FY 2019, the Western Area started the first iteration of 3-5 Day Multi-
Level Mentoring (MLM) Lean Six Sigma (LSS) projects focused on analyzing the root 
causes of pinch points in the overall service value stream, and establishing 
improvements to reduce cycle time on end to end processing time, including the transit 
segment. 
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2. Last Mile Impact (LMI) 

 
In FY 2020, the LMI has represented the second greatest Area-level opportunity.  FY 
2019 PQ-1 and PQ-2 compared to FY 2020 PQ-1 and PQ-2 shows a decrease of 3.48 
percent of LMI root cause failures.  This was the largest improvement in the root cause 
categories.  During FY 2019, the Area completed several LSS Projects to drive the 
Area’s Last Mile Performance.  One of these initiatives was mandated SPM training of all 
employees.  This training ensured that all units had the necessary knowledge and skills 
to successfully complete the samplings required and eliminate the Area’s top opportunity 
failures, the scanning of “stale” mail.  In FY 2019, the Western Area Manager, Delivery 
Programs, began sharing results of these trainings with Districts on the Western Area’s 
daily Voice of the Process Telecom.  Weekly meetings followed to address and educate 
vital units and routes about the scanning of “stale” mail.  These practices continued in 
FY 2020.  As evidenced by the 3.68% improvement in the LMI root cause, these tactics 
have been successful and should continue to drive the Western Area’s plan for success 
in LMI.   

 
 

3. Origin Processing 
 

To reduce failures and impact of the “Origin Processing” root cause in FY 2020, the 
Western Area has focused on key indicators of operating plan compliance.  First, the 
Western Area, has worked on clearance of cancellation operations by 23:00 hours 
including collection mail preparation, arrival profile to processing operations, and 
operations efficiency to meet clearance time expectations.  Next, the Area has worked 
on timely downflow of outgoing letters/flats for its outgoing primary/secondary operations 
with a focus on reduction of cycle time between operations to better facilitate earlier 
clearance.  Lastly, the Area has worked on reducing cycle time to outgoing 
mechanization operations to ensure timely tray processing through to dispatch.  These 
operational compliance initiatives are validated daily by the Area’s Network Operations 
Control Center (NOCC) and are reviewed with the Area’s plants on its daily telecon with 
its Districts.  As a result of these efforts, the overall failure count in this root cause 
segment reduced by 10.13 percent; however, the overall percentage of total failures 
increased by 0.69 percent. 

 
 
4. First Mile Impact (FMI) 

 
The FMI is the fourth greatest Area-level opportunity.  From PQ-1 and PQ-2 in FY 2019 
to PQ-1 and PQ-2 in FY 2020, the Western Area decreased the failure rate in FMI by 
0.96 percent.  Starting in FY 2019, the Area mandated SPM training of all employees.  
FMI is a complicated metric, and the Area strived to ensure that all of its personnel 
understood this metric, related processes, and what is required to succeed in this 
category.  Furthermore, the Western Area implemented a Zero Bundle Workbook to be 
completed by any unit/District with a Zero Bundle impact to FMI.  Results were shared 
weekly with all Districts to ensure any mistakes were corrected as an Area.  Additionally, 
the Western Area created and implemented a process for the dispatching of its Certified 
Mail® Letters and Flats.  With collective efforts from the Processing Facilities, Delivery 
Units, and Districts, the Area has addressed its biggest root cause, Certified Mail® 
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volume, by ensuring its comingling with un-cancelled mail in order to confirm that 
processing scans were completed as expected.  
 
 

5. Destination Processing 
 

To reduce failures and impact of the “Destination Processing” root cause in FY 2020, 
akin to its strategy to improve the “Origin Processing” root cause, the Western Area has 
focused on key indicators of operating plan compliance.  First, the Area worked to 
ensure that, once all Managed Mail Program (MMP) processing was completed by 15:00 
hours, the incoming mechanization clearance was timely to meet Delivery Point 
Sequence (DPS) or carrier route processing.  The Area next focused on communicating 
existing opportunities with its processing sites, including opportunities to improve flow of 
missorted volume that was at-risk of not making service expectation by identifying the 
highest opportunities in both volume and cycle time.  As a result of these efforts, the 
overall failure count in this root cause segment reduced by 53.49 percent, and the 
overall percentage of total failures decreased by 2.95 percent. 

 
 
Failure Improvement Initiatives and Plans 
 
The Western Area continues to be committed to improving all First-Class service performance, 
but finds that the largest opportunity lies in volume with a 3-5 day service commitment.  As 
started in mid-FY 2019, the Western Area is continuing to improve 3-5 day service performance 
using targeted project activities in each District under the umbrella of the MLM approach from 
Area leadership.  These projects address operations-level root cause analysis and 
improvements and include best practice sharing across teams/Districts.  While the 3-5 day MLM 
efforts work to improve all root causes of failure for 3-5 day, the following initiatives and plans 
will work both alongside and in tandem with the MLM projects, and also address performance of 
volume with 1 day and 2 day service expectations.  
 
1. Transit 

 
As its largest impact root cause, the Western Area has continued to work on reducing 
the failed pieces caused by the delay between origin and destination processing centers.  
In FY 2020, the Western Area has continued its surface network focused on the 
elimination of late outbound trips to ensure best facilitation of timely destination arrival 
and daily reconciliation of all Trips Departed Not Arrived (TDNA).  This is done to ensure 
that all volume that has been dispatched is accounted for. If necessary, altering 
processing operations is performed to ensure that the volume is captured and processed 
in a timely fashion.  Additionally, the Western Area has focused further on improvement 
of volume moving via the air network.  With the drastic shift of volume from Commercial 
Air carriers to the shared network, the Area’s efforts around the shared air network have 
become even more important.  Throughout FY 2020 to date, the Western Area has 
continued daily focus at origin on Volume Arrival Profile (VAP) into its Terminal Handling 
Services (THS) to ensure the timely arrival of volume to be built for air transport.  The 
Western Area also has increased its focus on daily bypass container utilization and Unit 
Load Device (ULD) density to ensure that it is properly utilizing all containers transported 
on the shared air network.  As part of daily planning and preparation, the Western Area 
works with Headquarters-led Air Transportation Operations (ATO) to assess any issues 
that may arise in the shared air network that could delay movement of First -Class 
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volumes.  The Western Area also designs and coordinates daily movement alternatives 
of First-Class volumes that may be impacted by performance or capacity issues on the 
shared network. 
 
At its destinating sites, the Western Area will continue to focus on daily clearance of all 
THS operation and Commercial Air freight houses to flow volume upon arrival to 
incoming mechanization operations to ensure clearance at 15:00 hours.  The Area will 
also continue to utilize the Area NOCC to track outgoing and incoming arrival profiles, 
key processing milestones and clearance times, and assist with operational challenges 
on a daily basis. 
 

Timeline and anticipated outcome:  In progress and will continue throughout FY 
2020.  Sustained improvements from these efforts thus far will be expanded and 
replicated at sites that are not currently meeting their service goals.  

 
Starting in quarter 3 of FY 2020, the Western Area has modified its weekly District 3-5 
day MLM call to address the top impacts to service, strategically focusing on transit 
issues as well as volume that both originates and destinates in Western Area sites. 

 
Timeline and anticipated outcome:  Targeted improvements of reduced failure 
counts expected late PQ-3 into early PQ-4 of FY 2020. 

 
 
2. Last Mile Impact 

 
The Western Area will continue mandating trainings for new employees who tend to be 
the Area’s biggest outliers.  The Area will continue to utilize QLIK tools to identify root 
causes for vital Districts, Units, and Route Levels.  The Area will continue to share the 
results daily and addressed as needed.  Additionally, the Western Area will focus on 
Sampling Rate and ensure that all employees complete the sampling request as 
required.  PQ-2 of FY 2020 shows that Western Area’s sampling is 56.19 percent 
completed, which is the highest score in the nation.  The Area will continue to push to 
validate service performance in LMI.  In addition, the Area has identified Holidays and 
Tuesdays as its largest opportunity days.  Digging into the LMI root cause, the Area 
pinpointed Stale Mail Samplings and Delayed Mail as drivers for failures on Holidays and 
Tuesdays.  To alleviate these failures, the Western Area will require authorization of any 
delayed mail and will disseminate a mandatory Stand-Up Talk before all Holidays.  All 
these strategies will be monitored through Operational Samplings submitted weekly in 
Delivery Units with high rate of failure.  The Area will track and trend results in order to 
validate success with its strategies.  
 
Timeline and anticipated outcome:  In progress and will continue throughout FY 2020.  
Immediate impacts anticipated at each site.   .  

 
  

3. First Mile Impact 
 

To reduce failures and impact of the FMI root cause, the Western Area will continue to 
educate employees at all levels about the specifics of this indicator.  Additionally, the 
Western Area is enforcing the use of Mail Transport Equipment Label (MTEL) Placarding 
when dispatching, in order to increase the visibility of mail that is dispatched to help 
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identify gaps in the process.  This should allow units to develop solutions to actual 
problems and quickly implement them.  The Area is also requiring greater accountability 
through the use of Collection Logs at all Delivery Units.  These Logs must be signed off 
by both Management and the Collector. Districts will audit all units to ensure compliance 
with all of the Western Area’s FMI-related initiatives.  The Area will track and evaluate 
trend results to validate success in its strategies.  
 
Timeline and anticipated outcome:  In progress and will continue throughout FY 2020.  
Immediate impacts anticipated at each site.    

 
 

4. Destination Processing 
 

As the Destinating Processing root cause showed the greatest improvements from PQ-1 
and PQ-2 FY 2019 to PQ-1 and PQ-2 FY 2020, the Area is continuing its focus on the 
proper, timely flow of volume through its MMP processing operations dock to final DPS 
or Carrier Route processing.  The Area will continue to track the progress of this initiative 
and will assess possible opportunities for improvement using the Mail History Tracking 
System (MHTS) MMP Operational Compliance Chart and the Mail Processing 
Performance visualization.  The Western Area will also continue its daily focus on 
volumes that its MHTS system identifies as at-risk, and will continue to pursue the 
proper recovery of all Out of Sort volumes, volumes processed on the wrong DPS sort 
program, to their proper DPS program for timely processing.   
 
Timeline and anticipated outcome:  In progress and will continue throughout FY 2020.  
Immediate impacts anticipated at each site.    

 
 
5. Origin Processing 
 

To continue its improvements to the “Origin Processing” root cause, the Western Area 
will continue to focus on improving Volume Arrival Profile (VAP) from its delivery units to 
its processing plants.  The Area will also continue to align the staffing and machine sets 
to complete cancellation operations as early as possible.  The Area will also continue to 
focus on reducing cycle time between cancellation operations and downstream 
operations in order to meet scheduled transportation.  These key processing factors will 
continue to be reviewed daily by the Area NOCC and Leadership team.  The Area will 
also continue to complete clearance time trend analysis to better assess opportunities by 
site. 
 
Timeline and anticipated outcome:  In progress and will continue throughout FY 2020.  
Immediate impacts anticipated at each site.    

 
 
Summary 
 
The Western Area will continue to improve on-time service performance through the following: 

 LSS MLM projects targeted at the highest opportunities for improvement. 

 District/Area-led service improvement initiatives and daily reviews of processing and 
delivery operations key indicators. 

 The Area oversight will continue through the suite of tools in Informed Visibility. 
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 The Area will also continue to host weekly reviews of service performance and 
opportunity pairs which will include root cause analysis in order to develop quality 
improvement plans. 

 
 
Area Point of Contact 

 
Felipe Flores  
Manager, Operations Support 
Western Area  
303-313-5001 
felipe.flores@usps.gov 


