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Brainstorming Session - Strategic Initiative #4

· Lee started the session by providing initiative #4 highlights:
· How can we simplify mail products; streamline verification; contain cost; transfer mail verification functions to key induction points; reduce need for USPS staff; consolidate mail entry, plant induction points and business functions.  
· Lee asked the group for thoughts on how to simplify the mailing process, including the current view of mail preparation rules compared to how the USPS would transition to a the “perfect” pallet, reduce waste, and reduce complexity of mail preparation. 
· Mike added that regardless of the future environment, total system cost must be built into this strategic initiative.  The goal is to reduce verification and acceptance process costs for both the industry and USPS, and make it more seamless.
· Steve C. agreed and stated that the industry does not want to increase their costs to help the USPS reduce their cost.  
· Sharon added that is not a benefit to the USPS to have the industry increase their cost to allow the USPS to reduce their cost.  Ultimately, this would cause the industry to get away from mailing and there would be a reduction in mail volume.  
· Lee asked if the comments were in reference to systems development, IT software side, or more on the physical manufacturing process of the mail.
· Mike responded that mailers have an equal dilemma with their floor operations, clerical expenses, etc.   Mike emphasized that the way in which things are structured today, the mailer must prove their innocence with any problems that are reported by the USPS, increasing the mailer’s need to maintain more documentation, etc.  Just because the USPS is capable of eliminating their cost it does not mean that mailers are capable of eliminating theirs; in some cases it may increase.  
· Sharon expressed concerns about the challenges and pressures added to businesses when clerical resources and non-management personnel must be developed to become technical staff. 
· Lee agreed with the statements and asked the group to look at the changes that the industry would like to see to improve efficiencies, reduce cost, etc.
· Clarence sees today’s mail preparation requirements going away; machine processing drives the mail preparation, and the use of IMb identifies irregularities that may exist.  This allows preparation to be less of a burden for the mail preparer and the USPS.
· Mike agreed and stated that it would present a completely different environment and hopefully the IMb would become the cornerstone of how we do business.  The team should be thinking about setting visions.
· Lee indicated that the USPS has conducted studies which reveal that Carrier Route 5-digit Presort does not provide operational savings because of the way mail is processed.  Lee commented why mail a bill First-Class instead of Standard, and pay for services based on performance. 
· Steve C. and Sharon responded it’s the law.  Steve and Sharon asked if the law could be changed.

· Laine stated that the concept of service-based choice was previously discussed during product redesign and the mailers liked the idea.  A First-Class business classification that would combine part of First-Class and part of Standard Mail which included paying for the service selected (regardless of content), was proposed at that time.
· Steve C. stated that a major migration from First-Class may not be ideal unless it is from First-Class to electronic versus going from First-Class to Standard Mail, or unless First-Class was going to be lost altogether.

· Laine added that if this were adopted, it may end up being based on the cost of processing and services requested, instead of the class of mail.  The pricing structure may have to be reconfigured.  
· Steve C. indicated that this would also eliminate some inequities.  The discount for First-Class IMb is three times greater than Standard Mail.  There cannot be three times the benefit for the USPS to handle a First-Class piece versus a Standard piece.

· Laine asked why sort to 3-digit and 5-digit levels in instances when it’s not necessary. Would it be possible to place all in the same tray, bundles or pallets in order to save costs?  
· Sharon responded that it is important to make sure that discounts offered today are not lost. There must be a fine balance.
· Laine replied that total price structure would be needed and it should be based on true operational cost – what it takes a mailer to prepare the bundles versus what it takes to USPS to process them.  Would it be necessary to distinguish 3-digit from 5-digit if pricing were to be based on true operational costs? 
· Charley said that the USPS is getting ready to do that with the FSS.  Going from a Carrier Route-based team to a machine team.  It benefits production for the industry.
· Lee said that there is misalignment between mail processing methods compared to current preparation and pricing rules that need to be addressed.  

· Mike stated that although the statement report is not aimed at pricing, the team must make a statement indicating that verification and acceptance processes of the future are inseparable from the pricing incentives resulting from preparation of the mail. 
· Becky stated that it was an excellent suggestion that would be met with enthusiasm.
· John added that it points directly to the postal benefits of optimizing transportation, load management, sort plans, etc.  
· Laine commented that prices should be lowered accordingly.
Streamlining Procedures and Containing Costs

· Lee initiated the discussion on streamlining procedures and containing costs.  What are the pain points of doing business with the USPS? 

· Mike suggested that the conversation be organized by class or product, starting with difficulties or challenges dealing with the USPS when mailing First-Class mail.

· Sharon offered the example of opening a permit.  There is no easy direction, training, or information on how to efficiently open a permit.  The process is complex and unclear.  

· Lee encouraged the team to provide suggestions for improvements. 

· Sharon added that there should be an automated method and audio-visual tutorials instructing the user how to open a permit. 
· Laine said that directions on forms don’t explain the differences between the sections and why they should be completed.

· Sharon stated that there is no documentation that provides information on how or why a form should be completed.  Also, the processes to complete forms keep changing.  Postal employees and managers don’t understand them and cannot explain the appropriate process, and with multiple sites certain facilities may want something extra that is unique.  

· Steve K. mentioned that even if there is documentation on the side, it is too basic.  For example the instructions for entering the name; it does not indicate the name of the mail owner or mail service provide.
· Lee asked the group how this should be categorized.

· Sharon would like to see online processes that would allow for forms to be completed, stored, updated, forwarded, copied, sent, edited, etc.  Also, the capability to review and see changes that the USPS may need to make or approve, without having to contact anyone to view the progress.  Any type of agreement or dialogue that customers need to have with the USPS should be online. 
· Mike said that for mailers to conform to high quality they need to understand the standards; this should be the focus when acceptance is discussed.
· Laine stated that when managing multiple sites, it is extraordinarily difficult to manage every postal facility separately.  A national permit system was brought up 15 years and then again with the enterprise payment system.  Why is it necessary to have a separate agreement for every location? 
· Sharon added that as enterprise mailers, it is difficult to figure out who has the latest document and latest version.  There should be an automated system that provides visibility to USPS and mailers to see the agreement for all the facilities.  When updating agreements, all parties should have the same access.
· Laine stated that if is something updated in one location, there should be a notification sent to all key contacts.  All parties involved would be notified and there should be no extra verifications of who received the information, etc. 

· Lee indicated that reducing local documentation, accounts, and consolidating everything would be of benefit to the USPS.   

· Sharon responded that there has to be huge benefits to USPS because of all the personnel necessary to approve and verify mailings.
· Lee added that it is important that the mailer benefits are also noted.  

· Mike suggested that a recommendation be included for the USPS to look at other enterprise systems providing information to interested/appropriate parties.  
Migration of mail verification functions to key induction points.

· Lee initiated the next topic asking how team members envision a self-service oriented migration from BMEU verification to origin facilities or mail processing plants.  What would be optimal for the USPS and for the mailer?
· Lee asked for thoughts on the following:
· reducing network size 

· directing people to different areas based on volume 

· providing services to prepare, accept, and process mail

· Steve K. cautioned against receiving a very large postage adjustment for which a mailer was unable to do anything to correct.  Steve added that trend-based is a great idea.

· Mike indicated that trend-based evaluations are good as long as the expected standards are understood and the trending comparisons are known.  Also, there must be a feedback cycle for the mail owner and mail service provider. 
· Steve K. added that the feedback needs to be very timely. 
Managing Current Data Models
· Lee asked the group to think about current data models’ efficiency; the cost-effectiveness of specific processes; future feedback; being able to process and describe preparation of a mailing; the people and services associate to mail artifacts; and how it can be made easier and reduce risk.
· Bob R. commented that assuming unique identification, eDoc and certified mailers, instead of verifying every piece of mail (if removing people from semi paper-based process in higher tech future), the USPS should build trends based on samplings from downstream processing -- expected versus actual -- looking at more than one occurrence when looking at quality.  The USPS and industry must describe the standards and provide a definition of good quality for everyone to feel confident, and for the industry to understand the consequences upfront and focus on root causes.

· Steve K. asked about the value of the meter date now that everything is in eDoc.  Everything is documented; date created, dropped, and sorted.  Why is a date needed on a piece?
· Sharon added that if production issues exist, the eDoc data could be changed and correlated to the IMb without having to reproduce the piece. 
· Lee asked if there was a need for pre-cancelled stamps or would it be more IBI?
· Steve K. commented that precancelled stamps offer a lot of value from a marketing stand point – people see a stamp and they tend to open it.  There is great value for small offices that do not have eDoc sophistication.  IBI offers more with data but it is not an industry-wide application.  Permit has value.
Plant Induction-Point Consolidations 

· Lee asked if there would be any efficiencies gained by the mailers from induction point consolidations.

· Becky asked for clarification: would there be less segmentation of the mailings or would the mailer have to take the mail further? 
· Lee responded that if the USPS consolidates entry points we would consolidate facilities and the mailers would have to travel further.

· Sharon and Steve C. indicated that they do not see a benefit for the mailer having to drive to another induction center.  Steve K. indicated that it would take away from production time.

· Sharon feels there may be a benefit if the USPS were to provide incentives and enable mailers to pick locations where they would present the mail.

· Laine stated that we need to be conscious of where large amounts of mail are deposited.  The mileage would make a difference.

Business Functions
· Lee commented that the USPS needs a consolidation of business functions and should try to automate using wizards, etc.

· Sharon responded that it needs to be cohesive, and be able to integrate issues and resolutions into a holistic view point. 
· Mike commented that the industry side has to be serviced by integration of business processes – these interfaces will be very important to induction and verification processes. 
· Bob R. suggested the USPS take data exchanges from existing systems and build off from that to actually implement a working proof-of-concept, albeit, without all fully featured functionality. 
· Lee indicated that the information discussed during this meeting would be incorporated to the spreadsheet, and reviewed next week in preparation for the face-to-face meeting. 
· Mike thanked the group for their participation.

Meeting adjourned at 3:02 pm
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