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MTAC Work Group #82 – Parcel Delivery Service Measurement Effectiveness
This document is intended to frame the discussion at the February 24th meeting.  This document is not meant to be a final statement on any issues.  Instead, it is meant to frame discussion for the meeting.
Report & Process Requirements

The following list is intended to structure the general requirements for parcel service delivery measurement.   These would form the basic requirements for the reports and process.

Parcel Service Report Requirements

1.
Reports have standard format and calculation rules.
2.
Reports reflect results for all packages tendered.
3.
Reports cover three aspects of service measurement


a.
Scanning Performance


b.
On-time Delivery Performance  (compared to USPS Service Standards)


c.
Arrival Quality (start-the-clock integrity) 
4.
Reports provide the level of detail for process improvements, including individual piece id codes for exceptions.
5.
Reports have integrity levels that support accountability.
6.
Postal Service & Industry agree to the reports and process.  
Individual company designed reports will not be used.
7.
An accurate start-the-clock process is fundamentally required to have a service measurement that has the requisite integrity for accountability.

The following section identifies the components necessary for an effective service measurement process.
Effective Service Measurement 

1.
Common reports and data are used.
2.
Communication processes are formalized to use reports and data

3.
There is feedback and action to effect improvement for both the mailer’s quality and Postal Service’s performance.
There are a number of current issues and problems in delivery service measurement effectiveness.  This section identifies an initial list.  

Issues in Parcel Delivery Service Measurement Effectiveness
1.
Postal Managers are being held accountable to the current measurements.

a
DDU – PSSP


b.
BMC – FESTD


c.
Delcon Scanning – Priority

2.
Packages are not arriving with the 8125.  Drop shipment arrival quality is a critical issue with field managers being held accountable.
3.
Acceptance procedures at DDU are being used to protect service accountability through package counts and the “Shipment Incomplete” determination.
4.
USPS Form 8125 scanning compliance needs to establish integrity with the industry, especially at the DDU level.
5.
eVS will change current process, but will not solve the current problems.  
In fact, eVS will likely create new issues with service measurement.
6.
Current reports and data sharing are not sufficient to meet mailer requirements or measure concerns.  Requirements under the data warehouse environment need to be developed for new reports.
7.
Communication processes do not support service improvement or accountability.
8.
Reports are for Package Services.   Standard packages not measured.  For Standard packages, processes should be consistent with other standard mailings (letters/flats, Confirm).
Service Measurement Requirements

An accurate Start-the-Clock date is required for report integrity.
There are two approaches to Start-the-Clock:
1.
Associate individual pieces with a manifest-level acceptance

a.
Link to manifest at label creation 

b.
Link to manifest at 5-digit separation with piece scan
(at pallet build / or isolate to driver route)  
2.
Scan individual pieces at the tendering to the Postal Service

The manifest-level acceptance process requires a high-level of drop shipment integrity.  

Packages are required to be tendered with the 8125 they are tied to for service measurement.  When a package arrives after its 8125 is scanned:

· Service measurement reflects Postal Service failure.
· Track-and-Confirm shows it was “Accepted” at local office.
· Customers call looking for it / DDU does not have it.
Poor manifest arrival quality is a critical issue to DDU parcel select.

Discussion:
1.
Status of the Manifest Arrival Quality Indicator

a.
Split Arrival Quality Indicator from the start-the-clock logic – two projects.

b.
Arrival Quality Indicator being incorporated into current summary file


Time frame for implementation to be determined.
2.
National DDU Arrival Quality Test Proposal

a.
For a specific week, participating DDU’s will scan all packages at arrival with a Verification Scan (Event Code 19).  (Monday through Friday)
The DDU’s would not scan the 8125 as “Incomplete” during the test.
b.
The following week, Failed piece level data would be sent out in Excel format.
-
Each failed piece would be looked-up in Track-and-Confirm.

-
Date / time of the verification scan would be entered into Excel.

-
The verification scan date would be compared to the 8125 Acceptance date.

The results would be calculated as follows for the DDU’s in test from the PSSP report, expressed as a percentage of PSSP pieces.

a.
On-time Pieces:

Per PSSP rules.
b.
USPS Failure:  

Verification scan on same or earlier day than
 



Accept Date (8125 scan)

c.
Consolidator Failure:  
Verification scan on day after the Accept date (8125 scan)

d.
Failed - Not in Test:  
Failed piece for week that did not have a 




verification scan.

eVS & Service Measurement

eVS is not going to resolve the service measurement issues.  In fact, it might actually make service measurement worse off than it is now.

1.
Under eVS, there is still a requirement that packages arrive on same day as manifest file.  eVS eliminates the package count at destination, but manifests will still have to be closed out in consolidator operations for service measurement.  

2.
There is agreement on the Start-the-clock methodology agreement for DDU.  However, there is no guarantee that all manifests will get a Verification scan to Start-the-Clock.   If a pallet has multiple manifests on it, it is likely a piece could get missed in the verification scanning.

3.
BMC Start-the-Clock methodology does not have agreement.  Current proposal is to use the first “Bulk Enroute” for the manifest.  

4.
Elimination of 8125 form ends the process to get information back about the drop  date and time, and any other drop ship information to support business processes.

Postal Manager Accountability and Arrival Quality discussion:
1.
What level of manifest arrival quality should be deemed acceptable performance?
2.
What should be the consequences of poor quality manifest arrival?

3.
What should be done on the ‘ Track-and-Confirm shows an “Acceptance” event but package is not at the DDU, and the Customer is calling the Postal Service’ problem?

4.
What are the industry concerns with the national DDU arrival test proposal?

Report Design
Last summer, there was significant discussion around how to incorporate the unscanned pieces into the on-time service report.  It was decided that a new report would be created incorporating the unscanned pieces as failures, while keeping the current report for internal USPS metrics.

Since then, more analysis has been completed, and the report design issue should be revisited.  A very large portion of pieces are being excluded from the on-time service measurement.   The main causes for exclusion are failure to scan the 8125, failure to barcode the 8125, Postal Service determination that the shipment is “Incomplete”, poor data quality, and no Stop-the-Clock scan.  There are other causes that also account for a small portion of exclusions.

Attached, for discussion purposes, is a sample report layout that highlights a number of the report design issues.

Discussion:

1.
How should be report requirements be developed and finalized?

Quality Metrics
In conjunction with the report requirements, there are a number of potential quality metrics that could be used to improve service.  

These include:

1.
Mismatch ZIP:   Pieces where the STC ZIP is different than the ZIP provided by the mailer.

2.
Different BMC Service Area:  Similar to Mismatch ZIP, except it identifies where the BMC entered piece ends up being delivered in another BMC’s service area.

3.
DDU Piece with Bulk Enroute Scan:   DDU pieces should never get a Bulk Enroute scan from BMC parcel sorters.  When they do, the pieces should be flagged.

4.
Deleted Manifests:  When a single manifest (with a volume minimum) fails to get 88% STC scans it is flagged.  

5. 
Unmanifested Pieces:   Identify pieces that are not successfully manifested.

Discussion:

1.
What quality metrics would be useful for service improvement?

Communication & Service Improvement Processes
There are three aspects to improving service:


a.  Data / system issues


b.  Package preparation and arrival quality


c.  Postal Service performance

All three should be addressed in any improvement process.

The issues with parcel service are complex, and require a knowledge base to effectively identify the actions necessary for improvement.  

Each Area is in the process of naming a “Parcel Service Coordinator” from within operations.  Each District will also have something in place to meet the needs of parcel service improvement.  The exact resources and methodology will vary by Area.  Some areas will have District coordinators.  Others will use existing teams or processes in place for delivery confirmation or other service improvement efforts.

Service improvement is working to establish scheduled periodic telecons with consolidators and mailers.  These telecons are intended to review the common reports and discuss service improvement issues.

Discussion:

1.
How should the communication processes be formalized, if at all?

2.
How can problem solving and communication be moved to the lowest levels of our joint operations?   For example at the consolidator facility manager and District / BMC manager level?

