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Work Group Leaders: Tim Haney, USPS and Joe Schick, Quad/Graphics, Inc.
Date:

June 26, 2001

Location:
Quad/Graphics, Inc.

West Allis, WI
In order to help everyone involved with both working groups understand the process that we are trying to change and improve, it was decided to take the meeting to the plants. At our last meeting in May, we met at the Carol Stream, IL P&DC to see flat sorting equipment and flats processing. For this meeting, we met at a printing plant to observe the production, material handling, and distribution process.

We heard a report from the USPS on the status of the Alternate Flats Preparation Test which will continue until July 31 (or when all test material is out of the pipeline). In general: volumes have increased with the addition of more publications; flats sorted to the 5-digit schemes (super sorts) presented in USPS flat tubs have proven to be the easiest to handle and process; the “super sorts” are very beneficial; and there have been very few negatives associated with the test.

However, the Postal Service did have two concerns. They would like to see an increase in volume of test mail sorted to the schemes…much of the test mail is still being presented as 3-digit mail containing the schemes for a specific test site, which requires two passes to complete the sort. This was discussed by the group, and it was decided that the printers would attempt to create more 5-digit scheme test mail where possible. The other issue related to an extra handling that was being created by the test mail being placed in gaylords on the same pallet with the carrier route mail. The pallet was being moved to the AFSMs where the test mail was removed, and then the pallet was taken to the SPBS  where the packages of carrier route were being sorted. To resolve this issue, the printers agreed to put the gaylords on a pallet of their own, and then stack that on top of the pallet with the other non-test mail for the same destination. This would enable the person on the dock at the postal facility to separate the two types of mail and move each type to the proper sorting area without an extra handling.

The biggest concern for the printers involved with the test, if and when this initiative moves forward, is the need to continue to package carrier route and non-auto zones while preparing the auto zones in some other fashion. The cost of floor space, equipment, and manpower to do this could be prohibitive.

With flat tubs grading high as a method of preparing mail for the test, and given the concerns of the printers on how mail other than auto zones would be prepared, there was a lengthy discussion on the value of flat tubs. Could the tubs be used for carrier route mail? What do the tubs cost the USPS? How long do they last? Could they or should they be used instead of sacks (especially given the problems with package integrity in sacks)? Could the USPS provide enough tubs to meet the demand? How do tubs impact transportation? Would the mail be subject to scuffing and other quality concerns because of movement within the tubs? 
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Some of this discussion was not necessarily germane to our mission, but it was worth discussing. In regard to whether tubs would work as a way to move the mail that was not part of the 5-digit schemes, it appears as though that would not be practical at this time.

The Postal Service also updated the group on the Flat Feeder Assist System (FFAS). Modifications continue to be made to improve efficencies and ergonomics. Another unit has been installed in the Washington DC P&DC, in addition to the one in Carol Stream. To reiterate, this is not meant to be the end-all for material handling, but can be used in parallel with whatever system is developed for the long term. It also could prove useful long term for mail that is not prepared in an alternate fashion.

Questions were raised by the mailing industry reps in attendance on what the data analysis process would look like. After all the data from the test is gathered and analyzed, the Postal Service’s intent is to create an Executive Summary (with contributions from all the members of the work group), which will contain mail and process flows; benefits (industry and postal); logistical issues; potential timeline for changes;  and the potential impact on other areas/initiatives (i.e. – Presort Optimization Work Group, rates and discounts, next generation parcel sorter, etc.). Much of this can be done while the data is being analyzed.

Final discussion centered on the timing and process for making any major changes that may result from our work. This was a reality check, and also takes into consideration the work being done by the Container Development Subgroup.

PROCESS FOR CHANGE:
Once the work groups have completed their tasks and made recommendations, the Postal Service will then have to determine what the new sortation will be, and what the rates and discount structure will look like. That can only be accomplished by going through the Federal Register Notice process, and a rate case proceeding before the Postal Rate Commission. This would not be done at the same time as the next rate filing later this year, but could be done as part of the Product Redesign/Redefinition Project next year.

If the only thing that would change is the preparation method (no packaging and sorting to schemes instead of current 5-digit and 3-digit sorts), then there would not be a need to go to the Postal Rate Commission. This would only require going through the Federal Register Notice process, and would probably be a six month process which could be complete by early 2002.

However, if rates and discounts are effected, this could be included as part of the Product Redesign project. In that case, changes would not happen until mid-2003 at the earliest. It was decided that we needed to develop a short term solution that would begin to reduce the costs of processing flats, while we worked to build our long term design. More discussion of this will take place at our next meeting.

The next meeting was scheduled for Monday, July 30 from 9am – 11am at the Washington, DC P&DC. The meeting was adjourned, and a plant tour followed.
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Meeting Notes: Container Development Subgroup

Work Group Leaders: Tim Haney, USPS and Joe Schick, Quad/Graphics, Inc.
Date:

June 26, 2001

Locations:
Quad/Graphics, Inc.



West Allis, WI
The Container Development Subgroup meeting took place immediately after the plant tour at Quad. The participants of this group are primarily the same as the full Alternate Flats Preparation Work Group. After our intial meeting in May, participants asked for a written, more defined mission statement.

MISSION:
The mission of the Container Development Subgroup is to determine the best alternative method of transporting presorted mail from a printer/mailer production line to induction on the USPS flat sorters, and the development of a container to do so. Consideration must be given to:

· The cost implication for the printer/mailer in their production process.

· How the process can facilitate automation for the printer/mailer.

· The impact on material movement throughout the printer/mailer and Postal Service production process.

· The impact on warehousing of prepared mail in the printer/mailer facility.

· The impact on warehousing and transporting of empty equipment (container).

· The cost of the “new” container, and who would pay/supply.

· The “fit” for the Postal Service in their material handling and production process.

· One-time or multiple trip life of container.

· The impact on trailer utilization as it relates to the transportation of mail by mailers and the Postal Service.

· The reduction in handlings (both printer/mailer and USPS)…meaning that there needs to be larger groupings of mail in a presort category.

Discussion followed, and we brainstormed additional issues that need to be considered in our development of a container and process for moving material. Issues/Concerns:

1. Industry concern for unforeseen costs of preparing “loose” mail.

2. Quality issues for the mailpiece related to abrasion or scuffing due to loose pieces moving around in a container/tub.

3. Should we consider integration with TMS (Tray Management System)?

4. Can stacks/groupings of mail be compensated?

5. How do we ensure full containers? (size/shape of container and presort/container requirements)

6. Endorsement issues on mailpiece and/or container.

7. Value of flat tubs and opportunity to utilize as part of whatever the new process becomes.
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8. Incentives for mailers/printers to make the necessary changes.

9. Can printers manage two different methods of mail prep/packaging on the same binding line? (cost implications)

10. AFSM100 in print facility?

We continued an earlier discussion from the Alternate Flats Preparation Work Group on the possibility of utilizing flat tubs, or something similar to a flat tub. Ed Walker, USPS , was asked if he could provide specifications for the current USPS flat tub. He agreed to send the specs to Joe Schick for dissemination to the group. Those specs were included as attachments with the meeting notice email sent out last week. In regard to our previous discussion about tubs being used in place of sacks for general use, Tim Haney will talk to Ralph Moden and provide feedback at our next meeting.

The idea of the Postal Service placing an AFSM100 in a printer’s facility was discussed more in depth. This idea had been suggested to the Postal Service in other venues for other reasons. For this project, it would allow the printers and other industry participants to work in an environment that better emulates a single process, and would make it much easier for future development of a container and material handling process.

Tim Haney agreed to talk to Pat Donahoe, USPS Sr. Vice President Operations, on the feasability and timing of this suggestion. If it can happen, the printers would determine which printing facility would house the AFSM100. This will be on the agenda for our next meeting.

The printers were asked by the Postal Service to provide a detailed summary on potential costs and roadblocks to changing the way flats are prepared , packaged, and containerized. This should include examples of different scenarios: changing the preparation for all flats, regardless of presort; and for changes to only auto zones, while maintaining current packaging requirements for all other mail. Printers should also include the benefits and cost savings associated with the different scnearios.

Müller-Martini then provided a video that showed a container they have already developed, the Newsbox.  It is a plastic, reusable and stackable container that is also compatible with automated stacking/inserting of mail. We would like to see other ideas/concepts brought forward at our next meeting. Lockheed/Martin stated that they would be coming to the next meeting with a strawman proposal. These, and any other ideas, will be discussed then.

The next meeting will again be held after the Alternate Flats Preparation Work Group on Monday, July 30 from 11am – 1:30pm at the Washington, DC P&DC. It may start earlier, depending on when the first meeting ends.

