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1. INTRODUCTION

In November 2007 with the conclusion of MTAC 114, several issues were identified as needing additional collaboration between the Postal Service and the mailing industry.  As a result, MTAC 120 was established and according to its issue statement, the new workgroup would focus on communicating critical entry times (CETs) to the mailing industry, exploring solutions for mailings requesting specific in home delivery (IHD) days and the effect of seasonality on service performance measurement. 
2. OVERVIEW OF ACTIVITIES

From its start in January 2008 until its finish in February 2009, MTAC 120 held 4 face-to-face meetings and 8 telecoms.  Meeting notes and other information were posted in the MTAC Issue Tracking System (MITS) (http://ribbs.usps.gov/index.cfm?page=mtac) for MTAC 120 under “View Minutes”.  A list of work group members is located in Appendix A of this document.
2.1 
Achieving Desired Results
MTAC 120 was responsible for nine tasks as “Desired Results”.  Starting in April 2008 with the circulation of the first draft, work group members provided input into the development and concurred with final version of Desired Results located in Appendix B.
2.2   Communicating Critical Entry Times (CET)
Before the start of service measurement on October 1, 2008, every processing facility revised its operating plan and defined every operation’s critical entry time (CET).  CET is the latest time that a minimal amount of mail can be tendered to designated induction points in the postal network in order for it to be processed and dispatched to meet service standards.  For origin entry Standard Mail, CETs are locally determined.  However for destination entry Standard Mail, a national postal policy defined the CET as 4 p.m. for drop shipments prepared on pallets or other appropriate containers and 12 noon for bed loaded trailers.
For the other mail classes or market-dominant products, CETs for origin entry and destination entry were locally determined.  One output from MTAC 120 was the compilation of nearly 500 major induction points, including all BMCs and SCFs, and identification of their corresponding CETs for origin entry and destination entry for the market-dominant products.
2.2.1 Short-term Source for CET Information

In December 2008, a new site, “Mail Entry Support”, was established in RIBBS (http://ribbs.usps.gov/).  This site contains links to important information primarily targeted for commercial mailers who transport destination entry mailings to designated postal facilities.  As an interim source of information, the CET spreadsheet referenced in the preceding paragraph can be accessed through “Mail Entry Support”.
2.2.2 Long-term Source for CET Information

Phase 3 of the labeling list redesign initiative will improve labeling list management and communication.  A new website will be developed and become the primary source for mailers to obtain CET information.  It will achieve the goal of MTAC 120 by providing mailers with a single repository containing reliable CET information.
2.2.3 Published Articles on CETs

The Postal Service published one article on CETs in the September/October issue of MailPro, News for Mailing Professionals.  Additionally, the mailing industry printed several articles on the topic in various publications.
2.3   Exploring Solutions for In-Home Delivery (IHD) Mailings
The mailing community wanted instruction on how to enter mailings and comply with the new service standards, CETs, color coding procedures, and IHD requests for Standard Mail.  As a result, the IHD Guidelines was collaboratively designed as a tool to assist mailers with the synchronization of various elements and achieve desired delivery.  The IHD Guidelines is an excel file consisting of three tabs.  In the first tab, the page titled “IHD Guidelines Standard Mail - Destination Entry” is segmented into requested 2-day and 3-day IHD windows by DBMC, DSCF, and DDU entry based on days of the week.  According to these IHD Guidelines, the Postal Service will deliver on the second day of the IHD range.  

In the second tab, the page titled “Delivery Color Codes for Standard Mail” provides the Postal Service’s matrices for drop shipments entered as DBMC (ASF), DSCF, and DDU mailings.  The revised color code policy for the Postal Service was implemented nationally in August 2008.  In the third tab, delivery days are identified for destination-entry Periodicals and Package Services.
2.3.1 MTAC Distribution of the IHD Guidelines
Following the MTAC General Session meeting, the MTAC program manager sent an electronic message on Dec. 4, 2008 to all MTAC members, attached the IHD Guidelines, and requested further dissemination to respective memberships.
2.3.2 Link from RIBBS

Also in December, the IHD Guidelines was posted in the new RIBBS’s site, “Mail Entry Support” (http://ribbs.usps.gov/index.cfm?page=siteindexa_z ).
2.4   Facility Access and Shipment Tracking (FAST)

Destination entry of Standard Mail requires an appointment scheduled in FAST, an electronic system deployed by the Postal Service in 2005 to 800 facilities.  Industry members raised several issues concerning FAST, such as the inability to schedule drop shipments on Sundays and facilities closed for mixed loads with Periodicals.  While resolving FAST issues was beyond the scope of MTAC 120, action was taken with the following initiatives:
2.4.1 Contact Information for FAST Coordinators
Released to work group members in May, a consolidated spreadsheet listed contact information for drop ship coordinators from the Facility Profile pages in FAST.  The spreadsheet was organized by area and NASS code and provided electronic mail addresses and 24-hour telephone numbers for all destination entry SCFs, annexes, and BMCs. 
2.4.2 Warning for Late IHD mailings

Implemented November 16, 2008, schedulers from the mailing industry who add content for the in home start date and end date when creating an appointment in FAST will see a message when the requested appointment date and in-home date are not in sync with USPS Service standards.
3. OTHER ISSUES
3.1   Consistent Delivery 

Some in the mailing industry regard early delivery of IHD mailings as a failure.  Deliveries outside the IHD range, whether early or late, result in negative consequences for mailers.  As the Postal Service continues to squeeze out variability within its operations, delivery is expected to become more predictable.  The Postal Service releases its first quarterly service performance reports for market-dominant products in January 2009.  
3.2   IHD Standardization

In August 2003 when MTAC 78, In-Home Delivery Instructions for Standard Mail, completed its work, IHD information was printed in the Postal Bulletin (9-4-03).  The instructions included mailer options to withdraw mailings from service if arriving after the sale or event. 
Following definition of modern service standards in December 2007, the Postal Service continued to recognize the importance of in-home dated mailings.  Since no standards exist in the Domestic Mail Manual, there is wide variance among the mailing industry for IHD mailings.  For example, mailers request delivery from one day to more than twenty days.  Ideally, IHD range would not exceed 3 days.  In November, mailers noted an increase in irregularities reported by eMIR on absence of pallet labels for their IHD mailings, even though the DMM has no requirements for IHD identification.
3.3   FAST Constraints

The mailing industry expressed several concerns about FAST, including 

· Limited days for appointments - 166 out of 456 drop shipment locations are closed on Sundays
· Restricted appointment hours on one or more days or large gaps between hours

· Facilities closed one or more days for mixed loads

· Obtaining appropriate service for mailings redirected to another destination entry location, for example, achieving the 3 day service standard for a SCF mailing redirected to a BMC where 5 day service standards apply.
· Arbitrary constraints at facilities limiting induction of drop shipments; appointment availability does not match capacity. 
4. RECOMMENDATIONS
· Incorporate CETs into the new web-based customer interface for both internal and external users.  In the interim, users can access CET information from the site, Mail Entry Support, on RIBBS.

· Consider development of a new service around mailings with requested in-home delivery.  For instance, DMM standards would be created for IHD, and mailers would pay for the Postal Service to hold mailings entered early at destination. 
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Appendix B  
Desired Results from MTAC 120

1. Define the business needs of mailers who use Standard Mail to target messaging around in-home delivery (IHD) dates.
Consistent and predictable delivery from the Postal Service is important to mailers who request delivery of Standard Mail with specific in-home dates (IHD).  While meeting service standards, mailings should be delivered according to requested IHDs.  Mail delivered prior to or extended beyond an expected in-home window impact marketing and communication for the targeted event. The retailer’s supply chain and consumer buying activities are also affected. 
Mailers want the Postal Service to recognize the importance of IHD mailings and its dovetail with merchandise availability, staffing, and other media advertising scheduled by marketing and sales efforts of mail owners.
Standard Mail has the potential for volume growth and an enhanced revenue stream for the Postal Service, but this product line faces stiff competition from other advertising and communication media options available to its mailers.  Common criticisms of Standard Mail are inconsistency and unpredictability of delivery.  Standard Mail must be delivered in a timely and consistent manner in accordance with the Postal Service’s published service standards.  Furthermore, when mailings are not delivered within the requested IHDs, promotions loose effectiveness and do not meet expectations of retailers.  Consequently, retailers look to alternative advertising methods to meet their business needs.
2. Outline the entry processes that maximize requested IHD date compliance.
To maximize IHD compliance, mailers need to synchronize the service standards for destination entry with the critical entry time (CET) of 4 p.m. for Standard Mail and a valid drop ship appointment scheduled in FAST.  As a result of this alignment, desired delivery can be achieved on the second day of 2-day and 3-day IHD windows.  Under a postal policy revised to support modern service standards, a delivery color code will be applied to Standard Mail based on time, day and location of destination entry.  MTAC 120 developed IHD Guidelines for Standard Mail for mailers to synchronize destination entry, service standards, CET, FAST appointments, requested IHD windows and expected day of delivery.

In cases where the mailer is unable to synchronize DDU drop shipments with its 2-day service standard, the Postal Service will honor the IHD for weekly mailings of saturation rate Standard Mail flats and follow special procedures.  One procedure includes application of delivery color codes based on requested IHD, rather than the earlier date and time of arrival at the DDU.  The Postal Service defined other procedural requirements for mailers and destination delivery units.

3. Identify any sources of cost required to meet IHD date compliance.
The mailing industry spends large amounts of money preparing Standard Mail to advertise a sale or event.  Furthermore, mail service providers expend resources to communicate the requested in-home dates on pallet placards, bundle slips, and messaging to the Business Service Network or postal facilities.  Originally intended to be an effective method of advertising, the mailing may have adverse affects if it arrives before or after the sale or event or after the requested date in the mailer’s endorsement.  The cost of lost sales to the retailer is significant if the mail does not arrive according to the requested in-home dates.

Other costs are associated with less than (truck) load (LTL) carriers who combine mailings for entry into pre-scheduled postal facilities from different service providers.  One concern involved the LTL’s use of only one appointment from one of the service providers then the other appointments were recorded as “No Show” in FAST and could result in failure to start-the-clock for service performance.  That issue was resolved in 2006 when new functionality was added to FAST to allow “Joint Scheduling”.  This feature allows the LTL carrier to make the appointment in FAST and the mail owners or preparers to associate content with the scheduled appointment.  When this feature is used, all contents for the appointment receive a start-the-clock event.  More information on this functionality can be obtained from the FAST web site by clicking on Resources, then Reference Documents.  The customer job aid on Joint Scheduling is available on that page.

Another industry concern involves additional costs for postage paying clients for destination entry on Saturdays.  Since most LTL do not do Saturday entry, postage paying clients rely on individual trucks for light loads and incur an additional expense for their mailing.

4. Identify feedback mechanisms to deliver feedback on mail entry and delivery for Standard mailings with requested IHD dates.  Explore feedback approaches that leverage intelligent mail barcodes, electronic documentation, and performance-based verification.
The Postal Service should utilize the in-home field that can be populated in a mail.dat file compared to Intelligent Mail® barcode scans to provide feedback to mail owners and others involved in the mailing.  The Confirm program data allows users to gather that information today on a consistent basis.  They can also use FAST information to verify arrival times at plants, especially where Surface Visibility is used. 

5. Identify the optimum communication and education processes for sharing requested IHD results.
Mailers requesting IHD windows can work through the Business Service Network.  Request notifications can be sent to postal plant managers about upcoming mailings that are time-sensitive in nature.  Mailers can also use a Postal Bulletin Mail Alert notification system.  Some mailers prepare special facing slips, pallet placards and flags placed on bundles, and pallets indicating the mail owner and the requested in-home delivery date range (generally a three day window).  

For managing IHD for delivery, mailers of carrier route presorted flat mail also can use the ADVANCE program that sends an image of the mailpiece, along with piece quantities by ZIP Codes to appropriate DDUs to make them aware of the incoming mail to facilitate delivery windows.  ADVANCE also requires delivery operations to provide reports on delivery of mailings each day.  Those reports are available to both higher-level postal managers and to the mailer.

If mailers do not see any tracking information through the Confirm program scans, ADVANCE notification, or internal seeding responses, they will telephone delivery supervisors at destination delivery units to gauge the receipt and potential delivery of the marketing message to assure on time delivery.

Reports that measure the Postal Service’s service performance against mailer requested IHDs must continue to be available to mailers, such as the Requested In-Home Window report available today through the Confirm service.  Aggregated reporting is very important to mailers as it represents a benchmark against which to compare their specific mailings.  Postal geography plays an important role here, and the aggregated reports should provide granularity to drill down to:

· Postal Area 
· Bulk Mail Center 

· Sectional Center Facility 

· Delivery Unit (Post Office)

Frequency of reporting is equally important.  At a minimum performance should be reported quarterly and annually.  However, monthly reporting is preferred as it adds the benefit of being actionable.  Annual reports, while good for comparison purposes, do not allow for timely response by the Postal Service nor the mailer to shifts in performance that require action.  Postal processing and performance can vary by facility and through time.  

Knowing these changes in performance allows mailers to adjust as required so that their very important messages are received when they need to be. 

6. Communicate CET definition and requirements.
The importance of CETs to the mailing industry lies in the definition of CETs and the reliance on CETs as an integral part of the mechanism that defines service expectations and measurement for mailers/customers.  A CET is defined as the latest time that a reasonable amount of a class of mail can be received at designated induction points in the postal network for it to be processed and dispatched in time to meet service standards.  For service measurement, CETs help in determining the “start the clock” for mailings entered at destination entry.  For example, the CET for Periodicals is determined by the local processing plant.  If a drop shipment arrives before that CET, then the “clock” starts for Periodicals’ service performance measurement on that same day (a.k.a. “Day Zero”). 

When the Postal Service communicates CETs for all market dominant products, the information must be reliable, accurate, and timely.  CETs must be consistent with the facility’s ability to process and clear mail according to its operating plan and service standards. 

There must be one reliable source for all CETs (origin entry and destination entry) that is shared with mailers.  Under Phase 3 plans for the labeling list review, a new web-based customer interface for both internal and external users will be created with CET information available from a ZIP Code Search Report.  Given the varying degrees of communication modes that mailers use, CET information must be available through multiple media outlets.  Whether published in hardcopy documents, soft copy files, DVD format, or file data transfer, the information must be available to the customer and mailing community in the media with which they are most comfortable.  Information in each communication mode must come from the same source document that is the new web-based customer interface.

Lastly, in order to ensure that CET information is timely, there must be an update procedure as well as sufficient lead time for changes.  CET changes should be somewhat limited to operational cause and effect or service standard changes, those causes closely linked to operating plan changes and improvements. 

The Postal Service published an article, “Critical Entry Times”, in the September/October edition of MailPro.  CETs are defined within the operating plan of a mail processing facility. A national CET is a standardized time when a specific class of mail can be received.  For example, the national CET for palletized Standard Mail is 16:00 at all destination entry locations and 12:00 for bedloaded shipments.
The Mailing & Fulfillment Service Association printed “CETs Raising Concerns Among Mailers” in Postal Points on August 29, 2008.  Other industry publications had articles on the subject of CETs.
7. Delineate the relationship of CET and service standards.
The Postal Service defines service standards as “[a] stated goal for service achievement for each mail class”.  This definition forms the basis for customers’ expectations concerning the number of days that it should take for the Postal Service to deliver a mailpiece from its point of entry in the mailstream to its destination.  In the Federal Register dated December 19, 2007, the Postal Service published service standards for every market-dominant product.

The CET affects the start time for service measurement not the service standard itself.  If the Postal Service accepts a mailpiece before the posted CET for that day, the day of entry is designated as the “start-the-clock” date.  If the mailpiece is accepted after the CET or accepted at a Post Office location after the last posed acceptance time or on a day when mail processing does not occur, the mailpiece has a start-the-clock” date of the following applicable acceptance day.  “Start-the-clock” Day Zero is the date when the clock starts for the purposes of service measurement.  
8. Outline the process to communicate CET changes externally and the lead time required for these communications to be effective.
By the end of September 2008 when postal operating plans were updated, CETs are expected to remain stable.  The Postal Service will communicate changes in CETs to external stakeholders.  The mailing industry determined 45-60 days are needed to adjust to a CET change.

9. Identify the effects of seasonality on mail preparation, entry, predictable service performance and reporting.
Traditionally, the Fall Mailing Season begins sometime in late August, continues through December and is the heaviest period of use for Standard Mail.  Historically, with the increased volume of mail entering the Postal Service’s system, processing capacity at some facilities was exceeded and hindered achievement of delivery standards.  

Mail service providers and the Postal Service will need to work together to identify where potential processing bottlenecks may occur.  This effort must use historical perspective as well as mailer projections about the timing and locations of future mailings during the peak season.  These efforts will provide relief (reduced inducted volumes) for targeted postal facilities while giving mailers realistic expectations for delivery of their mail.   
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