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The Corporate Automation Plan is managed by the members of 
the Senior Management Committee (SMC). The Plan has been 
designed for use by the SMC as a dynamic management tool. As 
such, the Plan serves to ensure that the Postal Service addresses 
the necessary decisions in the right time frames to meet the 1995 
goal of an automated, bat-coded mail distribution system ‘Ihe Plan 
will facilitate understanding of the complex interdependencies 
between the various strategies. It is designed to be an internal, 
working tool (a “public” version of the Plan will be distributed in 
1989). 

The Corporate Automation Plan should be viewed as a road 
map to decisions to be made; nor as a historical report of 
conclusions and events that have already been determined. 
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THE POSTMASTER GENERAL 
Washington. DC 202WUWO 

October 28,1988 

MEMORANDUM FOR ALL OFFlCERS 

In 1987, the Senior Management Committee initiated the automation integration process to 
develop a long-range mail distribution plan through 1995. I have monitored the 
development of the Corporate Automation Plan over the last several months, and I believe 
its importance is of the highest significance. for the future of the Postal Service and our 
customers. 

On September 26, 1988, I announced at the National Postal Forum that our automation 
goal is to improve the value of service by reducing combined customer and Postal Service 
cost for preparing and sorting mail for delivery. We will achieve this goal by using 
automated barcode technology to sort virtually all letters and non-carrier route sorted flats 
by the end of 1995. Recognizing our cost trends, I believe we can attempt nothing less 
than the exaaordinary effort and hard decisions necessary to manage the Plan and meet our 
goals. 

This aggressive but achievable Plan will require enthusiastic cooperation by the mailing 
community and a disciplined focus of energy and intelligence by both the Postal Service 
management and employees. 

We cannot afford to be anything but bold in our effort to meet our 1995 goal. 

/ 
Anthony M. Frank 

V. 



CAP Report Executive Summary 

SECTION 1 EXECUTIVE SUMMARY 

1.1 Introduction 

This edition of the Corporate Automation Plan (CAP) reflects the progress 

and changes made to date since the edition published in October 1988. Because the 

Plan is dynamic, the Office of Automation Integration (OAI) publishes quarterly 

updates and a complete semi-annual revision of the Plan. The quantitative modeling 

to support the plan has been updated to include the most recent volume, equipment 

projections, and productivity data available. Successful implementation of the CAP 

is expected to result in the savings of 100,000 workyears by 1995 and save $5 

billion in that year alone. These savings are expected to be achieved through an 

investment of approximately $3 billion in automation (1989 dollars) during the 

1989-95 timeframe and by effective corporate management of the automation effort. 

This edition of the CAP also includes revisions to the Strengthen System 

Integrity/Quality Strategy to include the Automation Quality Model and renames a 

strategy, “Optimize Customer Participation”. The next edition of the Plan will be a 

quarterly update, to be issued in July 1989. 

1.2 Goal 

On September 26, 1988, at the National Postal Forum, the Postmaster 

General (PMG) announced that virtually all letter and non-carrier route presort flat 

mail will be barcoded by the end of 1995. The Corporate Automation Plan is a 

“road map” for reaching that goal - aiming for a path that results in the lowest 

combined mailer and Postal Service cost. The Plan has been designed as a dymzmic 

guide to ensure that tire Postal Service is making the necessary decisions, within the 

right timeframes, to meet the 1995 goal. The CAP is managed by the Senior 
Management Committee (SMC) members and the departments they represent 

In 1995, the USPS expects to have mailers apply bar codes to a substantial 

portion of letters and flats (non-carrier route); the remainder of flat mail will be 

coded and processed by the thousands of pieces of USPS equipment, including 

Multiline Optical Character Readers (MLOCRs), Remote Video Encoders, and bar 

USPS -Office of Automation Integration 
April 1989 
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code sorters (BCSs). This combined effort to barcode virtually all letters and flats 

should result in approximately $5 billion in savings in 1995 alone. 

With increased pressure from competitors and growing support for 

privatization of Postal Service functions, the forecasted gains from automation are a 

significant incentive for effective and successful management of the CAP. 

1.3 Means to Achieving the Goal 

The CAP includes two means to barcode all mail by 1995 by either the 

mailer or the Postal Service. 

The cooperation between mailers and the USPS is different for letters than it 

is for flats. With letters, the Postal Service has the MLOCRs and is also developing 

Remote Video Encoding (RVE) to apply bar codes to mail that is currently rejected 

by OCRs. However, mailers are being encouraged to barcode their own mail to the 

greatest extent possible. With flats, the Postal Service is still formulating 

rc distribution, equipment, and pricing strategies. Sufficient rate incentives for 

customer application of bar codes on flat mail could result in a lower combined cost 

by allowing the Postal Service to avoid developing flat OCRs. 

The following figure depicts the relationship between the Postal Service and 

postal customers. It shows the two methods of achieving an automated, barcoded 

mail sueam - Postal Service and mailer applied bar codes. In order to achieve the 

optimum mix of bar codes, the SMC will decide the trade-offs to be made in 

allocating resources between the nine corporate strategies. These strategies are 

listed on the fulcrum of the balance. They are described in detail in Section 1.5. 

,- 

2 
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BALANCING STRATEGIC DECISIONS TO MEET 1995 GOAL 

CORPORATE GOAL 

II 
OP~MIZ~~USTO~.~ER 

PARTlClPATlON 

II 
IMPROVE ADDRESSING 

AN0 READAslLll-Y 
I I 

PhIhE 
STRATEGICALLY 

STRENGhl~N SYSTEM 
INTEGRITY / GUALIN 

I I 
INTEGRA+E ~NCTIONAI 

ACTlVlTlES 

JANAL 
HUMAN RESOURCES/ 
CAPTURE SAVINGS 

I I 
FdRECriST 

DIST, EQUIPMENT, 
AND FACIUTY 

REOUIREMENTS 

SUCCESS 

l-l 

The SMC concluded that day-today management of the strategies should be 

the responsibility of the functional groups or departments. Recognizing the 

importance and interdependence of the various strategies, the SMC has assigned 

coordinating responsibility for each of the nine strategies to the Program Area 

Committees (PACs). The PACs primary responsibility is monitoring progress and 

coordinating interdepartmental issues. The PACs, in turn, report to the SMC. 

The PAC Chairmen are Senior Assistant Postmasters General (SAPMGs) 

who review the current progress on each decision point, evaluate the major issues, 

USPS -Office of Automation Integration 3 
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CAP Report Executive Summary 

and then’recommend final approval for the CAP strategies. The assignments are as 

foIlows: 

John Mulligan 
Operations PAC 

Forecast Distribution, Equipment, & 
Facility Requirements 

Strengthen System Integrity/Quality 

David Charters 
Human Resources PAC 

Mitchell Gordon 
Technology PAC 

Manage Human Resources/Capture 
Savings 

Improve Addressing and Readability 

Peter Eichom 
Services and Prices PAC 

Define and Communicate Corporate Gods 
Optimize Customer Participation 
Price Swtegically 

Robert Edwards 
Office of Automation Integration 

Integrate Functional Activities 
Measure Success 

The optimum achievement of the goal requires that the SMC and PAC 

Chairs decide the adjustments to be made between the nine corporate suategies. 

Changes in decision points are expecred as technology, work sharing and other 
rC 

conditions warrant. 

1.4 Background 

The SMC, comprised of the Postmaster General (PMG), Deputy PMG, 

Associate PMGs, Senior Assistant Postmasters General (SAPMG), General 

Counsel, and Chief Postal Inspector, commissioned a study in 1986 to clarify 

corporate automation goals, develop a common understanding of major automation 

issues, and resolve rate snategies. The SMC formed OAI in April 1987 to serve as 

a focal point in setting corporate automation policy. The OAI was staffed in June 

1987 and tasked to: (1) Provide the SMC information to help establish a uniform, 

consistent approach to mail distribution automation; (2) Identify key, issues and 

track their management and coordination; and (3) Serve as a primary source of 

information for automation throughout the Postal Service through maintenance and 

tracking of the CAP. 

4 USPS - Office of Automation Integration 
April 1989 
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In early 1988, the OAI convened five focus groups to develop a corporate 

plan for automation activities. The focus groups included a broad cross section of 

postal management. 

The Draft CAP repon issued in March 1988 was further refined and 

approved by the SMC in October 1988. 

The OAI presents CAP activities to the SMC on a quarterly basis. After 

review and approval by the SMC and Program Area Committee (PAC) chairmen, 

the activities are incorporated into the quarterly updates and semi-annual 

publications of the CAP. 

The first quarterly update to the October 1988 CAP was published in 

January 1989. The OAI conducted focus groups in February and March of 1989 

on the Improve Addressing and Readability, and Manage Human 

Resources/Capture Savings strategies. The SMC approved two major changes in 

April 1989. The Strengthen System Integrity/Quality suategy was completely 

rewritten, and the “Gain Customer Support” strategy was renamed, “Optimize 

Customer Participation”. 

1.5 CAP Strategy Descriptions and Progress 

The nine CAP strategies are aimed toward a common goal of barcoding 

virtually all mail by the end of 1995 and capturing the potential savings this 

achievement will allow. Each stxategy is interrelated. Decisions made in one area 

have significant influence and impact on other strategies. The functions, purpose, 

and brief status of each of the nine stxategies are discussed below: 

Define and Communicate Corporate Coal (See Chapter 4.1) - 

Describes the plans for clearly defining the automation goal to customers and 

employees. The Communications Department prepared a comprehensive 

communications plan to support the CAP through 1995. Headquaners conducted 

briefings with regional, divisional, and MSC Marketing and Communications 

Directors on automation communication plans. Several articles concerning our 

changeover to automation have appeared in newspapers and trade journals. There 

USPS -Office of Automation Integration 
April 1989 
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have also been many articles in-house to inform employees what automation is, 

why we are going to automation, and how they tit into automation. 

Optimize Customer Participation (See Chapter 4.2) - Formerly 

entitled, Gain Customer Suppon this suategy was renamed in late 1988 ln order to 

convey the importance of customer participation and worksharing. This suategy 

aims at providing customers means to ensure their mail is automation compatible. It 

includes worksharing options, technical support, and compatible market research 

efforts to support customer needs. The following progress, as of PQ4/88, has been 

made: 

l Completion of Market Plan, Automaton Promotion Plan, and Marketing 

Activity Calendar FY89-90. 

l Development of Marketing and Communications strategy for corporate 

automation. 

l Established policy to integrate operations, rates, and marketing suategies. 

l Site reviews were conducted to examine technical automation support 

provided to customers. 

l Flat mail bar code specifications were presented to ABC Flat Mail 

Subcommittee. 

l Efforts to develop a Wide Area Bar Code Reader (WABCR) are 

underway. 

l Forecasts of customer applied bar codes were determined and presented 

to the DPMG’s Pricing Strategy Group. 

Improve Addressing and Readability (See Chapter 4.3) - Focuses 

on ensuring that the addresses and bar codes on mail are correct and readable. The 

Improve Addressing and Readability strategy is a critical pan of the overall 

Corporate Automation Plan. Since PQ4/88, significant decision points were 

completed and/or implemented. 

l The Postmaster General issued a policy statement ensuring that Postal 

Service generated mail must be automation compatible. 

* The SMC approved a Headquarters Readability Focal Point to facilitate 

resolution of field readability-related issues. 

6 USPS - Office of Automation Integration 
April 1989 



CAP Report Executive Summary 

,-- 

l The RPM& agreed to Regiona! and Divisional readability improvement 

goals to be incorporated into PCES objectives in mid FY89. 

Price Strategically (See Chapter 4.4) - Reflects the efforts to integrate 

operations and marketing with the rate making process including development of 

rate case/classitication requirements for automation compatible mail. Under the 

guidance of an SMC sub-committee chaired by Mr. Coughlin, the Rates & 

Classification Department studied alternative automation compatible rates. On April 

10.1989, the SMC gave the Rates & Classification Department approval to further 

develop automation compatible proposals for the next general rate case. The key 

elements of their a?@ proposal include: 

l A multi-tiered shape-based rate srructure for bulk third class mail. The 

first tier receiving the largest discount would consist of automation 

compatible letters. A second tier would consist of other letters, and a 

final tier of flats. 

. Automation compatible discounts which may eventually replace presort 

(non-automation compatible) as the predominant First-Class Mail 

discount. 

l Establishing a pre-barcode discount for flat mail. 

Strengthen System Integrity/Quality (See Chapter 4.5) - This 

strategy will ensure sufficient internal and external controls to monitor the quality of 

automated mail processing and delivery as we transition from a mechanized/manual 

system. This suategy was completely rewritten in March 1989 to focus more 

closely on the Corporate Policy Statement for Quality. Four major objectives to 

meet customer expectations have been identified: (1) Quality to Customers; (2) 

Quality to Delivery; (3) Distribution Quality; and (4) Mail Base Quality. 

,-- 

Integrate Functional Activities (See Chapter 4.6) - This suategy is 

the means of implementing the decision points in all nine strategies and achieving 

the goal of mutually beneficial lower operating costs. Integration accomplishments 

include: (1) development, implementation and enhancement of decision suppon 

systems and tracking systems; (2) the Model for Evaluating Technology 

Alternatives (META); (3) the Corporate Automation Plan Tracking and Inventory 

USPS -Office of Automation Integration 
April 1989 
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(CAPTAIN) system; (4) support and involvement in automation related meetings; 

(5) CAP quarterly updates; (6) SMC briefings: and (7) semi-annual publications. 

Manage Human Resources/Capture Savings (See Chapter 4.7) - 

This strategy is aimed at ensuring that the potential savings from implementing a 

fully automated distribution system are realized. This strategy includes plans for 

measuring and tracking savings, complement management, surveying potential 

effects of automation on the workforce, and establishing labor negotiation 

objectives to achieve the workforce required in 1995. In March 1989, the Human 

Resources Group sponsored a multi-functional meeting in Phoenix, which 

expanded the focus of this shategy. The areas of concern resulting from this 

meeting included: 

l Contract negotiation issues pertaining to flexibility, standards, 

productivity incentives, and work rules; 

l Operation assumptions related to: 

equipment performance, 

thruput, 

readability, 

reliability, 

savings, and 

cost of implementation; 

l An implementation plan (Playbook) and complement planning that 

includes an analysis of workload shifts, skills assessments, placement of 

unassigned regulars, hiring plans and savings timeframes; 

l A reward/merit system plan that encompasses a long term orientation, 

includes first-line managers and establishes specific automation 

savings/goals; 

* A measurement and tracking system that establishes a baseline, identifies 

and segregates automation savings, and implements follow-up 

procedures: 

l Site-specific communication and training to supervisors and managers at 

the local level which involves crafts. 

8 USPS - Office of Automation Integratron 
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/- 

Follow-up work in April 1989 suggested an action plan for addressing these 

concerns at a divisional level. These suggestions are currently under Human 

Resources PAC review. 

Forecast Distribution, Equipment and Facility Requirements 

(See Chapter 4.8) - This strategy includes plans for the development and 

procurement of equipment to support the delivery concept; investment of building 

and/or lease of space to accommodate increasing volumes, and changing equipment 

technologies. Progress in this area includes: 

Distribution 

l Operations has expanded the delivery distribution concepts, which were 

tested at Baltimore and Lutherville, Maryland, to eight additional sites. 

l An immediate expansion of AADCs has been recommended by a regional 

task group and total AADCs is expected to reach approximately 200. 

l The Integrated Mail Handling System (IMPS), which addresses the 

barcoding of trays, containers, parcels, and flats has been added to the 

Plan on the Distribution timeline. 

Equipment 

. RVE concepts have been concluded, and the Human Resources and 

Operations Departments continue to analyze the issue. 

l CFS II is being explored as an alternative to apply bar codes with current 

equipment during available time. 

l The Board of Governors approved the Part B MLOCR and BCS 

requirements of 346 and 421, respectively. An option of an additional 

300 MLOCRs is also available. 

l Four companies have been awarded contracts to develop a test model 

Delivery BCS. 

l A contract has been awarded for the production of 622 Advanced Facer 

Cancellers. 

. At the request of the SMC, the flats automation program will be 

examined by TRD. TRDs analysis will consist of reviewing current 

development programs, categorizing flat volumes, defining and 

evaluating flats options, and developing a new flats R&D program aimed 

at the 1995 CAP. 

USPS -Office of Automation Integration 
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Facility 
. Independent facility space tests were conducted by the Operations and 

Facilities Departments and both indicate an opportunity to save space 

with automation. 

Measure Success (See Chapter 4.9) - This strategy is aimed at 

developing measurement systems to track and evaluate the performance and success 

of each suategy. Measurement criteria for each of the other eight strategies have 

been defined and are reported in this edition of the CAP. A series of measures have 

been defmed that pertain not to the Plan as a whole. These measures are as follows: 

* Volume Measures 

l Number of bar codes applied, 

l “Depth” (ZIP+4) of the bar codes, 

l Accuracy of the bar code, and 

l Number of bar codes successfully processed to carrier and sector 

segment. 

l System-wide Measures 

l Effect of the automation program on workhours, 

l Effect on budget, and 

l Effect on service performance. 

Chapters 4.1 - 4.9 explain the strategies in detail and list cot-responding 

decision points, activities and timelines. 

1.6 Summary of Major Future Corporate Decisions 

Several of the decision points comprising the Corporate Automation Plan 

are noteworthy by virtue of requiring corporate-level decisions. They am: 

l Develop plans to design a 1995 workforce mix of skills and levels to 

meet forecasted operational needs (project labor savings) - PQ3/89. 

l Complete recommendations on rates and classification filings to support 

automation goal - PQ2/89. 

10 USPS - Office of Automation Integration 
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l Select distribution alternatives for national implementation - PQ4i89. 

l Develop a marketing strategy which gives customers a role in mail 

preparation, to respond to the selected delivery distribution concept - 

PQ4l89. 

l Select type and quantity of encoding equipment - PQWO. 

l Select strategy to merge carrier mute presort (CRP) flats with automated 

flats - PQl/92. 

In July, 1989. the Delivery, Distribution, and Transportation Department 

will present to the SMC the concept of carrier walk sequencing, which requires 

introducing the Advanced Bar Code (ABC). This goes beyond the current CAP 

underpinning which is sorting to sector segment level via the nine-digit bar code. 

The ABC decision will potentially impact: (1) the currently developing rate case; 

(2) marketing; (3) equipment procurement; (4) technology development; and (5) 

labor negotiations. The challenge to the SMC will be to make the best decision in 

the face of these inter-relationships. 

Regardless of the chosen distribution concept, the Postal Service must be 

aggressive in realizing the projected savings. The various modeling activities that 

have been done in suppon of automation demonstmte the savings available. 

Management of the CAP presents significant risk and will require difficult 

decisions, but the potential 100,000 workyear and $5 billion cost savings justify the 

extraordinary effort needed to meet the 1995 goal. 

1.7 Senior Management Committee Timelines 

The Senior Management Committee timeline, which follows, contains the 

most important strategic decisions and activities from the detailed timelines of the 

nine major strategies. The timelines graphically illustrate the activities within the 

strategies to ensure the goal of a barcoded mail stream by the end of 1995. Each of 

the PQ4/88-l/89 SMC timeline activities are complete. 

USPS -Office of Automation Integration 
April 1989 
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CorDorate Automation Plan 
MEANS STRATEGIES F&al Year 1988 
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(R.10) Establkhreqauibility and allcca!e 
,esourccs for HeadquaM’s m?.nagemem of 
readabilir,’ program. (OSG&f 

~27.0) Establish divisional baseline mearurer 

Q.U)GAI briefmgs for SMC cm CAP.(OAU 4 
(I.lO)Review PAC role in managing CAP.(SM’ 

14 CRITICAL TIME 



- SMC Decision Timeline 
Ouarter 2 Ouarter 3 

(C33O)Forecast volume of customer-applied 

(PJS)Review and approve rates ad 
classification action plan. (Depmy/SMC) 4 

(P.2~0)Camplete recommendations on rates and 

(R.12O)Recommend to SMC if rate and 
cle3rficaLion ftigs lo support the co orate 
automation goal are possible. (RC) J 

@SO)Selea ncrwork cancepu(s). (DT) d 

(F.15) Develop model to determin 
auwmation on facilities. (DT) %f 

impacts of 

(Q.5) Develop B corp.xa~ policy tatcment on 
quality for automation. (OSP) J 

(h4.l)SMC determines method(s) o 
overall success for CAP. (SMC) P 

earuring 

(h4.2)ShlC dcwmines method(s) of meawing 
success for Delime and Communicate 
Corporale Goals suaregy. (SMC) +f 
(h1.10) Implemcn automated CAP tracking 
*vsmn. (OAR d 

(C.21O)completc review to su-mgthen 
wch,dcd guidance. (S&P PAC) 

(C325)SNdy the mnsis~cy of delivery for 
automalicm compatible mail. (OS) 

(R.40)Tie nutomtion goals into division 
manager’s FY 89 scorecard and PG.7 
objectives. (ER) 

(M.12) Be in tracking g-digit bar code 
volume.~ ( E D) 

Ouarter 4 

0.50) Provide end of the year auwmaicm 
~ogrers repon muaialr. (CD) 

G.155) Implement communications plan to 
nucduce”wide-band- bar code reader. (CD & 
dK) 

C3O)lnmrparate consistency into service 
~efmidon for automation compntible mail. (MK) 
C33)Selcct distribmion concepr & rypc of bar 
ode far national implemtion 0 
C.130)Acbieve 2 billion custmner barcoded 
enen - (non-reply mail). @4K) 
C.135)Develop marketing strategy to respond 
o selected delivay disuibution cnncept which 
fives customen I role in mail prep. K 

!34O)Fund development and testing of 
!vice to mtom~e ch& of address 
mn3cy and EadabiIiry. a S or TR) 

:D.4O)Select disuibution altem&ives for 
donal implementation (DT) 

E.18) Award Pan B MLQCR Conmct. (ES) 

E205)Begin testing of Remote Video 
kcoding equipment. (ES) 

~.165)Evalute feasibiity of early video m 
ig rewofit cm OCR, BCS and FiC to promptly 
!dircct impropnly coded mail. compare to 
Iher alIemativeE.(Es) 

.& 
w CRITICAL TIME 4w 
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Corporate Automation Plan 
MEANS STRATEGIES Fiscal Year 1990 

n,,m-t*r 1 

(C.140) Modii mark&g plan and goals to 
include flats pre-banding. (S&P PAC) 

C.150) Deploy wide band bar code reader 
nodiflcstions. (Es.) 

(p.70) Review, modify as necessary. and 
implement strategic pricing plan. (RC) 

P276)Finalize rate proposal for next rare 
:ase. (RC) 

Ouarter 2 

(M.20) Monitor CAP savings. (DC) 

(R370) Deploy PartB mubiline OCR% (ES) 

(R380) Automate process m check ~dabiliry 
and address accuracy ~1 bulk mail acceptaxe 
units. (ES or TR) 

~;2O)Develop RFP for flus OCR capability. 



- SMC Decision Timeline 
Quarter 3 Quarter 4 

7 

(E.115) Deploy Mail ProcessinS BCS. (ES) 

(E.21) Begin Pm B del&rics. (ES) 

(hL30)Validate FY saviqs for CAP. (DC) 

Fiscal Year 1991 

(C.40) Evaluate role of worksharing by 
cullomm to provide sequencing of Ietten and 
fbts for the curia. (PQl. S&P PAC) 

(P.70) Review. modify as ncccssq. and 
implment strategic plan. (FQ3. RC) 

D.913) Obtain BOG qqx.val for IMHS fnst 
lass mail nationwide deploymat 

(F.80) Review strategies to meet space 
rlquirrmmu. 691) FE’) 



Corporate Automation Plan 
Fiscal Year 1993 
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Fiscal Year 1994 
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Fiscal Year 1995 



CAP Report Introduction 

/-- 

P- 

SECTION 2 INTRODUCTION 

2.1 Corporate Automation Goal 

As stated by Postmaster General Anthony Frank, “Our goal is the lowest combined 

mailer and Postal Service costs in preparing, sorting, and delivering mail. To achieve this 

goal, we plan to have a bar code on all letter mail and all non-carrier route uresort flat mail 

by the end of 1995...” 

The Postmaster General (PMG) has committed the organization to accomplishing 

this goal by 1995. Postal resources are focused on management decisions and activities to 

make the goal a reality The most critical element in reaching this goal is the placement of 

bar codes on letters and flats. A bar code may be placed on the mail by either the mailer or 

by the Postal Service. This combined effort is designed to benefit the Postal Service and 

mailers. The Postal Service believes that by working together with mailers, it can achieve 

the 1995 goal. 

This document, the Corporate Automation Plan (CAP), contains the planned 

management decisions and activities to make this goal a reality. The Plan includes specific 

objectives and aggressive timetables to guide and focus management decisions. This 

document is designed as a working management tool to implement a dynamic Corporate 

Automation Plan. 

2.2 Benefits of Automation 

Over the past year, the Postal Service conducted an internal review of postal 

automation and confirmed that the increased use of bar code technology can save 

approximately 100,000 work years and $5 billion in 1995 alone. Significant work in 

pursuing the appropriate bar code technology has been accomplished through a cooperative 

effort of the Automation Bar Coding (ABC) Committee and the Postal Services’ Senior 

Management Committee (SMC). One result of this effort is the initiative to develop the 

capability of reading bar codes placed in the address block of letter mail. This capability is 

expected to increase customer pre-barcoding. 

For that portion of the mail that is not barcoded by customers, our focus will be on 

increasing the readability and accuracy of the address and applying bar codes with high 

USPS -Office of Automation Integration 
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,- speed Multiline Optical Character Readers (MLOCRs). Development of Remote Video 

Encoding (RVE) will be aimed at barcoding mail that cannot be initially read by the 

MLOCRs. The important emphasis is to have each piece of mail be capable of being 

handled by the Bar Code Sorters (BCSs). 

Each of the different type of mail may have a different automation objective: 

1. Letter Mail automation will require a readable bar code on each piece by 1995. 

This will be achieved by relying on customer pre-barcoding, with the remainder 

being applied by the Postal Service. 

2. Flat Mail automation is being developed. The issues under consideration are 

the type of bar code, and the overall automated solution. If greater reliance is 

placed on customer application of the bar code, we will decrease the emphasis on 

the development of a flat OCR and focus on a flat BCS. 

Strategies for other categories of mail are under consideration. In cooperation with 

interested customers, parcel sorting using bar codes is being tested at a bulk mail center. In 

addition, a prototype Integrated Mail Handling System is being developed which will 

process trays, sacks, pallets, and other containers using bar code technology. 

The Postal Service automation challenges have several dimensions. The degree of 

customer barcoding has a significant affect on equipment acquisition. Tied to bar code 

worksharing is the challenge to formulate creative appropriate rate structures and 

classification guidelines. Progress on rates and classification will require further 

cooperation between mailers and the Postal Service in demonstrating to the Postal Rate 

Commission that innovative, automation-related rates are the most promising direction to 

take for the future. The Postal Service is relying on attracting a significant level of 

worksharing to achieve the lowest combined costs. 

The benefits of automation are an increased ability to handle growing mail volumes, 

improvements in productivity, and containment of costs - for the USPS and customers. 

Automation will result in a higher capital to labor ratio which should have a stabilizing 

effect on rate structures. Additionally, while holding down the combined costs of 

preparing, distributing, and delivering the mail, automation will provide more consistent 
- 

and reliable service. 

20 USPS - Office of Automation Integration 
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2.3 Background 

In mid-1986, a study was commissioned to clarify corporate automation goals, 

develop a common understanding of major automation issues, and resolve rate strategies. 

A report on .this study was submitted to the Senior Management Committee in January 

1987. The report recommended establishment of a management position to serve as a 

corporate focal point in support of the SMC’s efforts to set and guide corporate automation 

policy. Acting on this recommendation, the SMC formed the Office of Automation 

Integration (OAI) in April 1987. 

The OAI mandate iS to: (1) collect, analyze, and provide information regarding mail 

distribution automation programs; (2) identify key issues and ensure coordination 

throughout the USPS management structure; and (3) act as the primary source of 

information for automation throughout the Postal Service. Their duties include 

maintenance of the overall Postal Service automation plan under direction of the SMC. 

An OAI task force was established in August 1987 to identify and analyze 

automation related activities, surface concerns of Postal Service managers, and provide the 

SMC with areport to guide the automation program at the corporate level. The initial report 

was presented to the SMC in October 1987 and updated in January 1988 to include formal 

comments received from SMC members. 

In January and February 1988, OAI convened five focus groups to develop a 

corporate plan for automation activities. The focus groups included a broad cross secnon 

of postal management, including members from Marketing and Communications, Rates, 

Facilities, Operations Support, Human Resources, Delivery Services, etc. 

The basic approach required each working group to build upon the preceding 

group’s work. The first focus group created the initial pIan or blueprint for a given 

strategy. The second focus group worked to enhance it. This process continued through 

the fifth focus group, which consisted mainly of senior managers who reviewed the work 

of the preceding four. This process resulted in the plan being created and reviewed by 110 

USPS managers npresenting varied functions, geographic areas and managerial levels. 

An overall timeline encompassing ten corporate strategies was developed for the 

Senior Management Committee. The timeline provided graphic representations of key 

USPS -Office of Automation Integration 
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,- decision points and actions necessary to achieve long-range corporate automation goals. 

The ten corporate strategies are listed below: 

l Define and Communicate Corporate Goal 

l Gain Customer Suppon 

l Improve Readability 

l Price Suategically 

l Strengthen System Integrity/Quality 

l Integrate Functional Activities 

l Manage Human Resources/Capture Savings 

l Manage Field Innovation 

l Forecast Equipment, Facilities and Distribution Requirements 

l Measure Success 

In March 1988, the corporate automation strategies were issued to the appropriate 

Program Area Committee (PAC) for review. (See Appendix C for the PAC assignments). 

These plans were then formally presented to the SMC by the respective Senior Assistant 

/- Postmaster General (SAPMG)/PAC Chairs in June 1988. During the period of mid-July to 

mid-September, the PACs functions further refined the strategic timelines. A review of the 

strategies by the PACs and functional groups resulted in two changes to the original ten 

strategies. “Manage Field Innovation” was deleted as a major corporate strategy and the 

“Improve Readability” strategy was modified to “Improve Addressing and Readability”. 

The SMC approved the CAP in October 1988. In January 1989, the PAC Chairs 

presented the first quarterly update which focused on the status of PQ4/88-l/89 decision 

points. The OAI then conducted focus groups on the Improve Addressing and Readability 

and Manage Human Resources/Capture Savings strategies. The input from these groups 

further refined the timelines and suategies. 

A review of the strategies by the PACs and functional groups resulted in two 

modifications to this edition of the CAP. The Strengthen System Integrity/Quality strategy 

and timelines are completely revised and the “Gain Customer Support” strategy was 

renamed “Optimize Customer Participation”. After approval by the SMC and PACs, OAI 

published this version of the CAP in April 1989. The April 1989 CAP contains the 

following nine strategies: 

22 USPS - Office of Automation Integration 
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l Define and Communicate Corporate Goal 

l Optimize Customer Participation 

l Improve Addressing and Readability 

l Price Strategically 

l Strengthen System Integrity/Quality 

l Integrate Functional Activities 

l Manage Human Resources/Capture. Savings 

l Forecast Distribution, Equipment and Facility Requirements 

l Measure Success 

These strategies and timeline activities are described in detail in Sections 4.1 

through 4.9. Decision points which are also on the SMC timeline are illustrated in this 

format: 

(W.4) ER/DDD/Plarming to develop “B&de1 Work Porcc/Right Mix” 

seven year outlook - what we will have and/or want to have in ‘95 

wvork brce - PQ3/89. SIMIC ITEM 

The OAI presents CAP activities to the SMC on a quarterly basis. After review by 

the SMC and PAC. activities are reported in quarterly updates and semi-annual publications 

of the Corporate Automation Plan. 

2.4 Summary 

It is primarily through automation, as presented in the CAP, that ever increasing 

volumes of mail can be handled efficiently and at a reasonable cost. To keep costs down 

and maintain an efficient level of service as the volume of mail increases each year, the 

Postal Service plans to barcode all letter mail and non-carrier route presort flat mail and 

pursue strategies to barcode parcels, containers, and pallets. 

Customer participation or worksharing is a major factor in the success of reaching 

the goal of placing bar codes on all of the mail by 1995. The Postal Service recognizes this 

and is committed to increasing customer participation. The SMC changed the name of one 

of the CAP strategies to “Optimize Customer Participation” from “Gain Customer 

Support”, the previous name of the strategy, to emphasize the critical role of customer 

participation in achieving the lowest costs. 

USPS -Office of Automation Integration 
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The Corporate Automation Plan is a dytic guide to ensure that the Postal Service 

is making the necessary decisions, within the right timeframes, to meet the 1995 goal. This 

Plan requires significant risk and investment. However, the potential for savings justifies 

the effon necessary for successful implementation. 

Note: Copies of this Plan are available by contacting the Office of Automation 

Integration at PEN 268-5767 or by writing: 

PROJECT DIRECTOR 

OFFICE OF AUTOMATION INTEGRATION 

475 LJWFANT PLAZA SW ROOM 6671 

WASHINGTON DC 20260-7030 

The Corporate Automation Plan is updated on a quarterly basis and a new 

publication is issued semi-annually. 

For assistance in using this document, a Glossary is included in Appendix D. 
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SECTION 3 QUARTERLY LIST OF ACTIVITIES AND 
DECISIONS 

3.1 STATUS OF TIMELINE ACTIVITIES AND DECISION 
POINTS AS OF APRIL 28, 1989 - ALL NINE 
STRATEGIES 

b Scheduled Items Items Comuleted Items To Be CornDIeted 

FY88 PQ IV 31 31 0 

FY89 PQ I 50 49 1 

PQD 47 34 13 

PQm 40 0 40 

PQN 45 0 45 

FY9OPQI 28 0 28 

PQn 12 0 12 

PQm 6 0 6 

PQN 4 0 4 

Fy91 24 0 24 

FY92-95 9 Q 19 
Total 306 114 258 

%SPS - Office of Automation Lntegrxion 
April 1989 

25 



CAP Report Quarterly List - PQ4/88 

3.2 ACTIVITIES AND DECISION POINTS 

The alpha and numeric codes assigned to each decision point and activity denote 

uacking numbers. The alpha code indicates the strategy, and the numeric code is the 

number OAI assigned for rracking purposes within the strategy. The chart below explains 

the codes: 

F 

C 

D 

E 

F 

G 

H 

I 

M 

P 

Q 
R 

Optimize Customer Participation 

Distribution 

Equipment 

Facilities 

Defoe and Communicate Corporate Goal 

Manage Human Resources 

Integrate Functional Activities 

Measure Success 

Price Strategically 

Suengthen System Integrity/Quality 

Improve Addressing and Readability 

outlink tkxt indicates an item which is included on *he S6lliW 

Manag6anent ~QdttCt (SM@) Thelinne. 

4 indicates an item has been completed 

3.2.1 Quarter IV 1988 

Optimize Customer Participation 

(CJ) Prepare definition of Corporare Automation Strategy. (MCG) 4 

(@.loQ) ~6V6lQp,ii~l&tQ6llt tlXUk6tillg #3tL3 ar.d gQdS tQ hCI6aS6 

CUStQIIlkr barcoding Qf 16nkn. m) 4 $hdI@ ~~ 
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(C.lQ§) Initiate the d6velopnent of wide band (address-block) bar 

Cod6 n2dhg fQr kttkr mail. (Es) 4 8bt~ m&f 

(C.110) @6lT@6t6 CO,Il@l6nSiV6 communications plan - niated 13 

internal and exremal connnnunication of coqmrate goal. (MCG) 4 

SMIC l-i-m4 

(C.200) Iniriate action plan to strengthen technical guidance to customers 
producing mail rhar should be auromation-compatible. (MP & MK) d 

(C.300) Complete marker study among cash managers on ARM concepf. (MK)d 

(C305) Initiate mail characteristics dura collection. (TRD)d 

(C.310) Publish auromarion promotion flectiveness study. (MK)d 

(C.315) Receive iniriol Market Analysis Information Sysrem (MAIS) Auromarion 
Srudy data. (MK) d 

Improve Addressing and Readability 

(R.S) Change name of srrategy from “Improve Readability” to ‘improve 
Addressing and Readability” (ASG) 4 

@.lQQ) hitire dtvalopmem QP Rates snd Classificrticn Action ‘Ir-. 

TV sappon automated distribution concepts. (W) 4 $Mc ITEM 

(R.200) Review internallexrernal technical support for automation at field 

divisions. (MP) 4 

(R.205) Propose annual readability goals IO RPMGs. (DPMG) d 

(R300) Expand e,forts to refine existing OCR & ECS components. (ES) 4 

USPS - Office of Automation Integration 
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Price Strategically 

(P.18) hitiatte the d6V6bptTMlt Qf w2tCS 2nd ~12SSifiCatiQn Acsion 

phn tQ SuppQpt aQtQmat6d distribution CQnCtptS. (1R@) 4 i%%@ m’EM 

(P20) Synchronize Operations and Marketing with Rates. (DPMG) 4 

(PZOO) Initiate a study to examine the possibility of a barcoding incentive for flats. 

CRC) v’ 

(P235) Examine ways the general public can participate in automation. (RC & 
MK) 4 

(P245) Initiate search for possible additional services that could be provided for 

automated mail. Seek input from other departments. (RC) \/ 

Manage Human Resources/Capture Savings 

C 

(H.105) Establish steering committees with management and craft with. primary 
goal of communicating plan [HQ. Region, Division, MSC, Management 
Association, business agents (e.g., Northeast Region), etc.}. (LR) 4 

Distribution, Equipment, and Facilities 

(D.10) Begin Area Distribution Center (ADC) analysis. (MP) d 

(D.15) Approve study for carrier walk sequencing. (DSIES) 4 

(030) Begin delivery disnibution tests at selected sites (i.e., Baltimore). (ES) 4 

(E.100 ) Review proposals for Part B BCS test contract. (ES) d 

(E.IOI) Award test model contractfor delivery BCS. (ES) 4 

- (E300) Begin MPLSM extraction tests. (ES) 4 
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(E.400) Determine AFCS Requirements. (ES) d 

(IE.§QQ) DCVC~Q~ plans for flats automation program including new 

BCS or OCR~emotte Video Encoding. (ESD’R) 4 SM@ ITEM 

(E.700) Solicit proposals for flats OCRs. (ES) d 

(E.900) Deuzrmint five-y62.r capind a6eds for auoomauion. (33) 4 

SMlC Trim4 

USPS -Office of Automation Integration 
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3.2.2 Quarter I 1989 
F 

Define and Communicate Corporate Goal 

(G.1) PIMIG am~unctd automation goal at National Postal iFcI3m, 

WasbiQgtQQ, ID.@. (mm) 4 SMC l-i-m4 

(G.2) Launch extertd/itemal communications campaign. (CD) 4 

§MC n-n&n 

(GJ) Dism’bure through Postal News Service divisional publications material on 
impact of new jobs, training plans. (CD) 4 

(G.lO) Produce posral video nenvork feancre on causeleffecr between USPS and 
auromarion goal. (CD) \/ 

(G.15) Postal publications: publish articles announcing goals, defining objectives, 

exploring work force impacr. (CD) 4 

(G.110) Weave addressing message into holiday shop earlylmail early publicity 
opporruniries. (CD) 4 

Optimize Customer Participation 

(C.120) Begil. execution of automation advenising, promotion and communications 
plan. (MCG) 4 

i’C.320) Publish ZIP+4 barcoding study. (MK) ‘1 
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Improve Addressing and Readability 

@.1(P) Eotablish policy that USPS must generate mail that OCR.5 a.& 

BCSS can nad. (SMC) 4 SMC n-mml 

(W.15) Establish responsibility and allocate resourcts for 

headquaner’s managamt of the re.adabiKty program. (OSG) 4 SM@ 

ITEM 

(R.110) Analyze readablelnonreadable (dual) rate structures and decide on 
readability discounts. (RC) 4 

(R210) Establish group to develop concepts for technical support teams. (MP & 
MK) 4 

(R.215) Recommend management approach for readability program at 
headquarters. (OAI) 4 

(R305) Define requirements and application of automated device or system to 
check address accuracy and readabiliry Ifront-end quality). (ES or TR) 

(R310) Continue OCR algorithm research. (TR) d 

(R315) Fund OCR and BCS performance improvement projects (e.g., RFPs tofu 

reject causes). (ES)4 

(R320) Analyze undeliverable bulk business mail test results. (AIS) 

(R..325) Implement Coding Accuracy Support System (CASS) for jive-digit 
presort and carrier route presort. (AIS)d 

(R330) Review status of Narional Change of Address (NCOA). (AIS) 4 

USPS -Office of Automation inte,qtion 
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Price Strategically 

(P.30) D6termine feasibility d establishing “shQw6ase” facilities 

equipped with latest in technology and management systems that 

dmmmrate Qperationd CQS~S to suppcrt p!k%c fihg. (%?c~ PA@) d 

SMC l-n-ml 

(P.207) Analyze time of entry and place of entry incentives to mailers IO increase 
the automation of mail; workshare group assessment. (RC) 4 

(P226) Develop Office of Rates position regarding shape-based rates. Seek input 
from other departments. (RC) I/ 

(P228) SMC concurrence regarding shape-based rates. (RC) 4 

(P242) Conduct MLOCR upgrade rate study, consolidate data and assess effect on 

ZIP+4 discounts. (RC) 4 

(P.247) Solicit input and comments from mailers concerning candidate additional 
automated related services and evaluate their feasibility. (Extension of P.245). 

CRC) d 

(P254) Circulate proposal to relax five-digit bar code and double window 

prohibitions for commingled pieces in pre-barcode mailings. (RC) 4 

(P256) Establish working group to review regulations on mailers. (RC) 4 

(P258) Assess simplified three-digit presorting for automation-compatible mail. 

CR’3 4 

Integrate Functional Activities 

(15) Evaluate PAC decisions and determine costs, savings and timelines for CAP 

strategies. (OAI) \i 
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0.10) Wkview PAC role in managing CAP. (SMC) 4 SMC lT”ElMl 

(1.20) Use rapid scenario decision support systems (i.e., META) to analyze 
SMCIPAC suggested scenarios for Corporate Automation Plan. (OAI) 4 

($26) Quanerly npons by PAC chairpersons to SM@ on assigned 

strategies. (SMC) 4 SW lITEM 

(128) Develop prototype Corporate Automation Plan Tracking and Inventory 
System (CAPTAIN) including Information Storage and Retrieval System. (0AI)J 

(1.29) Develop a simple logic flow diagram showing inter-relationships among 
strategies and key decision points (Mr. Mulligan). (OAI) 4 

(I30) Implement CAPTAIN and information storage and retrieval system. (OAI)d 

(131) OAI support of PAC implementing strategies. (OAI) d 

(132) OAI involvement in headquarters, field and customer automation meetings 
including Field Division General Managers meeting and Regional meetings of 

division functional directors. (OAI) 4 

(1.45) Prepare and present quarterly update of CAP to SMC. (OAI) 4 

(IJO) Enhance CAP decision support systems such as META to include additional 
needs for long-range planning (e.g., facility cost by distribution concept, etc). 

(OAI) d 

Manage Human RosourceslCapture Savings 

(HI IO) Consider Automation Mail Flow Coordinator inrerim position. (ER) 4 

us s 
Ap: 1989 

Office of Automation Integration 33 



CAP Report Quarterly List - rywr 

(H.115) Examine existing jobs to determine the feasibility of adding additional 
responsibility for quality a&or maintenance - and at whar cost. (APMG, ER) 4 

Distribution, Equipment, and Facilities 

(D.12) Develop decision model with field participation. (OS) 4 

(E.1.5) Determine Part B MLOCR requirement. (ES) 4 

(E.16) Begin Phase I redeployment assessment. (MP) 4 

(E.710) Award developmental contractforflats OCRsIBCSs.(ES) d 

C 
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3.2.3 Quarter II 1989 

Define and Communicate Corporate Goal 

(G20) Implemenr imernal addressing campaign for official mail. (CD) 4 

(G.115) Produce video news release on proper addressinglreadabiliry to coincide 
with Creative Services campaign. (CD) 

(G.120) Publicize facility plans to keep pace wirh auromazion needs. (CD) -/ 

(G.130) Target article on training today’s employees for romorrow’s workplace. 

(CD) 

(G.135) Generate publicity from ojiciai mail addressing campaign. (CD) 4 

Optimize Customer Participation 

(CZO) Establish srandardsfor cusfomer applied bar codes forjlats. (ES) V 

Improve Addressing and Readability 

(R.17) Determine if ZIP+4 Codes should be included in the definition of a complete 
address. (PD % MK) 

(R20) Develop addressing policy with standardr for assignmenr of srreer dresses 
and notah local governmenr. (AIS % MK) 

(R25) Develop and deliver [raining for proper rechniques in developing address 

lists. (AIS) 

USPS - Office of Automation Integration 
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(R30) Develop and disseminate basic rules of address standardization. (AIS) 

(R.35) Develop and implement an auromared sysrem fo convert rural route to ciry 
style addresses. (AIS) 

(k120) IRtcomnend to SMc if rat6 aXtd SbSSifiCatiQn filings tQ 

SUlJ&tQPt 2lltQUl2tiQn gQd 2E pOSSibl6. @.@) d $8dc mbf 

(R225) Develop a sysrem lo measure barcoded reply mail with ODIS-collecred 
data. (MK & RC) 

(R230) Promote the use of exisring Address Informarion Sysrems (AIS) producrs. 
(AIS & MK) -f 

(R240) Develop and recommend sysrem ro measure accuracy and level of 

barcoding. (MP) 

(R-335) Iniriare marker srudy IO derennine oprimum addressing characrerisrics for 

readabiliry. (ES & MK) 4 

(R-34.5) Explore feasibiliry of standardizing exisring OCR & BCS operating 

specifications. (ES) 4 

(R.350) Deploy system to srandardize and manage walk sequence address lisr. 

(AIS) 

(R355) Develop and implement third-class address change service. (AIS & 
MK) 4 

Price Strategically 

(P.65) Review and approve rat&s slassifismion as:ion plac. 

@eputy/SMC) 4 SMC mm4 
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(P215) Analyze readablehwnreadable (dual) rare smccfures and assess a readability 
discounr. (RC) 4 

(1p.250) cQmpl6t6 r6cQmmkndations Qtl pQSSibl6 ret6 and 

classification filings tQ SUppQrt 2utQmatiQn gQd - prcscnt to S&K. 

(S&P PAC) 4 SMC l-liEM 

Strengthen System Integrity/Quality 

(C&S) Develop Corporate policy seauaemene on quality fQr antomaticx. 

(ES) 4 SMC llTmI 

Integrate Functional Activities 

(I.60) Update, publish and distribute Corporate Automation Plan (see reference in 
1.45). (OAI) \/ 

(1.61) Publish a public version of the Corporate Automarion Plan (MK & OAI) 

Manage Human Resources/Capture Savings 

(H.125) Explore workforceflexibility optionsfor automared environment. (JX) 

(H.130) Devise and implement a system of training incentives and rewards for 

posrmasters and A0 managers with innovations in cost savings measures in 

suppon of automation. (ER) 

(H.200) Design surveys to determine effects of automation on clerks/mail 

handlerslcam~erslsupervisors. (ER) 

Distribution, Equipment, and Facilities 

(035) Expand delivery distribution rests to additional sires. (OS) 4 

USPS - Office of Automation Integration 
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‘(E.200) Develop remote video and encoding operating concept. (HR) 4 

(E.410) Award AFCS Contract. (ES) 4 

(EJIO) Agree on industty standardjlat barcode. (ES) .J/ 

(F.15) !D6~6l~p model eQ d6e6tkn6 impase 0f automation 6x2 

fhliti6s. (DT) 4 %ll.@ lTEk4l 

Measure Success 

(Ml) %fc det6ti6s m6ehQd(s) Qf m62SWihg 6V6&1 SUSCCSS fZJ3r 

CM. (SMC) 4 SMC lITEM 

m.2) Sk&@ dktkrpnines mkthQd(S) Qf mC2§Utig SUCC6SS fQr Defime 

md Co~otisaet Copmet God strae6gy. (OAT) 4 SlMC !lTEM 

(M.3) Services and Prices PAC determines method(s) of measuring success for 
Gain Customer Support strategy. (S&P PAC) 4 

(M.4) Technology PAC determines method(s) of measuring success for Improve 
Addressing and Readability strategy. (TPAC) \/ 

(M-5) Services and Prices PAC determines method(s) of measuring success for 

Price Strategically strategy. (SeLp PAC) vr 

(M.6) Operation PAC determines method(s) of measuring success for Strengthen 
System IntegritylQuality strategy. (OP PAC) x) 

(M.7) Advice and consent of SMC regarding OAI plans for measuremenr of 
success for Integrate Functional Activities strategy. (SMC) d 
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(Ml?) Operation PAC determines method(s) of measuring success for Forecast 

Dism’bution, Equipment, and Facility Requirements strategy. (OP PAC) 4 

(M.9) Human Resources PAC determines method(s) of measuring success for 

Manage Human ResourceslCapture Savings strategy. (HR PAC) 4 

(M.11) OAI will track the development of the meaurement system for each strategy 

(PQ2/89-FY95). (OAZ) 4 
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P-- 3.2.4 Quarter III 1989 

Define and Communicate Corporate Goal 

(G25) Conduct regional communications training for field managers on how 
communications can support marketing objectives. (CD) 

(G30) Postalpublications: features on “showcase” facilities, discuss training for 
new equipment, job opportunities. (CD) 

(G35) Produce field Open House kit for completion of multiline deployment. 

(CD) 

(G.40) Begin worJ$oor automation poster series. (CD) 

(G.45) Postal publications: SAPMG Human Resources interview. (CD) 

(G.140) Develop Communications Plan to introduce “wide-band” bar code reader 
modification. (CD & MK) 

(G.145) Coordinate support strategies regarding automation goals and upcoming 

labor negotiations. (CD) 

(G.150) Prepare plan with Government Relations to update field briefing materials 

for elected oficials. (CD) 

Optimize Customer Participation 

(C.25) Incorporate readability goals in the scorecard. (ER) SMl@ 

ITEM 

(c.210) Chnplete review to stresngthen tecbnicial guidance. (oip & 

INK) SMC i-n-EM 
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(C.325) Study the consistency of delivery for autcnnaticn-cctapauible 

mail. (OP) SMC l-T!EM 

(C335) Publish interim analysis and tabulation of MAZS data. (MK} 

Improve Addressing and Readability 

(R4Qp) Tik automation goals into division manager’s FY89 scxccard 

and P@ES objectives. (ELR) S&Al:@ ITEM 

(R.45) Incorporate automation goals into FY90 budget call. (OSG & MCG) 

(RSO) Determine scope of problem with unreadable and incorrectly addressed 

BRM and CRM. (DT) 

(R.105) Recommend rate and classification changes to promote automation 
compatibility among presort mailers. (RC) 

(R.235) Test concepts for technical support team (S&P PAC) 

(R-245) Recommend concept(s) to organize and stflfield technical support teams. 
(S&P PAC) 

(R360) Complete study to quantify non-read and error causes for each type of 
automated equipment. (DT) 

Price Strategically 

(P.240) Rexxamine ZIP+4 and barcoding incentives. (RC) 

Strengthen System Integrity/Quality 

(Q-75) Strengthen the quality controlfunction for automation by selecting national 

quality conrroi steering committee recommendations for priority implementation. 

(ES) 
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C (Q.160) Ensure visibility of key intra-facility operations by selecting current 

distribution quality tests for FY-90 emphasis. (OP) 

(Q.220) bvebp pkm to impwve make-up qua@J in hCtlltiVC mati 

by modifying BMAeT/DMJ tasks, im@mentittg quality control 

checks, or Q~~EP alternatives. (RC/MlK) SMC FITEM 

Manage Human Resources/Capture Savings 

(X.1) HW/~~crations~nspkction sCrViCc/@QRbrQhr PQ develop 

planning ~PQS~SS ~QP building standard format for use by field FIR 

managers to ensure thQrQug~m6ss and consistency in impkme:atatiQ,r 

and elective communication. Plan is to match em@oyees to 

forecasted operational situation so projested saviags can be 

CdSUlattd. Serves as a baseline for H.5 process. (ER) §MC ITEM 

C 

(H.2) Inventory training available and examine adequacy for automation needs. 
Build design for supplemental training determined to be needed for both crafr and 

management. (TD) 

(H.4) LRIDDDIPlanning to develop “Model Work ForcelRight Mix” seven year 
outlook - what we will have ana’lor want to have in ‘95 work force. (LR) 

(HJ) Charge Controller/Inspection Service with responsibility of monitoring 

savings goal achieved against the plan; test at pilot sites. (LR) 

(H.IO) Tie automation goals into division manager “scorecar&’ and PCES 

objectives. Date contingent on getting goals from Operations Support and 

Marketing. (ER) 

(H300) Establirh overall labor negotiations through 1996 (Include results of idor 
force survey). (LR) 
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Distribution, Equipment, and Facilities 

(DS2) Make decision regarding undefined small sites. (DT) 

(D55) Test MWCR with compressed national directory. (ES) 

(056) Establish. criteria for RVE and BCSjield simulation package. (ES) 

(0.890) Complete development and evaluation of the IMHS FCM Concept for 
trays, containers, material handling and barcoding of these units for routing by the 

process control system. (ES) 

(E.202) Select operating conceptfor remote video encoding. (SMC) 

(E.600) FSMjive-digit barcode prindread test. (ES) 

(E.610) Beginfield testing of model FSMs 788. (ES) 

(P.30) Select stmkgiks to meet sp2ce Tequinmmts. (SMC) SMC 

In-EM 

Measure Success 

(M.14) Implement automation readability measurement system. (DT) 

,C 
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3.2.5 Quarter IV 1989 Cc 

Define and Communicate Corporate Goal 

(G.50) Provide end of the year autQtmtiQn progress report matetials. 

(CD) SMC n-rml 

(GJS) Initiate direct contact plan sending automation-related mailings, payroll 
sryffers, etc. to employees. (CD) 

(G.60) Postal publications: articles on delivery distribution concept selection 
explaining plans, method of selection. (CD) 

(G.105) Develop posonaster’s publicity kit on proper addressinglreadability. (CD) 

(U3.155) ‘hplement Cottmunicatians Plan m intmdnc= “wid6 ‘Jand” 

BCS. (CD &c R&K) SMC miEM 

(G.160) Place feature articles as remote video encoding tests begin. (CD) 

(G.165) Produce field materialc for introduction of Phase III barcode sorters (CD) 

Optimize Customer Participation 

(c.30) hlCQ~Wdt6 CQQSiSt6ttCy itltQ S6rViCt definition fQl 

aUtQQatiQtl-CQQ@bl6 Qid. w) %‘tc m&d 

(c.33) select distribution concept ‘& type of bar cod6 (21[p+4 QP 

m@) fQs nat.iQUd impl6~6tltatiQl’L (DT) ??bdina: mkd 

(C.125) Launch public service advertising aimed at the general public. (MK) 

(c.130) Achieve two billion cnst~mer barsodkd letttrs (nQtW6ply 

I=aQ. (-cm.: SMC mlkll 
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(c.135) DevelQp lllZSk6tiQg SWatem tQ respQnd tQ Stlksted delivery 

distributicpn CQnCcpt Which giV6S CuS~Qm&rS a rQl6 in mail 

pnparation. (MK) %I@ ITEM 

(C.337) Assess impact of the ABC concept on cusromerf potential to workshare. 

(MK) 

(C.340) Publish MAIS auromarion snuty report (MK) 

Improve Addressing and Readability 

(R. 55) Review srarus of CASS, ZIP+4. carrier route presort, andfive-digit carrier 

route presort. (AIS) 

(R.1 IS) Conduct pure-barcode readability study and assess afecr on pre-barcode 
discounrs. (RC) 

,- (R.250) Develop and implemenr Address Correction System (ACS) Nixie 

Feedback System. (AIS) 

(R.340) Fund devehpmacnt and ttsting of devict to au:3t;,i:: 

&&d&g Qf addl?ESS aCSWaSy and mdt3btiiQ’. f$s QP p?R) SMc r:x 

(R.365) Develop readability improvement srraregies based on non-read and error 
causes and targeted customer segments. (MP & MK) 

Price Strategically 

(P.205) Estimate flats pre-barcoded related cost savings once operating concepts 
are finalized; decide on discounts. (RC & ES) 

(P243) Conduct pre-barcode readability study and assess affect on pre-barcode 
lerrer discounts. (RC) 

USPS -Office of Automation Integration 
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(P260) Evaluate effect of selecting delivery distribution concept on pricing plan. 

CRC) 

Strengthen System Integrity/Quality 

(Q.60) Communicate corporate policy on quality for automation % develop a wide 
understanding of the required suppom’ng activities. (OP) 

(Q.140) Add improperly forwarded and return to sender “loop” mail to the delivery 
unir secondary quality (DLJSQ) visibility and corrective feedback system. (OP) 

(Q.150) Improve depth-of-sort provided to carriers by implementing the deprh of 

record measuremenr and improvement system. (OP) 

(Q.16§) Evaluate fusibility of eazly vidm ItI3 rag rtmfit on OCR, 

BCS and F/C to promptly redimc! improperly coded mail. Compzm 

to other alternatives. (ES) SMl@ ITEM 

(Q.170) Evaluate application methods and effectiveness of marking automation mail 

with a MLOCR machine number to diagnose coding problems. (ES) 

(Q225) Support g-digit barcode verification at acceptance units and mailerplants 
by pilot testing the acceptance unit verification system (POSTNET reader with 
national directory on CD-ROM). (ES) 

Manage Human Resources/Capture Savings 

(H.7) HR to notify and assist operations when automation plan is not being 

accomplished. (LB) 

Distribution, Equipment, ,and Facilities 

(D.40) Select distribution alternatives for national implementation. 

pzi> s&K Il-35 
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(057) Define option for expanding 2-pass BCS processing window. (DT) 

(DJ8) Define equipment option and transition plan for carrier walk sequence. 

(ES) 

(DJ9) Derermine potential customer participation in ABC program. (MK) 

(0.60) Perform Cam’er Walk Sequencing, Carrier In-Ofice Test. (OP) 

(0.891) Complete procurement and installation of Integrated Mall Handling System 

(IMHS) prototype equipment for 2nd, 3rd, and 4th class mail. (ES) 

(0.894) Award contract for IMHS FCM prototype test and evaluation. (ES) 

(E.5) Deploy CRIS Sort (Postal Soft) on Burroughs OCR. (ES) 

(E.18) Award Part B MLOCR Contract. (ES) 
,f- 

(E.19) Award contract to OCR vendor to inregrare compressed ZIP+4 direcrory. 

(ES) 

(E.102) Field Test new Delivery and Mail Processing BCSs. (ES) 

(E.160) Deploy MPLSM barcode reader modification. (ES) 

(E.170) Engineering Support Center (ESC) to continue development of double 
decker BCS. (ES) 

(E2C4) Perform costlbenefit analysis on extent of video encoding. (ES) 

@.2Q§) Begin remote video msdhg MTAs. (ES) SMC ITIE&4 

(EJI5) Estimate flats pre-barcode related cost savings. (MK & ES) 
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(E.800) TRD completes compressed ZIPi4file development. (TRD) 

(F.20) Apply Westchester Smdy Merhodology to 75 Divisions. (DT) 
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3.2.6 Quarter I 1990 

Define and Communicate Corporate Goal 

(G.65) Produce “turn-key” career awareness conference presentation on automan’on 

- PQl-4 (CD) 

(G.70) Pnclude automation message in speech at usual mxagemez 

crganizaticns state/national convcnti0ns - PQl-4. (CD) SMC ITEM 

(G.75) Postal publications: stories on new generation MLOCR, RVE, and “wide- 
band” bar code reader deployments - PQI -4 (CD) 

(G.170) Plan, develop and execute remote video encoding deployment promotion 
plan - PQI-4 (CD & MK) 

(G.173) Announce “wide-band” bar code reader plans and highlight automation 
progress during National Postal Forum address - PQI-Q(CD & MK) 

(G.175) Support strategic pricing plans with business media publicity - PQl-4 

(CD) 

Optimize Customer Participation 

(C.35) Develop specifications for the address-block bar code that offererflexibility 
for customers. (ES & MK) 

(c.146)) Modify marketing plan and goals to hchde flats TX- 

barcoding. (S&P PA@) SM.@ l-EM 

(C.145) Modify wken’ng plans to reflect changes in: strategic pn’cing plan; ability 
to read bar codes in address block; mail make-up requirements, and new presort 

programs resulting from selected delivery distribution concept. (MK) 

,- 
(C345) UpdatelRefine MAIS auxomation data collection. (MK) 

USPS - Office of Automation Integration 
April 1989 

49 



CAP Report Quarterlv List - PQ l/W 

Price Strategically 

(P.70) Review, modify as n6cesszrsy and i@ement strategic pticing 

plan - SQl/W and 3Q31-91. (RR@) SM@ ITEM 

(P.265) Chmplett ZIP+4 and gnc-barcode cost studies. (IX) FMJII@ 

ITEMl 

(P.270) Complete nationwide prts~rt and shape-besed szst studies. 

(It@) SMC l-mEM 

(P271) Complere special rare case studies to supporr USPS proposals to PRC 

CRC) 

(P27.2) Define “automation compatibility”,for rares and classificarion proposes. 

WCJ 

(P274) Complere s&y of currenf third-class mail characreristics. (RC) 

(P.275) Evaluate 3-digit presort and derermine how and when to allow 3-d@ 

presomkg for auomadon compatible mail.(RC) 

Strengthen System Integrity/Quality 

(Q.145) Eliminate m&delivery of miscoded missorts i.x 5.zn znd box 

mail thxueugh an interim syst6m Qf ql?dity COQZi31 S56dCP md 

mandatory corrective action. Establish policy on assqXrbl6 quality 

16VdS that l’6qUire CO!@6tt lit36 Of a fill OT bCX S6CtiOtL (op) 

SMC l-nm4 

(Q.155) Measure and improve accuracy of distribution to delivery unir by 
completing implementarion of the delivery unir secondary quality program. (OP) 

(Q.175) Develop inrer-faciliry visibility and cor~,..~ -*;..e;kedbac!: ~;xiem for ,missenr 

and stale mail received by otherfacilides. (OP) 
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(QJ80) Evaluate real-time quality system in mail processing. demonstrated as part 
of pilot test of the real-time production management system (RPMS). (OP) 

(Q230) Ensure emphasis on mailer preparation of more readable mail by including 
presort in the letter mail readability index mailbase and tracking against established 

goals. (OP) 

Manage Human Resources/Capture Savings 

(H.303) Modify &man W6SOUX6S plan and hbor ntgQUih,Z-,s 

Qbj6ctiV6S based on multiline. encoding and n6W distribution 

cons6pts. (Et) SMC m&n 

Distribution, Equipment, and Facilities 

(D.901) Complete test and analysis IMHS 2nd. 3rd, & 4th class prototype test (ES) 

(E.107) D6t6d6 d6!iVeXy B@s b636fitS. (Es) S&f@ m’EM 

Measure Success 

(M.15) Assess progress using measurement systems. (OAI) 

W2OP) Motitor CAP savings. (DC) S&K ITEM 

USPS - Office of Automation Integration 
April 1989 

51 



CAP Report Quarterly List - PQ2/90 

P-- 3.2.7 Quarter II 1990 

Optimize Customer Participation 

(C.155) Conduct national campaign to announce ability to read bar codes in the 
address block. (MK & CD) 

(C205) Deploy acceptance unit decoder equipment for barcoded mail. (ES) 

Improve Addressing and Readability 

(x.370) DepI,loy Ban Is) muime ems. (ES) SMC l-T%4 

(R.375) Deploy local area based NCOA. (AIS) 

Price Strategically 

Distribution, Equipment, and Facilities 

(D.902) Obtain Board approvalfor IMHS 2nd, 3rd. & 4th class deployment. (ES) 

(E22) Finalize Phase I redeployment plans. (ES) 

(E.108) Begin Mail Processing BCS process; award contract (ES) 

(E.215) Award RVE production ;tnir contracts. iESj 
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Measure Success 

(M-25) Adjust measurement systems for continuing use. (SMC & PACs) 

USPS Office ot Automation htegration 
April 1989 
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3.2.8 Quarter III 1990 
r 

Price Strategically 

(P280) Evaluate effecr of Remote Video Encoding (RVE) on Price Strategy. {RC) 

Distribution, Equipment, and Facilities 

(0.63) Perform Carrier Walk Sequencing equipment tesr.(ES) 

(D.903) Start IMHS 2nd, 3rd, & 4th class nationwide deployment. (ES) 

(E.109) Award production contractfor Delivery BCS. (ES) 

(E.420) Begin AFCS Deliveries. (ES) 

Measure Success 
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3.2.9 Quarter IV 1990 

Optimize Customer Participation 

(C350) Forecast volume of customer barcoded leners. (MK) 

Distribution, Equipment, and Facilities 

(D.62) Review delivery distribution concept (e.g. scctor/segme-,t, 

carrier walk S~IJU~EXX). (DS) SMC lT-.rEM 

(E.21) Begin Part I5 deliverks. (‘ES) SMC IT’EM 

(iE.115) Deploy Mail Pscctssing BCS. (ES) SMC m&f 
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3.2.10 Fiscal Year 1991 
- 

Define and Communicate Corporate Goal 

(G.80) Develop internal communications strategies relating to automation/work 
force/job security - PQI4. (CD) 

(G.85) Update EIIQWL automation briq%g materials - PQl-4. (CD) 

(G.90) Postal publications: facility requirements strategies - PQI 4. (CD) 

(G.180) Publicize joint laborimanagement successes regarding automation goals - 

PQl-4. (CD) 

(G.185) Coordinate regionallnational postal forwn automation progress publicity 
&forts - PQI-4. (CD) 

Optimize Customer Participation 

(C.40) Evaluat6 rde of wcrksharing by CuStQT;?trS t3 phoVi”‘6 
SC~U&Xhlg of lettkss and flats fax thk c&m - ?Q1. (s&P PAC) 

SMC ll-lmvf 

(C.160) Review, modify as necessary, and implement marketing plans to reflect 

changes in pricing, technology, changes to delivery distribution concept - PQI. 

(MK) 

Price Strategically 

(B.70) Review, modify as ncctssary and irqltment straltgis pbn- 

PQ3. (WC) sbllc rrrmll 

(P-273) Determine eligibility requirements for nanpresort automation compatible 
discount- PQ2. (RC) 
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(P277) Devise method of administering new third-class mail rafe categories and 
derennine eligibiiiry requirements for new rare categories. PQZ. (RC) 

Distribution, Equipment, and Facilities 

(0.65) Develop tamer walk sequence equipment requirements - PQI. (ES) 

(D.911) Complete installation of IMHS FCM prototype equipment. (ES) 

(0.912) Complete test and analysis of IMHS FCM prototype Iesr - PQ2. (ES) 

(IJ.913) Qixain Board approval fop IMHS PC&4 nationwida 

d6~1Qy~6~t (ES) $h’f@ mbf 

(E.125) Determine equipmenr requirements for next-generation BCS to perform 
CWS - PQI. (ES) 

(lF.60) RtVi6W. Strattgi&S tQ m66t SpX6 :6~Utit~;;reZl!S - PQl. (?D: 

SMC mm4 

(E.131) Deploy Delivery BCS - PQ2. (ES) 

(E225) Evaluare relative merits of one-stage vs. two-stage encoding - PQ3. (ES) 

(ESZO) Select Flats encoding method - PQI. (ES) 

(EJ30) Procure &sired FSM encoding sysrem - PQ3. (ES) 

(E.620) Deploy FSMs 788 - PQl. (ES ) 

(E.630) Derermineflars BCS requirements - PQ3. (ES) 

(E.730) Complete demonsrrarion system offlars OCRIBCS - PQ3. (ES) 

USPS - Office of Automation Integration 
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3.2.11 Fiscal Years 1992-95 
F- 

Define and Communicate Corporate Goal 

(G.95) Update postmaster automation publicity kits - FY92-95. (CD) 

(G.99) Postal publications: articles on MLOCR requirements to supporr delivery 
dism’bution;flats BCS deployment, usage, benefits - FY92-95. (CD) 

(G.190) PrQVid6 updattd matcriah for ~Qstmastkr G6ncrd Nationd 

bstal ]F~mim addnzsses Qn autQwatiQn 19% gOti pngr6ss - m92- 

95. (CD) SMC ITIm 

(G.195) Initiate automation “on-track” media campaign - FY92-95. (CD) 

Optimize Customer Participation 

F (C.165) Review, modify as necessary and implement marketing plans which reflect 
changes in pricing and technology - PQIf92. (MK) 

Manage Human Resources/Capture Savings 

(H.305) Modify Human RCSQWC~S plans and labor negQtiatiQ,ns 

Qbj6sliv6s based on new distribution can66ps - PQ1/95. (m) SMc 

ITlEM 

Distribution, Equipment, and Facilities 

(D.68) R6Vi6W delivery dktribUtiQn CQnCtpt (Lg.. S6CtQr/S6gIII6nt, 

CanTier walk SCqU6llct) - PQlj92. @S) Sh4lc m 

(0.70) Prepare/approve DAR for CWS equipment production. - PQ 2192. (ES) 

(D.80) Begin produc:ion delivery - PQ Z/93. (ES) 

58 USPS - Office of Automation integration 
April 1989 



P- 

CAP Report Quarterly List - FY 1992-95 

(0.920) Start IMHS FCM nationwide deployment. - FY92. (ES) 

(D.950) Complete IMHS FCM and2nd, 3rd, & 4th cIars nationwide development - 

FY95. (ES) 

(E.230) Review encoding needs and determine need for additional 

deploymem - PQ1/92. (ES) SMC IT-EM 

(E540) Select strategy to merge Carrier Route Presorted (CRP) Flats wirh 
Automated Flats - PQll92 (OS) 

(E.640) Add automatic induction station and barcode reader to FSM 788 - PQ3l92. 

(ES) 

(E.650) Add barcode printerlapplicators to FSM -PQ3/92. (ES ) 

(E.740) Prepare DAR forflats OCRIBCS - PQ4192. (ES) 

(E.750) Award contractforjlats OCRIBCS - PQ3l93. (ES) 

(E.760) Begin production ofjlats OCRIBCS - PQll94. (ES ) 

(F.80) Select strategies t(P mttt spact mqtlirenents - PQ1/92. (‘3) 

aMIn@ ITEM 

Measure Success 

(M.30) Validate FY savings for CAP - Ongoing. (DC) 

P 
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- CHAPTER 4.1 DEFINE AND COMMUNICATE 
CORPORATE GOAL 

4.1.1 Background 

The corporate goal statement for the automated distribution program was 

developed by a process that involved the highest levels of postal management. The 

Program Area Committee (PAC) Chairmen, customers, customer focus groups, 

postal focus groups (consisting of 110 high level managers from field divisions, 

regions and headquarters), and functional staff members repeatedly reviewed and 

rewrote until agreement was reached. 

Simply stated the Corporate Automation Goal is: 

“To improve the value of service by achieving the 

lowest combined customer and Postal Service cost 
of preparing and sorting mail for delivery.” 

On September 26, 1988, the Postmaster General (PMG) publicly 

announced the Corporate Automation Goal to the National Postal Forum in 

Washington, DC. The resources of the Postal Service are focused on having all 

letters and non-carrier route flats (catalogs, magazines and larger envelopes) 

barcoded by the end of 1995. Achieving this goal will require working with 

customers to maximize their in-house barcoding of mail and taking the necessary 

steps to ensure that within the Postal Service, we are prepared to barcode all 

remaining mail. 

Communicating this goal to people ranging from the senior executive of a 

large mail customer to an employee operating an Optical Character Reader (OCR) or 

Bar Code Sorter (BCS) is necessary if we are to receive the broad range of support 

necessary for the automation plan to work. 

.F- 

To this end a plan has been developed to reach postal employees, business 

customers (by size), the general public, and government officials. Each message is 

designed for a particular segment of the target audience or group of audiences. A 
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public version of the Corporate Automation Plan (CAP) will be distributed in 1989. 

The public version will be directed to major mailers and customers. 

4.1.2 Summary of Strategy Progress 

Since PQ4/88, the following progress has been made: 

l The Communications Department prepared a comprehensive 

communications plan to support the CAP through 1995. The major 

decision points on the Senior Management Committee (SMC) timeline are 

complete. Included in the completed activities is the effort to improve the 

readability of official USPS mail. 

l Information briefings have been conducted with regional, divisional, and 

MSC Marketing and Communications Directors on automation 

communication plans. 

l Several articles concerning our changeover to automation have appeared 

in newspapers and trade journals. There have also been many articles in- 

house to inform employees what automation is, why we are going to 

automation, and how they are impacted by automation. A major story 

discussing opportunities for employees in an automated environment was 

included in the spring issue of Postal Life. 

4.1.3 Measure Success of Define and Communicate 
Corporate Goal 

Reference is made to Chapter 4.9, Measure Success. 

4.1.4 Program Area Committee Timeline 

The PAC timeline of decision points for this strategy follows. A detailed 

description of each decision point is found in this section. The decision points and 

timelines in this section represent the major points in the Communications Support 

Plan between now and 1995. 
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For a detailed listing of decision points completed during PQ4/88-l/89, 

refer to the January 1989 CAP Quarterly Status Repon 
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c 
Indicates item is on SMC Timeline Define and Communicate 

r 
Indicates item has been completed 

Fiscal Year 1989 
Quarter 1 

automation goal at 
National Postal Forum, 

~$%%~~i’MG < 

*(G.Z)Launch internal 
communications camp 
Responsibility: CD 7 

Postal News Service 
divisional uublications 

(G.lO)Produce postal video 
network feature on 
cause/effect between USPS 
and automation goal. 
Responsibility: CD ? 
(G.lS)Postal publications: 
Publish articles 

L 

Quarter 2 
(G.115)Produce video 
news release on orooer 
addressinpJreadabil6y to 
coincide with Creative 
Service campaign. 
Responsibihty: CD 
(G.120)Public~ze facilitv 
&ns to keep pace with’ 
&omation heeds. 
Responsibility: CD q 

(G.130)Target article on 
training today’s employees 
for tomorrow’s workplace. 
Responsibility: CD 
(G.135) Generate publicity 
from official mail 
addressing campa@. 
Responsibility: CD %f 

(G.2O)hnplement internal 
addressing campaign for 
official mail. 
Responsibility: CD q 

Quarter 3 

(G.140)Develop 
Communication Plan to 
introduce “wide-band” 
BCS modification. 
Responsibility: CD & Ml 
(G.145)Coordinate 
support strategies 
regarding automation 
goals and upcoming labor 
negotiations. 
Responsibility: CD 
(G.lSO)Prepare plan with 
Government Relations to 
update field briefing 
materials for elected 
officials. 
Responsibility: CD 

(G.25)Conduct regional 
communications training 
for field managers on how 
communications can 
suuoort marketing 
obj’dctives. - 
Responsibility: CD 

(G.30)Postal publications: 
features “showcase” 
facilities, discuss training 
for new equipment, job 
opportunities. 
Responsibility: CD 

(G.35)Produce field Open 
House Kit for completion 
of multiline deployment. 
Responsibility: CD 
(GdO)Begin workfloor 
automation poster series. 
Responsibility: CD 
(GA5)Postal publications, 
SAPMG Human Resource 
interview. 
Responsibility: CD 



Corporate Goal Timeline 
r 

Quarter 4 
,G.lOS)Develop postmaster 
mblicitv kit on nrooer 
~ddresshg/read~bifity. 
lesponsibility: CD 
*(G.lSS)Implement 
Eommunications Plan to 
htroduce“wide-band” BCS 
Responsibility: CD & MK 
(G.160)Place feature 
articles as remote video 
mcoding tests begin. 
Responsibility: CD 

(G.165)Produce field 
materials for introduction 
3f Phase III barcode 
sorters. 
Responsibility: CD 

*(G.SO)Provide end of the 
year automation nromess 
ieport materials. - - 
lesoonsibility: CD 
,G.%)InitiateWdirect 
:ontact plan sending 
mtomation-related 
nailings, payroll stuffers, 
:tc. to employees. 
cesponsibility: CD 
(G.60)Postal publications: 
Articles on delivery 
distribution concept 
selection explaining plans, 
method of selection. 
Responsibility: CD 

Fiscal Year 
1990 

G.l70)Plan, develop, and 
:xecute remote video 
incoding deployment 
lromotion plan. 
Responsibility: CD & MK 
3.173)Announce 
wide-band” BCS plans and 
ighlight automation 
regress during National 
‘ostal Forum address. 
Responsibility: CD & MK 
G.175)Suppon strategic 
‘ricing plans with business 
media publicity. 
tesponsibility: CD 

Fiscal Year 
1991 

3.18O)Publicize joint 
Iborlmanagement 
accesses regarding 
utomation goals. 
.esponsibihty: CD 
3.185)Coordinate 
:gionaI/National Postal 
brum progress publicity 
ffotts. 
Lesponsibility: CD 

S.65)Produce “turn-key” 
areer awareness 
onference presentation 
Nn automation (PQ-2). 
Responsibility: CD 

‘(G.70)Include automation 
nessage in speech at annual 
nanagement organizations 
gd&cg@yfl~ons. 

G.75)Postal publication: 
Stories on neti generation 
aOCR. RVE. and 
‘wide-band” deployment. 
Responsibility: CD 

Z80)Develop internal 
ommunication strategies 
:lating to 
utomation/workforce/ 
lb security. 
Lesponsibility: CD 

L85)Update WQWL 
ltomation briefing 
later&. 
esponsibility: CD 
3.90)Postal publications: 
lcility requirements 
rategies. 
!esponsibility: CD 

Fiscal Years 
1992-199s 

:G.l90)Provide update 
naterials for Postmaster 
General National Postal 
Forum addresses on 
automation 1995 goal 
Trogress (FY 92). 
Responsibility: CD 

cG.195) Initiate “on-track” 
media campaign (FY 92). 
Responsibility: MK 

rG.95) Update 
postmaster automation 
publicity kits (FY 92). 
Responsibility: CD 
(G.99)Postal 
publications: Articles on 
MLOCR requirements 
to support delivery 
distribution; flats BCS 
deployment, usage. 
benefits. 
Responsibility: CD 
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4.1.5 Decision Point Descriptions 
- 

Major Internal Efforts 

(G.20) Implement internal addressing campaign for oficial mail - PQ 2189. 

The internal addressing campaign for official mail began at Headquarters 

December 1988 and expanded to the field January 1989. Two letters, one from Mr. 

Hunter to Headquarters personnel and the other ,from Mr. Coughlin to field 

divisions, announced the campaign and described its intent. 

Jn February 1989, a test was conducted on a total of 10% of the official mail 

from Headquarters. Test mail did not include pouched mail, and all non-official 

mail was culled. Overall, 26.25% of all official mail was rejected. 

Based upon the results of this survey, all secretaries were given copies of 

Publication 25 and Notice 221. Thirty secretaries have been trained to date with 

P 
additional training and surveys being planned for the future. 

Marketing has developed a training video to be used throughout the Postal 

Service. It will be distributed to all PEDCs and a letter of instruction sent to all 

regional, divisional and MSC managers. 

G-25 Conduct regional communications training forfield managers on how 
communications can support marketing objectives - PQ3l89. 

No formal training sessions are scheduled. Information briefings have been 

conducted with regional, divisional, and MSC Marketing and Communications 

Directors on Automation Communications Plan. 

G.30 Postal publications: features on “showcase” facilities, discuss 
training for new equipment, job opportunities - PQ3l89. 

“Showcase” facility(s) as currently envisioned, would serve as test sites for 

rc state-of-the-art equipment, management practices and processing concepts. The 
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showcase facility idea is still under discussion within the Operations Support 

Group. 

(G.35) Produce field Open House kit for complerion of mulriline 

deployment - PQ3l89. 

The Communications Depamnent will prepare and distribute an Open House 

kit to assist field installations in conducting Open House events that demonstrate 

multiline automation. 

(G.40) Begin wor&Ioor automation poster series - PQ3l89. 

(G.45) Postal publicarions: SAPMG Human Resources interview - 
PQ3l89. 

An interview will explore the views and perspective of the SAPMG, Human 

Resources, on the automation pro- and be published in the Postal Leader. 

(GJO) Provide end of the year automarion’ progress report materials - 
PQ4l89. 

Material will be developed and distributed to field divisions to assist in the 

preparation of FY automation progress repons. 

(G-55) Initiate direct contacr plan sending automation-related mailings, 

payroll stuffers, erc. fo employees - PQ4i89. 

Distribute information related to the 1995 barcoding/automation goal to 

employees by direct mail, stuffers with paychecks, and other available means. 

(G.60) Postal publications: articles on delivery distribution concept 
selection explaining plans, method of selection - PQ4l89. 

Articles will be published in the Postal Leader, Postal Life and other in- 

house publications explaining development and selection of automation concepts, 

new equipment, and impact on employees. 
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(G.65) Produce “turn-key” career awareness conference presentation on 

auromation - PQI-4lFY90. 

(G.70) Include automation message in speech at annual management 

organizations statebtational conventions - PQ14lFY90. 

(G.75) Postal publications: stories on new generation MLOCR, RVE, and 
“wide-bans’ bar code reader deploymer~~ - PQI 4IFY90. 

(G.80) Develop internal communications strategies relating to 
automation/work forcefjob security - PQl-4lFY91. 

(G.85) Update EIIQWL automation briefing materials - PQI-4iFY91. 

(G.90) Postalpublications: facility requirements strategies - PQl4lFY91. 

(G.95) Update postmaster automation publicity kits - FY92-95. 

(G.99) Postal publications: articles on MLOCR requirements to support 
delivery distribution;flats BCS deployment, usage, benefits - FY92-95. 

Major External Efforts 

(G.105) Develop postmaster’s publicity kit on proper 

aadressinglreadability - PQ4l89. 

An extension was necessary to ensure the kits were properly made up. 

Dissemination will be to: Level 1 & 2 Divisions; Level 1.2 & 3 ME’s; Marketing 

Directors; Communication Managers; and Merchandising & Promotion 

Departments. The information kits will include the~basic release, speech material, 

visual aids for group presentations and suggestions to extend the life of the 

automation message through open houses, civic organizations, etc. 
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(G.115) Produce video news release on proper addressinglreadability to 
coincide with Creative Services campaign - PQ2l89. 

The video news release idea was scrapped in favor of an idea to feature the 

Engineering and Development Center in a 20 - 30 minute video tour for potential 

use at PCC, local cable channels, etc. 

(G.120) Publicize facility plans to keep pace with automation needs - PQ 
2189. 

Facility publicity plans have, thus far, centered on Kit-of-Parts program. 

Internal publications and several external media placements have detailed USPS 

Kit-of-Parts project plans. 

(G.130) Target article on training today’s employees for tomorrow’s 
workplace - PQ 2189. 

A story in. the spring issue of Postal Life discussed opportunities for 

employees in an automated environment. 

(G.135) Generate publicity from ojicial mail addressing campaign - PQ 

2189. 

Industry media and internal publicity pick-ups on USPS National Account 

story. 

The internal addressing campaign was publicized internally to managers via 

!+&&&& and externally to customers through Memo to Mailers. Several 

industry trade publications also mentioned the campaign and gave it the kind of 

coverage expected by most observers - it is a logical change but one with no impact 

on the mailing industry. 

A follow-up article is planned for a late Spring, early Summer issue of 

Postal Leader. There ate no plans for follow-up in M -toMailers. 
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(G.140) Develop Communicatiom Plan to introduce “wide-band” bar code 

reader modtj’ication - PQ3t89. 

Thii decision point refers to the plan to develop BCS capability to read bar 

codes adjacent to the address block. 

(G.145) Coordinate support strategies regarding automation goals and 
upcoming labor negotiations - PQ3l89. 

Develop and coordinate with Human Resources and other departments, 

communications to support strategies regarding automation and labor negotiations. 

(G.150) Prepare plan with Government Relations to update field briefing 
materials for elected officials - PQ3l89. 

Coordinate with Government Relations Department in development of 

materials and information necessary to assist field management in briefing elected 

officials regarding automation, 

(G.155) Implement Communications Plan for promoting “wide-band” bar 
code reader - PQ3l89. 

See G.140. 

(G.160) Place feature articles as remote video encoding tests begin - 
PQ4l89. 

(G.165) Produce field materials for introduction of Phase III bar code 
sorters - PQ4l89. 

Develop and provide field management with materials for conducting press 

briefings/open houses with introduction of Phase III bar code sorting equipment. 

(G.170) Plan, develop and execute remote video encoding deployment 
promotion plan - PQl4lFY90. 
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(G.173) Announce “wide-band” bar code reader plans and highlight 
automation progress during National Postal Forum aadress - PQI -4lFY90. 

(G.175) Support strategic pricing plans with business media publicity - 

PQI4lFY90. 

(G.180) Publicize joint laborlmanagement successes regarding automation 
goals - PQI4FY91. 

(G.185) Coordinate regionallnational postal forum automation progress 
publicity efforts - PQl4FY91. 

(G.190) Provide updated materials for Postmaster General National Postal 

Forum addresses on automation 1995 goal progress - FY92-95. 

(G.195) Initiate automation “ontraM’ media campaign - FY92-95. 

4.1.6 Summary 

The Communications Department has developed a comprehensive 

communications plan in support of the Corporate Automation Plan. The 

Communications Support Plan identifies internal and external audiences, their 

needs, appropriate messages and proposed communications vehicles. 

Customer and market segments with a wide-range of mailing needs and 

capabilities are addressed to inform them and gain their assistance in moving mail 

up the “automation ladder”. Likewise, our internal audience, postal employees at 

all levels, will have their informational needs met. 
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F- 

.- 

CHAPTER 4.2 OPTIMIZE CUSTOMER PARTICIPATION 

4.2.1 Background 

Customers will play a major role in the automation process through 

worksharing and participation in pre-barcoding. The “buy-in” of over one million 

business customers in the small to large category is needed for the full success of 

automation. Consequently, the USPS needs to increase its communication efforts 

and broaden its marketing effort to develop customer awareness and optimize 

participation. 

In order to gain customer support, attention will be focused in four major 

areas: 

l Policy 

l Product and Promotion Support 

l Field Support 

l Market Research/Data Collection 

The Automation Integration Status Report of October 1987 and subsequent 

focus groups of postal managers recommended that specific actions be undertaken 

in each area toward the goal of improving customer participation in long-term 

automation plans. 

Policy decisions will be sought to clarify our customer relationships with 

collateral agents, determine what technologies and strategies will be most effective 

in reducing Postal Service and customer costs, and determine proper levels of 

regulation and pricing. 

Product and Promotion Support provides the incentives and options for 

expansion of potential markets for automation compatible mail. The issue of how 

to communicate long-term automation plans to customers and postal employees is 

an integral step to teaching the markets. 

Field Support means and levels of technical support for our customers will 

be determined. 
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Market research using tools such as customer profiles, mail stream, and 

volumes will provide the necessary data to update automation strategies. 

Identification of the customers in each mail segment will serve to further enhance 

marketing efforts and strategies. 

A key to customer participation is the ability to define and communicate 

automation goals and provide rate incentives. Sound policy decisions, promotion, 

field support, and effective market research will enhance and increase the level of 

customer participation in the program. 

The following illustration, M,arketing Strategy for Letter Size Mail, 

demonstrates the overall goals and priorities. Moving up the “pyramid” brings the 

target segment into the barcoded mail stream at a more advanced level of automation 

readiness. For instance, strategies aimed at national and major mailers, could be 

designed to bring them into barcoding while strategies aimed at households would 

emphasize, at a minimum, complete addressing. 

MARKETING STRATEGY 
FOR LElTER . SIZE MAIL 

Mid-Size Mailers 

HiemMy of AWresshg 

ZIP + 4 Barceding’ 

1 
ZIP + 4 Coding’ 

1 
OCR Readability 

1 
Complete Address 

’ Oualiiy of coding becomes an issue 

The “pyramid” is an indicator of the need for well developed strategies for 

each customer segment and the need to allocate available resources accordingly. 
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4.2.2 Summary of Strategy Progress 

Since PQ4/88, the following progress has been made: 

l To specify marketing plans for customer barcoding, the Market Plan, 

Automaton Promotion Plan, and Marketing Activity Calendar FY89-90 

were completed. 

l A Marketing and Communications suategy for corporate automation has 

been developed. This strategy will be utilized for communicating with 

both internal and external audiences about the USPS automation plans. 

l The SMC established a policy to integrate operations, rates, and 

marketing strategies through the development and issuance of the CAP. 

. The USPS in-house program and the University of Arkansas effort to 

develop a Wide Area Bar Code Reader (WABCR) are proceeding on 

schedule. The Stanford effort is somewhat behind. Testing of 

engineering models should take place in the summer of 1989. 

Expectations are that deployment of production engineered WABCRs can 

sum in late 1991. if acceptable performance criteria is met. 

l To examine the technical automation support being provided to customers 

and to review the automation management being employed in the field, a 

review of several field sites was conducted. A draft report was prepared 

and presented to the S&P PAC on January 31.1989. 

l In October 1988, a draft flat mail bar code specification was issued. The 

draft was shared with mailers and equipment vendors for their input. 

The revision included input from customer and quipment manufacturers 

and was presented to the ABC Flat Mail Subcommittee on March 9. 

1989. 

l Forecasts of customer applied bar codes through 1995 were presented to 

the DPMGs Pricing Strategy Group on January 12,1989. The forecasts 

were based on various pricing, technology, and make-up assumptions. 
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4.2.3 Measure Success of Optimize Customer Participation 

The Optimize Customer Participation snategy is critical to the overall 

success of the Corporate Automation Plan. Through worksharing efforts, during 

PQ2/89, the following measurements are noted: 

l Mailer applied nine-digit bar codes were applied to 85 million outgoing 

First- and third-class letter mail pieces. This accounts for approximately 

.3 percent of the total letter mail base. 

l Pre-printed nine-digit bar codes were applied to 1.26 million Courtesy 

Reply Mail (CRM) pieces by the mailer. This accounts for approximately 

4.9 percent of the total letter mail base. 

l Pre-printed nine-digit bar codes were applied to 212 million Business 

Reply Mail (BRM) pieces by the mailer. This accounts for approximately 

.8 percent of the total letter mail base. 

To increase the amount of mailer applied nine-digit bar codes, efforts are 

underway to develop a “Wide Area Bar Code Reader” (WABCR). This will allow 

customers to print the bar code and address at the same time and in the same place. 

4.2.4 Program Area Committee Timeline 

The Program Area Committee (PAC) timeline of decision points for this 

strategy follows. A detailed description of each decision point is provided in 

Section 4.2.5. For a detailed listing of decision points completed during PQ4/88- 

I/89, refer to the January 1989 CAP Quarterly Status Report. 

F 
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* Indicates item is on the SMC Timeline 

f-d Indicates item has been comoleted Optimize Customer 
Fiscal Year 1988 A Fiscal Year 1989 

, 

Data 
Collection 

Quarter 4 

(C.5) Prepare de.flnition of 
Corporate Automation 
sualegy. 
Responsibility:MCG tf 

*(C.lCQ Develop/jmplement 
marketing plans and goals to 
increase customer barcoding OI 

%&siblity: MK 4/ 
*(C.lOS) Initiate development 
of wide band (address block) 
bar code reading for let r mail 
Responsibility: ES $ 

*(Cl 10) Complete cornpre- 
hens& communications plan 
-related to internal and 
external communication of 
corporate goal. 
Responsibility: MCG ? 

(C.200) Initiate action plan to 
strength technical guidance 
to customers producing mail 
that should be automation 
compatible. 
Resoonsibilitv: MP&MK 4 

(C.300) Complete market stud! 
among cash managers on ARN 
concept. 
Responsibility: MK ? 
(C.305) Initiate mail 
characteristics data collection. 
Responsibility: TRD 4 
(C.310) Publish automation 
promotion effectiveness 
Responsibility: hlh 4 

tudy. 

(C.315) Receive initial Market 
Analysis Informalion System 
(MAIS) Automation Study 

Quarter 1 

‘(C.10) Establish policy to 
otegrate operations, rates, and 
narketing strategies. 
esponsibility: SMC ? 

‘(C. 115) Develop long-term 
lmmunications plans. 
Responsibility: SMC d 

X20) Begin execution of 
utnmation advertising. 
aomotion. and 
ommunications plan. 
&sponsibility: MCG < 

C.320) Publish ZIP+4 
tarcoding Study. 
Lesponsibility: Mh -v 

Quarter 2 
3.20) Establish standards for 
ustomer applied bar codes foj 
au. 
:esponsibiIity: ES d 

*(C.330) Forecast volume o 
customer-applied bar codes 
based on various marketing. 
pricing. and technology 
assumptions. 
Responsibility: MK v 



.-Participation Timeline 

I 

Quarter 3 

c(c.25) Incorporate. 
ladability goals in the 
:orecard. 
esponsibility: ER 

; 
u 

A 

h(C.210) Complete reviev 
I strengthen technical 
uidance. 
:esponsibility: OP 8; MH 

I 
: 
‘(C.325) Study the 
onsistcncy of delivery for 
lutornation compatible 
“ail. 
Responsibility: OP 

c 

t 
‘?esponsibili(y: MK 

C.335) Publish interim 
nalysis and tabulation of 
MS data. 

Ouarter 4 

(C.30) Incorporate consistency 
to service defmition for 
,tomation compatible mail. 
aponsibility: MK 
:C.33)Selec1 distribution conce] 
me of bar code tZIPt4 or 
36) for nat’l im lamentation. 
esponsibility: 8T 

C.125) Launch public service 
~dvetiing aimed at the 
:eneral public. 
Responsibility: MK 

‘(C.130) Achieve 2 billion 
ustomer brc@d letters 
non-rep1 mail). 
&pow i ility: MK 

“(C.135) Develop marketing 
mtegy to respond to a 
ielected delivery distribution 
:oncept which gives customers 
t role in mail preparation. 
tesponsibility: MK 

(C.337) Assess impact of tie 
ABC concept on customer’s 
potential to workshare. 
Responsibility: MK 

(C.340) Publish h4AIS 
Automation Study Report. 
Responsibility: MK 

Fiscal Year 1990 
C.35) Develou soecitications 

. 1 

or tie address block bar code 
hat offer flexibility for 
ustomers. (PQI) 
lesponsibility: ES & MK 

)i:(C.140j Modify marketing 
plan and goals to include flats 
Ire-bar&ding. (PQl) 
Responsibilily: S&P PAC 
C.l&) Modify marketing 
hs to reflect changes in: 
:pategic pricing plan, ability u 
cad bar codes in address 
)lock. mail make-up require- 
nents. and new presort 
rograms resulting from 
;elected delivery disaibution 
zoncept. (T’Ql) 
iesponsibility:MK 
*(C.150) Deploy wide-band 
xv code reader modifications. 
?w) 
Responsibility: ES 
yC.155) Conduct national 
zmpaign to announce ability 
o read har codes in the addrea 
Ilock. 02) 
Responsibility: MK&CD 

C.205) Deploy acceptance 
lnit decoder equipment for 
uuroded mail. (PQ 2) 
tesponsibility: ES 

EC.345) Update/Refine MAIS 
Automation data collection. 
Em 
Responsibility: MK 

(C.350) Forecast volume of 
xstomer barccdcd letters - 
(non-reply). (PQ4) 
Responsibility: MK 

seal Years 1991-199 

‘(C.40) Evaluate mle of 
work- sharing by customers tc 
lrovide sequencing of let&s 
md flats for the carrier. (FQl, 
Y91) 
Responsibility: S&P PAC 

C.160) Review, modify as 
,ecessary. and implement 
aarketing plans to reflect 
hanges in pricing, technology 
hanges to delivery 
iistribution concept. (T’Ql 
Y91) 
lesponsibility: MK 
C.165) Review, modify as 
,ecessary. and implement 
narketing plans to reflect 
:hanges in pricing and 
ethnology. (PQl FY92) 
Responsibility: MK 
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4.2.5 Decision Point Descriptions 

(C.20) Establish standards for customer applied bar codes for flats- 
PQ2B9. 

As part of the efforts for the Automation and Bar Code (ABC) Group, the 
bar code selection for flats will include input from the customers. 

A draft Flat Mail Bar Code specification was issued in October 1988. It has 

been shared with mailers and equipment vendors since then through channels such 

as ABC, ABC Support Group, MTAC; and personal contacts. Customer and 

equipment manufacturer input was included in the revision which was presented to 

the ABC Flat Mail Subcommittee on March 9. Samples similar fo the attached were 

printed for customers, with their name, address, etc., at the Southern Region Postal 

Forum. 

(C.25) i[ncmpkma readability goals in the ss~recard - PQ3/89. 

s&E .mEM 

Baseline readability information will have been established by PQU89 for 

each automated site through the letter mail readability measurement system. 

Beginning with PQ3/89, readability improvement goals will become a part of the 

Field Division General Manager’s scorecard. 

(@.3Q) hcorporate consistency into service definition for 

automation compatible mail - PQ4$/89. SMC mEM 

As part of the achievement of “improved value of service”, automation 

compatibility needs to be linked with consistency and reliability. 
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(C.33) Select distribution concept and type of bar code 

(ZIP+4 or ABC) for national implementation - PQ4/89. SMC 

ITEM 

The CAP, approved by the SMC in October 1988, based its savings on full 

sector segment distribution with consideration of a carrier walk sequence 

distribution concept occurring in PQ4/90 (see D.62). Since that time, an innovative 

concept was proposed. An Advanced Bar Code (ABC) could be used to prepare 

the carriers’ mail in delivery walk sequence. Due to the impact that a new bar code 

could have on worksharing incentives, the SMC requested the SAPMG for 

Marketing & Communications to prepare a timeline for the distribution concept 

decision. The decision was originally scheduled to be made in October 1989. 

During a distribution and equipment concept meeting in April, the APMG for the 

DD&T Department advanced the decision to July 1989. 

(C.3.5) Develop specifications for the address-block bar co& that offer 
jlexibiliry for cusfomers - PQll90. 

Specifications for address-block bar code placement will include input from 

customers, such as members of the Automation and Bar Code Group. 

(C.46)) Evaluate role of w&sharing by customers to provide 

sequencing of letters and flats for the carrier - BQlDl. slm 

mEli 

There may be a role for customers or their agents in the sequencing and 

merging of letters and flats for the carrier. These alternatives will be examined 

under the “lowest combined cost” umbrella. 
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Product and Promotion Support 

(C.125) Launch public service advertising aimed at the general public - 
PQ4/89. 

A series of public service television advertisements will be produced that are. 

aimed primarily at the general public. These advertisements will focus on the 

benefits to the general public for placing a complete address on the mail pieces. 

Public service advertising creation and production has been delayed to 

reevaluate what the “complete address” message should include and how it tits into 

the total address hierarchy advertising strategy. Recommendation of USPS 

definition of “complete address” 01.17) was also completed in PQ2/89. This item 

has been rescheduled to PQ4/89. 

(C.130) Achieve DUO billjon customer barcoded leners (non-reply mail) - 
PQ4189. 

The marketing goals for customer barcoding of non-reply letters is two 

billion pieces for PY89. 

(C.135) Develop marketing strategy to respond to selected 

delivery distribution concept which gives customers a role in 

ma2 preparation - Kj$/89. SMIC nT7m 

When the delivery distribution concept is selected by Operations, the role of 

customer preparation of mail must be defined. 

(c.140) Modify marketing plan and gotis to include flats pre- 

barcodiig - PQll9Q. SF&C ITEM 

Upon selection of a bar code for flats, marketing efforts will be directed 

toward customer use of bar codes for non-carrier route presort flats. 

(C.145) Mod& marketing plans to reflect changes in: stralegic pricing 
plan; abiliry to read bar codes in address block; mail make-up requirements; 
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and new presort programs resulting from selected delivery distribution 
concept - PQll90. 

(C.150) Deploy wide-band bar code reader modifications - 

PQ2/‘9Q. SMC ITEli4 

(C.155) Conduct national campaign to announce ability lo read bar codes in 

the address block - PQ2190. 

Marketing plans will include promotion efforts to let customers know about 

the alternate location for placing bar codes. 

(C.160) Review, modify as necessary, and implement marketing plans ~to 
ref7ect changes in pricing, technology, changes to delivery distribution 
concept - PQ1191. 

(C.165) Review, modify as necessary and implement marketing plans 
which reflect changes in pricing and technology - PQIl92. 

Field Support 

(C.205) Deploy acceptance unit decoder equipment for barcoded mail - 
PQ2/90. 

Two test units will be deployed itrfield sites in PQ3/89 after implementation 

of software revisions to include firms and BRM codes in the directory. Assuming 

satisfactory test results, national deployment of the computer systems could begin 

in late 1989. This will allow verification of ZIP+4 mailings. POSTNET decoders 

to integrate with the computer systems for barcoded mailings will be available in 

early 1990. 

(C.210) Complete review to strengthen technical guidance - 

PQ3/89. SMC mEli4 

The review of the technical support team in the field will include a final 

recommendation for organization and staffing for the field technical support team. 
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Market Research/Data Collection 

(C.325) Study the consistency of delivery for autcmation- 

compatible mail - P@/s% SMc ~~~ 

A study will be conducted to determine service performance of automated 

versus non-automated mail. Service improvements for automation-compatible mail 

will be of considerable importance to business mailers. Rescheduled to PQ3/89. 

(@.330) %ncast volume of customer-applied bar codks based 

on variious marketing, pricing, and technch3gy aSSUmptiQnS - 

BQ2/89. SMC, mmbll 

Forecasts of customer applied bar codes through 1995 based on various 

pricing, technology, and make-up assumptions were presented to the DPMG’s 

Pricing Strategy Group on January 121989. 

(C335) Publish interim analysis and tabulation of MAIS data - PQ3l89. 

Interim analyses and tabulations will be available from the automation 

portion of the MAIS study. 

(C.337) Assess the impact of the ABC concept on customer’s potential IO 
workshare - PQ4J89. 

Marketing will conduct focus groups in July to assess the impact of the 

ABC concept on customer worksharing. The information gathered will be factored 

into the distribution concept decision (C.33). 

(C340) Publish MAIS automation study report - PQ4189. 

Final tabulations, analyses, and a written report will be available in PQ4/89. 
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(C345) Updntelrefne MAIS automation data collection - PQll90. 

Based on some of the findings in the Automation MAIS study, refinements 

and additional research may be necessary to clarify and further define issues with 

various segments of the customer base. Follow-up research is planned. 

(C3SO) Forecnrt volume of customer barcoded leners - PQ4l90. 

Marketing goals for customer barcoded non-reply letters will reflect changes 

in bar code location and any changes in pricing and make-up requirements. 

4.2.6 Summary 

An effort was made to link the decision points in this strategy to the national 

marketing and communications plans and to the existing plans in the Rates and 

Classifications Department for future rate cases. 

Some of the major efforts in the S&P PAC plan submitted for the Optimize 

Customer Participation strategy include: 

l Data Rquirements/Market Research 

- Automation study/MAIS national survey 

- Mail characteristics study 

- Special studies 

- Additional requirements from other functional areas 

* Advertising/Promotion/Communications 

- Marketing Plans with specific goals 

- Commercial Customers 

- Paid media and direct mail 

- Personal selling - national, key, and major accounts 

- General public communications plan 

- Postal employee awareness plan 

l Field Support 

- Examine technical support team positions/functions 

- Build stronger teams 
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The Postmaster General has stated, “We’d like to make pre-barcoding a 

very attractive worksharing opportunity - so mailers would do a great deal more.” 

Increasing customer participation is critical to the success of the strategies for 

improving addressing and ~readability and forecasting equipment and space 

requirements. In the next two to three years, customers will need to make decisions 

about their level of participation in the automation program. Based on the level of 

customer “buy-in” to the automation program, the USPS will make remaining 

equipment investment decisions necessary to meet the 1995 goal which, in turn, 

will have some impact on the relative value of customer applied bar codes. It is 

imperative that we obtain the customers’ cooperation and participation as soon as 

possible in the automation program. 

F 
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CHAPTER 4.3 IMPROVE ADDRESSING AND 
READABILITY 

4.3.1 Background 

The Improve Addressing and Readability stsategy has the most potential to 

realize immediate savings and service improvements. The suategy focuses on the 

Corporate Automation Plan (CAP) Goal for barcoded mail with attention focused in 

five areas: address quality improvement, technology to improve existing 

equipment, customer barcoding, field technical support to customers, and Remote 

Video Encoding (RVE). 

Simulation modeling estimates that Multiline Optical Character Readers 

(MLOCRs) and Bar Code Sorters (BCSs) will reject over 18 billion letters in 1989. 

To reduce these volumes and achieve the I995 goal of an automated baruxled letter 

mail stream, improving addressing and readability is critical. Increasing the BCS 

accept rates by two points (net) and the MLOCR nine-digit encode rates by three 

points (net) could save the Postal Service approximately $115 million in FY90. 

Due to expanding the Single Line Optical Character Reader (SLOCR) to 

MLOCR-like coding capabilities, the Delivery, Distribution and Transponation 

Department has redefined what is meant by a readable mail piece: 

l Readable/Legible 

l Barcoded to Nine digits 

. Acctnate 

- Finest Depth of Code 

An “automation-readable” mail piece is read and coded with more than five 

digits and has a bar code that can be read by the BCS. The definition updates the 

term ‘readable” as it pertains to the MLOCR environment and places significance on 

increasing the nine-digit encode rate, as well as increasing acceptance rates. 

Some portion of the mail will remain uncoded even after aggressive efforts 

to improve readability. RVB will be necessary for this volume of non-barcoded 

mail, which requires human intervention in the application of barcodes. 
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Improvements in addressing and readability based on pricing, marketing, and 

technology will dictate the percentage of mail that must be coded using RVE. 

Readability encompasses a wide range of issues including mail piece 

characteristics, address block format and content, print quality, machine 

performance - both hardware and software - as well as operational procedures. 

These issues require a wide range of functional involvement and must be closely 

coordinated to achieve success. 

An integrated, multi-functional approach to improving addressing and 

readability is supported by field technical positions. The technical support team 

consists of the following personnel: 

l Automation Readability Specialists and Directory Analysis Specialists 

* Account Representatives and Technical Service Representatives 

. Address Information and Operation MAIL personnel 

l Machine Maintenance, Engineering Technical Unit and Quality Control 

personnel 

The “TEAM” approach to resolving readability-related issues ensures 

consistent technical support to customers and coordinates automation programs 

within a facility. The team approach allows for greater communication between all 

functional areas. 

The cross functional mix of personnel is vital since the Improve Addressing 

and Readability strategy is interdependent with the Strengthen System 

Integrity/Quality, Optimize Customer Participation, and Price Strategically 

strategies. The Strengthen System Integrity/Quality strategy addresses improving 

the accuracy of customer address lists, and the Optimize Customer Participation 

strategy relates to increasing the support and participation of customer barcoding 

and worksharing (allowing the Postal Service to increase the amount of correctly 

read mail). Pricing can be used to encourage customers to provide automation 

compatible mail. 

The following section, 4.3.2, describes the progress made to date in this 

strategy. 
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4.3.2 Summary of Strategy Progress 

The Improve Addressing and Readability strategy is a critical part of the 

overall Corporate Automation Plan. Since PQ4/88, the following progress has 

been made: 

l The Postmaster General issued a policy statement ensuring that Postal 

Service generated mail be automation compatible. This policy 

demonstrates to field management and the mailing industry the critical 

nature of readability to corporate automation goals. The policy demands 

that the USPS generates readable mail and takes part in worksharing 

efforts such as barcoding. 

l The SMC approved a headquarters readability focal point in the 

Operations Systems and Performance Department to facilitate resolution 

of field readability-related issues. The focal point serves as a 

“clearinghouse” function to centralize internal addressing and readability- 

related inquiries and to disseminate information. 

l The former Mail Processing Department and the Office of Industrial 

Engineering established a Letter Mail Readability Index (LMRI) baseline 

at each division. The index tracks facility read rates by Source type by 

accounting period (currently for originating, non-presort letter mail only). 

LMRI is a quantitative measurement of the entire letter mail base 

readability. 

l The Regional Postmasters General (RPMGs) agreed to Regional and 

Divisional readability improvement goals to be incorporated into PCES 

objectives in mid FY89. 

l The Engineering and Technical Support Department formed a 

Headquarter’s Automation Improvement Focus Committee to review and 

consolidate all automation improvement efforts currently under way. The 

primary objective is to examine modifications to existing equipment as 

well as the impact of future modifications and equipment. 
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l The Oftice of Maintenance Management has identified ten evaluation sites 

and met with representatives from several of those sites to identify non- 

read problems on bar code sorters. The Bar Cude Readability 

Improvement Focus Group is addressing nationwide improvement of bar 

code readability, and the impact of MLOCR operations on ElectroCom 

(ECA) and Bell 8s Howell Bar Code Sorter performance. 

l The Office of Automation Integration, in support of the Technology 

Program Area Committee (TPAC) objectives, sponsored a meeting of 

field Operations and Marketing personnel in February. The meeting 

focused on the field potential for improving addressing and readability. 

The group estimated that by using a more aggressive, fully supported 

approach, they could improve letter mail readability by 20 points through 

1995 without technology improvements. The participants also 

formulated strategies for improvement and identified issues that should 

be addressed to ensure the success of the Improve Addressing and 

Readability strategy. 

4.3.3 Measure Success of Improve Addressing and 
Readability 

Due to thedeployment of hCQCRs, new indicators have been implemented 

to discern improvement trends in automation performance. These measurement 

systems described in this section track both quantity and quality of bar codes as 

well as accept rates. 
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. LMRI - The Letter Mail Readability Index tracks improvements in 

addressing and readability. LMRI employs a statistical sampling by 

source type and uses a weighted factor of Fist Handling Pieces @HP) 

percentage to determine facility read rate. During PQ2489, the national 

LMRI has shown a two point increase, and an FY89 straight line 

projection follows: 

ACTUAL AND PROIECED 

READABILITY INDEX FOR FY89 
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l DCMP - The Depth of Code Measurement Program assesses the quality 

of the nine-digit bar codes being produced by each site’s h&OCR 

complement, as well as for mailer applied bar codes. Data is collected on 

whether the bar code applied is correct and is the besr choice of codes 

available for the mail piece address. The program was tested at six pilot 

sites. The table below shows frequency counts of the indicated observed 

record type of the bar code and the indicated finest record type available, 

according to a look-up of the address io the National Directory Support 

System (NDSS). 

DEPTH TABLE 
NATIONAL SUMMARY 

Facility =All Mailtype= All 

Fit Available Record Type 

Bar Code 
ReCord 
Type 

SD 
5 
S 
R 
HD 
H 
P 
F 

The DCMP national baseline test will be expanded to all MLOCR sites in 

AP 9, FY89. Regional training sessions for Multiline Directory Analysis 

Specialists and Address Programs Support/Address Information Systems Managers 

have been scheduled. 

TUT~3171) 961 124 14141 12311 p1 

Pies bar code: 
Finest code rate (%,): 

4922 
74.1 
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l DUSQ - The Delivery Unit Secondary Quality (DUSQ) is a 

comprehensive quality control data collection and reporting program that 

is specifically designed to develop diagnostic information about a 

facility’s secondary mail sorting activities. DUSQ can be used to identify 

MLOCR directory errors as well as BCS sort scheme errors. DUSQ will 

also identify mailers who are using incorrect/incomplete address 

information. 

These reports are barometers for measuring the improvement rates in 

readability of the mail base. 

4.3.4 Program Area Committee Timeline 

The Program Area Committee (PAC) timeline of decision points for this 

strategy follows. A detailed description of each decision point is provided in 4.3.5. 

For a detailed listing of decision points completed during PQ4/88-l/89, refer to the 

January 1989 CAP Quarterly Status Report. 

c 

F 
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uarter 2 (continuec 

(R.30) Develop and 

Ouarter 3 

disseminate basic rules of 
address standardiiation. 
Responsibility: AIS d 
fR.35) Develop and implement 
an automated system to 
convert rural route to city style 
addresses. 
Responsibility: AIS 

‘fR.40) Tie automation goals 
nto division manger’s FY 89 
scorecard and PCES objectives. 
&sponsibility: ER 
R.45) Establish 1993 target read 
ares for each division and 
ncorponte into division manager’s 
corecard as annual quantitative goal! 
tesponsibility: OSP 
R.50) Determine scope. of problem 
with unreadable and incorrectly 

(R.350) Deploy system to 
standardize and manage walk- 
sequence address liits. 
Responsibility: AIS 
(X355) Develop and implemen 
bird-class address change 

%$%sibility: AIS 6: ME v 

Iddressed BRM and CRM. 
7esnonsibilitv: DDT 

R. 105) Recommend rate and 
Wsifieation changes to promote 
mtomation cornpatibiity among 
xesort mailers. 
Wponsibiiity: RC 

(R.235) Test concepts for 
technical support teams. 
Responsibility: S&P PAC 

(R.245) Recommend 
:oncept(s) to organize & staff 
field technical support teams. 
Responsibility: S&P PAC 

R.360) Complete study to 
Iuantify non-read and error causes 
TOI each type of automated 
xpripment 
Responsibility: DDT 

Quarter 4 
L.55) Review status of 
ASS. ZIP+4, Carrier-Rc 
wart, and five-digit car 
mute presort. 
esponsibiiity: AIS 

X.1 15) Conduct 
re-barcode readability 
mdy and assess affect o 
re-barcode discounts. 
Responsibility: RC 

L.250) Develop and 
aplement Address 
orrection System (ACS 
ixie Feedback System. 
esponsibiiity: AIS 

'(R.340) Fund 
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evice to automate checl 
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eadabibty improvement 
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Fiscal Years 
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Responsibility: AIS 

sct.R.380) Automate 
n-mess to check 
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ccentance units. 
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4.3.5 Decision Point Descriptions 

Policy 

(RX) Establish responsibility and allocate resources for 
Headquarters management of the readability program - PQ1/89. 
SMC! mm 

Subject to SMC approval of the Technology Program Area Committee 

(TPAC) proposal, authority and funding may be required to establish a 

headquarter’s focal point for managing the readability program. 

The SMC approved a headquarters readability focal point, in the operations 

Systems and Performance Department (OSPD), to facilitate resolution of field 

readability-related issues. The focal point serves as a “clearinghouse” to centralize 

inquiries and disseminate information. 

(R.17) Detennine if Zip+4 Codes should be included in the definition of a 
complete address (PD & MK) - PQM9. 

The final recommendation to the TPAC chairman included the ZIP+4 Cede 

in the definition of a “complete address”., The recommendation concluded that the 

USPS would not specifically promote use of the ZIP+4 numeric codes to the 

general public nor require their use of ZEW. However, the general public and 

small volume mailers should be encouraged to use ZIP+4 Codes in their return 

address and when filling out address information forms . 

(R20) Develop addressing policy with stamiar& for assignment of street 
a&iresses and no@ local govermtent - PQ2189. 

The addressing requirements which are developed ,should be communicated 

to city, county, and other governmental bodies to guide them in assigning street 

names and numbers. 

The Office of Address Information Systems (AIS) has developed 

recommended address standards that will be further evaluated, refined and 
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incorporated into AIS products for use by various municipalities to guide them in 

assigning sneet names and numbers. 

A management instruction on standard ,address conventions has been 

developed. It describes the involvement by the divisions and MSCs with municipal 

address planning authorities as it relates to addressing in newly developing delivery 

areas and in the conversion of rural route and box addresses to city-style addresses. 

This management instruction is in the formal clearance process at Headquarters. 

With the exception of Labor Relations, all departments and offices have signed off. 

Through Labor Relations, we have sent the management instruction to the rural and 

city letter carrier unions for preslearance review. When clearance is received from 

all parties, the management instruction will be given to Document Control for 

publication. This management instruction also describes the process by which the 

field is to develop and collect the information to be used in the Locatable Address 

Conversion System (LACS). 

(R22) Develop and deliver training for proper techniques in developing 
address lists - PQ2i89. 

A program is needed that includes a list of benefits of coding services and 

the most accurate sources for address lists. The candidates for these include voter 

registrations, tax rolls, telephone companies, state vehicle, and driver’s license 

bureaus. 

An extensive AMA-type course has been developed, and we are currently 

proofing it prior to its publication. The course is structured to be used in part, or in 

its entirety, to train audiences on AIS products and services used to improve 

address quality or address list quality. We plan to begin using it for training in 

May/June 1989. 

(R30) Develop and disseminate basic rules of address standardization - 
PQ2l89. 

The USPS is in the process of developing the rules for address 

standardization. The use of these rules will increase the mailer’s ability to comply 

with standardized delivery addressing data elements, and enhance the quality of 
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addresses to increase readability. These rules are being developed with input from 

the mailiig industry. 

We are developing a process to standardize businesslfvm names. We will 

input standardized business names into our ZIP+4 files and provide this 

information to the mailers. This will enable the mailers to extract the most precise 

ZIP+4 Codes for firms from ZIP+4 files. Using these codes in their mailings wiIl 

result in the finest depth-of-sot-t available. This process will also be developed in 

cooperation with the mailing industty. 

Final revisions of the addressing standards were distributed to major mailers 

at the February MTAC meeting and have been.distributed to field AIS units. 

Development of standardiz.ed busine&fii names is in ptugmss. 

The standardized business fm names for the Houston area will be available 

in April 1989, and 10,000 largest tirms will be available in June 1989. 

,- (R35) Develop and implement an automated system to convert rural route 
to city svte &dresses - PQZl89. 

We will develop and implement an automated system to update the mailing 

lists after a municipality has converkd from a rural route type addmssing to a city 

style addressing. (This is often due to the implementation of the 911 emergency 

system to provide physical locations.) For computerized mailers, this will replace 

the current manual list correction process. The automated process will standardize 

addresses and add ZIP+4 Codes to enhance readability. 

This service could be offered by National Change of Address (NCOA) 

licensees. 

Locatable Address Conversion System (LACS) will be used by mailers to 

update their address lists after a municipality has converted (most often after 

implementation of the 91 I emergency system) from rural route and box number to 

city-style addressing. LACS will provide mailers with a list updating approach 

similar to that used in the NCOA System. LACS software is currently being tested 

at two sites (Richmond, VA and Nashville, TN ). Nationwide data collection 
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efforts are underway, and this system will be available to mailers by summer of 

1989. 

(w.40) Tie automation goals into division manager’s FY 89 

scorecard and PCBS objectives - PQ3l89. SMC mm4 

It is felt that improving readability provides enough opportunity to reduce 

direct labor costs that it warrants a goal on division managers’ “scorecards”. 

A decision has already been made to establish regional goals for readability 

improvement. Mr. Kane, APMG, Delivery, Distribution and Transportation 

@D&T) Department, reported that he had met with the RPMGs and they had 

agreed to take part in a readability measurement program that would involve 

quantitative readability improvement goals in PCES objectives as of mid-year 

N89. Readability improvement goals will be set jointly between Operations and 

Marketing, taking into account additional equipment deployment and the need for 

developing a customer contact strategy. 

(R.45) Incorporate automation goals into FY 90 budget cat1 - PQ3l89. 

Barcoding virtually all mail by the end of 1995 will require making uade- 

offs among a mix of barcoding strategies. These strategies include: customer 

applied bar codes, MLOCR and BCS technology improvements, addressing and 

readability improvements by field Operations and Marketing, and Remote Video 

Encoding. To determine future equipment needs and reduce capital investments, it 

is essential that we estimate how many bar codes the field can generate through 

addressing and readability improvements. 

The OSPD is establishing measurement systems that support a goal setting 

process and measures the facility accept rate, accuracy of barcoding and depth of 

coding. OSPD will coordinate with DD&T, Marketing, and the field to forecast the 

field potential for increasing the number of bar codes applied by automation and the 

associated costs and risks of meeting that potential. The divisions’ target read rate 

will be based on the subgroup’s focus after full consideration of trade-offs among 

the barcoding strategies. 
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(RJO) Determine scope of problem wirh unreadable and incorrectly 
addressed BRM and CRM - PQ3l89. 

The Southern Region Director of Operations Support has identified over 

one-hundred examples of BRM. with incorrect ZIP Codes, wrong bar codes, and 

wrong Facing Identification Marks (FIM). There may be significant volumes of 

BRM system-wide which need improvement. The Domestic Mail Manual (DMM). 

section 917, requires that business reply mail formats meet specified guidelines. 

However, section 917 does not require approval in advance, and it does not require 

readability. Sortation of this mail could be improved if we enhance the regulations 

and assist customers with mail piece designs. 

In addition, the TPAC noted that a recent informal survey showed 40 

percent of the sampled BRM contained errors. The Engineering and Technical 

Support and Mail Processing representatives were assigned responsibility for 

determining the extent of this problem and an appropriate course of action to resolve 

it. 

(R. 55) Review status of CASS. .ZlP+4, carrier route presort andjive-digit 

route presort - PQ4l89. 

To assure the accuracy of customer applied five-digit ZIP Codes and carrier 

route codes generated by the Carrier Route Information System (CRIS), the status 

of the Coding Accuracy Support System (CASS) will be reviewed as it relates to 

the accuracy of customer five-digit ZIP Codes and CRIS matching software. The 

Postal Service will measure and award certificates for mailers whose five-digit ZIP 

Code and CRIS matching software meet the CASS accuracy threshold. CASS for 

ZIP+4 match software was established in early 1988. We anticipate this service, as 

it expands, will lead to demonstrable system-wide improvement in the quality and 

accuracy of mailer applied five-digit, ZIP+4 and CRIS codes, thereby enhancing 

readability. 
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Pricing 

(R.105) (Revised) Recommend rate and classification changes to 
promote automntion compatibility among presort mailers - PQ3l89. 

The TPAC chairman requested this item be reassessed. This Rates & 

Classification action item has been reassessed and changed. Most of the current 

rate incentives are provided to mailers for presorting. These presort mailers have 

no incentive for making their mail automation compatible. More presort mailers 

would consider improving the automation compatibility of their mail if there were 

also incentives which did not require address file conversions. 

(R.115) Conduct pre-barcode readability study and assess affect on pre- 
barcode discounts - PQ4l89. 

As the Postal Service provides incentives to mailers to apply bar codes, an 

assessment of the readability of these bar codes on Postal Service BCSs must be 

examined. Mailer applied bar codes that are unreadable may result in expensive 

manual processing that could outweigh the automation savings of the readable mail. 

As a quality and cost savings measure, it is essential the pre-barcoding mailer earn 

the pre-barcode discount by providing automation compatible mail that is correctly 

addressed. 

Since discounted pre-barcoded volume is so sparse, this study has been 

delayed. A reassessment will be made during PQ3/89, to determine whether there 

is sufficient bulk pre-barcoded volume to make this study worthwhile. If so. the 

study will be conducted during PQ4/89. 

(R.12Q) Recommend to SMC if rate and classification fiIings 

tQ SUppQB the CQtpQrate autQmatiQn goa1 are possible - 

Iq2/w. mlc Il-lml 

Final recommendations will be presented to the SMC on the following 

issues: 

l Make-up requirements 
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l Readability/non-readability rate structure 

l Shape-based rates 

l ZIP+4 pre-barcode discounts 

l Additional setvices to induce automation compatible mail. 

Action plans and timelines will be developed upon approval of 

recommendations. 

These automation compatible rate proposals were studied as scheduled. 

They were formally presented by Rates and Classification to participating SMC 

members on March 24.1989. The SMC gave Rates and Classification approval to 

further develop these proposals for the next general rate case. 

Short-Term Improvement 

(R.225) Develop a system to measure barcoded reply mail with ODIS- 
collected data - PQ1189. 

Activity involves development of a pilot test, piggybacked on the Domestic 

RPW System, for the measurement of Business and Courtesy Reply Mail. The 

pilot test will determine feasibility and serve as an aid to planning strategy for a 

more widespread data collection effort. Forms and instructions have btcn sent to 

the field for their feedback and designation of pilot sampling units. Due to Regular 

Mail Services Divisions’ request for an additional data element (i.e., postmark 

date), forms and instructions are being modified for data collection rescheduled 

from A/P-8, PY89 to A/P-9, FY89. Results are expected by late July 1989. 

Quarter 1 comments identified Quarter 3 to begin measurement testing-not Quarter 

2. Survey design is complete to test Reply Mail data capture through RPW as a 

better alternative than ODIS. Rates and Classification will begin pilot testing in 20 

sampling units in each region in PQ3/89. 

(R.230) Promote the use of existing Address Information Systems 
(AIS) products - PQ2189. 

The use of Operation MAIL (Mail Address Improvement Link) process, 

National Deliverability Index (NDI), National Change of Address (NCOA) process, 
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ZIP+4 Reaieval System and AIS products will help mailers identify and correct 

addressing deficiencies. Further use of these strategies and products will correctly 

standardize addresses and codes with ZIP+4 and bar codes. 

The intent of this objective is to promote the use of AIS products through 

major mailer organizations, service bureaus, postal forums, trade shows, and 

business and uade magazines. We have been making presentations to major mailer 

organizations, such as Direct Mailers Association (DMA), Third Class Mailers 

Association (TCMA), Graphic Communication Association (GCA), Mailers 

Technical Advisory Committee (MTAC), etc., and service bureaus on how to 

improve quality of addresses by the use of AIS products. In the upcoming postal 

forums, we plan to promote the use of AIS products through already scheduled 

special sessions and one-on-one discussions with mailers in the technical center. 

The Marketing Department has been promoting the use of AIS products by 

advertising these in business and trade magazines. We plan to continue the 

promotion of these products. AIS product brochures have been produced and are 

being used for sales tools for the account representatives and in fulfillment of direct 

response print and direct mail promotions. 

(R235) Test concepts for technical support teams - PQ3189. 

Pilot the concepts recommended from R.210 both in a site with existing 

automation, as well as a site which is receiving automation for the first time. 

Developing the concepts will include bringing ARSs together and conducting 

interim evaluations of the pilot sites, with both postal participants and customers. 

(R.240) Develop a system to measure accuracy and level of barcoding - 
PQ3l89. 

The TPAC indicated there are four areas involved in measuring readability 

and at this point we have a system developed to measure only the first two. These 

are: the percentage of the sample which is readable, and the percentage encoded 

with a nine-digit bar code. Headquarters and the TPAC are responsible for 

developing means to measure two additional factors: the validity of the bar code 

which is applied, and whether the bar code reflects the finest depth-of-sort allowed 
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/-- 
by the mail piece address. We will attempt to automate this process as much as 

possible. 

A program to measure accuracy and level of barcoding was tested at six 

pilot sites and is being extended to 27 sites. A decision on the extent and frequency 

of testing will be made in April. 

(R.245) Recommend concept(s) to organize and staff field technical 
support teams - PQ3l89. 

Following the evaluation of pilot studies, make final recommendation for 

organization and staffing of technical support team. 

The RPMGs suggested an additional or alternative approach to strengthen 

field technical support through contracting. Their suggestion was to examine the 

feasibility of contracting for outside technical support. They felt that the initial 

effort to contact a large number of customers would require outside technical 

assistance. 

(R.250) Develop and implement Address Correction System (ACS) 
Nixie Feedback System - PQ4189. 

We plan to develop operational procedures allowing the ACS participants to 

obtain information concerning mail that is undeliverable for reasons other than a 

move. Currently, mail which cannot be delivered for reasons other than a move is 

handled by a carrier. The mail is then returned to the sender with the explanation 

for non-delivery. This initiative would automate this process for ACS participants. 

It would also provide a summary for management decisions. 
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Technology 

(R.305) Define requirements and application of automated device or 

system to check address accuracy and readabiliry (front-end quality) - 
PQll89. 

Readability specifications are difficult to measure. A visual evaluation alone 

cannot determine accurately whether or not a mail piece is readable or correctly 

addressed. An automated device or system is needed to help identify incorrect 

addresses, bar codes, specifications that are out of tolerance, and estimate 

readability. This system could bc the basis for an aggressive, renewed USPS 

emphasis on revenue protection and “front end” quality; that is, an attempt to reduce 

system errors and rejects before the mail is inuoduced into the automated system. 

The TPAC endorsed this decision and the Rates and Classification 

Department plans to implement a requirements study in PQ1/89. To assess the 

effort to develop an automated device to measure readability, meetings were held 

with potential users and technical personnel. There are conflicting requirements 

between users of an automated readability device and the capabilities within the 

state-of-the-art of electronics today. Preliminary analysis has indicated that a 

practical device which would be useful to both acceptance and operations personnel 

may be difficult to design at this point in time. To more accurately assess the effort, 

a requirements study will be initiated under contract during PQ2/89. The results of 

that user and technical assessment study will be available at the end of PQ3/89. 

A task was awarded to A.D. Little in PQ1/89 to assess the functionality and 

feasibility of such a system. Completion of contract is scheduled for June 1989. 

(R.335) Initiate market study to determine optimum addressing 
characteristics for readability - PQtl89. 

Even some of our largest volume customers have up to 10 percent 

unreadable mail. Optimum automation compatible envelopes and addresses/bar 

codes could raise read rates consistently to almost 100 percent. We need to work 

with vendors to ensure that their main product lines supplied to our customers meet 
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automated processing rquire.ments. The TPAC felt the “ideal” complete address 

would include a correct nine-digit ZIP and a correct bar code. Marketing and 

Engineering and Technical Support departments will work together to initiate this 

study. 

Market research for bar codes in the address block is designed and a study 

is now underway to survey large and intermediate mailers on their interest to print 

address block bar codes. The study will be completed in PQlr90. 

(w.340) Fund development and testing of device to automate 
checking of addnxs accuracy and readability - PQW39. SMC 
IT&M 

This decision point is based on the results of a feasibility study for a front- 

end quality device (related to R.305). 

Pending results of R.305, a contract has been awarded to A.D. Little in 

accordance with Item R.305 of the CAP to determine its application and technical 

feasibility. Their report is due in June 1989. If the progtam is determined to be 

viable, funding will proceed. 

(R.345) Explore feasibility of standardizing existing OCR & KS 
operating specifications - PQ2l89. 

Phase I OCRs and BCSs were designed with off-the-shelf hardware, e.g., 

diode array scanners and flying spot scanners. As a result, each type of OCR and 

BCS has different operating specifications. One OCR cannot read addresses 

printed with red ink, while another cannot read green. Other examples of 

inconsistencies among automated equipment include vatying read zones and the 

ability to handle standard machinable letters. These differences create credibility 

problems when trying to explain to customers that their mail can be mad in one city 

but is nonreadable in others. We need to consider standardizing automated 

equipment operating specifications. 

On-going activities to standardize the compatibility of bar code readers 

should be continued. Standardization of existing OCRs is a much more difficult 

106 USPS-Office of Automation Integration 
April 1989 



CAP Report Improve Addressing and Readability 

task. Major system trade-offs were designed into each system based upon the type 

of scanner. Standardization should be pursued only to the extent that performance 

is not degraded. 

Standardization efforts underway include optical filters which allow all bar 

code readers to read in the same spectral range; standardization of a single bar code 

reader for all currently deployed BCSs; and modification of the Burroughs OCR 

verifier. 

(R.350) Deploy system to standardize and manage walk sequence 
address lists - PQ2189. 

A plan is currently being developed for an automated service for arranging 

addresses on a customer mailing list in carrier delivery sequence to replace the 

current manual system. This automated process will provide mailers standardized 

addresses (addresses containing all correct data elements) and ZIP+4 Codes to 

ensure greater accuracy and compatibility with the recognition characteristics of 

automation mail processing equipment. 

In the long term, 1992, this process can provide a mechanism for 

developing a national address register. This register would make available to all 

mailers, carrier delivery squence data and accuracy address information which will 

clean up and standardize the mailing list addresses to enhance readability: 

Computerized Labeling and Address Sequence Service (CLASS) is 

designed to provide delivery units with colored carrier case labels and automated 

service for arranging addresses on a customer mailing list in carrier delivery 

sequence. Currently CLASS is available to all field divisions to begin basic data 

collection and case label generation. Walk sequence output software will be 

released to all active sites in April 1989. 
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(R355) Develop nnd implement third-class address change service - 

PQ2189. 

Procedures and methods will be developed to provide third-class mailers 

with a third-class Address Change Service. The benefits of such a system would 
-be: 

l Improved mailer address quality through elimination of undeliverable 

addresses from their files. 

l Reduced Postal Service expenses by centralizing and automating the 

move information feedback. 

l Reduced Undeliverable As Addressed (WA) mail volumes handled by 

the Post&l Service. 

l Reduced mailer expenses through automating address correction 

information. 

A process was implemented in January 1989 to provide Address Change 

Service (AC.?) to participating third-class mailers, Prior to this, ACS was available 

ohly to second-class mailers. A third-class address change service was 

implemented January 31.1989, and announced through Memo to Mailers, MTAC , 

and other aade press. 

(R360) Complete study to quantify non-read and error causes for each 
type of automated equipment - PQ3l89. 

Over 40 percent of the mail processed on automation is rejected for various 

reasons. Even larger volumes of mail by-passes automated processing because the 

mail is not compatible. A detailed study that quantifies the non-read causes would 

enable us to develop strategies targeting specific problems. Such snategies would 

include working with customen to improve mail characteristics and working with 

machine manufacturers to improve performance. Knowing the causes of 

automation rejects would allow more efficient use of available resources. 

Also included within this item is a step to change equipment run reports so 
they are easily read by non-technicians for the purpose of classifying mail piece 

rejection (PQ2/89). The Engineering and Technical Support Department reported 
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this is done on a continuing basis. There are also a number of ongoing quality 

control activities to identify missorted mail piece and equipment as well as 

customer problems. 

(R.365) Develop readability strategies based on non-read and error 
causes and targeted customer segments - PQ4l89. 

Current readability strategies are primarily directed to the large mailers. 

These mailers are the ones that will most likely shift to customer barcoding and 

expanded presorting. The medium and small mailers are more likely to have their 

mail processed by USPS MLOCRs and are more difficult to reach and educate. 

Accordingly, they felt this is a joint Technology/Marketing issue in that solutions 

will vary between technology improvements and customer education. 

(lR.370) Deploy Part B multiline CDUXS - PQ2/9Q. SMC l-REM 

The next generation multiline OCR should be capable of reading at a higher 

rate than existing equipment due to advances in technology. 

(R.375) Deploy local area based NCOA - PQ2l90. 

A plan is being developed for a sub-system of National Change of Address 

(NCOA) licensees to standardize and update local mailing lists with customer move 

information. This would encourage the smaller mailers to improve the address 

hygiene of their mailing lists, resulting in improved readability for more mail. 

Approximately 60 percent of our customers move within the local area; therefore, 

many smaller mailers would be better served with an emphasis on updating and 

correcting their own mailing lists. 

(R.380) Automate process to check readability and address 
accuracy at bulk mail acceptance units - PQ2/?W. SMC RE9M 

The responsibility for this decision point is assigned to the Engineering and 

Technical Suppon and Technical Resource Departments. It is contingent on items 

R.305 and R.340. 
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43.6 Summary 

The Improve Addressing and Readability strategy emphasizes customer 

addressing standards and barcoding, automation compatible rate structures, 

continued development of technology, and technical support to customers to 

increase both the quantity and quality of bar codes. A measurement system has 

been implemented to track tiprovements in facility read rate goals and a system to 

track the quality of bar codes has been developed. 

By increasing BCS accept rates and MLOCR nine-digit encode rates, we 

can reduce the volume of mail that must be encoded with Remote Video Encoding 

and increase our return on investment on our automated equipment. With 

aggressive, multi-functional field efforts supported by Headquarters strategies, 

immediate improvements in addressing and readability can be realized 
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CHAPTER 4.4 PRICE STRATEGICALLY 

4.4.1 Background 

The correct rate strategy can have a significant, positive impact on the Postal 

Service’s ability to maximize savings through automation. Rate structures provide mailers 

incentives for performing pre-barcoding that would otherwise cost the Postal Service 

increased investment costs for quipment and distribution. The Postal Service will attempt 

to pursue pricing options that encourage the movement of mail up the “distribution ladder.” 

Currently our discount structure is overwhelmingly dominated by presort 

discounts. In fact, only 4 percent of our current discounts are automation-related. As our 

reliance on automation increases, the value of presorted, non-automation compatible mail 

will decrease. To effectively achieve a fully automated environment, our rate structure will 

have to be adjusted to reward those mailers who provide automation compatible mail, 

including presort. 

The distribution ladder illustrated below depicts the relative efficiency, aside from 

presorting, of processing different types of mail. Since processing costs decrease as mail 

is moved up the ladder, future rate structures should be designed to encourage mailers to 

enter their volumes near the top of the ladder. 

AUTOMATION DISTRIBUTION LADDER 
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The Postal Service influences, but does not control, the process that sets rates for 

Postal products. Primaty responsibility for the determination of postal rates is a function of 

the Postal Rate Commission (PRC), which bases recommendations on evidence presented 

by the Postal Service, mailem, mailer associations, and competitors in a quasi-judicial rate 

Proceeding. 

~ Recognizing that conditions are. limited under which the Governors ca.t~ vote to 

override the recommendations of the PRC, the Postal Service must adapt to tlte decisions of 

the PRC and the resulting reaction of customers, 

The Postal Service’s rate proposals and responses to intervenota’ alternatives send, 

important signals concerning the direction the Service is taking. Our last rate proposal 

emphasized our commitment to expanded reliance on automated handling of First-Class 

letter mail by requesting increased incentives for ZIP+4 coded mail and the addition of new 

rate categories for five-digit presorted and nine-digit pre-barcoded mail. The USPS also 

signaled the possibility of reduced presort incentives for First-Class Mail to reflect the 

closing gap between non-presort and presort mail processing costs as we automate mail 
f”, 

handling. 

Pricing strategically may offer the best long term opportunity to influence 

workloads. Rate structures can hold down capital spending for facilities and reduce labor 

costs. For example, pricing that influences mailers to deposit mail during non-peak hours 

can increase utilization of automation equipment. Adding more readable mail can shift 

volume from manual and mechanized operations to automation and reduce labor costs. 

It should be noted that moving letters and flats “up the ladder” is the transition 

strategy. The long-term goal is the automation of virtually all letters and flats in 1995. In 

order to obtain this goal, the USPS identified strategic pricing issues. 

The issues are divided into two major categories: 

l Strategy Development Pmcess 

l Potential Incentives 
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Strategic Development Process 

The first step is to evaluate the current rate-making process to determine how it 

supports our 1995 automation goal. 

Potential Incentives and Services 

In providing incentives for automation and moving toward the long-term goal, tate 

filings before PY95 will consider: 

l Restructuring the incentives to encourage automation-related mailer workshating. 

l Moving flats towards automation. 

Listed below arc potential incentives based on the snategic dictions that have been 

suggested: 

l Price to give advantages to automation compatible mail. 

l Provide readability incentives. 

l Developaddress hygiene standards and types of incentives for flat mail. 

l Provide a separate rate for readable mail or require that incentive mail can bc 

processed on automated equipment and meet readability requirements. 

l Provide a rate that reflects a reduced cost of handling letters versus flats. 

l Provide a tate to encourage mailers to submit their mail during off-peak hours. 

4.4.2 Summary of Strategy Progress 

Since PQ4/88, the following progress has been made: 

l The Rates & Classification Department developed an initial automation pricing 

plan in PQ4/g8. The plan included the evaluation and analysis of various options 

and courses of action which may be available to encourage automation 

compatible mail. Under the guidance of an SMC sub-committee chaired by Mr. 

Coughlin, the following rate alternatives were examined by Rates and 

Classification: 

. Rate differences between letters and flats. 
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/c . Rate diierences between readable and non-readable mail. 
. ZIP+4 and bar codiig rate incentives. 
. Possibilities of pre-barcode incentives for flats. 
. Possibility of time-of-entry/place-of-entty incentives for Fiit-Class Mail. 
. Whether any automation-related regulations can be justifiably relaxed. 
. Additional services that could be provided for automated mail. 

l On April 10, 1989, the Rates & Classification Department recommended 

automation-related rate proposals to the Senior Management Committee which 

should be pursued for the next general rate case. The SMC gave the Rates & 

Classification Department approval to further develop their proposals. 

l Shaped Based Rates - Rates & Classification examined the potential for 

shape-based rates for both First-Class and third-class mail. Their cost studies 

confirm that there is a significant cost difference between handling letters and 

handliig flats. Letter mail processing is mostly automated and mechanized while 

flat mail is mechanized and manual. 

The current First-Class Mail (FCM) structure includes a non-standard 

surcharge which in many respects approaches a shape-based structure. Higher 

rates are imposed on flats weighing less than one ounce, and other heavier flats 

are charged a higher rate through additional ounce trues. This penalty surcharge 

is our third highest source of revenue after FCM regular rate and Bulk Regular 

Rate. As a result, shape-based rates for FCM will not be pursued. 

While Bulk Third Class Mail ‘(BTCM) has gained prominence, its rate 

sttucture has remained essentially unchanged for the past ten years. Today’s 

BTCM rates are the same for letters and flats. BTCM is nearly an qual portion 

of letters and flats, and our rates are currently determined using averaging 

techniques that fail to effectively reflect the cost difference between flats and 

letters. That cost differential provides the basis to create an incentive for letter- 

size BTCM. 

r 

Preliminary cost studies performed by Rates and Classification justify the 

need for shape-based rates. The cost difference for presorted bulk rate regular 
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mail indicate that the cost of the processing and delivery of letters varies from 3.2 

to 5.3 cents less than the cost for flats. 

To realize the cost savings, Rates & Classification has proposed a drafr 

multi-tiered shape-based structure. The first tier receiving the largest discount 

would consist of automation compatible letters. A second tier would consist of 

other letters, and a final tier of flats. While this proposal is intended to induce 

current flat bulk mail customers to provide letter mail, it will also emphasis the 

readability of third class letters. 

Since shape-based rates would effect many different mailers, especially 

carder route presort, additional workshating incentives to aid the carrier casing 

operation may also be necessary. A substantial amount of the current carrier 

route presort mail, which is 75 percent flats, is walk sequenced and/or drop 

shipped, thus shaped-based rates and an incentive for delivery related 

worksharing must be considered in tandem to avoid a rise in carrier route presort 

cost coverage. 

Additional proposals consist of various pre-barcode discounts, distance 

based rates, and a shift of three-digit presort form the “Basic” rate category to the 

five-digit category. 

l Automation Compatible Discount - To effectively achieve a fully 

automated environment, our rate structure will have to be adjusted to reward 

those mailers who provide automation compatible mail. This may mean the 

eventual disappearance of carrier route presorting due to an automated two-pass 

carrier system, eventual structuring of a flats walk sequence route, etc. 

The alternative rates proposal also included establishing automation 

compatible discounts which will eventually replace presort as the predominant 

First-Class Mail discount. However, in the transitional movement towards a 

full-blown automation compatible rate structure, incentives have been proposed 

to provide a three-digit automation compatible presort discount. This will 

effectively link a majority of bulk First-Class Mail to automation compatibility. 

but will not significantly hurt current presort mailers. 
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l ZIP+4 and Pre-Barcode Discounts - Eventually mailer-applied ZIP+4 
- 

numeric codes will no longer be the key link between automation and rates. 

Modest price discounts are proposed for non-presort and three-digit ZIP+4 mail 

based according to the clearIy capturablc cost avoidance (mail flow benefits + 

capital cost benefits + improved indirect cost assessment). In achieving our 

long-term, ideal rate structure, presorted, pre-barcoded mail will have the 

greatest value to the Postal Service and thus should receive the highest discounts. 

Without customer applied bar codes, the Postal Service will realize increased 

costs through the need for additional MLOCRs and RVEs. as well as additional 

space. To the extent that pre-barcoding saves us space and equipment 

purchases, the savings ought to be reflected in the pre-bamcde rate incentive. 

,- 

l As part of the flats automation strategy, the Postal service is developing a flats 

bar code standard. Analysis is continuing concerning the flats pre-barcode 

discount which may lead to a rate incentive to coincide with the deployment of 

the flats BCS in late 1991. Without an incentive for mailers to pm-barcode flats, 

the Postal Service will be forced to buy OCRs which will increase our 

investments for equipment and space. 

4.4.3 Measure Success of Price Strategically 

A measure of this strategy is the effectiveness of rate incentives to alter the mix of 

mail from presort only to automation compatible mail (including presort). Future versions 

of the CAP will summarize the amount of incentive mail by class and subclass. 

4.4.4 Program Area Committee Timeline 

The Program Area Committee (PAC) timeline of decision points for this strategy 

follows. A detailed description of each decision point is provided in Section 4.4.5. For a 

complete listing of decision points completed during PQ4/88-l/89. refer to the January 

1989 CAP Quarterly Status Report 
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Indicates item is on SMC Tieline Price Strategically 
Indicates item has been completed 
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Fiscal Year 1988 Fiscal Year 1989 
Quarter 1 

‘(P.30)Determine feasibility 
f cstablishbtg “Showcase” 
rilitics equipped with latest 
t technology and 
lanageme.nt aystcma that 
emotlatrate opemiotlaI costs 
J support PRC fang. 
lesponsibitity: S&P PAC\I 

P207)A”alyze time of enhy 
nd place of entry incemives 
0 mailers to increase 
lutotnatio” of mail; 
vorkshare group asses 
le$ponsibility: RC J-” 

em. 

P.226)Develop Office of 
tam poshio”s regarding 
Ihape-based rates. Seek input 
‘mm other departments 
aesponsibility: RC 4 
?.228)SMC co”cuHc”~ 
t.gardhg shape-based tes. 
Responsibility: RC T 
$T’.242)Conduct MLOCR 
lpgrade tate study, 
:onsolidate data and assess 
tffect on ZIP+4 discou . 
Responsibility: RC 9” 
(P247)Solicit input and 
mmmetm from mailers 
~onceming candidate 
additional automated related 
service and evaluate their 
feasibility. 
Responsibility: RC < 
(p254)ciitdate proposal to 
relax 5digit bar code and 
double window prohibitions 
for commingled pieces in 
pn-barcode “tailings. 
Responsibility: RC ? 
(P256)Establiih working 
group to review regulations 
imposed on mailers. 
Responsibility: RCV 
(P.258)AsseSS simplified 
three-digit presorti”g for 
automation ail. 
Responsibility: RC 

Quarter 2 

‘(P.65)Review and 
tppmve rates classiication 
action plan. 
lesponsibrlity:DeputylSM~ 

(P.215)Attalyae 
readable/nonreadable (dual) 
rate smtctttres and assess a 
readability discount. 
Responsibility: RC ? 

*C(p.250)Complete 
recommendations on 
possible rate and 
classification fdings to 
support automation goal - 
Present to SMC. 
Responsibility: S&P PACV 



‘l’imeline 

t-hortor 2 nllortor A 
Fiscal Year Fiscal Years 

1 wn 1991.1995 
a,.” 

*(?.70)Review, modify as 
necessary and implement 
suategic pricing plan.(T’Q 1) 
Responsibility: RC 

-r_- -__- 

(PIO)Review. modify as 
necessary and implement 
strategic pricing plan. (PQ 
3/91) 
Responsibility: RC 

‘.240)Re.exmine zIp+4 (P.205)btimate fm *ic(p,265)Complete ZIP+4 (P. 273) Determine 
Id barcoding incentives. pre-barcoded related cost 
esponsibility: RC savings once operating and pre-barcode cost ellgtblllty requirements for 

concepts for flats are stodies.(PQ 1) nonpresort automation 

finalized: decide on 
Responsibdity: RC compatible discounr (pQ 

discounts 
391) 

Responsibility: RC 8: ES 
*(P.270)Complete Responsibility: RC 

(P.243)Conduct 
nationwide presort and 

(P.277) Devise method of 
pre-barcode readability 

shape-based cost 
s1udies.m ! 

1’ 
administering new 

study and assess affect on Responsrbrlr y: RC third-Ass mail rate 

~~~~~~s~~l~~~~~~sco”“t~ (P.271)Complete special rate categories and determine 

case studies to support USPS eligibility requirements for 
(P.260)Evaluate effect of new rate categories. 
selecting delivery 

proposals to PRC. (PQ 1) 
Responsibility: RC (pQ2/91) 

distribution concept on Responsibility: RC 
pricing plan. (P.272)Defme automation 

Responsibility: RC compatibility for rates and 
classification purposes. (PQ 1) 
Responsibility: EDC 

(p.274 )Complete study of 
third-class mail characteristics 
PQ 1) 
Responsibility: RC 
(p. 275)Evaluate three digit 
presort and determine how and 
when to allow three digit 
presorting for automation 
compatible mail. (PQ 1) 
Responsibility: RC 

*(P. 276)Finaliae rate proposal 
for next rate case. -ongoing 
(PQ 2) 
Responsibility: RC 
(P.280)Evaluate effect of 
Remote Video Encoding on 
Price Strategy. (PQ 3) 
Responsibility: RC 
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4.4.5 Decision Point Descriptions 

Strategy Development Process 

(P.30) Detetine feasibility of establishing “Showcase” facilities 

equipped with latest in technology and management systems that 

demonstrate operational cost to support PRC filing - PQ1189. SMC 

HTEM 

The ability of the Postal Service to demonstrate the actual effects of rate 

recommkndations will provide support for the next PRC filing. Perhaps “showcasi” 

facilities should be in place allowing the PRC to see specific cost savings. 

Evaluation of feasibility was conducted by the Marketing Department and presented 

to the SMC on February 27, 1989. Deployment has been delayed to further evaluate 

management issues regarding Full Automation Test Area concept 

(P.65) Review and approve rates classification action plan - BQU89. 

SMC mm 

Review and approve rates action plan by SMC. 

On April 10, 1989, the Rates & Classification Department recommended 

automation-related rate proposals to the Senior Management Committee which should be 

pursued for the next genera1 rate case. The SMC gave the Rates & Classification 

Department approval to further develop their proposals. 

(P.70) Review, modifr as necessary, and implemenr srraregic pricing plan - 
PQll9Q and PQ3191. 

This includes the preparation, filing, and subsequent litigation of our finalized 

automation-related proposals before the PRC, as well as the eventual implementation of any 

approved changes. 
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Potential Incentives 

(P.205) Estimatejlats pre-barcoded related cost savings once operating concepts 
forjlats are finalized; decide on discounts - PQ4189. 

A discount for pre-barcoding flats would have to rely on assessment of equipment 

availability, volume of readable mail, operational success rate, and other critical features. 

Assuming a cost-justified discount appears supportable, the Rates and 

Classification Deparunent will design an action plan to establish such pre-barcode discounts 

for flats. 

Cost justified discounts do currently appear to be supportable. A discount proposal 

is expected to be included in the next general rate filing. A cost study will be conducted 

before that filing. 

(P.215) Analyze reaahblelnonreaakble (dual) rate structures and assess a readability 

discount - PQ2l89. 

,i- Cost differences between automation readable and nonreadable mail will be 

determined from cost studies done by the Rates and Classification Department to help 

assess the merit of a rate differential. Such a rate differential would provide an incentive 

for current non-readable mail to become automation compatible. However, a discount 

based on new savings from improved readability would be diluted because currently 

readable mail would also be entitled to the same discount. 

There is some concern with providing discounts for First-Class letter mail. A 

readable/nonreadable rate difference would result in higher rates for the standard Fiist- 

Class Mail from small businesses and households. In addition, collection mail may not be 

a feasible target for a readability discount. 

With a rate difference for readable mail, there may be the creation of new mail 

consolidators that pick up from several mailers and consolidate the mail in sufficient 

volumes to achieve a readability discount. 
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Rates and Classification will perform this task with input from other departments. 

A mzommendation and subsequent timeline will be developed in PQ2/89. 

This analysis was conducted by Rates & Classification during PQ2/89. 

Recommendations which incorporate worthwhile inputs from other Depamnents were also 

developed during PQ2/89. These recommendations were presented to participating SMC 

members on March 24.1989. 

(P.240) Re-examine ZIP+4 and barcoding incentives - PQ3l89. 

Rates and Classification will re-examine the assumptions and methodologies 

underlying the studies of cost savings resulting from ZIP+4 and pre-barcoding. The 

intention is to develop a cost methodology which fully measures these savings SO 

maximum justifiable discounts can be proposed at the PRC. With greater discounts, more 

mailers will use ZIP+4 and pre-barcoding. The basis should be reexamined and, as much 

as possible, utilize actual operating results. However, since the issue is a recent one with 

the PRC, the S&P PAC believes the Postal Service should wait until the next rate case to 
take any action. 

..- 

(P.243) Conduct pre-barcode readability study and assess affect on pre-barcode 
letter discounts - PQ4189. 

As the Postal Service provides incentives to mailers to apply bar codes, an 

assessment of the readability of these bar codes on Postal Service BCSs must be examined. 

Mailer applied bar codes that are unreadable may result in expensive manual processing that 

could outweigh the automation savings of the readable mail. As a quality and cost savings 

measure, it is essential that we verify the pre-barcoding mailer has earned the pre-barcode 

discount by providing automation compatible mail that is correctly prepared. 

Since discounted pre-bamoded volume is so sparse, this study had been delayed. A 

reassessment will be made during PQ3/89, to determine whether there is sufficient bulk 

pre-barcoded volume to make this study worthwhile. If so, the study will be conducted 

during PQ4/89. 
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(P250) Complete recommendations on possible rate and classification filing to 
support automation goal. Present to SMC - PQ2i89. 

Recommendations on rate and classification filings to support the automation goal 

was prepared by the Office of Rates and was presented to the DPMG’s Pricing Strategy 

Group on March 24, 1989. and to the SMC on April 10, 1989. The SMC give the Rates 

and Classification Department approval to further develop their proposals. 

(P.260) Evaluate effect of selecting delivery distribution concept on pricing plan - 
PQ4l89. 

Currently all discounts are based on mail processing cost savings and fail to 

recognize any future delivery-related cost savings which might occur. If such savings are 

supportable, they should be reflected in our rates and need to be presented to the PRC. 

Such savings would enhance our automation-related pricing incentives while also possibly 

reducing our requested revenue requirement. 

(P.265) Complete ZIP+4 and pre-barcode cost studies - PQl/W. 

SMC mw 

These studies will examine the effectiveness of mailer-applied ZIP+4 and pre- 

barcoding within the automation plans of the Postal Service. They will address potential 

changes to the incentives to further realize the cost savings from ZIP+4 and pre-barcoding 

and to increase automation compatibility. 

(P.27Q) Complete naCimnvid6 presort and §hZ3~6-hS6d CQSC studies - 

PQl/W. SMC ITIEM 

Presort cost studies will be needed for the next general rate case. Shape-based 

studies will be conducted if approved by the SMC. 

(P271) Complete special rate case studies to support USPS proposals to PRC - 
PQ 1190. 

Special cost studies will be performed on both First- and third-class mail to 

determine mail flow comparisons between mail categories. The studies will analyze capital 
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- needs and space requirements, as well as various indirecr costs. Additionally, readability, 

automation coverage, machine thruputs, and depth of code will also be looked at. 

(P272) Define “‘automation compadbility” for rates and classification purposes - 
PQIIW. 

The cost of processing non-machinable mail versus machinable mail must be 

known to effectively determine an optimal price. To effectively reflect cost savings in our 

rate structure, it is essential that we determine what mail is read on the OCRs and BCSs. 

Thus, the characteristics of the machine-read mail piece is essential. 

(P.273) Determine eligibility requirements for nonpresort automation compatible 
discount - PQ2/91. 

(P274 ) Complete study of current third-class mail characteristics - PQ1/90. 

/-- 

(P.275) Evaluate three-digit presort and determine how and when to allow rhree- 
digit presorting for automation compatible mail - PQll90. 

In our efforts fo induce an automation compatible mail seeam, there will be a de- 

emphasis in presorted mail. 

(B.276) Finalize rate proposal for next rate case - PQ2/90. SMC 

Hmml 

This is an ongoing effort, but preparation and support must be prepared as early as 

1990. 

(P.277) Devise method of administering new third-class mail rate categories and 

determine eligibiliry requirementsfor new rate categories - PQll91. 

(P.280) Evaluate effect of Remote Video Encoding (RVE) on Price Strategy - 
PQ3/9Q. 

Video encoding involves manual intervention and should be considered as an 

alternative for manual processing. The success of readable/nonreadable rates may, in turn, 
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effect the need for encoding equipment. With the implementation of RVE, the Postal 

Service must monitor how its processing costs are altered and determine the necessary 

pricing changes. 

4.4.6 Summary 

To effectively maximize savings from automation, it is necessary that the Postal 

Service pursue a rate strategy which will induce mailers to provide automation compatible 

mail. The current Postal Service rate structure does not recognize the value of automation 

compatible mail and instead favors presort mail. 

A rates recommendation was presented to the SMC by the Rates and Classification 

Department on April 10, 1989, and they have been given approval to further develop their 

proposal. Because the value of presort mail erodes as we automate, included in the Rates 

and Classification proposal is the eventual shift from presort mail to automation compatible 

mail as the predominant First-Class Mail discount. Additionally, due to our automated 

environment, the proposed rate structure may do away with all carrier route presort 

discounts while providing pre-barcoded mail the lowest rate available. 

USPS-Office of Automation Integration 
April 1989 

125 





CAP Kepon Strengthen System lntegntY/QuantY 

CHAPTER 4.5 STRENGTHEN SYSTEM 
INTEGRITY/QUALITY 

4.5.1 Background 

In our current processing system, employees detect and redirect distribution 

errors before mail is delivered to the customer. As we move to increased customer 

worksharing and automated mail processing, the employees will have fewer 

opportunities to review mail prior to its delivery. This will require modification of 

current quality assurance procedures to ensure that the first person to detect errors is 

nor the customer. In particular, as automation-related mailing requirements become 

more techpical, such as pre-barcoding, we must have sufficient internal controls to 

monitor the quality of the mail from our customers. 

The Inspection Service has recommended that the Postal Service strengthen 

its commitment to quality, both in the organization and with worksharing 

customers. This dual commitment is also critical to the success of an automated 

processing environment. 

In the August 1987 Inspection Service’s report on Postal Service quality, it 

was reported: 

l “Reworks” cost the Postal Service $275 million a year 

l 17 percent of customer complaints concern the quality of mail handling. 

Typical quality-related issues center on late delivery, misdelivery, 

nonreceipt, and change of address problems 

. Postal Service quality assurance efforts are not keeping pace with leading 

corporations 

The major requirements for achieving automation quality are: 

l Quality to the Customer: Modify systems to ensure that all mail is 

delivered to the correct customer. Satisfy additional customer 

expectations as quality standards are established to balance market 

requirements and costs. 
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l Quality of Delivery: Provide systems to improve accuracy and depth of 

record in distributing mail to delivery units. 

l Quality of Distribution: Provide effective and affordable systems to find 

and correct systematic problems, to promptly redirect any improperly 

coded mail, and to track mail flow accuracy. 

l Quality of Mail Base: Provide effective. and affordable systems to 

increase mailer conformance with requirements on incentive mail and 

encourage the preparation of more readable mail. 

Standards that reflect market requirements and costs are addressed in the 

Price Strategically, Optimize Customer Participation, and Improve Addressing and 

Readability strategies. This section deals with quality issues identified as 

automation produced and directly affecting the accomplishment of the corporate 

quality policy on automation. 

4.52 Summary of Stra’tegy Progress 

Since PQ 4/88 the following progress has been made: 

l The Corpotate Policy Statement was agreed upon for Snengthen System 

Integrity/Quality during PQ2/89. The Corporate Policy statement on 

quality is: “To contribute to improving the value of service, quality levels 

in automation must ensure accurate and reliable delivery of automated 

mail. Mail must be delivered to the correct customer only.” 

l The timeline decision points were rewritten to focus more closely on this 

policy. 

In previous editions, the Corporate Automation Plan contained four closely 

related activities, one under readability and three under quality, aimed at improving 

the accuracy of automated mail flows. The following activities were incorporated 

into a new Automation Quality Model: 
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l R.240 - Develop system to measure accuracy and level of barcoding. 

l Q.10 - Examine internal and external systems to determine staff 

requirements for 99 percent accuracy; staff accordingly. 

l 4.20 -Determine functional and operational quality goals (annual). 

l Q.50 - Design jobs with quality assurance content and high grade levels 

vs. simple jobs which have no quality assurance content and low grade 

levels. 

The Automation Quality Model was an outgrowth of inter-depattmental 

discussions focused on these activities. The Model of the Automation Quality 

shown below has been adapted to visualize elements of the Strengthen System 

Integrity/Quality suategy. 

Customer 
Expectations 

“AUTOMATION QUALlTY MODEL” 

- To Customer 

t 

--) To Delivery 

t 

Distribution 

t 

Mail Base 

0 Delivery Accuracy 

0 Sort Accuracy 
0 Depth of Sort 

0 Intra-Facility 
0 Inter-facility 

0 Addressing 
0 Makeup 

The model depicts elements of mail handling that must be targeted to 

produce products that satisfy customer expectations. Paralleling this model, the 

Corporate Policy Statement has been drafted with actikies listed in the timeline for 

each of the four elements in the Automation Quality Model. 

Programs to improve and profit from readability tit within the overall 

Automation Quality Model so that the same measuremeti systems can serve both 

the overall quality objectives and the specific needs of readability improvement In 
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this sense, a portion of the readability and quality programs have been merged. The 

Delivery, Distribution and Transportation Department defined an automation 

readable mail piece as having four characteristics. It must be: 

l Readablekegible 

l Barcoded to 9 digits 

l Accurate 

l Finest Depth of Code 

The line up of the quality objectives, readability components, and 

measurement systems are shown below: 

To Delivery 

Readability 
Conioonents 

Finest Depth 
Accurate 

Measurement 
Svstems 

Depth of Code (DCMP) 
Delivery Unit Secondary 

Quality (DUSQ) 

Distribution Accurate Managed Mail Analysis Test 
(MMAT), Systems Quality 

Son (SQS) 

MailBase Readable 
BalWded 
used 

Letter Mel Readab!ity Index (LMRB 
Es;nR&$bthty Index (LMRB 

4.5.3 Measure Success of Strengthen System 
Integrity/Quality 

There are currently six measurement systems in place for automation 

quality. They are: 

l Lh4RI - Letter Mail Readability Index 

l DCMP - Depth of Code Measurement Program 

l DUSQ - Delivery Unit Sort Quality 

l MLOCR Encode Report 

l Distribution Quality (i.e., SQS) 

l MMAT - Managed Mail Analysis Test 
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An enhancement to the service measurement systems will eventually track 

the delivery performance of barcoded mail separately from non-barccded mail. 

4.5.4 Program Area Committee Timeline 

The Program Area Committee timeline decision points are revised and were 

renumbered (except Q.5) to avoid confusion with the earlier timeline numbers. 

Each item is current with the development.of Q.5, a corporate Policy statement on 

quality for automation. 

The PAC timeline of decision points for this strategy follows. A detailed 

description of each decision point is provided in Section 4.5.5. For a detailed 

listing of decision points completed during PQ4/88-l/89, refer to the January 1989 

CAP Quarterly Status Report 
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’ Indicates item is on SMC Tbneline Strengthen System 
Time 

Quarter 3 Quarter 4 
Q.SS) Strcngdre” the quality 1 (Q6O)Communicate 
WUOI function for automatio corporate policy on Qualit) 
1y aelecting national quality for automation & develop I 
ontrol steering committee wide tmderstanding of the 
acommendations for priority required supporting 

forwrdedand ’ 
remrn-to-sender ‘loop” ma 
to the delivery unit 
secondary quality @USQ) 
visibility and corrective 
feedback system 
Responsibility: OP 

1 (Q.150) hnprove depth of 
sort provided to carriers by 
hnplenrenting the depth of 
record measurement and 
improvement system. 
Responsibility: OP 

(Q.16O)E”surc visibility 
of key intm-facility 
operations by selecting 
em-rent dLstribution quality 
tests for PI-90 emphasis. 
Responsibility: OP 

feasibility of early video II 
tag retrofit on OCR. BCS 
and F/C to promptly 
redirect improperly coded 
maiL Compare to other 
alternatives 
Responsibility: ES 

(Q. 170 )Evahmte 
application methods and 
effectiveness of marking 
automation mail with a 
MLOCR machine number 
to diagnose ding 
problems. 
Responsibility: ES 

*(Q.Z20)Develop plan to 
mpmve “rake-up quality in 
ixentive mail by 
nodifying BMAU/DMU 
asks, implementing quality 
control checks, or other 
%kwmltives. 
Responsibility: RClMK 

(Q225)Support 9diLigiF 
barcode verification at 
acceptance units and maile 
plants by pilot testing the 
acceptance unit veriftcatio~ 
system (posmet reader wid 
national diicctory on 
CD-ROM). 
Responsibility: ES 



Integrity/Quality 
line 

Fiscal Year 1990 Fiscal Years 
A..,.-*,... 1 Pn?-PnA Fiscal Year 1991 1992-199s’ 

If miscoded missons in fm and 
ox mail through an interim 
ystem of quality contsol checks 
.nd mandatory corrective action. 
Israbliih policy oa unacceptable 
quality levels that require 

accuracy of disuibution to 
lelivery unit by completing 
mplementation of the DUSQ 

:Q. 175)Develop inter-facility 
wblllty and corrective feedback 
system for misscnt and stale mail 
received by other facilities. 
Responsibility: OP 
(Q.180)Evaluate real time 
quality system in mail 
processsing, demonsrated 
as part of pilot test of the 
real time production 
management 
system(RPMS). 
Responsibility: OP 

(Q.230)Ensure emphasis on 
mailer preparation of more 
readable mail by including 
presort in the letter mail 
readability.index mailbase and 
uacking against established 
gods. 
Responsibility: OP 
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4.5.5 Decision Point Descriptions 
.C~ 

Policy 

(Q.3 Develop corporate policy statement on quality for 
automation - PQ2/89. SMC ITEM 

The Corporate Policy statement on quality is: “To contribute to improving 

the value of service, quality levels in automation must ensure accurate and reliable 

delivery of automated mail. Mail must be delivered to the correct customer only.” 

The major requirements for achieving automation quality are: 

Quality to the Customer. Modify systems to ensure that all mail is delivered 

to the correct customer and to satisfy additional customer expectations as quality 

standards are established to balance market requirements and costs. 

Quality to Delivery: Provide systems to improve accuracy and depth of 

record in distributing mail to delivery units. 

Quality of Distribution: Provide effective and affordable systems to find 

and correct systematic problems, to promptly redirect any improperly coded mail, 

and to track mail flow accuracy. 

Quality of Mail Base: Provide effective and affordable systems to increase 

mailer conformance with requirements on incentive mail and encourage the 

preparation of mom readable mail. 

(Q55) Strengthen the qunlity control function for automation by selecting 
national quality control steering committee recommendations for priority 

implementation - PQ3189. 

The responsibility for this decision point is assigned to the Operations 

Systems and Performance Department. 
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,- 

(Q.60) Communicate corporate policy on Quality for automation and 
develop a wide understanding of the required supporting activities - 
PQ4l89. 

The responsibility for this decision point is assigned to the Operations 

Systems and Performance Department 

Quality to Customer Objective 

(Q.140) Add improperly forwarded and return-to-sender “loop” mail to the 
delivery unit secondary quality (DUSQ) visibility and corrective feedback 
system - PQ4/89. 

The responsibility for this decision point is assigned to the Operations 

Systems and Performance Department. 

(Q.145) Elitninat6 misdelivery of miscoded missorts in firm 

and box kail through an interim system of quality control 
ch66k.s and. madamy ccm6ctive as&. Esaablish PQliCY QEI 

unacccpuablk qudity lavels that r6quir6 ccqdktk riff36 of 2 

finm or box section - l?Q l/90. SMC I’TIEM 

The responsibility for this decision point is assigned to the Operations 

Systems and Performance Department 

Quality to Delivery Objective 

(Q.150) Improve Depth of sort provided to carriers by implementing the 
Depth of Record measurement and improvement system - PQ 4189. 

The responsibility for this decision point is assigned to the Operations 

Systems and Performance Department. 
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(Q.155) Measure and improve accuracy of distribution to rhe &livery unit 

by completing implemenration of the Delivery Unit Secondary Quality 

(DVSQ) program - PQll90. 

The responsibility for this decision point is assigned to the Operations 

Systems and Performance Department. 

Quality to Distribution Objective 

(Q.160) Ensure visibility of key inrra-facilify operations by selecting 

current disnibution quality tests for FY90 emphasis - PQ3189. 

The responsibility for this decision point is assigned to the Operations 

Systems and Performance Department. 

(Q.165) Evaluate feasibility of early video ID tag retrofit on 
69CR. BCS and F/C to promptly rediiect improperly coded 
mail. Cornpax to other alternatives - PQ44/89. SMC lTEM 

The responsibility forthis decision point is assigned to the Engineering and 

Technical Support Department. 

(Q.170) Evaluate apblicarion methods and effectiveness of marking 
auromation mail with a MLOCR machine number to diagnose coding 

problems - PQ 4189. 

The responsibility for this decision point is assigned to the Engineering and 

Technical Support Department 

(Q.175) Develop inter-faciliry visibility and corrective feedback system for 
missent and stale mail received by other facilities - PQ 1190. 

The responsibility for this decision point is assigned to the Operations 

Systems and Performance Department. 

,- 
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(Q.180) Evaluate real time quality system in mail processing, demonstrated 
as part of pilot test of the real time production management system (RPMS) 
- PQ1190. 

The responsibility for this decision point is assigned to the Operations 

Systems and Performance Department. 

Mail Base Quality Objective 

(Q.220) Develop plan to improve make-UP quaIity in insenntive 

mail by modifying l5MAU/DbllU tasks, implementing quality 
control checks, or other ahernstivcs - PQ 3/89 SM@ ITREM 

The responsibility for this decision point is assigned to the Rates and 

Classification and Marketing departments. 

(Q.225) Support nine-digit barcode verification at acceptance units and 
mailer plants by pilot testing the acceptance unit verification system 
(POSTNET reader with national Directory on CD-ROM) - PQ 4189. 

The responsibility for this decision point is assigned to the Engineering and 

Technical Support Department. 

(Q-230) Ensure emphasis on mailer preparation of more readable mail by 
including presort in the letter mail readability index mailbase and tracking 
against established goals - PQ I/90. 

The responsibility for this decision point is assigned to the Operations 

Systems and Performance Department. 

4.5.6 Summary 

Automation presents unique quality problems. In our current processing 

system, employees bear the responsibility for detecting and redirecting errors before 

mail is delivered to the customer. The increasing volumes of mail being processed 
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on automation provide fewer opportunity for employees to review mail prior to its 

C delivery. Postal employees must insulate the customer from delivery errors. 

The decision points in this strategy outline the methods to be used to 

strengthen the source of quality assurance efforts aimed at OUT internal distribution 

system and the mail given to us by the custqmers. This important change in 

processing methodology requires a renewed emphasis for quality, particularly in the 

automated system, throughout the USPS. 
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CHAPTER 4.6 INTEGRATE FUNCTIONAL ACTIVITIES 

4.6.1 Background 

This strategy involves monitoring and coordinating Postal Service efforts and 

functions while accommodating the customer’s automation capabilities and needs. This 

coordinated effort will contibute to optimum use of bar code technology and could 

substantially reduce combined costs to the USPS and our customers. In 1987, the Senior 

Management Committee (SMC) decided that active integration and planning was needed in 

the USPS to successfully manage corporate level automation activities. The SMC assigned 

this responsibility to the Office of Automation Integration (OAI). Integration of the Postal 

Service programs and functions, as well as coordination with its customers, is vital to 

successfully barcode all mail by the end of 1995; on a corporate, headquarters level, 

integration is substantially aided and guided by the Corporate Automation Plan. 

The following graphic, OAI Functions, illusaates OAI’s role in the CAP. 
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OAI is charged with the following responsibilities: 

l Monitoring and coordinating the research. design, and implementation of all 

automation projects throughout the Postal Service. 

l Ensuring that information on current and proposed automation projects is shared 

betwfm functional areas. 

l Helping to resolve cross functional issues in automation projects. 

l Maintaining the corporate level Postal Service automation plan, updating the 

CAP quarterly and publishing the CAP semi-annually. 

l Working primarily within the organization but utilizing outside contacts where 

necessary. 

l Collecting, analyzing, and providing information to the SMC on the purpose and 

goals of all automation programs to ensure a uniform and consistent approach to 

automation. 

l Identifying and ensuring that key issues such as those relating to customers, 

rates, classifications, human resources, labor relations, operations, and 

technology are coordinated and managed by the responsible departments. 

l Serving as a primary Fource of corporate level information for. automation 

throughout the Postal Service. 

4.6.2 Summary of Strategy Progress 

Each of the twelve decision points in this strategy due in PQl/89 were completed on 

time. OAI had responsibility for ten, and the SMC for two (PAC briefings and review of 

CAP management). Since PQ4/88, the following $rogress has been made: 

l The CAP is now supported by an automated system to assist in integrating the 

nine saategies. The Corporate Automation Plan Tracking and Inventory 

(CAPTAIN) System tracks decision points by strategy, program and 

organizational unit. It generates correspondence, reports and tracks automation- 

related documents. 

l The use df focus groups continue to be used to enhance and integrate existing 

strategy timeline items and decision points. A focus group on “Improving 

Addressing and Readability” in Dallas, Texas, included 45 employees from the 

areas of address readability, address information systems, Operation MAIL (Mail 
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Address Improvement Link), Office of Maintenance Management, directory 

analysis, Marketing, Communications, and Operations. They examined 

planning assumptions, identified potential contributions to improve addressing 

and readability, and estimated improvement rates for readability. The 

participants formulated strategies on field operations/marketing processes and 

programs that must be accomplished to reach the estimated improvement levels in 

the 1989-1995 timeframe. These issues and activities were presented to the 

Technology Program Area Committee (TPAC) on February 28.1989. 

l A similar focus group on the Manage Human Resources/Capture Savings 

strategy was held to gain an integrated perspective from Operations, 

Finance/Management and Human Resources personnel regarding how to capture 

the savings from automation. They explored the questions of how will Human 

Resources capture these savings, what should be measured, and by what 

method(s) will they be measured. The participants were selected from a broad 

mix of divisional managers, directors of planning, field operation managers, 

division field directors, and MSC directors representing every Postal region and 

headquarters. The ideas generated in this meeting were presented to the Human 

Resources Program Area Committee (HR PAC) on March 20.1989. 

* Developed proposals for the overall measurement of the CAP as well as 

measurements for each strategy. The overall measurement system is described in 

Chapter 4.9, Measure Success. The individual strategy measurements are 

described in Sections 4.1.3 through 4.8.3. 

l Successfully performed all previous objectives and will provide continuous 

monitoring to ensure direction, as well as making appropriate changes to the 

CAP based on changing internal and external conditions. 

4.6.3 Measure Success of Integrate Functional Activities 

Measuring the success of this strategy is defined through the successful integration 

and progress made among each of the other eight strategies. The CAPTAIN system 

intends to serve as a precise monitor of the progress that is being made on each decision 

point within each strategy. Though this is not a tool that directly measures the success at 
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,p meeting the Integrate Functional Activities strategy, it greatly assists the monitory work 

done within each strategy. 

4.6.4 Program Area Committee Timeline 

The Program Area Committee timeline of decision points for this strategy follows. 

A detailed description of each decision point is provided in Section 4.6.5. For a detailed 

listing of decision points completed during PQ4/88-l/89, refer to the January 1989 CAP 

Quarterly Status Report 

,-- 
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Integrate Functional Activities 
* Indicates item is on SMC Tiieline 

‘pr Indicates item has been completed 

Timeline 
Fiscal Year 1989 Postal Quarter 2/89- 

(L5)Evaluate PAC 
decisions and determine 
costs. savings, and 
timelines for CAP 
strategies. 
Responsibility:OAI d 

(I.ZO)Use rapid scenario 
decision support systems 
(i.e. META) to analyze 
SMC-and PAC- suggested 
scerlarios for CAP. 
Responsibility:OAI ? 

*(I.Z7)OAl briefings for 
SMC on CAP status. 
Responsibility:OAI4/ 

(ISl)OAI support of PAC’s 
implementing suategies 
Responsibility:OAI < 

(L32)OAl involvement in 
Headquarters. field and 
customer automation 
meetings including Field 
Division General Managers 
meeting and RI 
meeting of divisional 
functional directors. 
Responsibility:OAI ? 

(IA5)Prepare and present 
quarterly update of 
Corporate Automation Plan 
to SMC. 
Responsibility:OAI If 

(L28)Develop prototype 
Corpomtc Automation Plan 
Tracking and Inventory 
System (CAPTAIN) 
including Information 
Storage and Retrieval 

(I.29)Develop a simple 
logic flow diagram showing 
inter-relationships between 
strategies and key decision 
oints. k espoasibility:OAI < 

(L30)Implement 
CAPTAIN and information 
storage and retrieval 
s stem. 
d esponsibility:OAI d 

(ISO)Enhance CAP 
decision support systems 
such as META to include 
additional needs for 
long-range planning. (e.g.. 
facility cost by distribution 
concept. etc.). 
Responsibility:OAI < 

Fiscal-Year 1995 

L60)Update. publish and 
listtibute CAP. (starting 

~s~~~ibility:OAI q 

1.61)Publish a public 
rersion of CAP. (staning 
‘Q 2189) 
ksponsibility: MK & OAI 



L4r neporl -..- .-.-- -.._-. ~.... 

4.6.5 Decision Point Descriptions 

c’ 
OAI Ongoing 

(1.60) Update, publish and distribute Corporate Automation Plan - PQ2/89. 

OAI will incorporate quarterly updates into the CAP and publish and distribute on a 

semi-annual basis. 

The Corporate Automation Plan is being updated quarterly and is published on a 

semi-annual basis. The next version of the CAP will be. published in April 1989 and a 

quarterly update in July 1989. 

(1.61) Publish~a public version of CAP (starting PQ 2189). 

Publish a version of the CAP for a public, “non-postal” audience. 

The Postal Service’s advertising agency has submitted a draft of the public version 

of the plan. The draft is being circulated for review and revision. It should be completed 

‘C by the end of PQ3f89. 

4.6.6 Summary 

Full integration will require that the CAP be clearly communicated, defined and 

accepted by our employees and customers. The goal of this plan is to involve all interested 

parties, both internal and external. to work together toward the mutually beneficial lower 

operating costs. OAI’s mandate is to coordinate and integrate the functional activities of the 

CAP. As the focal point for CAP activities, OAI will continue to develop, enhance and use 

the increased technology, focus groups, committees and other available resources to ensure 

the success of the Corporate Automation goal. 

- 
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,- 

CHAPTER 4.7 MANAGE HUMAN 
RESOURCES/CAPTURE SAVINGS 

4.7.1 Background 

This strategy addresses the impact of automation on the Postal Service work 

force. It describes the key plans and activities for managing human resources in 

order to capture the dollar savings made available by automation. Our objective in 

automation is to obtain the lowest combined mailer and Postal Service costs in 

preparing and delivering mail. This snategy focuses on four major issues: 

l Surveying potential effect of automation 

l Designing 1995 work force to complement automation 

l Establishing labor negotiation objectives 
l Monitoring the management of the work force 

Automation is aimed primarily at connolling the price of service provided by 

reducing labor requirements to process and deliver letter and flat mail. The Postal 

Service currently employs approximately 800,000 people to handle the delivery of 

the mail. Projections estimate that m automation, over a million people will be 

needed by 1995 to deliver the mail. With an aggressive automation program, labor 

needs can be limited to approximately 9CQOOO+ people in the year 1995. 

4.7.2 Summary of Strategy Progress 

Since PQ4/88, the following progress has been made: 

l Automation steering committees currently in place are being utilized to 

communicate the automation plan. Committees include representatives 

from management associations, union business agents, local executives, 
postmasters, and Operations and Human Resources managers. 

l Assignment of an Automation Mail Flow Coordinator interim position 

has been delegated to field division general managers. 
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l Responsibility for quality has been determined to be an integral part of all 

distribution positions. 

l Surveys to determine employee perception and informati,on level on 

automation are being designed and a statement of work has been issued 

for fulfillment of the surveys. 

l From the multi-functional meeting sponsored by Human Resources in 

Phoenix in March 1989, the following concerns expanded the focus on 

how to capture the automation savings: 

1. Revisit operation assumptions related to: 

l Cost of implementation, i.e., “bum-in” and learning curve. 

l Equipment performance, i.e., through-put, readability, 

downtime. 

l Budget impact on longer out-of-service periods. 

2. Provide an implementation plan (Playbook) that addresses 

complement, workload shifts, reassignments, excessing. skills 

assessment, and unassigned regulars and hiring. 

3. Produce a merit/reward system that orients line managers toward a 

long term automation savings goal. 

4. Provide a measurement and tracking system that establishes a 

baseline and isolates automation savings with a near real-time 

follow-up procedure. 

5. Prepare contract negotiation issues on flexibility, work standards, 

productivity incentives, and work rules. 

6. Develop a site specific communication and training process to 

update local management and craft employees on changing 

operations methods. 

-6 14 
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The Phoenix meeting highlighted and reinforced the need to pursue several 

of the action items currently in progress on the timeline. 

4.7.3 Measure Success of Manage Human 
Resources/Capture Savings 

The ability to measure this strategy is based on bottom line hours and 

dollars. We must first establish a fair and equitable base for all sites, develop a 

minimum savings goal for introduction of specific automated equipment, and 

monitor the steps taken to capture the savings. 

4.7.4 Program Area Committee Timeline 

The Program Area Committee (PAC) timeline of decision points for this 

strategy follows. A detailed description of each decision point is provided in 

Section 4.7.5. For a detailed listing of decision points completed during PQ4/88- 

l/89, refer to the January 1989 CAP Quarterly Status Report. 
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Indicates the item is on SMC Tiieline 

~Indicates*eitemhasbecncompleted 
Manage Human 

Fiscal Year 1988 
Quarter 4 

Fiscal Year 1989 
Quarter 1 Charter 2 

E 
,lJn> L&J, 

,_ -..vironment. 

&spoosibility: ERV 
~J sibility: LR 

H.115) Examine existing 
(H.13O)Devise. and 

obs to determine the 
implement a system of 

‘easibility of adding 
training incentives and 

additional responsibility for 
rewards for postmasters an 

plity and/or maintenance 
A0 managen with 

-and at what cost. 
innovations in cost saving 

Responsibility: APMG, ERV 
‘meamrc.3 in support of 
automation. 
Responsibility:ER 

(H.2CO Design surveys to 
determine afficts Of 
automation on 
clerks/maShandlersIctie~ 
supewisors. 
Responsibility: ER 



Resources Timeline 
,- 

Quarter 3 Quarter 4 Fiscal Year 1990-9: 
+H.l) I-nuOperations/ (H.2) Inventory training avai- 

nspection Service/Controller lable & examine adequacy for 

o develop planning process automation needs. Build 

or building standard format design for supplemental 

or use by field HR managers waining determined to be 

o ensure thoroughness and needed for both craft and 

:onsistency in management. 

mplementation and effective Responsibility: TD 

:ommunication. Plan is to (H.4) LR/DDD/Planning to 
natch employees to develop “‘Model Work 
brecasted opemional Force”/ “Right Mix” Seven 
situation so projected savings ye= oat- loOk - what wc 
:m be calculated. Serves as a will have and/or want to 
meline for H.5 process. have in ‘95 workforce. 
Responsibility: LR Responsibility: LR 

:H.5) Charge Controlled (H.10) Tie automation goals (H.7) HR to notify and 
hspxtion Service with into divisions manger “score- assist operations when 
responsibility of monitoring cards” and PCES objectives. automation plan is not 
wings goals achieved Date contingent on getting being accom- plished. 
against plan; test at pilot goals from Operations Responsibility: LR 
iites. Suppon & Marketing. 
Responsibility: LR Responsibility: ER 

H.300) Establish overall 
abix negotiations through 
996 (Include results of 
abor force survey). 
Responsibility: LR 

“‘(H.303) Modify HR plan and 
labor negotiations objectives bast 
on multiline. encoding. and 
distribution concepts. (PQl190) 
F$esponsibility: LR 
“(H.305) Modify HR plan and 
labor negotiations objectives has 
on new distribution concepts. (P 
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4.7.5 Decision Point Descriptions 

Complement Planning Process 

(ELI) f-HiR/Qperations~spcction Service/Controller to develop 

planning process for building standard format for use by field 
HW managers to ensure thoroughness and consistency in 
implementation and effective communication. Plan is to match 

employees to forecast operational situation so projected 
savings can be calculated. Serves as a baseline for H.5 

process - PQ3/89. SMC ITEM 

These projected savings will serve as a baseline to monitor the achievement 

of their Plan by Operations, the Inspection Service, and the Controller, (see I-L5). 

Before savings can be measured, a baseline must be- set and a goal of 

expected savings must be described. This calls for developing a process on which 

a standard automation imp!ementation plan or format can be built. The resulting 

plan will serve as a required uniform tool for field managers. Human Resource 

managers will use the plan to ensure thoroughness and consistency in 

implementation. Field managers Will be included in developing this plan, and a 

significant element of it will define, for mid-level managers, their role in managing 

human resources to best ensure the success of automation. 

From the Phoenix meeting (reported earlier in the Summary of Progress), a 

follow-up meeting was held in late April to firm up the “Playbook” for 

implementation. 

Implementation guidelines will be specific and include hard copy, multi- 

functional agreements on a complement plan which will drive a hiring plan and an 

excessing plan. Designed for divisional use, the Playbook will include advice and 

suggestions on how best to avoid major disruptions to the workforce. This effort 

calls for a meeting, not less than each accounting period, including all functions to 

identify service problems, operation inputs, budgetary demands, and contract 

compliance constints. The savings will be identified by a timeline showing a goal 

of reducing bodies where automation projects a saving. 
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(H.2) Inventory training available and examine adequacy for automation 
needs. Build design for supplemental training determined to be needed for 
both craji and management - PQ3l89. 

Automation related courses have been inventoried. This will likely be an 

on-going action item due to the changing equipment and operations methods. The 

Phoenix meeting pointed out a need to structure a local site specific updating 

process to assure that line managers and operators are all in agreement on mail 

flows, priorities, and objectives regarding distribution goals. The groups felt 

Operations could do the instructing but needed Human Resources assistance in 

scheduling, providing a learning environment, providing a feedback mechanism, 

and providing training improvements. 

(H.4) L.RIDDDIPlanning to develop “Model Work ForcelRight Mix” seven 
year outlook - what we will have andlor want to have in ’ 95 work force - 
PQ3189. 

This timeline decision point is currently in progress. Integral to capturing 

savings will be the ability to forecast HR needs. The developments in negotiations, 

work force assignments, and technology will demand a model dynamic enough to 

reflect changing conditions in economic and employment situations. Human 

Resources and Operations are meeting to discuss the projected needs from a task 

assignment, flexibility, and anticipated duration of jobs as best known today. 

Savings Accountability Mechanism 

(H.5) Charge Controllerllnspection Service with responsibiliry of 
monitoring savings goals achieved against plan: test at pilot sites - PQ3l89. 

As a result of reorganization, Operations may not be sufficiently staffed to 

track employee reductions or project savings over time. Field and regional 

managers recommend that Human Resources and the Controller should provide 

more support in tracking employee complement and related savings. Operations 

management can then focus on daily operational issues such as mail flows and 

work force utilization. 
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Completion of this action item is dependent upon the conclusions provided 

in H.l’. 

A joint Human Resources/Operations/Technology PAC is scheduled for 

May l&1989, and is expected to determine the method of capturing savings. 

(H.7) HR to notify and assist operations when auromation plan is noi being 
accomplished - PQ4189. 

To ensure that we capture savings, the need remains to not only identify 

problem aas but to have a plan to assist in redirecting us to a position where 

savings can be captured. It also will provide an analytical tool to focus on where 

the deviation from the plan is occurring and what remedy is most apparent A more 

detailed look at any problem area may be enhanced through the assistance from sites 

which are performing well and are meeting plan objectives. As a result of the 

Office of Automation Integration’s meeting in Phoenix, a system is emerging (when 

H.1 and H.5 are updated and completed) whereby Human Resources will be 

involved with Operations and Controller in an agreed upon course to capture the 

savings. Notifying and assisting Operations will be an ongoing activity at least 

each accounting period. 

(H.10) Tie automarion goals into division manager ‘scorecards” and PCES 
objectives. Dare contingent on gerring goals from Operarions Support and 
Marketing - PQ3i89. 

Managers pay close attention to issues that affect their merit ratings. 

Management plans to measure the success of each division in meeting automation 

goals by including them on Postal Career Executive Service objectives and on the 

“scorecards” used by regions to rate division managers. 

Letter Mail Readability Improvement has been added to division managers’ 

scorecards, and as of this writing,the regional goals have either &en met or they are 

promising. 

Position Management 
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(H.110) Consider Automation Mail Flow Coordinator interim position - 

PQ1189. 

Mail flow in automated sites is becoming more complex and difficult to 

manage. In fact, many sites have designated unofficial automation mail flow 

coordinators to deal with the upcoming changes. When multiline sorters become 

fully operational, creating a mail flow coordinator position may be essential to 

ensure timely and efficient processing and dispatching of mail. 

The Organizational Design Division has suspended drafting a job 

description for use in this function since most division managers have solved this 

potential problem without the need of an official position description. 

(H.II5) Examine existing jobs to determine the feasibility of adding 
additional responsibility of qualiry andlor maintenance - and at what cost - 

(PQll89). 

Craft and management positions dealing with automated processing will be 

examined to determine whether adding responsibility for quality will result in an 

acceptable level of quality control. 

No additional work is envisioned by the Employee Relations Department 

pending definition of “quality control” aspects of the job by Operations Group staff. 

At this point, the job description does not appear to be at issue. Attention is being 

focused on the training provided to newly assigned Mail Processors. 

(H.125) Explore workforceflexibiliry options for automated environmenr - 

PQ2/89. 

Plans are proceeding to conduct focus group interviews with various 

employee groups prior to development of a nationwide survey. A proposal for the 

focus group interviews has been completed. A pilot focus group was conducted in 

Phoenix with a small group of clerk-craft employees on March 13. 1989. The 

questions to be asked during the formal focus groups have been finalized based on 

the pilot group. 
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To the extent that this task mandates that we “explore” and give “close 

examination” to the need for new part-time positions, the task has been completed. 

A comprehensive survey of all divisions relating to their need for additional 

flexibility has recently been completed (although it continues to be analyzed). 

Realistically, however, the intent was to reach a conclusion on the need for 

a change in the 90/10 “when automation is complete”. Operationally. we are not yet 

in a position to determine what the completion of automation might require. 

Indeed, even our game plan for 1990 negotiations cannot be formulated until at least 

PQ4. This task is closely tied to H.4 which is a projection of work force needs in 

1995 and which was arbitrarily assigned a completion date of PQ3. A suggestion 

has &en made to combine these tasks and move the target dates to PQ4/89, when 

we -have a more realistic view of where automation (including remote video 

encoding) will be taking us. 

(H.130) [Revised] Devise and implement a system of training, incentives 
and rewards for Postmasters and A0 managers with innovations in cost 
saving meawres in support of automation - PQ2l89. 

To fully capture the savings associated with automation, requires the 

support of all postmasters and work floor supervisors. A postmasters 

compensation (e.g., A0 postmasters and work floor supervisors) depends in part 

on the workload for which the office is responsible. We are, in effect, expedting 

managers to institute changes in work flows which may result in are-ranking of the 

office level via Workload Service Credit Evaluation. 

Training and insuuction must deal with keeping the postmasters fully 

informed of automation plans and implementation dates. Areas of savings must be 

fully explored and postmasters must be motivated to capture the requisite savings. 

A system of rewards/incentives must be developed for those postmasters/ 

supenisor~ who make adjustments toward the automation effort much the same as 

othes goal accomplishments in safety or productivity and budget. 
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The prospect of rewarding a desired activity (reducing a work force) while 

aaditional methods are still in place (larger work force, usually equals a higher 

rating) is not an easy task. 

Upper management structure will also need some equal incentives to 

provide the A0 staff with consistent and reliable mail volumes sorted to the most 

productive level that suppons the A0 staffs efforts to capture the savings. 

Plans to capture automation savings in an A0 must have integrity and 

follow-through to prevent high overtime costs resulting from delayed hiring as well 

as preventing employee/union confidence erosion. 

The Organizational Design Division is collecting data on the impacts of 

increased automation in associate office mail processing operations. Under existing 

cri@iii, if we reduce the number of employees involved in mail processing activities 

by introducing more automation, there could be a corresponding reduction in 

supervisory staffing levels and/or postmaster grades. 

There are two broad scenarios which could surface relative to the associate 

offices. The first deals with the elimination of mail processing activities in an 

associate office due to the centralization being accomplished through the 

intmduction of new processing centers. In those cases, the grade for some offices 

conceivably could be reduced due to a loss of the mail processing add-on credit. 

The second scenario is where the incoming and outgoing mail~processing activity in 

an associate office remains but is automated. This action would have no impact on 

the postmaster’s grade under the current workload service credit criteria. In this 

circumstance, there would be an impact on the number/grade levels of subordinate 

supervisors. 

Miscellaneous 

(H.200) Design surveys to determine effects of automation on clerks, 
mailhandlers. caniers, supervisors - PQll89. 

We must be sensitive to the long-term effects automation has on our work 

force and how they adapt to the new processing structure. Several types of surveys 

USPS - Office of Automation Integration 
April 1989 

155 



CAP Report Manage Human Resources/Capture Savings 

may be used on an ongoing basis to ascertain how it is being communicated to the 

work force and how it is impacting the work climate. 

The surveys should be. custom designed to identify specifically how 

automation’is affecting the work force. They must: determine specific 

organizational needs to be addressed by the survey, work closely with the unions 

and management organizations, and identify specific problems during the 

introduction of automation. Alternate strategies will survey development through 

the use of focus groups with members of the targeted employee groups. Both 

strategies should lead to survey questions which could be directed at the areas 

identified. We will explore how other companies have managed the effect on the 

work force of the introduction of automation. Focus groups with employees will 

begin during PQ2/89. 

Plans are proceeding to conduct focus group interviews with various 

employee groups at sites selected by levels of automation. In addition, employees 

will be questioned regarding their views on expectations and awareness, 

information sharing tid sources, management of change, trust and willingness to 

adapt/receptivity to change. This information will be compiled into a report which 

will reflect Operations point of view as well as that of Human Resources. This 

information will refine the survey and eventually produce an individual divisional 

survey for the use of divisional managers. 

Labor Negotiations 

(HMO) Establish overall labor negotiations through 1996 (Include results 
of laborforce swvq) - PQ 3189. 

It may be necessary to form a task force to identify the future automation 

issues that need to be addressed during labor negotiations. The PAC endorsed this 

decision point and added that the ongoing analysis will incorporate results of the 

labor force survey from H.200. The task completion date is PQ3/89. This project 

involves Labor Relations negotiations planning which will not be completed until 

PQm9. 
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(H.303) Modify Human Resources plan and labor negotiations objectives 
bayd on multiline. encoding and new distribution concepts - PQ1190. 

Changing technology, labor climate indicators, and changing core duty 

assignment will necessitate revisiting this decision point. The acceleration in 

affordable technology will require an almost continuous dialogue to ensure the 

successful integration of any changes in automated mail processing and work force 

assignments and duties. 

(H305) Modify Human Resources plans and labor negotiations objectives 
based on new distribution concepts - PQlI95. 

The development of the Human Resources plan and labor negotiations 

objectives resulting from Phase IIB and implications of encoding will begin in 

PQ3/89. Strategic modifications of this plan will occur in PQlf90 with a view 

toward new contract negotiations in PQ4/90. This action item will require 

modification as the USPS experiences the actual impact of advanced technology and 

its effect on labor negotiations. The success of the communications plan and how 

effectively the redistribution of labor is managed as the Corporate Automation Plan 

is implemented will affect modification requirements to the Human Resources plan 

and labor negotiation objectives. The target completion date is PQ4/95. 

4.7.6 Summary 

Managing Human Resources goes beyond capturing the dollar savings that 

result from the employment of fewer personnel. It includes keeping the current 

work force informed of automation plans and processes and identifying the types of 

skills and retraining necessary in an automated environment. 

As with the other eight strategies, this area has a great impact on the success 

of the automation plan, and must be coordinated with all other functional areas to 

maximize savings from automation. 
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CHAPTER 4.8 FORECAST DISTRIBUTION, 
EQUIPMENT, AND FACILITY REQUIREMENTS 

4.8.1 Background 

4.8.1.1 History and Introduction 

To meet the 1995 goal of an automated, barcoded mail stream, the Postal 

Service faces a complex set of decisions concerning distribution, equipment, and 

facilities. In the years leading to 1995, the USPS will need to deploy 

unprecedented quantities of new equipment while simultaneously altering its 

distribution network, facility plans, and retraining its work force. The fundamental 

decisions affecting the success or failure of this effort will be made in the next two 

years. 

Distribution, equipment and facility decisions are complex and inter-related. 

When the Postal Service makes a decision in one area, it will influence other 

internal or customer options. The ideas that could lead to the highest financial 

return to the USPS and its customers are, for the most part, also those with the 

highest organizational land technological risk. The benefits, however, from a well 

executed and aggressive conversion to automation are, perhaps, the greatest of any 

existing cost saving opportunity available to the Postal Service. 

Deciding which distribution concept is used to prepare mail for carrier 

delivery is a high priority., This decision will dictate future equipment 

requirements, as well as the facility requirements for that equipment. Conversely, 

older existing facilities will influence the type and size of equipment deployed. 

Whenever possible, the objective is to have the distribution concepts drive 

equipment requirements, which in turn drive, or are influenced by, facility 

requirements. 

The close inter-relationships of these issues are further complicated by the 

influence of the other eight corporate snategies. 
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The amount and type of automation compatible mail generated by the Price 

Snategically and Optimize Customer Participation strategies could affect the 

distribution concept and will cenuinfy affect the quantie of equipment required. 

The Improve Addressing and Readability strategy will also directly affect 

the quantity of equipment and associated facility space requirements. A more 

readable mail stream requires less Remote Video Encoding (RVE). Similar direct 

affects could be shown with each of the corporate strategies in this Plan. 

The costs of automation, while small in comparison to the potential gains, 

will be among the largest capital expenditures ever made for a single program in 

either the private or public sectors. Equipment investment alone, as measured in 

today’s dollars, will require approximately $2.S+ billion by 1995. 

Focus groups, the Operations Program Area Committee (OP PAC), 

representatives of the Delivery, Disaibution & Transportation @D&T) and 

Engineering and Technical Support (E&TS) departments examined these inter- 

relationships and constraints to develop this Distribution, Equipment and Facilities 

plan. Each of the three areas is outlined in Sections 4.8.1.2 through 4.8.1.4. 

4.8.1.2 Distribution Overview 

Distribution issues are divided in two major categories: network and 

delivery concepts. 

The national distribution network deals with transponing mail between 

facilities. With the existing network, preferential mail is prepared for Area 

Distribution Centers (ADCs) and bulk business mail is prepared for State 

Distribution Centers (SDCs). The Postal Service has 87 ADCs containing 92 

separations. Distribution network issues center around modifying the network to 

take advantage of the increased efficiency and flexibility of automated facilities and 

a barcoded mail stream to improve service and reduce operating costs. 

The capability of the automation equipment to sort faster and cheaper and 

make more separations may require the Area Distribution Center (ADC) network to 
r 

be more flexible and connect more facilities (e.g., an automated site to automated 
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site network). The quantity of required destinating facilities for merged mail could 

significantly expand or perhaps could differ for each originating facility. These 

ADC network changes could, in turn, lead to volume shifts on air and highway 

contracts. Similarly, the need to distribute equipment among many local facilities, 

such as associate offices and delivery units, to alleviate space constraints at larger 

facilities, will make new demands on the local transponation network timing and 

configuration. 

The DD&T Department has been examining alternative strategies to expand 

the distribution network. Their progress is reported in Section 4.8.2 along with 

progress on all distribution, equipment, and facility issues. 

The delivery distribution concept describes how automation is used to 

present mail to the carrier. To reach the 1995 goal, the Postal Service may use a 

combination of two or more delivery concepts with cross-over dates to correspond 

with customer and equipment capabilities. The alternatives include: 

l Single-pass sort to carrier route level with some directs (ZlP+4). 

* Two-pass sort to sequence sector segments by carrier route (ZIP+4). 

* Two-pass sort to Carrier Walk Sequence (CWS)/Advanced Bar Code 

(ABC). 

Existing types of automation equipment, customer workshating, and ZIP+4 

Codes make the first two alternatives feasible today. The Southern Region is 

currently using the two-pass method to prepare mail in sector segment sequence at 

every automated site, 

‘The third alternative, carrier walk sequence, requires modification of the 

Multiline Optical Character Readers (MLOCRs), Bar Code Sorters (BCSs), and the 

customer’s equipment to place the proposed ABC on the mail. ABC adds two 

additional digits in the bar code for that portion of the mail going to residential 

addresses. The existing ZIP Code for mail going to unique five digit ZIP Codes, 

firms, buildings, post office boxes, and cluster boxes is the ABC. These mail 

types account for approximately SO-60 percent of today’s volume. 
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The first alternative provides direcr disrribution labor savings from mail 

processing operations. The mail is prepared for carrier routes by the more efficient 

automation operations instead of mechanized and manual operations. 

The second alternative provides direct distribution labor savings from 

delivery casing operations and casing for post office boxes. The direct distribution 

labor savings for box and delivery comes from two areas, higher casing 

productivity for residential mail and no casing for that mail that already has the 

proposed ABC. Because the mail is sorted to sector segment sequence, it is 

presented to the carrier toughly ordered and confined to concentrated areas of the 

case. This increases casing productivity by reducing the time and motion required 

when mail is otherwise presented in random order. Productivity increases are 

higher for box section mail because its ZIP+4 barcode sequences the mail according 

to the post office box number. 

The third alternative provides additional savings tp alternative number two. 

The Carrier Walk Sequence concept assumes that approximately 80 percent of the 

letter mail will be presented to the carrier as one bundle. The carrier would only 

have to case or merge 20 percent of his letter mail. 

The Corporate Automation Plan (CAP), approved by the SMC in October 

1988, bases its potential workyear and costs savings on the two-pass distribution to 

sector segmenr using the ZIP+4 Code. The Plan included the two-pass distribution 

method for both letters and flats. It also included revisiting the disaibution concept 

decision as changes occur in the pricing and customer strategies or as innovations 

or advances in technology are made. 

In April, an Automation Funnel Group formed by the APMG of the DD&T 

Department reported a need to accelerate the decision to go to a CWS distribution 

system for letters. As a result, CWS items on the letter timeline have been 

advanced. However, in the absence of a critical path planning concerning rates, 

marketing, technology or operations and lacking a definitive cross over date, the 

CAP must continue to utilize the sector segment distribution plan. Changes to the 

CAP will be reported through the appropriate PAC chairperson and ultimately 

presented to the SMC. 
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The Operations Support Group will conduct studies to determine potential 

savings from carrier walk sequencing. They will also test postal and customer 

equipment to determine the feasibility of applying and reading the ABC. Many 

technical, operational, and customer issues need resolution before national 

implementation. If the carrier walk sequence experiments prove successful, the 

USPS may be able to move beyond sector segment sortation earlier than the 

planned 1995 date. 

In this edition of the CAP, the OAI has simulated an interim single pass 

distribution concept for automating flats. OAI modeled the single pass automation 

program to determine the lower end of the savings opportunity. Some people felt 

that a two-pass distribution system for flats might not be practical. In the mean 

time, the SMC has requested that the Technology Resource Department examine 

alternative flats strategies and ultimately propose the most favorable flats automation 

program to achieve the 1995 goal. 

The distribution concept will have a substantial effect on our direct and 

indirect customers, the mailing supply industry, the public, and Congress. 

Customer worksharing induced by the Postal Service and the type of distribution 

activities the Postal Service performs internally must be coordinated. 

Other Distribution 

In this edition of the CAP, Engineering and Technical Support has added 

the Integrated Mail Handling System (IMHS). IMHS is a system addressing the 

use of bar codes on trays and containers in the First-Class Mail (FCM) stream. It 

also encompasses work being done on prototype equipment for bar code processing 

of parcels, parcel containers, pallets, and other conveyances. IMHS is not a 

particular piece of equipment and neither is it solely a distribution method. The 

CAP will include the IMHS as an addition to the strategy of the Forecast 

Distribution, Equipment, and Facility Requirements timeline. 
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4.8.1.3 Equipment Overview 

The equipment strategy has been divided into two major sections. One 

section focuses on the automation of letter mail, and the other focuses on the 

automation of flat mail. 

Letter Automation 

The plan for automating letter mail requires coordinated use of the Advanced 

Facer Canceller System (AFCS), Multiline Optical Character Readers (MLOCRs); 

Single Line Optical Character Readers (SLOCRs); several types of Bar Code 

Sorters (SC%); Remote Video Encoding (RVE); and, as an interim measure, a 

modified Multi-Position Letter Sorting Machine (MPLSM) that can read bar codes. 

The following diagram is a simplified concept schematic of how this equipment will 

liiely be used to barcode and sort the flow of mail, 

This schematic highlights the automated mail stream. The current system of 

MPLSMs and manual sortation will continue for automation rejects and non- 

machinable letter mail. Automation rejects will be encoded by RVE when that 

system is deployed. 

The schematic shows an Incoming Tertiary operation. This can refer to the 

second pass of a “two-pass” system to sort mail to a sector segment level, in an 

operation that leads to sector segment sequenced level. The result of an Incoming 

Secondary sort may no longer be a carrier route level sort but rather an intermediate 

stage of a “two part” scheme. The combined Incoming Secondary and Tertiary 

operations may be performed in the General Mail Facility or at the delivety unit with 

the new Delivery BCS (see diagram). This flow would also apply if a CWS, ABC 

distribution concept is adopted. 

The diagram also shows the confluence of multiple mail streams at the 

carriers’ case. Current plans call for the carrier to continue to merge all internal and 

external mail streams. Study and development of automated methods for merging 

the various mail sueams for the carrier arc planned for the early 1990’s. 

,- 
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The role of each type of equipment in the automated letter mail stream is 

explained in the following paragraphs. 

The AFCS will remove non-OCR readable and pre-barcoded reply mail 

from the OCR mail stream. The reply mail is sent directly to a BCS for rapid 

handling and finalization. The AFCS ability to remove script mail from the OCR 

stream is important. This process is referred to as “enriching” the mail for the 
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,- 
MLOCR. Enriching should allow the current, limited number of MLOCRs to apply 

the maximum possible number of bar codes and reduce reject mail and the overall 

number of MLOCRs required. As MLOCRs improve their ability to interpret script 

mail, the type of enriching performed by the AFCS may also need to change. 

As RVE is deployed, we will examine the benefits of retrofitting the AFCS 

to capture video images and apply RVE identifier codes to the non-OCR readable 

mail. The present RVE schedule makes its deployment concurrent with that of the 

AFCS. The timing of this decision is important and should occur prior to RVE 

deployment 

In 1995, the single line OCRs will likely be redeployed to small volume 

sites or perhaps removed endmly from setice. 

._ 

By 1995, we may have new types of BCSs in addition to current machines. 

Specifically, developmental work has begun for a smaller, Delivery BCS for 

deployment in 1991, which will also be equipped to operate as a single position 

letter sorting machine to process its own BCS rejects. As a contingency to the 

Delivery BCS, development efforts are also underway on a “double-decker” BCS 

which would also have a smaller footprint than conventional BCSs. 

Mail processing BCSs will continue to be procured through 1990 or 1991. 

Additional BCSs, which would incorporate performance improvements and meet 

any additional remote video or carrier walk sequence requirements, are anticipated 

for deployment in the mid-1990’s. 

As a short-term contingency plan, the MPLSM will be retrofitted to act as a 

bar code sorter in 1989. This will help relieve the current BCS shortage until the 

BCS deployment schedule can satisfy the requirements. 

Currently, approximately 35 to 50 percent of a11 mail fed to an MLOCR is 

rejected for one or more reasons and is therefore handled on mechanization 

equipment or manually. RVE is being developed to return MLOCR rejects to the 

automation stream through manual keying of address information and application of 

a bar code on this reject mail. RVE is not as fast as an MPLSM handling. It 

requires an additional automation handling on a modified BCS to actually apply the 
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bar code, and allows the mail piece to be handled on BCSs in downstream 

operations. At that point, rather than being restricted to mechanized or manual 

handlings at all operations, the mail piece can rejoin the automated stream. The 

efficiency of downstream automated handlings makes up for the initially lower 

productivity of the RVE processing and BCS rehandling of the mail piece. 

Investment in MLOCR research offers an opportunity for the USPS to 

reduce the expense of applying bar codes. The Part B procurement will provide 

MLOCRs with larger directories. This increases the percentage of mail that can 

receive a complete, nine-digit bar code on its initial handling. Considering the 

continuing advances in electronics and computer science, it seems likely that our 

MLOCR research program will increase the nine-digit encode rate and improve the 

ability of MLOCRs to recognize characters or address blocks. Such improvements 

will reduce rehandlings and the quantity of required RVE stations and should yield 

an acceptable ROI on the investment in research activities. 

By the end of 1992, it is expected that the USPS will need to have deployed 

approximately: 

360 Advanced Facer Canceler Systems 

250 ’ Single Line Optical Character Readers 

800 Multi-Line Optical Character Readers (including upgrades) 

3,800 Bar Code Sorters of all types 

15,000 Remote Video Encoding Stations 

Of the 900 MPLSMs currently in use, approximately 1,750 consoles are 

planned to be retrofitted with a BCS capability. This provides the equivalent of an 

additional 250 BCSs. 

The deployment of this new equipment will raise the issue of a 

redeployment policy in the early 1990’s. A policy for redeploying older equipment 

to smaller facilities or the disposition of such equipment is needed. MPLSMs, 

Mark IIs, M-36s. and SLOCRs are the most likely equipment types to be affected. 

The procurement and integration of all the equipment listed above will not, 

by itself, ensure meeting the 1995 goal of barcoding virtually all letter mail. The 
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success of the Price Strategically and Optimize Customer Participation strategies 

remain critical to meeting the goal. Customer participation in the pre-barcoding 

program is essential for avoiding capacity constraints on the AFCS/MLOCR/RVE 

system. Improving the machinability of the letter mail base is important. 

Approximately 10 percent of Fit-Class letter mail is non-automation compatible, 

with third-class letter mail non-automatable percentages running much higher. This 

non-automatable percentage must be lowered to five percent or below through close 

customer cooperation by 1995. If the mail is not automatable, the benefits of 

automation cannot be. achieved. 

Flats Automation 

Automating flat mail has been a long-standing challenge facing the Postal 

Service. There have been many developmental effons aimed at automating flats. 

Some of these efforts have shown the potenrial for deployment. The programs 

described below take the successful results from these developmental efforts and 

unite them into focused programs. 

These programs are not without risk: they are developmental. They either 

modify previously deployed equipment or develop new pieces of equipment. The 

hardware that is produced as a result of these programs will require intensive testing 

to ensure that it meets the operational needs of the Postal Service. 

These flat mail automation programs are directed at improving productivity, 

reading, printing, and applying bar codes on machinable flat mail by 1995. 

The FSM 788 program is designed to improve the productivity of the 

present FSM 775. It is anticipated that this mechanization improvement 

modification will result in approximately 30 percent greater throughput and prepare 

the flat sorter for future additions that will transform it from mechanization to 

automation equipment. This modification also facilitates secondary sorting; the 

machine will be capable of running one 100 pocket sort scheme or two individual 

50 pocket sort schemes. 

The Flat Sorter Enhancement Program is designed to automate the induction 

process on the FSM 775 and to print and read a bar code representation of the ZIP 
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Code. It began five years ago and has resulted in promising technology for material 

handling and barcoding. The equipment developed by this program singulates 

flats, feeds them by a keyer for key ermy of ZIP Code data, automatically inducts 

the flats into the flat sorter, prints a bar code representation of the ZIP Code in 

semi-visible fluorescent ink, and reads the bar code to verify its contents. 

The PMG has placed a high priority on avoiding the need for a flats OCR. 

Since the Postal Service does not have OCR equipment for flat mail, the cost 

effectiveness of a flat mail bar code reader is highly dependent upon the success of 

a rates solution to have customers apply bar codes. Keying digits to apply a bar 

code has not yet been determined to be cost efficient 

Due to the nature of the industries producing the majority of flat mail, the 

USPS is expected to make a major advancement by creative inducements to pre- 

barcode this mail and by shape-based rates to encourage a conversion to 

automatable letter size where possible. 

4.8.1.4 Facilities Overview 

The Facilities and Mail Processing Departments analyzed facility 

requirements for automation. Independently, both departments found automation 

actually saves space when growth and replacement of current equipment are 

considered. 

The Mail Processing Department performed an in-depth analysis of the 

effect of the CAP on the Westchester, New York Division between today and 1995. 

This analysis included volume, equipment, and operational changes, in addition to 

the effects on facility space requirements. The methodology developed at 

Westchester is being refined at four additional sites, one in each of the other four 

regions. The refined methodology will then be used in each of the 75 divisions and 

all automated sites. It may be necessary to alter the distribution and equipment 

concepts as well as the pricing, readability and worksharing suategies to efficiently 

accommodate the results of the Westchester type analysis of all automated sites. 

The Facilities Department performed a survey and developed a model for 

assistance in planning facilities requirements and aiding in the development of the 
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requirements for new automated facilities. The model will be integrated with the 

findings from the Mail Processing Department’s Westchester Study. 

The greatest challenge for both depamnents remains in determining the best 

site utilization solution during the transition period from mechanization to 

automation. During implementation of the new automation equipment and 

distribution concepts, both the present and the new systems will operate 

simultaneously for periods of several months to several years. Space requirements 

will be the greatest, and therefore the most difficult to meet, during this period. 

4.8.2 Summary of Strategy Progress 

Since PQ4/88, the following progress has been made: 

l Distribution - Delivery distribution concepts tested at Baltimore and 

Lutherville were expanded to eight additional sites. The carrier walk 

sequence/ABC decision has been moved from PQ1/90 to PQ4/89. 

Strategic issues such as marketing, planning, and rate making are 

awaiting a conclusion. 

A regional task group has recommended an immediate expansion of the 

ADCs to 133 adding 41 automated ADCs (AADC). As the volume of 

barcoded mail expands, the AADCs may have a further phased expansion 

to approximately 200. This approach would be valid under any of the 

alternative delivery distribution concepts. 

l Timeline activities have been added to include the Integrated Mail 

Handling System (IMHS) to the distribution area of the Forecast 

Disuibution, Equipment, and Facility Requirement strategy. IMHS 

addresses barcoding of trays, containers, parcels, and parcel containers. 

l Equipment - RVE concept studies have been concluded. Human 

Resources and Operations are continuing work on where the work will 

be done and by whom. 
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The Computerized Forwarding System (CFS) II is also being explored as 

an alternative means of applying bar codes with current equipment during 

available time. 

The Part B MLOCR and BCS requirements of 346 MLOCRs and 421 

BCSs with an option of up to 300 additional MLOCRs was approved in 

December 1988 by the Board of Governors. 

Four companies have been awarded contracts to develop a test model 

Delivery BCS (DBCS). The DBCS will be smaller and incorporate a 

manual keying capability for turnaround mail and BCS rejects. 

Advanced Facer Canceler (AFC) needs have been finalized and a contract 

awarded for production of 622 to begin delivery in 1990. 

The SMC has requested that the TRD examine current Postal Service flats 

automation programs. TRD will: 

. Review and document current developmental programs 

. Define flats automation options 

. Categorize flats volumes 

. Evaluate alternative flats strategies 

. Develop a new flats automation R&D program aimed at the 1995 

CAP. 

l Facilities - The Westchester model on space and the independent 

study by the Facilities Department have both shown an opportunity to 

save space with automation. The Westchester model is currently 

expanded to four additional sites. Space needs will be highest during the 

phase-in when manual, mechanized and automated processing are needed 

concurrently. 
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4.8.3 Measure Success of Forecast Distribution, 
Equipment, and Facility Requirements 

Since the Distribution, Equipment and Facilities (DE&F) issue is highly 

inter-dependent, a danger exists in defining success for one at the expense of 

another. Therefore, in addition to assessing the activity of deployment and 

equipment inventory, the success of DE&F may also be measured in the output of 

these factors. 

If the activities are correlated and managed well, the USPS should 

experience: 

l An increased amount of barcoded mail; 

l More barcoded mail processed via automation; and 

l Atuibutable savings to processing via automation vs. alternatives. 

DE&F is a complex strategy, and accordingly, success measures that give 

desirable local incentives are difficult to describe. The adequacy of the equipment 

and facility space to handle the current and future distribution concept is perhaps the 

most direct measurement available. The number of pieces of automated quipment 

deployed would serve to measure this. This inventory includes pieces deployed to 

date, pieces deployed during the current quarter, and pieces that are procured and 

scheduled for deployment at some time in the future. The machine deployment 

status for PQ2 is as follows: 

c. 

Phase I OCRs deployed: 254 

Phase II OCRs deployed: 406 

Phase II OCRs retrofitted at start of PQ’L: 271 

Phase II OCRs retrofitted during PQ2: 56 

Procured future retrofits: 79 

Procured future OCR deployments: 0 

Phase I BCSs deployed: 248 

Phase II BCSs deployed at start of PQ2: 419 

Phase II BCSs deployed during PQ2 44 

Procured future BCS deployments: 217 
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The gross machine numbers do not indicate how effectively the Postal 

Service actually uses its equipment. From the perspective of meeting our 

automation goals, it is particularly useful to see how we are using bar code sorters 

in secondary operations. In fact, these numbers reveal that there is room for 

improvement in pursuing secondary schemes and maximizing the volume of letters 

run through them. 

National model simulations indicate that approximately one-half of the zones 

that could be automated are, in fact, currently automated. The number that could be 

automated is estimated to be those zones where incoming processing is done at an 

office with BCSs, that have BCS processing capacity, and have more than a 

minimum volume of barcoded letters. 

During the past quarter, few sites were running two-pass sector segment 

sorting on BCSs. Nationally, fewer than 200 zones are two-passes on a regular 

basis. Those that do, record their volumes in Mods Operation 879. Total recorded 

volume to Operation 879 during the quarter was 42,111,000. This Operation also 

includes tertiary sort volumes for certain offices in the Northeast, Eastern, Central 

and Western regions; therefore, this volume figure slightly overstates the two-pass 

volumes. Total handlings in PQ2, by region, were as follows: 

Reaion 

NE 
E 

TPH on Mods OP 879 
for PO2 fthousands of nieces 

s: 
W 

lDTAL 42.111 

4.8.4 Program Area Committee Timeline 

The Program Area Committee timeline of decision points for this strategy 

follows. A detailed description of each decision point is provided in Section 4.8.5. 

For a detailed listing of decision points completed during PQ4/88-l/89, refer to the 

January 1989 CAP Quarterly Status Report 
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4.8.5 Decision Point Descriptions 

Distribution 

(035) Expand delivery distribution tests to ada?tional sites - PQ2l89. 

Delivery distribution tests were expanded to eight additional sites in 

PQ2/89, with at least one site in each region. The eight sites are: Bristol, CN; 

Harrisburg, PA: Winston-Salem, NC, Jacksonville, m, Carmel, IN; Schaumburg, 

IL; Raytown. MO; and Phoenix, AZ. 

(D.40) Select distribution concept and type of bar code (ZIP+4 

or ABC) for national implementation - PQ4/89. SMC ITEM 

The CAP, approved by the SMC in October 1988, based its savings on full 

sector segment distribution with consideration of a carrier walk sequence 

distribution concept occurring in PQ4/90 (see D.62). Since that time, an innovative 

concept was proposed to have an Advanced Bar Code (ABC) that could be used to 

prepare the carriers’ mail in delivery walk sequence. Due to the impact that a new 

bar code could have on worksharing incentives and a request from the SMC, the 

SAPMG for Marketing & Communications presented a timeline that called for the 

distribution concept decision to be made in October 1989. 

During a distribution and equipment concept meeting in April, the APMG 

for the DD&T Department advanced the decision to July 1989. 

(D.50) Select network concept - PQ2/89. SMC ITEM 

This decision addresses the choice of the best disaibution network to 

suppon the automation goals and will be based on the results of testing alternative 

models. The focus groups pointed out that a distribution concept, whether it is 

carrier walk sequence, sector segment, or carrier route with directs, would lead to 

the optimum number of separations needed for each type of equipment. These 

results would drive the network decision. 

/-- 
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A regional task group was organized in August 1988 to define the optimum, 

distribution network for the 1995 automation environment. The task group has 

concluded that the number of outgoing separations (area distribution centers) can be 

significantly increased in the outgoing secondary bar code sorting operation at very 

little additional cost. The major advantages of such an expanded Automation Area 

Distribution Center (AADC) network should be to improve service, to increase 

destination depth of sort, and to relieve capacity constraints in large destination 

facilities. 

The task group made a final presentation to the Regional Directors, 

Operations Support and the APMG, Distribution Delivery and Transportation 

Department on Match 28. 1989. The new plans call for automated mail to flow 

through an expanded ADC network. The automation network will expand to 133 

AADCs in the near future and will eventually be expanded to approximately 200 

AADCS. 

(052) Make decision regarding undefined small sites - PQ3/89. 

There are presently 247 smaller sites which are not automated. Of these, 64 

are presently scheduled to receive OCRs and three will become area mail processing 

(AMP) centers. Of the remaining 180 sites, about 1 percent will become AMPS; 45 

Percent will become automated; 54 percent are undefined at this time. 

Options under consideration are: 

* Relocation 

* Purchase of OCRs 

* Area Mail Processing 

l Originating Concentration Site 

l Destination Concentration Site 

(0.55) Test MWCR with compressed national directory - PQ3189. 

The Operations PAC recommended that an MLOCR with a compressed 

national directory and delivery stop data be tested. This is the beginning of 

background work needed to test and implement carrier walk sequencing. 
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The completed compressed ZIP+4 tile development (see E.800) will allow 

EDC testing to be. accomplished during PQ3/89. 

(D56) Establish criteria for RVE and BCS field simulation package - 

PQ3l89. 

Decision Analysis Reports (DARs) form the basis of USPS equipment 

procurement decisions. In turn, the economic analysis of individual equipment 

DARs are based upon field simulations of the cost/benefit of the proposed systems. 

These simulations contain information concerning not only the equipment itself, but 

also the way in which the equipment will be used, the distribution concept the 

equipment will support, and the characteristics and volume of mail to process. 

Decisions regarding the criteria, concepts, and operational characteristics of the 

RVE system to be simulated are required to allow simulation to proceed in PQ4/90. 

(057) Define options for expanding hvo-pass BCS processing window. - 
PQ4l89. 

Many ideas have been proposed to change operating procedures, 

transportation networks, and service standards to expand the available run-time of 

BCSs in incoming secondary operations. Some of these ideas would change 

operations in the delivery units by having carriers report later or make greater use of 

relays thus allowing the BCSs to run longer in the morning. Altering the 

transportation networks for two and three day mail could allow outgoing secondary 

operations to be performed during tour 2. This would let BCS incoming operations 

begin earlier in the evening. Similarly, adjusting overnight service standards could 

lead to earlier critical entry times for incoming operations and again let BCS 

incoming secondary operations begin sooner. 

Defining these options will involve efforts from many DD&T, E&TS, and 

OSP divisions. The result could be the need for fewer BCSs, commensurate 

lessening of facility space requirements, and perhaps, greater system reliability. 
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(058) Define equipment options and transition plan for carrier walk 
sequence - PQ4l89. 

Carrier Walk Sequencing based upon the Advanced Bar Code may require 

different MLOCR, BCS, and encoding equipment than that required for carrier 

route or sector segment distribution. This activity will determine three or more 

equipment options for meeting CWS requirements. It will also explore the 

economic and operational viability of possible transition strategies from the carrier 

route sector segment equipment to the CWS equipment. 

(DJ9) Assess the impact of the ABC concept on customers’ potential to 
workshare. - PQ4/89. 

This decision is the same as C.337 in the Optimize Customer Participation 

strategy. 

Marketing will conduct focus groups in July to assess the impact of the 

ABC concept on customer worksharing. The information gathered will be factored 

into the distibution concept decision (D.62). 

(0.60) Perfom carrier walk sequencing, carrier in-office test - PQ4l89. 

This test, using manual cases to prepare mail in delivery stop sequence, will 

enable testing of canier in-office procedures for perfectly sequenced mail. The 

ability of automation equipment to apply the advanced bar code and sort the 

resulting mail to carrier walk sequence order will be performed in the spring of 

1990. 

(ID.62) Review delivery distribution concept (e.g., sector 

segment, car&r walk sequence) - PQ4f90. SM.@ IT’EM 

One year after the initial decision for the delivery distribution concept 

@.40), the decision should be reviewed following testing of automated Carrier 

Walk Sequencing (D.60). 
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(0.63) Carrier walk sequencing - equipment test - PQ3/90. 

As it is now understood, a test will be conducted using a modified MLOCR 

or CFS II station to apply an advanced bar code and a modified BCS to perform a 

two-pass incoming secondary to sort the mail into carrier walk sequence. This test 

should provide information concerning equipment performance. operating 

procedures, sort scheme engineering, directory requirements, and addressing 

characteristics needed for an ABC system. 

(0.65) Develop carrier walksequence equipment requirements - PQ1191. 

A decision is necessary whether to proceed with Carrier Walk Sequencing 

on a national basis. This decision will be contingent upon the testing results, as 

well as additional equipment requirements. 

(D.68) Review delivery distriburion concepr (e.g., sector segment, carrier 
walksequence) - PQ1192. 

The decision for the delivery distribution concept should be reviewed 

following the deployment of remote video encoding. 

(D.70) Preparelapprove DAR for CWS equipment production - PQ2l92. 

This decision point calls for preparation and approval of a Decision Analysis 

Report for production of Carrier Walk Sequencing equipment, including BCSS and 

consolidators. 

(D.80) Begin production delivery - PQ2193. 

This decision point follows D.70 regarding production and delivery of new 

equipment for Carrier Walk Sequencing. 

(0.890) Complete development and evaluation of the IMHS FCM Concept 
for trays, containers, material handling, and barcoding of these units for 

routing by the Process Control System - PQ 3189. 
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This decision point is assigned to the Engineering & Technical Support 

Department. 

(D.891) Complete procurement IMHS Znd, 3rd. and 4th Class. Complere 
installation IMHS Znd, 3rd, and 4th Class prototype equipment to test the 
concepts for handling palletized mail containers, trays, pallet boxes for 
parcels, and the process control system for routing by bar co&s - PQ4l89. 

This decision point is assigned to, the Engineering & Technical Support 

Department 

(0.894) Award contact for IMHS FCM prototype test and evaluation - 
PQ4l89. 

This decision point is assigned to the Engineering & Technical Support 

Department. 

(D.901) Complete test and analysis IMHS 2nd. 3rd. and 4th Class 
prototype test - PQll90. 

This decision point is assigned to the Engineering & Technical Support 

Department. 

(0.902) Obtain Board approval for IMHS 2nd, 3rd, and 4th Class 
nationwide deployment - PQ2190. 

This decision point is assigned to the Engineering & Technical Support 

Department. 

(0.903) Start IMHS 2-, 3-. & 4-C nationwide deployment. PQ3l90 

This decision point is assigned to the Engineering & Technical Support 

Department. 
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(D.911) Complete installation of IMHS FCM prototype equipment - 
PQl191. 

This decision point is assigned to the Engineering & Technical Support 

Depamnent. 

(0.912) Complete test and analysis IMHS FCM prototype test - PQ2l91. 

This decision point is assigned to the Engineering & Technical Suppott 

Department. 

(0.913) Obtain Board approval for IMHS FCM nationwide deployment - 
FY91. 

This decision point is assigned to the Engineering & Technical Support 

Department. 

(0.920) Start IUHS FCM nationwide deployment - FY92. 

C 

This decision point is assigned to the Engineering & Technical Support 

Department 

(D.950) Complete IMHS FCM and 2nd. 3rd, and 4th Class nationwide 
deployment.- FY95. 

This decision point is assigned to the Engineering & Technical Support 

Department 

Equipment 

MLOCRs 
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CE.15) Determine hi B ML.OCR mquiremcnt - PQ1/89. SW’@ 
mm% 

Based on a review of the initial deployment of Part A MLOCRs, an 

evaluation of future deployment needs should be conducted. This decision ties 

closely to the distribution concept, which is a PQ4/89 decision point. We also need 

to consider the impacts of enriched facerkanceler equipment which would isolate 

OCR-readable mail. Remote Video Encoding also must be considered at this 

decision point. 

Requirements for Part B MLOCR and bar code sorter needs in support of 

the multiline program were developed through the use of a computer simulation. 

The simulation was run on sample sites at the end of April 1988. The remaining 

sites conducted the appropriate analysis in June 1988. The model used 1992 mail 

volume projections. The results of the simulation included the use of enriched 

facerkanceler equipment and called for 346 MLOCRs and 421 BCSs. The 

Decision Analysis Report for this program was developed in the fall of 1988 and 

approved by the SMC in October 1988. Subsequently, the program was approved 

by the Board of Governors in December 1988. An option has been included in the 

MLOCR contract for up to 300 additional units. 

(E.18) Award Part B M.OCR Contract - PQ4i89. 

This Part B contract award will be based on requirements determined from 

field simulations. An option should be provided to allow for remote video 

encodiig impacts. Contracts are scheduled to be awarded in PQ4/89. 

(E.19) Award contract to OCR vendor to integrate compressed ZIP+4 
direcwry - PQ4l89. 

Following the development of the compressed directory by the Technology 

Resource Department (TRD) fE.800). the directory should be integrated with an 

OCR and testing started (D.55). 
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(E.21) Begin Part B deliveries - PQW0. SMC ITEM. 

This activity previously noted that the delivery of OCRs tested at the end of 

Ey88 will begin in PQ2/90. It has been impacted by procurement delay and 

rescheduled to PQ4/90. 

(E.22) Finalize Phase I redeployment plans - PQZl90. 

Thii decision point reflects the final decisions on the relocation/use of Phase 

I OCRs. 

Other OCRs 

(EJ) Deploy CRIS Sort (Postal Soft) on Burroughs OCR - PQ489. 

The study in Kansas City to evaluate use of Carrier Route Information 

System (CRIS) Sort on a Phase I Burroughs OCR will be completed in PQ4/88. 

The primary advantage of using CRIS Son on Phase I OCRs is its easing of the 

critical need for BCSs since the optical character reading equipment (the entire range 

including single and multi-line OCRs and BCSs) would be capable of processing 

incoming secondary mail. The contract was awarded on February 1,‘1989. The 

delivery of retrofit kits started February 27.1989. and will be completed by the end 

of June for all Burroughs OCRs. 

(E.16) Begin Phate 1 redepioyment assessment - PQIl89. 

As the Postal Service deploys new equipment. older types of equipment 

may be removed or redeployed to make room for the new equipment. In some 

cases, new equipment precludes the need for the old equipment. The major 

equipment types affected initially will be the SLOCRs and LSMs. 

The Operations PAC recommends that we begin to examine the best 

possible alternatives for relocation of Phase I OCRs. The timeline indicates that it 

will take five quarters to finalize redeployment plans, but the implementation 

schedule is pending. 
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Discussions concerning the disposition on Phase I OCR equipment are 

undenvay. A preliminary position paper has been circulated among the regions for 

evaluation. The ultimate decision on redeployment of Phase I OCRs is somewhat 

dependent on the development of a revised originating disnibution concept and the 

network ramifications of deploying OCRs in small volume sites. A study team 

from the regions convened in January 1989 to address this and relating issues. 

(E22) Finalize Phase I redeployment plans - PQ2190. 

This decision point reflects the final decisions on the relocation/use of Phase 

I OCRs. 

Mail Processing and Delivery BCSs 

(E.102) Field test new Delivery and Mail Processing BCSs - PQ4189. 

In late summer and fall of 1989, modification test agreement (hITA) field 

testing will be performed on all competing new BCSs. 

(I&1(07) Determine Delivery BCS requirements - PQl/N. SMC 
ITEM. 

The required number and type of Delivery BCSs will be based on Part B 

MLOCR tests, delivery automation test results, network modeling results, BCS test 

results, and preliminary video encoding results. 

(E.108) Begin Mail Processing B@S procurement process; 
award contract - PQZj9Q. SMC RBM. 

Award contract for the best performing machine which meets the 

requirements specified in E. 107. 
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,C 

(E.109) Awardproduction contractfor Delivery BCS - PQ3/90. 

Assuming the ESC tests in PQ11’90 are successful, the production contract 

for the Delivery BCSs will be awarded to one or more vendors. This task has been 

rescheduled from PQ2190 to PQ3/w due to procurement delays. 

(B.115) Deploy Mail Processing BCS - PQ4J90. SRK ITEM. 

Begin production deliveries of the improved BCS per contract awarded in 

pQu90. 

(E.125) Determine equipment requirements for next-generation BCS to 
perform CWS - PQ1191. 

The next generation BCS contract award should be made based in part on 

requirements of Carrier Walk Sequencing (CWS). Those specific requirements 

should be known at this time. 

(E.131) Deploy Delivery BC.Y- PQZl91. 

Begin deployment of production Delivery BCS per contract awarded in 

PQ2190. 

Other BCS 

(E.160) Deploy MPLSM bar code reader modification - PQ4189. 

The USPS is aggressively acquiring BCSs to support the automation plan. 

However, for a period of about one year, the amount of batcoded mail will exceed 

the capacity of the BCS inventory. To cover that gap, this modification of the 

MPLSM will permit some consoles to be used as bar code sorters. A similar 

approach will be used for the single-position letter sorting machine (SPLSM). 

Requirements for the conversion kits are being coordinated through regional 

Operations Support. This due date is changed from PQ3/89 to PQ4/89 due to 

procurement delays. 
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F 

(E.170) Engineering and Development Center (EDC) to continue 
development of double-decker BCS - PQ4l89. 

This decision point recommends the evaluation of a double-decker (small 

footprint) BCS as a contingency measure for E.lO1 (the Delivery BCS). 

Remote Video Encoding 

(E200) Develop remote vi&o encoding operating concepts - PQZl89. 

Examine the possibilities of operating the encoding system by career postal 

employees or by contract to the private sector. 

A joint Human Resources/Mail Processing work group has studied the 

various implications of performing the RVE function via contract or in-house 

personnel. The findings of this group were presented to the SAPMGs of 

Operations Support and Human Resources on December 14. 1988. This issue was 

discussed at the SMC meeting on March 16, 1989, and course of action has been 

established. A decision on the approach should be forthcoming. At that time, the 

RVE Field Advisory Group will begin developing an implementation plan to ensure 

that RVE facilities are properly prepared under either a contracting or in-house 

scenario. 

(E202) Select operating conceptfor remote video encoding - PQ3l89. 

Review all issues of career employees versus contract labor operating the 

encoding system 

(E.204) Perform costlbenejit analysis on extent of video encoding - 
PQ4l89. 

The Decision Analysis Report (DAR) will include the results of the RVE 

and BCS site simulation packages. The report will also include the impact of 

improved OCR readability and peak day volume. 

,- 
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The focus group had previously noted that improving readability 

“competes” with remote video encoding for a share of the same unreadable mail 

base. Although encoding will be necessary for a portion of the mail base, it is a 

process involving manual intervention and should not be consider@ as a complete 

substitute to improving readability. 

(E.205) Begin testing of remote video encoding MTA - 
PQ4B9. SMC ITEM 

Begin MTA for remote video encoding equipment. Based on the results of 

these tests, a development conttact is awarded in PQ2/90 with national deployment 

beginning in PQ2!91. 

(E.210) Select type and quantity of encoding equipment - 
PQli90. SM@ ITEM 

Based on the remote video encoding MTA and the DAR, the quantity and 

type of encoding equipment and BCSs will be determined. 

(E215) Award RVE production unit contracts - PQZl90. 

Having performed financial studies and field tests of the RVE system, a 

production conaact will be award4 as appropriate. 

(E.222) Begin RVE national deployment - pQ2#1. SMC 

ITEM. 

Volume deployment of the RVE system will begin at this time. Specific 

quantities are currently unknown as the final performance characteristics have not 

yet been tested nor has the final cost per unit been determined. 

(E.225) Evaluate relarive merits of one-stage vs. two-stage encoding - 
PQ3191. 

This decision regards refining the RVE distribution concept. As currently 

planned, RVE will be used to apply the full nine-digit bar code at the first handling. 
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This means, for instance, that non-presort mail would receive a nine-digit bar code 

during the outgoing operations. This is known as one-stage RVE. 

An alternative operational strategy for RVE would only apply a five-digit 

bar code on non-presort non-turnaround mail in the outgoing operations. This mail 

would then receive the four digit add-on at the destination site’s incoming 

operation. Advantages of this system include reduced workload for the critically 

time constrained outgoing operations, reduced dependence on a full national 

directory at each automated office, and an option to apply the four digit add-on with 

an MLOCR with a full local directory at the destination site. The disadvantages 

include increased materials handling complexity and the possibility of increased 

rehandlings. 

(E.230) Review encoding needs and determine need for 

additional deployment - PQ1/92. SMC ITEM. 

Based on the review of the delivery distribution concept 0.68) and on the 

tests and experience gained over the previous year, update the RVE deployment 

quantities and procedures. Issues to consider include one-stage versus two-stage 

encoding (see above), materials handling techniques, method(s) for lifting mail 

piece video images, and canier.walk sequence requirements. Other factors also 

influencing this review will be the MLOCR accept rate performance, customer pre- 

barcode volumes, a compressed National Directory, and changes in the level of mail 

machinability. 

FacedCanceler 

(E.410) Award AFCS Contraa - PQ2/89. 

The Board of Governors approved the AFCS program on November 8, 

1988. Difficulty in finalizing requirements, option quantity proposals necessitated 

by the Omnibus Reconciliation Act, impact of the new procurement manual, and 

review requirements resulted in delays to scheduled contract award. A contract was 

awarded in late PQ2/89 with production deliveries commencing in mid-calendar 

year 1990. 
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(E.420) Begin AFCs Deliveries - PQ3/90.~ 

Deliveries of the AFCS will begin as per the contract awarded in E.410 

above. The due date for this activity is changed from PQ2/90 to PQ3/90 due to 

procurement delays. 

Flats Automation 

(E510) Agree on industry standardflat bar code - PQ2189. 

The program to select and specify a flat mail bar code is a joint effort of the 

Postal Service and mailers. The Interleaved 2 of 5 bar code has tentatively been 

selected as the bar code that mailers and the Postal Service will use. It can be 

located anywhere on a flat greater than approximately l/2 inch from an edge. 

A draft flat Mail Bar Code Specification was issued in October 1988 and 

revised on March 1, 1989. The revision, based on comments received from 

customers and equi.pment vendors, was presented to the Automation and Bar 

Codiig Group, Flat Mail Subcommittee on March 9, 1989. It will be made 

available to mailers and used as a basis for writing Statements of Work for future 

flat mail equipment and modifications to existing equipment. 

Additional comments are being obtained on the specification from a more 

diverse group of mailers. 

(ESIZ) Estimateflats pre-barcode related cost savings - PQ4l89. 

(E520) Selectflats encoding method - PQll91. 

If the decision is made to pursue flats automation, the possible role of a flats 

encoder in either the transition years or final concept should be addressed. If 

encoding appears advisable, then the following should occurz 

l Coordinate with the letter encoder program 

l Examine craft implications 

l Determine the effect on the required number of flats OCRs and BCSs 
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l Study mailer pre-barcode worksharing 

Flats encoding methods will be evaluated in PQ3/89. The analysis will 

compare five-digit, extraction, and remote video encoding based upon the results of 

the Merrifield tests (see E&IO), plus any other capabilities required to meet the 

corporat6 goal. 

(E.530) Procure desired FSM encoding system - PQ3l91. 

Based on the results of the analysis in PQ3/89, the most desirable encoding 

system to retrofit existing FSMs should be procured. This will involve the 

preparation of an RFP if the extraction approach is chosen or a procurement 

contract if the five-digit approach is indicated. 

(E.540) t%klCCt Strategy 10 tU6Pg6 @alriCr RQUt6 Presorted 

(@BP) mats with Automated Wats - PQ1/92. SM@ TTEM 

If it is decided to automate non-Carrier Route Presorted flats, the carrier 

would receiLe at least two sorted flat bundles. Opportunities may exist ~for 

combining these bundles mechati~cally rather than requiring the carrier to perform a 

manual merge. At this time, the decision will be made as to whether any of the 

potential mechanical merger options are suitable for development 

Flats BCS (FSM Modification) 

(E.600) FSMfive-digit barcode printlread test - PQ3189. 

Tests are planned in Merrifield, Virginia, to test the feed and read 

modification to the FSM. This modification allows flats to be automatically fed into 

the FSM and adds the capability of printing and reading bar codes. This 

modification will use a fluorescent ink that could minimize the affect of background 

“clutter”. Thus the operator may choose to operate the FSM in one of three modes: 

l key/sort 

l key/print!verify~sort 

l automatic f66dlreadlsort 
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(E.610) Be&field testing of model FSMs 788 - PQ3189. 

The FSM 788 Program, also known as the 2+2 program, is aimed at 

improving the productivity of the present FSM 775. The FSM 788 is the result of a 

m&cation to the FSM 775 that moves hvo of the four induction stations to the far 

side of the flat sorter, separating the two pairs of induction stations by 50 bins. 

This modification also replaces the 47 circuit boards with approximately 19. These 

19 circuit boards, some identical to our existing OCR circuit boards, will be flexible 

and designed to accommodate future additions to the FSM 788 such as high speed 

feeder(s), bar code reader(s), automatic induction station(s), and optical character 

recognition equipment. Following in-plant and field testing, a production contract 

award is scheduled to occur in December 1989. 

(E.620) Deploy FSMs 788 - PQ1191. 

Between November 1990 and 1991, production and deployment of 

modification kits to hansform FSMs 775 to FSMs 788 will occur. 
- 

(E.630) Determinej7& KS requirements - PQ3/91. 

Prior to November 1991, it will have been decided how many bar code 

reading flat sorters, with how many automatic induction stations are required at 

what sites. At this point, modification of FSMs 788 to an automatic induction, bar 

code reading configuration could occur. This has been planned to occur by 

May 31, 1991. 

(E.640) Add automatic induction station and bar code reader to FSM 788 - 
PQ3l92. 

The Flat Sorter Enhancement Pqram is designed to automate the induction 

process on the FSM 775 and to print and read a bar code representation of the ZIP 

Code. The equipment developed during this program simulates flats, feeds them by 

a keyer for key entry of ZIP Code data, automatically inducts the flats into the flat 

sorter, and prints a bar code representation of the ZIP Code in semi-visible 
- 

fluorescent ink and reads the bar code to verify its contents. 
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After mail has been barcoded, this machine can operate in the automatic 

mode, without keyers. In this case, mail is loaded onto the induction station where 

it is automatically singulated, inducted into the flat sorter, bar code read, and sorted 

for distribution. In the manual mode, with keyers, the flat sorter can be operated as 

a machine or operator paced sorter and the sort scheme can be selected so that a 

fixed number of key strokes, two, three, four, tive or nine digits are required 

before the flat is inducted. 

At this time, the fluorescent bar code has not been ruled out; however, its 

implementation is unlikely due to its inherent characteristics of semi-visibility and 

the fact that it cannot be read anywhere on the flat. 

(E.650) Add bar code printerlapplicators to FSM 788- PQ4l92. 

In order to be in a true flat mail automated environment, the Postal Service 

must be in a position to apply bar codes to flat mail that has not been pm-barcoded 

by our customers. Within three months of standard bar code agreement with our 

customers, a statement of work will be completed that will require development of 

equipment for printing and applying bar codes. The bar codes could be applied 

either at the automatic induction station or on the mail flat sorter transport, 

whichever is mote cost effective. Conaact award ‘is anticipated by October 1989, 

and field testing could begin in November 1990, with production quantity 

equipment being delivered beginning in May 1992. 

This decision will depend heavily on the success of our customer applied 

bar code reading program. 

Flats OCRlBCS 

(E.730) Complete demonstration system offats OCR - PQ3l91. 

The Flats OCR program is aimed at uniting emerging technologies in the 

optics and digital areas to produce a real-time flat mail OCR. It is anticipated that 

the developmental contract awarded in October 1988 will be followed by a 

concept/interface definition phase, a design phase, a system integration phase, and a 
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,- 
live mail test phase. The program should last 26 months and produce a 

demonstrable flat mail OCR. Follow-on efforts will be required to production 

engineer, test and manufacture production quantity flat mail OCRs. The change 

from PQ1/91 to PQ3/91 is due to a three month delay in awarding the flats eontract 

(E.740) Prepare DAR for flats OCR - PQ2193. 

The configuration of the flat mail OCR has not yet been determined. It 

could be an addition to the automatic induction station, it could be a stand alone 

code desk that simply barcodes flat mail that is not pre-barcodcd, or it could be an 

entirely new machine. The OCR will also serve as a baseline for a future flat mail 

video encoding system that could take on many different configurations depending 

on our operational needs at the time. The title of this task could be misleading since 

we do notcurrentl,y know whether this will be a separate OCR and BCS or a 

combined unit. The date is changed to PQ2/93 because of a three month slip in 

awarding the flats OCR contract 

(E.750) Award contractforflats OCR - PQ3/93. 

The date is changed to PQ3193 due to a three month slip in awarding the 

flats OCR CootaCt 

(B.760) Start deployment of flats OCR - PQl/94. SMC ITEM 

This item is now an SMC decision point. 

Research 

(E.800) TRD completes compressed ZIP+4jile development - PQ4189. 

Since the compressed ZIP+4 tile will provide MLOCRs with the entire 

national directory and sequence information, this milestone has important 

implications for automated incoming secondaries. 

l Compression Algorithms has been completed. Total directory within 

Phase BA MLOCR memory is feasible. 
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l Generation of compressed ZIP+4 files at San Mateo Postal Data Center 
started March 13.1989. 

l Installation of compressed directory in MLOCR at EDC has started on 
March 22,1989. 

l Testing at EDC has stated on March 24.1989. 

l Directory with enhancements (COA Interception/Redirection and Apt. 
No. Lookup by customer name) to be studied, and if feasible, developed 
by July 31, 1989. 

Facilities 

(lp.15) bvelop mod61 to determine impact of automation on 
facilities - PQ2/89. SMC ITEM 

The Facilities Department has developed a model, independent of the 
Westchester Study being performed by the Mail Processing Department, to 
determine the impact of automation on facilities. Their current five year facilities 
plans include volume growth, which may accommodate many of our future facility 
needs as the MPLSMs will be removed and additional automated equipment will be 
deployed to associate offtces, stations, and branches. 

A final report has been issued. In addition, a briefing paper has been 
completed and was on the agenda for consideration by the SMC at the April@lO, 
1989, meeting. 

(F.20) Apply Westchester Study merhodology ro 75 divisions - PQ489. 

Modeling software will require further enhancements to incorporate walk 
sequence scenarios and the impact of decentralization on delivery facilities. Mr. 
Coughlin has elected to put a hold on rollout to all divisions until the RPM& have 
been briefed and have provided input. RPMG briefing is scheduled during the 

April meeting. This meeting will be a general overview of progress to date and 
plans for the future. While walk sequencing and delivery unit enhancements are 
being developed, the current software will be implemented in three or four 
additional sites. 
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,c Development will also begin for methods to integrate staffing and 
scheduling software, such as ASRMS into the model. This will allow for 
prediction of staffing and scheduling impacts because of automation. 

Rollout of software to 75 divisions is now scheduled for completion by 
September 30, 1989. 

(p3Q) Select stratcgits to m66t space nquircments - PQ3/89. 
SMC ITEM 

Final decisions on the trade-offs between investment in equipment, rate 
discounts, readability improvement, worksharing, etc. will be made in the summer 
of 1989 by the SMC. 

@ho) &view stratcgics to meet space requirements - PQlBl. 
SMC ITEM. 

A 
AS deployment of automation equipment continues, the experience gained in 

the initial years will suggest improvements to the original facility plans. It is 
expected that in the transition years, annual reviews and updating of the facility 
planning assumptions and methods will be required. 

(F.80) Review srraregies to meel space requirements - PQ1192. 

See F.60 above 

4.8.6 Summary 

Technology alone will not enable the Postal Service to realize fully its 1995 
goal. The equipment strategy above depends upon the success of all the strategies. 
Similarly, customers and the Postal Service together, must make the mail readable 
and correctly addressed, not only by improving customer mail preparation, but by 
making the Postal Service automated system more tolerant of varying mail 
characteristics and approximate addresses. Success requires the coordinated action 
of all USPS activities, not just the deployment of modem equipment 
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In many of the decisions facing the Postal Service, a balance must be 
reached between the value of making decisions based on time consuming field 
testing of concepts and equipment, and that of making earlier decisions based on 
managerial judgment and computer driven decision support models. Certainly, less 
apparent risk is involved if decisions are deferred until live test data can be 
compiled. However, the cost of delay may outweigh the reduction of risk. Timely 
decisions regarding the distribution concept, equipment deployment, flat automation 
development and facilities tactics will, in part, determine the Postal Service’s ability 
to meet its 1995 goal and achieve the potential savings of the automation program. 
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CHAPTER 4.9 MEASURE SUCCESS 

4.9.1 Background 

To ensure that strategic automation goals are met, effective measurement 
systems are required for each of the Plan’s strategies. In some instances that is 
difficult. Where objective, quantifiable and trackable measures have been obtained, 
they are discussed in their appropriate Chapter in Section 4. 

The Corporate Automation Plan (CAP) goal states that the USPS intends to 
barcode virtually all letter mail by 1995. Currently, there is no unified, existing 
system to identify the total volume of nine-digit barcoded mail generated by 
customers and the USPS. 

Substantial portions of such a system to measure barcoded mail within 
USPS operations are already in place. Specifically, the USPS measures bar codes 
that are applied at any office by a Multiline Optical Character Reader (MLOCR). 
We also measure the number of mailer-applied bar codes that enter the system 
through the Electronic Marketing Reponing System (EMRS). These are two 
examples of independent efforts that together tell a more complete story of the 
plan’s success. 

4.9.2 Summary of Strategy Progress 

Since PQ4/88, the following progress has been made: 

l There is a group of important measures that pertain to the success of 
meeting the overall goal of having a barcoded mail stream and realizing 
dollar savings. These are the measures that are given prominence in 
quarterly Senior Management Committee (SMC) briefings. A framework 
for these measures has been developed. 

l From a measurement perspective, we state the objective of me CAP as: 

l By 1995, have a mail stream that is virtually all bar-coded, with the 
best possible quality of bar codes, and use those bar codes to process 
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mail on the most efficient equipment Let this result in reduced labor 
requirements (after accounting for volume growth), which in turn 
results in a corresponding reduction in budget. Accomplish this 
while not harming a measure of service to the customer. 

l This statement defines several components of the system-wide 
measurement system. These measures are broken out into those related 
to mail volumes, and those related to the overall system. Volume 
measurements are the number of bar codes; the quality of the bar codes, 
and the use of those bar codes. Quality is defined in two ways. First, 
are the bar codes correct? Do they relate to the proper address on the 
piece? Second, is the code the deepest possible code? Was a default 
code used where there was a firm or H-specific record? By use of bar 
codes, the emphasis is on the use of bar code sorters for incoming 
secondary sorting, since this is the largest contributor of savings in the 
plan. 

l This framework was presented during PQ2 by the Office of Automation 
Integration to each of the Program Area Committees (PACs). The 
comments received from them have been incorporated as strategy 
revisions. The CAP Measurement Schematic depicts the framework as it 
curre.ntly exists. 
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CAP MEASUREMENT SCHEMATIC 

Number of Quality of Postal use 
bar codes bar codes of bar codes 

Performance 

l The individual elements of this SMC-level measurement system are 
described below: 

- r es aoolied. The first step to achieving savings is getting bar 
codes on mail pieces. To measure this, we need to recognize that bar 
codes can be. applied by the mailer, by the Optical Character Readers 
(OCRs), by the Computerized Forwarding System (CFS), and 
eventually, by encoders. Mailer-applied bar codes are further divided 
into business reply, courtesy reply, rate discount codes, and by mail 
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class. Volume figures from each category should be reported, along 
with percent of total volume. 

. Qualitv of bar codes, Incorrect bar codes are Of no use. The raw 
number of bar codes needs to be accompanied by the quulily of those 

bar codes, Quality is defined as (1) whether the applied bar code 
bears any relation to the address, and (2) whether the bar code is the 
best possible bar code for that address. This issue is discussed in 
further detail in Chapter 4.5, Strengthen System Integrity/Quality. 

. Postal use of bar codes. The next step to achieving savings is using 

those bar codes in downstream processing. It is most important, and 
most feasible, to limit the scope of this measure to the use of bar 
codes for secondary processing only. How many barcoded mail 
pieces are being sorted to carrier-route today on BCSs? What 
fraction of all barcoded mail pieces does this represent? Of the total 
mail stream? As future incoming disuibution concepts are introduced 
into operations, such as sector segment sorting, the same questions 
apply to these concepts. 

* Effect This and the next 
element refer to system-wide measures. Ultimately, we would like to 
have an accepted methodology for measuring the effect of the 
automation plan on the overall postal budget. As the Human 
Resources PAC pointed out, such an effort should distinguish 
between workhours and cost. 

l Effect of automation on service oerformance. The automation plan 
will create significant differences to Postal Service operations. New 
machinery, new distribution concepts, changes in operating 
windows, and changes in getting mail to the carrier will all affect the 
level of service to the customer. Using the ODIS framework for 
measuring service, namely, the percentage of mail delivered within 

the defined standard, we want to know how service varies according 
to whether the mail piece is barcoded. This will require an 
enhancement to the ODIS data collection system. 
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. Comoletion rate of CAP decision uoints. The Corporate Automation 
Plan Tracking and Inventory (CAPTAIN) system is operational, and 
is providing detailed and summary information on progress, made on 
the decision points. 

4.9.3 Measure Success of the Corporate Automation Plan 

The measure of success for this strategy is the ability of procedures that 
result from it to: (1) provide senior management with quantitative measures of the 
progress the USPS is making towards achieving the goal, and (2) to diagnose, 

where it is feasible to do so, problem areas, and call them to the attention of the 
responsible department and PAC. 

There is no formal methodology planned for measuring the success of this 
strategy. 

4.9.4 Program Area Committee Timeline 

The Program Area Committee (PAC) timeline of decision points for this 
strategy follows. A detailed description of each decision point is provided in 
Section 4.9.5. For’a detailed listing of decision points completed during PQ4/88- 
1189, refer to the January 1989 CAP Quarterly Status Report. 
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4.9.5 Decision Point Descriptions 

As a beginning point, methods of measuring success must be determined. 
PQ1/89 is suggested as the appropriate time to make this determination. With the 
advice and consent of the SMC and PAC chairs, additional decision points and 
timelines will be developed quickly after these decisions are made. 

Policy 

(R4l.l.. SMC determines method(s) of measuring overall success 
for CAP - PQ2/89. SMK! m 

(h4.2) SB&C determines method(s) of measuring success for 
Defiie and Communicate Corporate Goals strategy - PQ2/89. 
SMC IT-IEM 

(M3) Services and Prices PAC determines method(s) of measuring success 
for Optimize Customer Par+ipaaion srraregj - PQ2l89. 

(M.4) Technology PAC determines method(s) of measuring success for 

Improve Addressing and Rendability strategy - PQ2l89. 

(M5) Services and Prices PAC derermines method(s) of measuring success 
for Price Suaregically strategy - PQ2i89. 

.I 

(M.6) Operation PAC determines method(s) of measuring success for 

Strengthen System IntegrirylQualiry stralegy - PQ2lS9. 

(M.7) Advice and consenl of SMC regarding OAI plans for measuremenl of 

success for Integrate Functional Activities strategy - PQ2/89. 

(M.8) Operation PAC determines method(s) of measuring success for 

Forecast Distribution, Equipment, and Faciliry Requirements strategy - 
PQ2l89. 
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(M.9) Human Resources PAC determines method(s) of measuring success 
for Manage Human Resources/Capture Savings strategy - PQ2l89. 

(M.10) hnplement automated CAP tracking system - PQ2/89 
SMC ITEM 

There am existing measurement systems which can be used to determine the 
degree of success the Postal Service is achieving for the various automation 
strategies. However, some new measurement systems may also need to be. 
developed and implemented. Therefore, overall management analysis is needed to 
resolve the course of action. 

(M.11) OAI will track the development of the measurement system for each 

strategy - PQ2189 - FY95. 

(M.12) Begin tracking nine-digit bar code volume- PQ3/89. 
SMC ITEM 

Increasing barcoded volume is central to the automation goal and therefore 
should be measured. This represents one of the SMC-level measures that is vital to 
track. 

(U.14) Implement automation readability measurement system - PQ3l89. 

This activity is necessary since RPMGs have agreed to include readability 
improvements in performance measurement indicators. 

(M.15) Assess progress using measurement systems - PQ1190. 

One year after PACs and the SMC have determined the methods of 
measuring success to be used, an assessment of the progress which has been made 

should be done. This is an ongoing activity. 

(M.20) Monitor CAP savings - PQl/9Q. SMC k3f! 
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(M.25) Adjust measurement systems for continuing use - PQ2l90. 

As the assessment process continues, it may be necessary to adjust existing 
measurement systems or develop additional methods for measuring success on a 
continuing basis. 

(M.30) Validate Plf savings for CAP 4 PY9Q-9§. SMC ITEM 

4.9.6 Summary 

Progress was maddon this strategy on all fronts during the past quarter. A 
system has been defined and presented to each of the PACs. They have approved 
and provided comments. These have been incorporated into the system defined in 
this Chapter. The challenge for the upcoming quarter will be to &gin to implement 
these recommendations. 
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APPENDIX A QUANTITATIVE ANALYSIS OF 
ALTERNATIVE SCENARIOS 

A.1 Background 

The effect of the Corporate Automation Plan (CAP) on Postal Service 
operations and finances has been estimated for the fiscal years 1989 through 1995. 
The scenario described in this Plan is referred to in this Appendix as the “CAP 
Target”. The scenario used for comparison purposes is called “Phase II Only 
Base”. Phase II Only Base assumes no new initiatives or procurements beyond 
those in which me Postal Service was involved in 1988, namely the Phase II 
programs. 

The analysis builds upon ideas generated irr the focus groups. In many 
instances, follow-up discussions with functional management at headquarters 
further described and refined those ideas. The analysis also builds upon previous 
Postal Service work that is embodied in the Automation Strateev Review and the 
Automation Internation Status Reoort. 

The quantitative analysis was performed primarily through use of the 
dynamic national mail flow Model for Evaluating Technological Alternatives 
(MBTA). META has been developed, updated, verified and utilized since 1985 by 
the USPS, in conjunction with Consultants for Management Decisions, Inc. 

The quantitative analysis considers mail volumes and flows; the impact of 
rate incentives; equipment quantities, characteristics and costs; and labor costs. 
Model outputs include information on barcoded mail produced, the work hours and 
equipment required to process the mail, and the direct costs of distribution. 

A.2 Summary of CAP Target 

This section describes the major concepts, assumptions and results of the 
CAP Target scenario. 
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The present CAP Target builds upon the previous CAP Target used in the 
Conx,. For letters, the CAP Target includes: rat 

l Rate incentives and marketing efforts to increase customer pre-barcoding 
to 39 percent of 1995 total letter volume 

l Marketing and field support efforts to improve the quality of mail not pre- 
bamoded 

l A two-pass incoming secondary operating plan to sort mail to the sector 
segment level 

l Sufftcient Multiline Optical Character Readers (MLOCRs), Remote Video 
Encoding (RVE), and Bar Code Sorters (BCSs) for a “normal heavy 
day” 25 percent above average 

l Savings from both mail processing and carrier-in-office operations 

For flats, the CAP Target includes: 

l Rate incentives and marketing efforts to pre-barcode 49 percent of 1995 
non-carrier route flats 

l Rate incentives and marketing effons to shift 10 billion flats to letters by 
1995 

l Marketing and field support efforts to improve the quality of mail not pn- 
barcoded 

l A one-pass incoming secondary operating plan to sort mail to the carrier 
route level 

. FSM “2+2” and Auto-Feed Induction Station (AFIS) modifications 
l Purchase of additional FSMs 
l A flats OCR and RVE system to begin deployment in 1994 
l Savings from mail processing operations only 

Since October 1988, the CAP Target has been updated or enhanced to 
reflect the following: 

l January 1989 Rates and Classifications “40 Line” volume forecast 
through 1995 

l January 1989 Marketing estimates for potential customer pre-barcoding 
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l Actual (rather than planning assumption) equipment throughputs, accept 
rates and stafting levels where available 

. Nine-digit bar code depth of code 
- No “Phase IV” OCRs or BCSs 
l Addition of advanced facer canceller to do enriching 

l RVE done at origin for rejected and five-digit barcoded mail pieces, 
rather than encoding non-turnaround mail at its second handling at the 
destinating facility 

* Distinction among, and to what extent, route types are initially two- 

passed 
l Inclusion of, and separate treatment for, record type volume (F, H, and S 

(NDCBU) records riffled, H (default) and S records cased at a faster 
rate) 

l Rural routes receive sector segment sortation later and with lower 
penetration 

l Focus group conclusions regarding possible impacts of field operations 
efforts 

l A revised flats operating plan calling for a one-pass rather than two-pass 
incoming secondary 

l Additional customer pre-bat-coding of flat mail 
. Delayed flats OClUBCS deployment to 1995 
l FSM 2+2 modification deployed beginning in November 1990 
l FSM auto feed induction station deployed beginning April 1992 

The net effect of these changes was to lower the potential 1995 workyear 
savings nearly 15 percent to approximately 118,Oo. The major factors leading to 
this decline were: the change in the flats operating concept to sort to carrier route 
rather than sector segment; the later availability of flats automation equipment; the 
exclusion of large numbers of rural routes from sector segment sortation; and the 
use of more conservative, actual equipment performance and staffing levels with no 

forecasted improvement 

The figures below summarize the potential financial benefits and workyear 
savings indicated by the CAP Target compared to the Phase II Only Base. 
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Estimated CAP Target Direct Labor Savings 
(Constant Dollars, Millions) 
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Estimated CAP Target Potential Direct 
Workyear Savings 

The scope of the analysis included labor hours in Labor Distribution Codes 
(LDCs) 11, 12, 13.21.43, and 44.’ Supervisory labor is included. Allied labor is 
accounted for to the extent that MODS operation TPH, staffing indexes and 
productivities include associated mail handler or other allied labor. Letter savings 
compared to the Phase II Only Base are somewhat deflated due to the added letter 
volume resulting from shape-based rates. Conversely, flat savings are somewhat 
higher due to the absence of that mail. 

Savings are constrained in the first years due to a lack of nine-digit barcoded 
mail in the postal system and the relatively low quantities of bar code sorters. After 
FY90, the CAP Target suggests that the total workyears required for direct 
distribution operations will begin a decline that continues through 1995. As the 
following figure shows, the Phase II Only Base estimates that total workyears 
could increase over 25 percent if no further automation were pursued. 
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Total Direct Distribution Workyears Required 
for Letters and Flats 

Another way to visualize the impact of the CAP is to show the saved 
workyears as a percent of the total workyears required by the Phase II Only Base. 
By 1995, the automation program could save one-third of the Phase II Only Base 
workforce requirements. This chart also shows that the projected impact of the 
automation program could be substantive several years before 1995. 
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CAP Target Workyear Savings as a Percent of the Base 
Total Direct Distribution Workyears 

I - 

The following two figures demonstrate that one reason for the success 
projected by the CAP Target is the increased customer participation in worksharing 
programs, particularly pre-barcoding mail. For that mail not pre-barcoded, greater 
customer awareness of proper addressing practices, preferred mail preparation and 
readability requirements is postulated from the efforts of marketing and field 
operations. This work in persuading customers to move their mail up the 
“automation ladder” makes the potential savings shown above possible. 
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Estimated CAP Target Letter Mail Mix 

Estimated CAP Target Flat Mail Mix 
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Meeting these customer participation levels becomes more critical when the 
growth in total mail volume is also considered. Total volume is estimated by Rates 
and Classifications to grow nearly 33 percent between 1989 and 1995. The growth 
in-letter mail is postulated to be higher than growth in flats due in part to shape- 
basd rates established in 199 1. 

CAP Target Mail Volume Growth 
(Billions of Pieces) 

200 - 

-- 

/- = 

-- 

The automated processing of these projected mail volumes will require 
substantially greater quantities of equipment than the USPS currently possesses. A 
fully automated 1995 mail stream will require nearly twice the number of MLOCRs 
and five times the number of BCSs than are currently in the field. In addition new 
Facer/Cancelk.rs, RVE equipment, and flats bar code readers will also need to be in 
place. 
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CAP Target Average Available Letter Equipment 

CAP Target Average Available Flat Equipment 
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The timing and size of the investment costs associated with acquiring the 
needed equipment are shown below. 

Estimated CAP Target Investment Costs 
(Constant 1989 Dollars, Millions) 

Seven Year Total Approximately $2.4 Billion 
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Increased customer participation combined with the deployment of MLOCR 
and RVE equipment increases the quantity of nine-digit barcoded mail in the postal 
system as early as FY91. The following graph shows the assumed penetration 
from the current state in 1989 until 1995. This graph also shows the source of the 
nine-digit baxcded mail. 

Projected Bar Code Volume 
Letters - A Scenario 

9.Diplt OCR 

The percentages shown for bar codes applied by each method do not 
represent commitments or functional goals. They result from assumptions made by 
the Office of Automation Integration (OAI) for the purpose of modeling suategic 
alternatives. 

A.3 Summary by Year of the CAP Target Programs and Results 

This section will describe the CAP Target in each year modeled. It will 
describe the major events and programs which lead to the creation and use of bar 
code volumes to generate workyear and dollar savings. 
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A.3.1 The CAP Target in 1989 

In fiscal year 1989, the Postal Service will nearly complete the Phase II 
automation procurements. By the end of this year, 400 MLOCRs and almost 600 
Phase II BCSs will be in the field. These augment the 248. Single Line Optical 
Character Readers (SLOCRs) and 246 phase I BCSs deployed. Additionally, in 
late 1989.400 Multi-Position Letter Sorting Machine (MPLSM) consoles will be 
converted to read bar codes. 

In the later part of this year, the Letter Mail Readability Index (LMRI) 
improvement program begins to have some impact on MLOCR nine-digit encode 
rates. 

The CAP Target uses this equipment to sort as much mail as possible to the 
carrier route level. As would be expected, savings compared to the Phase II Only 
base case are negligible. The only opportunities for savings compared to the 
baseline arise from the initial LMRI program effects and the conversion of a few 
hundred MPLSM consoles in mid-summer. 

A.3.2 The CAP Target in 1990 

In fiscal year 1990, the Postal Service will complete the Phase II automation 
procurements by deploying the last 80 Phase II BCSs of the 224 option. At the 
beginning of 1990, an additional 1356 MPLSM consoles are scheduled to be 
converted into bar code readers. However, the largest equipment event in this year 

will be the start of the Part B program. In January, the Part B BCS procurement 
begins with the Part B MLOCRs scheduled to arrive in late spring to early summer. 

The impact of the LMRI improvement program will continue in 1990 in 
combination with the beginnings of a broader based field operations push to 

improve the readability and. machinability of all letter mail, not just non-presort 
mail. 

Operationally, some sector segmenting of box sections and business routes 
will begin after as much mail as possible is sorted to the carrier route level. In the 
absence of either substantially increased customer pre-barccxling or sufficient 

USPS -Office of Automation Integration 
April 1989 

A-13 

. 



CAP Repott Quantitative Analysis 

r”- internal ability to apply bar codes via MLOCR or RVE, less than 35 percent of the 
letter mail will have a nine-digit bar code; the amount of mail with a correct nine- 
digit bar code, coded to the finest level, is projected to be even less. This leads to 
relatively few zones with sufficient volume to justify automated incoming 
secondary sot-cation. 

No change is expected in the way flats are processed. Mechanization 
capacity consaaints are reduced by the addition of 100 Flat Sorting Machines 
(FSMs). 

Compared to a Phase II Only baseline, the CAP Target projects saving just 
over $200 million by processing 15 percent of the 40 billion nine-digit barcoded 
pieces in the system to a sector segment level. Twenty-four billion nine-digit 
barcoded pieces will be sorted to the carrier route level. The remaining 10 billion 
nine-digit barcoded pieces are projected to either destinate in zones with insufficient 
barcoded volume to justify automation at this time or were rejected from the 
equipment. 

The CAP Target suggests that increased productivity due to automation in 
fiscal year 1990 will not completely offset the workload increase due to higher mail 
volumes. It estimates, therefore, that direct distribution required workyears will 
increase 1.5 percent, nearly 5,000 full-time equivalents. 

A.33 The CAP Target in 1991 

The major event in 1991 will be the implementation of a new rate stntcture 

stressing automation. Pre-barcoding, automation compatible and shape incentives 

are anticipated in CAP Target The immediate projected result is that mailer applied 
bar codes will more than double to 14 billion pieces and nearly double again in 
1992. 

In conjunction with the rate case, major marketing and field operations 
progtams will be. postulated which improve the machinability and readability of the 
mail base. For example, MLOCR accept rates are expected to rise 1 to 4 points, 
depending on class and presort level. 
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The pace of equipment procurement will increase in 1991. The Part B 
program will be in mid-deployment. The Delivery Bar Code Sorter program also 
will begin during this year at an accelerated pace of 72 machines per month. RVE 

will also begin its deployment schedule in this year. Finally, the CAP Target 
suggests that the purchase of BCSs from ECA at 24 per month be continued rather 
than shutting down that production line. 

The results of the rate case and increased equipment purchases are reflected 
in over 65 billion ninedigit bar codes in the system in 1991, which amounts to 50 
percent of the letter mail stream. Approximately 60 percent of the non-rural mutes 
that are sorted on automation at incoming secondary will be sorted to the sector 
segment level. .The remaining 40 percent will be one-passed to the carrier route 
level. 

Net MLOCR nine-digit encode rates are estimated to fall nearly 7 points in 
1991 despite continued improvements in accept rates and nine-digit upgrade rates 
for each mail type. This results from the fact that the additional deployments allow 
an ever larger proportion of the total letter mail base to be routed to the MLOCRs. 
The larger quantities of lower quality mail, such as collection and BBM mail beiig 
processed, will bring down the average net nine-digit encode rate. . 

Improvements will also begin in the flats. The 2+2 modification to the FSM 
775 is scheduled to begin in 1991 with a resulting increase in throughput. The rate 
case will begin to shift some flats to automatable letters. 

The savings will jump to nearly $1 billion dollars throygh the avoidance of 
over 25,WO workyears. For the first time, required direct distribution workyears 
will decline from the previous year. 

A.3.4 The CAP Target in 1992 

In fiscal year 1992. the USPS will build upon the rate case momentum in 
improving the mail base and by deploying more equipment than in any other year in 
the plan. 

C 
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In the area of customer relations, the CAP Target postulates continued 
- penetration of the new pre-barccding, automation compatible, and shape-based 

products in all classes and shapes of mail. 

Due to continued marketing, field operations and technology enhancements, 
nine-digit encode rates will improve despite feeding an ever larger percentage of the 
letter mail base across the MLQCRs and RVE stations. 

Every letter equipment program will be deploying at its maximum rate in 
1992. Deployments planned for 1992 include 176 Advanced Facer Cancellers, 
nearly 200 Part B MLOCRs, and over 500 Part B BCSs, 575 Delivery Bar Code 
Sorters and 7,000 RVE stations. This amounts to nearly 20 MLOCRs, 96 BCSs 

and 650 RVE stations installed each month of the year except December. 

FSMs will begin to receive another modification to allow auto induction in 
mid-1992. Importantly, this modification will also allow the FSM to read mailer 
applied bar codes. The effect of the 1991 rate case is postulated to begin at this time 
in flats with mailers pre-barcoding over 10 percent of the non-carrier route presort 
flats which the USPS may begin to process in. the last half of the year with the 
Automated Flats Induction Station (AFIS) modified FSMs. 

Sufficient nine-digit bar codes and BCSs will exist in 1992 to fully sector 
segment 94 percent of the non-rural routes. 

In fiscal year 1992, the CAP Target will double the 1991 savings to $2 
billion and nearly 60,0&J workyears saved. Thus, the potential direct distribution 
labor savings in this one year can approximately qual the entire investment cost of 
the six year automation program. 

A.3.5 The CAP Target in 1993 

In fiscal year 1993, the CAP Target will show the USPS continuing to build 
upon the momentum in improving the .mail base and winding down its equipment 
deployment schedules. 
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The final Part B MLOCRs will be deployed in 1993, along with the final 
fourth of the RVE stations. No additional Part B BCSs will be deployed while the 

Delivery BCS deployment program is slowed to 48 per month. To process the 
growing amount of flat pre-barcoded mail, an additional 175 AFIS quipped FSMs 
are procured. 

Field Operations, Marketing, and Engineering efforts will continue to 
increase MLOCR accept rates at the level of 1.5 to 3 points per year depending 
upon mail class and presort level. These efforts will bring the net nine-digit encode 
rate back to its fiscal 1990 levels. Customer pm-barcoding levels will also continue 
to increase by a more modest 33 percent. 

During this year of consolidating its gains, the postal system will contain 
over 110 billion nine-digit bar codes which the USPS will use to save over 70,000 
workyears and $2.7 billion (constant 1989 dollars). 

A.3.6 The CAP Target in 1994 

In fiscal year 1994, the CAP Target will anticipate a rate case that extends 
and expands incentives for the automation program As a result, over 30 percent of 
the letter mail will be pre-barcoded for the first time for a total of 48 billion pieces 

out of 149 billion total letter pieces - including the impact of shape-based 
incentives. Flat mailers are also postulated to respond to rate and marketing 
incentives by pm-bat-coding 10 billion flats. 

By the end of the first quarter of 1994, all letter equipment required for 

1994 and 1995 peak volumes will have been deployed. The field will now have 
more than 850 MLQCRs, 14,000 RVE stations and 4,000 BCSs. 

A concerted effort by marketing and field operations to capitalize on the 
1994 rate case will enable MLQCR accept rates to improve at their now historical 
rate of 1.5 to 3 points per year, depending on mail class and presort level. 

In 1994. the USPS will begin accepting production flats QCRs at 16 per 
month. An additional 16 flats BCSs (flats OCRs without the OCR module) will be 
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,- deployed. This will allow the USPS to begin to automate the 50 percent of the non- 
carrier route presorted flats which are not pre-barcoded. 

In 1994, the CAP Target shows the USPS processing 94 percent of the 
non-rural and one-third of rural route nine-digit barcoded volume to the sector 
segment level to save nearly 100,000 workyears and over $3.5 billion dollars. 

A.3.7 The CAP Target in 1995 

In fiscal year 1995, the CAP Target will process 155 billion nine-digit bar 
codes on letters and flats to save a potential 118,000 workyears and over $4.25 
billion, in constant 1989 dollars. 

From 1989, the USPS will have seen 1989 customer pre-barcoding rise 
from about 5 percent of its mail to over 35 percent of its letter mail. As in 1994, 
nearly all non-rural and substantial amounts of rural route letter mail will now be 
sorted to sector segment levels. Non-Carrier route presort flats will be 45 percent 
pre-barcoded. Automated incoming secondaries sorting to the carrier route level 
will process 75 percent of the flats barcoded volume. 

The success of the automation program will be demonstrated by the fact that 
despite a 33 percent volume increase between 1989 and 1995, the Postal Service 
uses 40,000 fewer workyears in 1995 in direct distribution than it did in 1989. 

A.4 Conclusion 

The analysis demonstrates the potential benefits of a coordinated automation 
plan. Extending the automation plan to flats can provide additional, significant cost 

benefits. Pursuing a customer flats pre-barcoding program while simultaneously 
shifting mail away from the flats mail type through rate incentives provides savings 
over $1 billion in 1994 (as measured in constant 1989 dollars). Adding a flats 
OCR/BCS beginning in 1995 expands savings opportunities to a total exceeding 
$1.5 billion by including the non-carrier route presort, flat mail customers choose 
not to pre-barcode. With letters, the acceleration of the automation quipment 
program, and the pursuit of readability improvements, as specified by the CAP 
Target, can be expected to yield savings of greater than $2.75 billion. An integrated 
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flats and letters automation program, coordinated across all USPS functional areas, 
has the potential of saving one-third of the direct distribution labor hours, 
amounting to 100,CKKt workyears, required by the less automated option of freezing 
automation at the 1988, Phase II levels. 

The largest cost component is the equipment investment, which is shown to 
be a small fraction of the potential savings. However, not all costs associated with 
implementing the plans have been quantified. Other costs would be incurred in 
areas such as increased overhead expense.. 
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APPENDIX B SENIOR MANAGEMENT COMMITTEE (SMC) 

Membership 

Postmaster General 
Deputy Postmaster General 
Associate Postmasters General 
Senior Assistant Postmasters General 
General Counsel 
Chief Postal Inspector 
Assistant Postmaster General, Planning (Secretariat) 
Assistant Postmaster General, Communications (Observer) 
Assistant Postmaster General, Government Relations (Observer) 
Executive Assistant to Postmaster General (Observer) 
Secretary to the Board of Governors (Observer) 
Field Executive (Rotation Basis) 

Responsibility/Actions 

l The SMC establishes Postal Service direction and policy, initiates and monitors 
key programs, set priorities for resource utilization, and setves as the review and 
approval body for all major plans, programs and projects. It fosters cross- 
functional cooperation and develops the strategic plans for the Postal Service. 

. The committee meets every two weeks. The Deputy Postmaster General chairs 
the meetings. 

l Capital investment and developmental funding topics are considered by the 
Senior Assistant Postmasters General and the General Counsel, with the 
SAPMG, Finance chairing those portions of the meeting. Top management 
participates in discussing funding proposals with the SAPMGs when strategic 
changes are involved. If the number of SMC agenda items necessitates, a 
separate meeting may be scheduled. 

. A new field representative is selected about every three months. 

l On a quarterly basis, the principal members of the committee meet to discuss 
strategic issues, focus, and progress. 

l The Secretariat is responsible for agenda management and meeting summaries. 

rc 
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APPENDIX C PROGRAM AREA COMMITTEES (PAC) 

Responsibilities/Actions 

l The four existing Program Area Committees focus on key issues with 
responsibility to provide insight and resources to staff out issue 
alternatives and recommendations. Assignments come from the Senior 
Management Committee or the PAC chairman. 

l The PAC Chairman may assign an officer to their PAC for’ a particular 
project. 

l The PAC agendas are circulated to all headquarters officers, 
approximately two weeks prior to the meeting. Any interested officer 
may attend a PAC meeting, subject to the chairman’s prior approval. The 
written summaries df PAC meetings are distributed to all officers. 

. All information briefings on issues, programs and projects are provided 
to the members of all PACs at a.regularly scheduled exchange meeting, 
so that the PAC agendas are not duplicates of each other. The APMG, 
Planning acts as the agenda and meeting facilitator for the exchange 
meetings. 

Human Resources PAC - SAPMG, Human Resources 

Communications 
Delivery services 
Employee Relations 
Deputy General Counsel 
Labor Relations 
Training and Development 
Treasurer 

Operations PAC, SAPMG, Operations Support 

Consumer Advocate 
Controller 
Distribution, Delivery Kc Transportation 
Engineering and Technical Support 
Facilities 
Information Resource Management 
Labor Relations 
Marketing 
Operations, Systems and Performance 
Procurement and Supply 
Technology Resources 
Training and Development 
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Services and Prices PAC, SAPMC, Marketing and Communications 

Communications 
Consumer Advocate 
Employee Relations 
Deputy General Counsel 
International Postal Affairs 
Mail Processing 
Marketing 
Philatelic and Retail Services 
Planning 
Rates and Classification 

Technology PAC, SAPMG, Administrative Services 

Engineering and Technical Support 
Government Relations 
Information Resource Management 
Philatelic and Retail Services 
Planning 
Procurement and Supply 
Rates and Classification 
Technology Resources 
Training and Development 
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APPENDIX D GLOSSARY 

A 
ABC 
ABC Group 
ACS 
ADC 
AFAT 
AFCS 
AFIS 
AIS 
AMF 
A0 
APMG 
ARM 
ARS 
ASRMS 

B 
BCS 
BRMAS 
BRM 

C 
CAP 
CAPrAIN 
CASS 
CD 
CFS 
CIC 
CPC 

CRIS 
CRP 
CWS 

Advanced Bar Code 
Automation and Bar Coding Group 
Address Correction System 
Area Distribution Center 
Automated Financial Analysis Task 
Advanced Facer Canceler System 
Automated Flats Inducation Station 
Address Information Systems 
Airport Mail Facilities 
Associated Office 
Assistant Postmaster General 
Accelerated Reply Mail 
Automation Readability Specialist 
Automated Staffing and Resource Management Simulator 

Bar Code Saner 
Business Reply Mail Accounting System 
Business Reply Mail 

Corporate Automation Plan 
Corporate Automation Plan Tracking and Inventory System 

Coding Accuracy Suppon System 
Communications Department 
Computerized Forwarding System 
Capital Investment Committee 
Corporate Progmm Committee 
Carrier Route Information System 
Carrier Route Presort 
Carrier Walk Sequence 
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D 
DAR 
DC 

DCMP 
DDD 
DS 
DIYI 
DUSQ 

Decision Analysis Report 
Department of the Controllet 
Depth of Code Measurement Program 
Distribution and Delivery Department 
Delivery Services Department 
Distribution, Delivery and Transportation Department 
Delivery Unit Sort Quality 

E 
EMRS 
ER 
ES 
ESC 
ETS 

Electronic Marketing Reporting System 
Employee Relations Department 
Engineering and Technical Support Department 
Engineering Support Center 
Engineering and Technical Support Department 

F 
FC 

,-- FCM 
FD 
F-Record 
FSM 
FY 

FacerKanceller 
First Class Mail 
Facilities Department 
Address Information System designation for a particular firm 
Flats Sorting Machine 
Fiscal Year 

Focus Groups Groups, composed of a broad cross section of postal management, 
formed by the office of Automation Integration (OAI) to develop 
and enhance the corporate plan for automation activities. The first 
groups created the initial plan which was reviewed and enhanced 

upon by each later group in turn. The OAI then createda series of 
timelines and decision points from the focus group viewpoints that 
the PACs have since developed and adjusted further. 

G 
GMF General Mail Facility 

H 
.rC HQ Headquarters 
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HR Human Resources 
FIR PAC Human Resources Program Area Committee 
H-Record Address Information System designation for a highdensity delivery 

stop 

I 
ID 
IMHS 
Indicia 

L 
LDC 
LMRI 
LR 
ISM 

M 
MAIL 
MAIS 
IvlRTA 
MK 

(shopping center/high-rise office) 

Identification 
Integrated Mail Handling System 
Imprinted designations on mail pieces to denote payment of postage. 

Labor Distribution Code 
Letter Mail Readability Index 
Labor Relations Department 
Letter Sorting Machine 

Mailer Address Improvement Link 
Market Analysis Information System 
Model for Evaluating Technology Alternatives 
Marketing Department 
Multiline Optical Character Reader 
Managed Mail Analysis Test 

Management Operating Data System; 
I: for largest sites with electronic volume and workhour reporting 

system 
II: for smaller sites without electronic volume and wotkhour~ 

reporting system 
Mail Processing Department 
Multi-position Flat Sorting Machine 
Multi-position Letter Sorting Machine 
Management Sectional Center 
Modification Test Agreement 
Mailers Technical Advisory Committee 

MMAT 

MODS I &II 

MP 
IvIPFSM 
MPLSM 
MSC 
MTA 
MTAC 
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N 

,- NCGA 
ND1 
NW 

0 
OAI 
OBSS 
OCR 
ODIS 
OP PAC 
OSG 
OSP 

P 
PA 
PAC 
Part A 
PartB 
PCES 
PEDC 

PQ 
PRC 
Phase I 

Phase II 

R 

RC 
RFP 
ROI 
RPMG 
RPW 
RVE 

National Change of Address 
National Deliverability Index 

Net Present Value 

Office of Automation Integration 
One Bundle Sliding Shelf 
Optical Chatacter Reader 
Origin Destination Information System 
Operations Program Area Committee 
Operations Support Group 
Operations Systems & Performance Department 

Philatelic Affairs 

Program AreaCommittee 
Procurement to upgrade Phase II SLOCR to MLOCR 
Procurement for new MLOCRs 
Postal Career Executive Service 
Postal Employee Development Center 
Postal Quarter 
Postal Rate Commission 
Procurement of Burroughs and Pitney Bowes SLOCRs and Bell & 

Howell BCSs 
Procurement of ElectroCom SLOCRs and BCSs 

Rates and Classification Depattment 
Request for Proposal 
Return on Invesrment 
Regional Posunaster General 
Revenue Pieces &Weight 
Remote Video Encoding 
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SAPMG 
SU 
SLOCR 
SMC 
SP PAC 
SPBS 
SPLSM 

SQS 
S-Record 

T 
TPAC 
TRC 
TRD 

U 
USPS 

z 
ZIP+4 

Senior Assistant Postmaster General 
Sequence Identifying ZIP 
Single-line Optical Character Reader 
Senior Management Committee 
Services and Prices Program Area Committee 
Small Parcel & Bundle Sorter 
Single-position Letter Sorting Machine 
Systems Quality Sort 
Address information system code designating a street blockface 

Technology Program Area Committee 
Technology Resource Center 
Technology Resource Department 

United States Postal Service 

Zoning Improvement Plan with four digit add-on 
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APPENDIX E CAP DOCUMENT STAFF 

‘The following individuals participated in the preparation of the Corporate 
Automation Plan document 

Ken Botknecht 
Human Resources 
Philadelphia Division 

Joseph Breckenridge 
Marketing & Communications 
Oakland Division 

Cheryl Brown 
Opemtions Services 
Orlando MSC 

Richard Crawford 
Mail Processing Department 
Headquart~ 

Tom Day 
city operations 
Trenton MSC 

Dan DeMiglio 
Marketing 8c Communications 
Oakland Division 

Ginny Donaldson 
Office of Automation Integration 
Headquarters 

Robert Edwards 
Office of Automation Integration 
Headquarters 
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,- Tom Foti 
. Of?ice. of Automation Integration 

Headquarters 

George Hall 
Office of Automation Integration 
Headquarters 

Joseph Holliman 
Field Operations 
Jackson Division 

Margot Myers 
Marketing & Communications 
Phoenix Division 

Dave Robinson 

..-- Operations Services 
Wiigton MSC 

Terry Rockett 
Address Program Support 
Dallas Division 

Dennis Smith 
Office of Automation Integration 
Headquarters 

John Stinchfield 
Inspection Service 
Headquarters 

John Tolliver 
Office of Automation Integration 

Headquarters 
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Alice VanGoxder 
City Operations 
Boston Division 

Paulette Armstrong 
Electronic Data Systems 

Mike Cebry 
Consultants for Mgmt. Decisions 

David Fitzpatrick 
Arthur D. Little, Inc. 

Jii Graham 
Resourc6 Consultants. Inc. 

lay Kaplan 
Arthur D. Little, Inc. 

Tamara Kerr 

Consultants for Mgmt. Decisions 

Trish Parkinson 
Electronic Data Systems 

Mark Trusheim 
Consultants for Mgmt. Decisions 
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