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Background

Customers in the Capital and Northern Virginia districts notified
the U.S. Postal Service Office of Inspector General (OIG) of
several concerns about misdirected, delayed, and returned mail;
long retail lines; poor customer service; and inefficient postal
operations. These two districts also appeared near the top of a
recent OIG risk model’s list of the most at-risk districts for retail
customer service.

Postal Service managers are responsible for monitoring
customer service and operational efficiency in accordance with
applicable policies and procedures. Key tools available to carry
out these duties include:

®m  The customer service variance model, which helps assess
retail customer service productivity at select retail units.

m  Post Office Box and Distribution Up-Time reports, which help
track mail timeliness.

m  The integrated operating plan and mail arrival profiles, which
provide mail arrival times and composition.

m  The Retail Customer Experience Wait Times report, which

provides information on the amount of time customers are
waiting in line in Postal Service retail lobbies.

4= D

Our objective was to assess customer service operations in
the Capital and Northern Virginia districts. During our audit,
we identified significant control weaknesses related to Caller
Service mail picked up by couriers in these districts, which we
reported to management in a February 2016 report.

What The OIG Found

The Capital and Northern Virginia districts need to improve
customer service operations. Specifically we visited 17 units
and found employees:

= Did not perform required mail arrival scans at 14 units we
visited with delivery operations, and falsely scanned mail as
“delivered” although the mail was found at three units,

m  Did not meet the target time for having mail ready for
collection by PO Box customers at 12 units, and the required
time for distribution of mail to the letter carriers at nine units,

= Mixed 122 First-Class mailpieces with disposal mail
earmarked for destruction at five units.

We also noted that customers exceeded the Postal Service’s
five-minute wait-in-line standard at seven units and accurate
business hours and services were not always posted in retail
lobbies at five units.
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) These conditions occurred because district and local related to sending and receiving mail and customer service

|§ management did not adequately monitor all customer service- in these two districts grew by over 11 percent during the first

. . . . i iti i uarter of FY 2016 as compared to the same period last year.
These deficiencies negatively .related operatlon.s. In addition, nqne o.f the un!ts .haq an. updat.ed q p p y
integrated operating plan and mail arrival profile indicating mail
impacted the effectiveness of arrival times and conditions to facilitate staffing requirements. What The OIG Recommended

% customer service operations. o _ _ . We recommended management develop strategies to more

= These deﬂmenmgs negatlvgly |mpacted. the effectiveness effectively monitor customer service operations at retail and

g of customer service operations. According to the customer delivery units by instructing unit employees to follow required

™ service variance model, units we visited incurred 175,686 more  scanning and mail handling procedures; coordinating units’
workhours than planned in fiscal year (FY) 2015, costing the integrated operating plans and mail arrival profiles; and by
Postal Service $8.6 million. In addition, customer complaints enhancing the customer lobby experience.
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MANAGER, NORTHERN VIRGINIA DISTRICT

E-Signed by Janet Sorensen
=RIFY authenticity with eSign Desktc
/
- JL L
~

Janet M. Sorensen
Deputy Assistant Inspector General
for Retail, Delivery and Marketing

Audit Report — Customer Service Operations in the
Capital and Northern Virginia Districts
(Report Number MS-AR-16-007)

This report presents the results of our audit of Customer Service Operations in the Capital
and Northern Virginia Districts (Project Number 16RG004MS000).

We appreciate the cooperation and courtesies provided by your staff. If you have any

questions or need additional information, please contact Joseph Wolski, director, Retail,
Marketing and International, or me at 703-248-2100.

cc: Corporate Audit and Response Management
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The Capital and Northern Virginia
districts also appeared near the
top of a recent OIG risk model’s
list of the most at-risk districts

for retail customer service.

Customer Service Operations in the Capital
and Northern Virginia Districts
Report Number MS-AR-16-007

Introduction

This report presents the results of our self-initiated audit of Customer Service Operations in the Capital and Northern Virginia
Districts (Project Number 16RG004MS000). We initiated this audit based on customer concerns about misdirected, delayed, and
returned mail; long retail lines; poor customer service; and inefficient postal operations. Our objective was to assess customer
service operations in the Capital and Northern Virginia districts. See Appendix A for additional information about this audit.

U.S. Postal Service managers — mainly district and local management — are responsible for monitoring customer service and
operational efficiency in accordance with applicable policies and procedures. Key tools available to assist managers in carrying out
these duties include:

CUSTOMER SERVICE POST OFFICE BOX AND RETAIL CUSTOMER
VARIANCE (CSV) DISTRIBUTION UP-TIME EXPERIENCE WAIT TIMES

¢y &

)

> €)

CLICK ON IMAGE TO RE

Customers in the Capital and Northern Virginia districts notified the U.S. Postal Service Office of Inspector General (OIG) of
several concerns about misdirected, delayed, and returned mail; long retail lines; poor customer service; and inefficient postal
operations. These two districts also appeared near the top of a recent OIG risk model’s list of the most at-risk districts for retail
customer service. We identified significant control weaknesses related to Caller Service mail picked up by couriers in these
districts and reported these issues to management in a separate management alert."

1 OIG, Capital and Northern Virginia District Courier Service (Report Number MS-MT-16-002, dated February 26, 2016).

4 = p | Print | 5
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Summary

The Capital and Northern Virginia districts need to improve customer service operations. We found the following customer service-
related operational issues at the locations we visited:

m  Mail was not properly scanned. Employees at 14 units we visited with delivery operations did not perform required scans and
employees at three units scanned mail as “delivered” although the mail was found at the unit.

m  Units did not meet mail timeliness. Employees at 12 units did not meet the target time (PO Box Up-Time) for having mail ready
for collection by PO Box customers and nine units did not meet the required time for distribution of mail to the letter carriers
(Distribution Up-Time).

m  Mail was not handled correctly. Employees at five units had mixed 122 First-Class® mailpieces with disposal mail earmarked for
destruction.

m  Retail lobby service issues. At seven units customers experienced long WTIL and at five units accurate business hours and
available services were not posted in retail lobbies

These conditions occurred because district and local management did not adequately monitor all customer service-related
operations, and none of the units had an updated IOP and MAP. Postal Service policy requires customer service managers
monitor customer service-related operations and postmasters monitor window operations to determine proper staffing and the
need for lobby sweeps. Postal Service policy also requires each district to have an updated IOP and MAP between delivery
units and plants in order to coordinate activities. These deficiencies negatively impacted the effectiveness of customer service
operations.

According to the CSV model, the units we visited incurred 175,686 more workhours than planned in fiscal year (FY) 2015, costing
the Postal Service $8.6 million. In addition, customer complaints related to sending and receiving mail and customer service in
these two districts grew by over 11 percent during Quarter (Q) 1, FY 2016, compared to the same period last year.

Customer Service Operations

The Capital and Northern Virginia districts could improve customer service operations. We visited 17 units and identified scanning,
mail timeliness, handling, and retail lobby experience deficiencies. As a result, the units we visited used 175,686 more workhours
than planned in FY 2015, costing the Postal Service an additional $8.6 million. In addition, customer complaints related to sending
and receiving mail and customer service in these districts grew by over 11 percent during Q1, FY 2016.

Scanning

Employees were not properly scanning mail, as we identified employees did not perform required mail arrival scans or scanned

mail as “delivered” although the mail was found at the unit. Specifically, we tracked 686 mailpieces at the 14 units we visited with
delivery operations® and found scanning discrepancies at each unit. For example, 95 mailpieces did not have “Arrival at Unit”

scans, 87 had no timely tracking data available, and six were falsely scanned as “Delivered” but found at the facility (see Table 1).

2 Appendix A contains additional information on the scope and methodology, including how we selected the 17 units.
3  Three units did not have carriers — Government Mail, Gaithersburg — Suburban, and Takoma Park.

4 = p | Print | 6



] Table 1. Mailpiece Scanning Details
=
o .
] Number of Pieces
= Total Pieces Number of Pieces Number of Pieces Scanned as
k- Selected and With No “Arrival at With No Scan Data “Delivered” but
= Delivery Unit Tracked Unit” Scan Available Found at Unit
Arlington Post Office (PO) 51 3 6
Customers rely on accurate data Ashburn PO — Dulles 33 e 5
N . .
€ to track their packages in Aspen Hill Carrier Annex 58 6 3
(] . .
.E real time. Brentwood PO — Washington, DC 30 1 6 1
o (WDC)
© Capitol Heights PO (Hampton) 57 0 5 0
: Capital West Station 66 34 4 4
% Chantilly Branch 36 5 9 0
- Foggy Bottom Station 35 0 3 0
Franconia Station 55 0 9 0
Laurel PO 80 7 10 1
g Merrifield PO 31 6 6 0
S Trade Center 51 7 10 0
©
S Waldorf PO 73 12 13 0
- Ward Place Station 30 0 1 0
Total 686 95 87 6
Source: OIG analysis of Postal Service scan performance using the USPS.com Track & Confirm tracking system.
c
.2 " These mailpieces had no scans on the day of the audit team’s unit visit, but were later scanned.
vl
1]
'g Postal Service policy* requires the “Arrival at Unit” scan to be part of a unit’s distribution process, with the goal of finalizing as
0 many pieces as possible in first handling. The goal of the Postal Service is to scan every mailpiece that has a barcode (flats,
etters, and packages). Also, the Postal Service promotes the tracking feature on its website as a tool for customers to view the
£ lett d k )- Also, the Postal Servi tes the tracking feat it bsit tool fi t to view th
g status of their mailpiece at any time. The Postal Service aims to achieve 100 percent visibility and provide world-class package
8 delivery services by offering several updates on the status of delivery.
14
The aforementioned mail scanning issues occurred because customer service managers did not adequately monitor customer
service-related operations. When employees do not scan mailpieces, as required, customers are unable to determine the current
7] status of undelivered mail. Customers rely on accurate data to track their packages in real time. By improving scanning operations,
8 district management can increase mail visibility, improve customer service, and receive fewer customer complaints related to the
- location and delivery status of their packages.
[ =
2
o 4  Scanning at a Glance — Delivering 100% Visibility, August 2011, page 13.
g
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Mail Timeliness

Units did not meet mail timeliness requirements, as they did not meet key Postal Service operational targets over a 30-day period.®
First, 12 of 15 units® did not meet the Postal Service’s target time (PO Box Up-Time) for having mail ready for collection by PO Box
customers (see Table 2). Postal Service policy’ states that the local postmaster is responsible for establishing local PO Box and
Distribution Up-Times and meeting those targets.®

Table 2. Twelve Units That Did Not Meet Scheduled PO Box Up-Time Scans
(30-Day Period Between February and March 2016)

Units On-Time Early Late Missing Total Scans
Arlington Post Office 9 11 5 1 26
Aspen Hill Carrier Annex 9 9 11 4 33
Brentwood Post office — WDC 1 4 18 2 25
Capital West Station 13 5 3 1 22
Chantilly Branch 6 12 11 1 30
Foggy Bottom Station 2 13 2 5 22
Franconia Station 3 22 8 0 33
Gaithersburg Post Office — Suburban 4 5 21 2 32
Laurel Post Office 13 9 11 1 34
Merrifield Post Office 3 12 11 0 26
Trade Center 3 22 8 0 33
Waldorf Post Office 2 7 14 2 25
Total 68 131 123 19 341

Source: Postal Service Box Up-Time reports.

Additionally, nine of the 17 units we visited had carrier service and none of the nine units met the Postal Service’s target time
(Distribution Up-Time) for having mail finalized and available to carriers for delivery. One unit was late 28 times and another was
late 25 times (see Table 3).

5 We measured PO Box and distribution up-times for the 30-day period between February and March 2016.

6 Two of the 17 offices included in our overall analysis (Ward Place and Government Mail) did not have PO Box service; therefore, we excluded them from this analysis.
Two other units (Ashburn and Capitol Heights) met PO Box up-times and we were unable to assess performance at one unit (Takoma Park) because clerks were
scanning PO Box Up-Time before all mail was sorted and boxed.

7  Postal Operations Manual (POM), Issue 9, Section 141.423, PO Box Service Up-Time, dated December 24, 2015.

8 Handbook PO-209, Section 8-7, Function 4.

Customer Service Operations in the Capital

and Northern Virginia Districts e p—
Report Number MS-AR-16-007 4 e — > m 8
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By improving timeliness of
mail through more effective
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could potentially save money
by decreasing labor hours
and receiving fewer customer
complaints related to

mail delays.
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Table 3. Nine Units That Did Not Meet Scheduled Distribution Up-Time Scans
(30-Day Period Between February and March 2016)

Units On-Time Scans Early Scans Late Scans Missing Total Scans
Arlington Post Office 8 0 18 0 26
Ashburn Post Office — Dulles 3 2 19 0 24
Aspen Hill Carrier Annex 4 10 19 0 33
Brentwood Post Office — WDC 4 6 14 1 25
Capitol Heights Post Office (Hampton) 4 1 19 2 26
Chantilly Branch 2 0 28 0 30
Franconia Station 0 0 24 1 25
Takoma Park 3 18 4 0 25
Ward Place Station 0 0 25 0 25
Total 28 37 170 4 239

Source: Postal Service Distribution Up-Time Reports.

Mail timeliness issues occurred because the districts did not ensure Postmasters and P&DC managers had an updated IOP/
MAP. Specifically, none of the units had an updated IOP or MAP indicating mail arrival times and conditions to facilitate staffing
requirements—both of which can lead to using excess workhours.® Postal Service policy also requires each district to have an
updated IOP and MAP between delivery units and plants in order to coordinate activities. By improving timeliness of mail through
more effective monitoring, district management could potentially save money by decreasing labor hours and receiving fewer
customer complaints related to mail delays. We collected data on the number of excess workhours for the 24-month period from
July 2014 through June 2016 for 11 of the 17 units™ that we visited. We determined 327,492 excess workhours and consider the
resulting $16.2 million to be questioned costs.™

During the audit, the Capital and Northern Virginia district managers took corrective action to reduce excess CSV workhours
by directing unit managers to more effectively monitor operations. Figures 1 and 2 show notable decreases in average excess
workhours at the 11 sites we visited, as well as all units within each district for Q2 and Q3 in FY 2016.

9 AMSOP, Section 2-2, I0OP.

10 Field Operations Standardization Development — Morning (AM) Standard Operating Procedures (AMSOP) Guidebook, Section 2-2, IOP, dated March 2011.

11  We excluded four units because they were co-located with a processing and distribution center, and we excluded two units because carriers at these units were
transferred to different stations with new finance numbers and errors were made during the transfer of hours.

12 We multiplied the excess workhours by the fully loaded clerk craft labor rates reported by the Postal Service in its National Average Labor Rates — Fiscal Year 2015
Actual, Fiscal Year 2016 and 2017 Projection report. Specifically, we used the following fully loaded clerk craft labor rates: FY 2014, Q4, $50; FY 2015, $49; and FY 2016,
Q1 through Q3, $50.

13 Unnecessary, unreasonable, unsupported, or an alleged violation of law, regulation, contract, etcetera. May be recoverable or unrecoverable. Usually a result of
historical events.

4 = p | Print | 9



] Figure 1. Average Excess Workhours for the 11 Units Sampled
<
2
% CAPITAL DISTRICT NORTHERN VIRGINIA
T 5000 DISTRICT
4000 2500
3000 2000
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Source: OIG analysis of Postal Service CSV data.

Figure 2. Average Excess Workhours for all Units

2 CAPITAL DISTRICT NORTHERN VIRGINIA
=
T 1500 DISTRICT
=
™ 1000 ;/\_ 500
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o 2 TN
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c
qE, Source: OIG analysis of Postal Service CSV data.
£ : :
o Mail Handling
&, Mail was not handled correctly, as employees at five units mistakenly mixed 122 First-Class mailpieces (see Figure 3) with other mail
being prepared for disposal. First-Class Mail includes the price of forwarding service to a new address for up to 12 months and return
service if the mailpiece is undeliverable.™
0
[«
9
°
<
2
(-} 14 Domestic Mail Manual (DMM) Section 507, Mailer Services.
<
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Source: OIG photograph taken January 20, 2016.

These errors occurred because customer service managers did not adequately monitor customer service-related operations.
Employees should check mail for a sender’s address and determine if the postage includes return services.' Continued incorrect
handling of First-Class Mail may impact the quality of customer service, as customers would not benefit from the full services
included with the price of First-Class Mail. By more effectively monitoring the handling of mail, district management can improve
customer service and receive fewer customer complaints related to missing mail.

Retail Lobby Service

Retail lobby service needs improvement, as we found long customer WTIL and inaccurate information about service and hours of
operation. For example, at the 11 units'® with retail window operations we visited, we found:

Seven units had customers exceeding the Postal Service’s 5-minute WTIL standard."”

Five units had inaccurate information. In particular:
¢ Three units had PO Box mail pick-up times that were different than the scheduled box up-scans.

¢ One unit did not have PO Box mail pick-up times posted.

® One unit had passport services posted, but no longer offered the service.

15
16
17
18

19

POM Issue 9, Section 69, Dead Mail.

Three of 14 units did not have retail window operations.

Customer services operations and retail procedures states that service in 5 minutes or less 87.5 percent of the time is an initiative created to provide a level of service
that keeps customer WTIL to a minimum while providing quality customer service.

Handbook PO-209, Section 13-6, Signage. Postal Service policy requires post offices to list PO Box mail pick-up times and PO Box rates correctly using Postal Service-
approved signage.

Administrative Support Manual, 1ssue13l, Section 422.266, Signs, dated July 1999. In addition, passport signs must be posted in the lobby clearly stating the hours

4 = p | Print | 1
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The Postal Service aims to provide quality customer service by keeping customer WTIL to 5 minutes or less for 87.5 percent of the
time. In our observations, seven units came in under that standard (see Table 4).

Table 4. Seven Units Not Meeting the 5-Minute WTIL Standard

Units* Number of Customers Timed Percentage On Time
Chantilly Branch 26 27%
Foggy Bottom Station 18 30%
Brentwood Post Office — WDC 19 68%
Aspen Hill Carrier Annex 35 74%
Capitol Heights 18 83%
Trade Center 19 84%
Laurel Post Office 15 87%

Source: OIG WTIL observations.
* Four units met the Postal Service’s WTIL standard.

These conditions occurred because managers did not effectively monitor retail lobby and staffing activities. In particular,
postmasters and customer service supervisors did not review the Retail Customer Experience Wait Times report and, when
needed, increase the staff available at window stations. In addition, not all units used lobby managers to assist customers in line
and direct them to a self-service kiosk where available. Postal Service policy? requires postmasters monitor window operations
to determine proper staffing and the need for lobby sweeps.?' Postal Service policy? also states that managers can meet the

5 minute or less WTIL goal by:

= Providing proper training and staff scheduling.

m  Using the Lobby Director Program.

m Using an automated postal center (APC) host in offices with an APC.

Long wait times and misinformation in retail lobbies can threaten the quality of the Postal Service’s retail customer service.

passport service is available.

20 Handbook PO-209, Section 8-7, Supervision of Performance.

21 Lobby sweeps should be conducted when lines are long due to retail associates conducting lengthy transactions. A supervisor, postmaster, or retail associate can conduct
a lobby sweep for customers who are conducting nonrevenue transactions such as picking up mail.

22 Handbook PO-209, Section 13-3, Service in 5 Minutes or Less.

4:= ) | Print | 12
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We recommend management develop strategies to more effectively monitor customer service operations at their retail and delivery
units by:

1. Instructing unit employees to follow required scanning procedures and verify such procedures are followed.
2. Coordinating units’ integrated operating plans and mail arrival profiles.
3. Instructing unit employees to follow required mail handling procedures and verify such procedures are followed.

4. Instructing postmasters and customer service supervisors to update retail signage, review Retail Customer Experience Wait
Times reports, and use the Lobby Director Program to reduce customers’ wait time in line.

Management’s Comments

Management partially agreed with the findings, agreed in full with the recommendations, and disagreed with the monetary impact.

Management stated they do not completely agree with the report findings, asserting that the OIG judgmentally selected sites for
review that were not representative of the districts CSV results as a whole. Regarding mail timeliness, management stated they
are committed to Distribution and PO Box Up-Times, but cited that changing conditions can influence daily performance.

Regarding mail handling, management stated the First-Class Mail designated for recycling would not have been destroyed as the
auditors thought.

Regarding retail lobby service, customer service efficiency, and scanning, management stated the results presented in the report
were not representative of the actual performance in the Northern Virginia and Capital districts.

Regarding recommendation 1, management agreed and is issuing mandatory service talks to the field and reiterating existing
scanning policies and procedures. The Capital District manager stated this process was implemented on July 21, 2016. The target
implementation date for Northern Virginia District is August 19, 2016.

Regarding recommendation 2, management agreed and stated they are in the process of reviewing and updating integrated
operating plans and mail arrival profiles. Management stated that the sites identified in this audit with be reviewed first. The target
implementation date is October 16, 2016.

Regarding recommendation 3, management agreed and is issuing mandatory service talks to the field. The Capital District
manager stated this process was implemented on July 21, 2016. The target implementation date for Northern Virginia District is
August 19, 2016.

Regarding recommendation 4, management agreed and implemented service talks to the field and internal service reviews to

effectively monitor retail service performance. The Northern Virginia District manager stated these processes were implemented
on April 6, 2016, and the Capital District manager stated these processes were implemented on July 21, 2016.

13
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Regarding monetary impact, management stated that the CSV model, which was the basis for the monetary impact calculation,
is a tool for actionable performance management, but does not fully take into account all issues that may affect true performance.

See Appendix B for management’s comments in their entirety.

Evaluation of Management’s Comments

The OIG considers management’s comments responsive to the recommendations in the report and corrective actions taken
or planned should resolve the issues identified in the report.

Regarding management’s statement about PO Box and Distribution Up-Times, we acknowledge conditions change daily; however,
implementing the recommendation as agreed to by management will help mitigate the conditions at the sites we visited.

Regarding management’s comment that First-Class Mail was found in tubs at mail cases that would be reviewed again, we
observed instances where First-Class Mail was incorrectly mixed with mail set aside and designated for destruction during our
fieldwork. Furthermore, unit supervisors acknowledged that First-Class Mail should not be mixed with UBBM mail.

Regarding management’s position that site selection, retail lobby service, customer service efficiency, and scanning results were
not representative of the actual performance in the Northern Virginia and Capital districts, we acknowledged our audited sites
were judgmentally selected based on their CSV efficiency rankings. We believe our methodology was sufficient to understand
performance challenges in the districts, and directed our testing at sites identified for improvement. Our audit data period was
from FY 2014 through Q3 of FY 2016. We described the district’s corrective actions in Q3 of FY 2016 and the reduction in average
excess workhours. We commend the efforts the districts are making to ensure all their sites exceed expectations.

Regarding management’s comments on the monetary impact, we agree that CSV is a tool for actionable performance
management, and that other factors may affect performance. We continue to believe that CSV performance is a reasonable
indicator of the financial impact (i.e., questioned costs) associated with the customer service operational inefficiencies, particularly
as it is a key Postal Service management tool in this area. We purposely limited our monetary impact calculation to CSV
performance for the 17 units from our analysis, and this calculation is intended to encourage management action to avoid these
costs in the future.

All recommendations require OIG concurrence before closure. Consequently, the OIG requests written confirmation when
corrective actions are completed. We will close recommendations one and three with the issuance of this report based on
subsequent documentation provided by management. Recommendations two and four should not be closed in the Postal
Service’s follow-up tracking system until the OIG provides written confirmation that the recommendations can be closed.
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8 Appendix A: Background

'gi Additional Information Customers in the Capital and Northern Virginia districts notified the OIG of several concerns about misdirected, delayed, and

E returned mail; long retail lines; poor customer service; and inefficient postal operations. Some complaints involved Caller Service,

K2 Courtesy Reply Mail (CRM) and Business Reply Mail (BRM), which may include remittance mail.?* Customers receive donations

- via these types of mail. We identified significant control weaknesses related to Caller Service mail picked up by courier services in
these districts and reported these issues to management in a separate management alert.

0 These two districts also recently appeared near the top of a recent OIG risk model’s list of most at-risk districts for retail customer

‘E service. The Retail Customer Service Risk Model report listed the Capital District (in Q2, FY 2015) and the Northern Virginia

,2 District (in Q4, FY 2015) among the five districts most at risk for various measures, including customer complaints. Both districts

g had over an 11 percent increase in customer complaints between the first quarter of FY 2016 compared to the same period last

(&) year (the national average was a 4.4 percent growth).

(]

: The Postal Service aims to provide quality customer service through efficient postal operations, including mail timeliness, visibility,

) and quality retail lobby service. Mail timeliness is measured with PO Box and Distribution Up-Times. Each unit must have a

|§ scheduled PO Box Up-Time? for committed box mail to be finalized and available to customers. A scheduled distribution up-time
must also be established based on variables (such as mail arrival time, average mail volumes per trip, and staffing availability) for
mail to be finalized and available to carriers for delivery. Distribution up-time must effectively support the earliest carrier leave time
and be supported by the IOP.2> The IOP and the MAP are tools that managers use to ensure mail timeliness. The Postal Service

0 requires processing and distribution centers (P&DC) and post offices to have an IOP/MAP stating the times during the day post

g’ offices should expect to receive mail from the P&DCs.

=

= Regarding mail visibility, clerks in customer service-related operations and mail carriers are responsible for scanning qualified

e mailpieces from the point the mail is dropped at a Postal Service facility through the point of delivery. These scans allow customers
to track?® Parcels, Certified, Priority Mail, Express Mail, Critical Mail and drop shipments to determine mail status.

" Customer WTIL is key to the quality of retail lobby service. The Postal Service’s standard for WTIL is 5 minutes or less

g 87.5 percent of the time.

=

3 Objective, Scope, and Methodology

E Our objective was to assess customer service operations in the Capital and Northern Virginia districts. Specifically we:

g m  Reviewed documentation and applicable policies and procedures related to customer service and customer service-related

8 operations.

14
= Judgmentally selected 17 units from these two districts for visits and observations. We selected three co-located units:

Curseen-Morris (Brentwood), Merrifield, and Southern Maryland P&DCs. We judgmentally selected the following 14 non

0

[«

-2 23 The segment of First-Class Mail service containing payments typically enclosed in pre-barcoded, automation-compatible courtesy reply envelopes that are mailed back to

.g the mailers who initially sent the bills, invoices, and statements.

o 24 The time of dgy custom.ers. can expect to cqllect the mgil t.hat .is committeq for that day from their PO Box.

o 25 AMSORP, Section 3-3, Distribution Cut-Off Times and Distribution Expectations.

<g 26 This service is available at USPS.com under Track and Confirm.

Customer Service Operations in the Capital
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co-located units based on CSV efficiency rankings: Arlington, Aspen Hill, Capital West, Capitol Heights, Chantilly, Ashburn
(Dulles), Foggy Bottom, Franconia, Government Mails, Laurel, Takoma Park, Trade Center, Waldorf, and Ward Place.

m Interviewed distribution and customer service supervisors at each location to determine if customer service-related operations
are being conducted according to Postal Service policy and procedures. At select units, we observed customer WTIL by
selecting a customer and documenting his or her WTIL.

m Interviewed mail processing plant and retail operations managers at the district level to obtain a general overview of their
customer service and customer service-related operations.

= Obtained, reviewed, and analyzed operational data related to workhours, arrival times, up-times, and scanning.

m Discussed observations, best practices, and low performance with district managers and identified initiatives they had in place,
or had planned, to improve performance.

We conducted this performance audit from November 2015 through August 2016 in accordance with generally accepted
government auditing standards and included such tests of internal controls as we considered necessary under the circumstances.
Those standards require that we plan and perform the audit to obtain sufficient, appropriate evidence to provide a reasonable
basis for our finding and conclusions based on our audit objective. We believe that the evidence obtained provides a reasonable
basis for our finding and conclusions based on our audit objective. We discussed our observations and conclusions with
management on July 12, 2016, and included their comments and corrective actions where appropriate.

We relied on data from the Postal Service’s CSV Program, Enterprise Customer Care System, and Scan Point Management
Systems. We obtained data from FY 2014 through the third quarter of FY 2016. We did not directly audit these systems, but
assessed the reliability of the data by such actions including reviewing related documentation, tracing information to source
documents, and confirming our results with Postal Service managers. We determined that the data were sufficiently reliable for the
purposes of this report.

Prior Audit Coverage

Report Title Report Number Final Report Date Monetary Impact (in millions)

Function 4 Customer Service —

Connecticut Valley District MEHARCUEULE 4/13/2016 $3.9

Report Results: Our report determined that the Connecticut Valley District could improve customer service and efficiency in
Function 4 operations. We noted issues related to mail tracking, accountable items, mail received from plants, use of software
variance models, mail processing procedures, and equipment and space constraints. In addition, clerks duplicated efforts due to
scanning equipment constraints and the workroom floor was not always arranged in an efficient manner due to space constraints
— both of which increased use of Function 4 actual workhours. We recommended management instruct unit employees to follow
required scanning procedures; secure accountable items; and monitor and coordinate mail arrival plans, profiles, and quality. We
also recommended management instruct customer service supervisors to use the customer service variance model and emphasize
the importance of entering accurate mail volume, eliminate inefficient office practices, assess equipment needs, and examine facility
workroom space layout and use. Management agreed with the findings and recommendations.
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Report Title Report Number Final Report Date Monetary Impact (in millions)

Capital and Northern Virginia

District Courier Service MS-MT-16-002 2/26/2016 None

Report Results: Our report determined that the Brentwood and Merrifield post offices and the Curseen-Morris and Merrifield
P&DCs left remittance mail unattended and did not supervise courier pick-ups, did not maintain courier logs, and had no Caller
Service standard operating procedures (SOP) for local couriers. We recommended management safeguard Caller Service mail and
supervise courier mail pick-up on loading docks, establish and maintain courier logs, develop SOP for caller and courier service,
establish activity control logs to record misdirected mail returned by couriers and evaluate possible causes, and implement a formal
communication process between customer service and plant management concerning Caller Service changes to ensure timely
notification and confirmation of receipt. Management agreed with our findings and recommendations.

City Delivery Office Efficiency

— Connecticut Valley District BIESAIRSURULS 712412015 $10.3

Report Results: Our report determined that the Connecticut Valley District has opportunities to enhance efficiency in city delivery
office operations. We found the Connecticut Valley District’s percent to standard was 11.36 percentage points above the national
average. These conditions occurred because mail sometimes arrived late, the mail mix was incorrect, carriers engaged in time-
wasting practices, were non-existent, and managers did not enforce policies and procedures. Eliminating the extra workhours would
increase overall efficiency at the delivery units and allow a one-time cost avoidance of about $10.3 million in the following year. We
recommended management eliminate unnecessary workhours at delivery units, eliminate inefficient office practices such as loading
vehicles on office time and excessive P.M. office time, increase mail arrival efficiency by preparing up-to-date integrated operating
plans with facility processing managers, and ensure adherence to Postal Service policies and procedures for supervising city
delivery operations at delivery units. Management agreed with the findings and recommendations, but disagreed with the monetary
impact.

Customer Service Operations

MS-AR-15-
Efficiency — Chicago District S ARTIE009 4/28/2015 None

Report Results: Our report determined that customer service operations in the Postal Service’s Chicago District were inefficient.
During FY 2014, 12 of 13 facilities had actual workhours in excess of estimated workhours and eight of 13 had lower efficiency
rates than the national goal of 82.5 percent. Additionally, in FY 2013, all 13 facilities had actual workhours in excess of estimated
workhours and 12 of 13 had lower efficiency rates than the national goal of 87.5 percent. We recommended the Great Lakes Area
vice president train customer service supervisors on using the customer service variance model and reports and require unit
management to emphasize the importance of following time clock procedures during scheduled stand-up talks with unit employees.
Management agreed with the findings and recommendations.



https://www.uspsoig.gov/sites/default/files/document-library-files/2016/MS-MT-16-002.pdf
https://www.uspsoig.gov/sites/default/files/document-library-files/2015/dr-ar-15-008.pdf
http://www.uspsoig.gov/sites/default/files/document-library-files/2015/ms-ar-15-005.pdf

/]
il
=
=
<
=
=

Recommendations Findings

Appendices

Appendix B:
Management’s Comments

Customer Service Operations in the Capital
and Northern Virginia Districts
Report Number MS-AR-16-007

= UNITED STATES
‘ POSTAL SERVICE

August 15, 2016

Sherry Fullwood

Acting Director Audit Oparations
Office of Inspector General
United States Postal Service

Subject: Response to Draft Audit Report — Cuslomer Service QOperations in the
Capital and Morthemn Virginia Districts (Report Number MS-AR-16-DRAFT)

Thank you for the opportunity 1o respond to the OIG Audit of Customer Service Operations in the
Capital and Northern Virginia Districts. Capital and Northem Virginia Districts do not completely
agree wilh the findings noted during this audit based on the differences noted bebween the OIG's
subjective selections for this audit versus the national metrics available at the district level as
outlined balow.

Regarding tha specific findings:

PO Box and Distribution Up Time Perdormance; Both districts measure PO Box and Distribution
Up Time performance daily and continue 1o drive these service measurements. While the goal is
to provide 100% PO Box and Distribution Up Time service to goal and both districts have a
commitment to distribution and PO Box uptimes, these are influenced by conditions that can
change daily. Capital and Nerthern Virginia Districts do generally agree with the recommendations
made during this audit and will implement each as delailed below to help improve customer
Sevice,

UEEM Handling Process: The first class mail that was found in mail designated for recycling was
not found in mail finalized for destruction but was found in lubs at mail cases that would then ba
reviewed again o ensure this type of mail is not destroyed.

Retail Service / Cuslomer Service Efficiency / Scanning: Regarding the overall statements in the
Draft Audit Repont on Customer Service Oparations, in respect to Retail Service, Function 4
efficiency and scanning are not representative of the actual pedformance in the Northern Virginia
and Capital Districts in these areas. This is due to auditors using partial samplings in only select
slations in place of actual nalional metrics (which are available) for Retail Service, Wait Time in
Line and scanning, all of which are available bath al the local office and district level. In many
cases, lhe results of these samplings are in contrast to the national performance metrics covering
thase areas for one or both districis.

To summarize, the Northern Virginia Dislrict is well above the national average in Retail Customer
Experience performance, Wait Time in Line, Customer Service Variance (CSV) efficiency, F4
Hours to Plan, and overall scanning for the most recent Quarter (Quarter 3), which is during the
time-frame of the audit.
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..
Relative to Retail Customer Experience (RCE). Capital finished in the top 10 Nationally in Quarter
3 for Hazmat, Circling the POS Receip! and Capabilities of Shipping. Capital is currently first in
Capital Metro Area and third nationally regarding RCE in Quarter 4.

Please see data below covering actual performance in these areas for Northern Virginia and
Capital in contrast to audit findings:

Fun n 4 Efficiency ! Productivi

W Effician r3(ADr—
Mational Performance 88.39%
Worthern Virginia District 94 85% — Ranked 117

F4 To Plan Hours Quarer 3 (Apr — June)

Mational Performance +4,19% to Plan Hours

Morthern Virginia District - .25% to Plan Hours — Ranked 18™
Capital District +0.02% to Plan Hours — Ranked 21*
Retail Service

Retail Customer Experience (RCE) Quarter 3 (Apr = June)

RCE = Il

Mational Performance 91.00%

Neorthern Virginia Districi 24.90% - Ranked 57
Capital Dislrict 91.70% - Ranked 34th

RCE - Wait Time in Ling

Mational Performance 858.20%
Marthern Virginia Digtrict 94.80% - Ranked 7th
Capital District 85.50% - Ranked 42

Scanning Quarter 3 (Apr = June)

Cvarall Scanning
Mational Performance 47.58%
Morthern Virginia District a7 87% - Ranked 15th

Regarding the Monetary Impac!s listed as Questioned Cosls in the amount of
516,198,914 based on performance to CSV for the eight quarters prior to the audit,
while CSV is a tool for actionable performance management, it does not full take into
account all issues thal may affect true performance. This can include the population
density, potential traffic issues related to transportation and ability to regularly monitor
all locations by management based on staffing. In the case of Washington, DC in
Capital District, there are 63 detached Finance Stations which negatively impact CSV,
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.

as they do not have supervisors or managers domiciled and are required to staff above
earned to meet expected customer Wait Times in Line. These sites do not eamn one full
time equivalent employee daily but they are required to staff two employees per day to
cover the window of operations (including 16 Capitol Hill post offices). Both Northern
Virginia and Capital Districts are centered in major areas of population which
dramatically increases the logistics required to move mail efficiently and maintain the
standards for eamed work hours as presented in CSV, which weights all sites and
districts evenly.

Recommendation #1

We recommend Capital and NMorthern Virginia district managers develop strategies to more
affectively moniter customer service operalions at their retall and delivery units by instructing
unit employees to follow required scanning procedures and verify such procedures are followed,

Management Responsel Action Plan
Management agrees with this recommendation and will implement by issuing mandalory service

talks lo the field regarding scanning to ensure accuracy and 100% product visibility. An email
containing service talks reiterating existing policies and procedures on scanning will be sent o
all applicable site managers with a requirement to give to all employees immediately.

T Implomoentation
Capital District- July 21, 2018
Northern Virginia District- August 197, 2016

R naible Official
Sal Vacca, Capital District Manager
Jeff Backer, Northern Virginia District Manager

Recommendation #2

We recommend Capital and Nerthern Virginia district managers develop stralegies to more
effectively monitor customer service operations at their retail and delivery units by coordinating
units’ integrated operating plans and mail arrival profiles.

Man nt R n ian Plan

Management agrees with this recommendation and is in the process of implementing by
reviewing and updating integrated operating plans and mail arrival profiles at opportunity sites
based on Function 2C percent 1o standard. While this is an ongoing process, the sites identified
in this audit will be reviewed first and changes will be implemented to improve service
performance.

Target Implomentation Date
October 31, 2018

Rosponsible Official
Michael Lloyd, Capital District MOPS
Bill Craig, Northern Virginia District MOPS

R mmondation #3

We recommend Capital and Northem Virginia districl managers develop strategies to more
effectively monitor cuslomer service operations at their retail and delivery units by instructing
unit employees to follow required mail handling precedures and verify such procedures are
followed.
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Managemant Responsel Action Plan

Management agrees with this recommendation and will implement by issuing mandatory service
talks to the field regarding Facility Retail Expactancy and How lo Handle UBEM (Undeliverable
Bulk Business Mail).

Target Implementation Date
Capital District- July 21, 2016

Mortharn Virginia District- August 185, 2016

Responsible Official
Sal Vacca, Capital District Manager

Jeff Backer, Morthern Virginia District Manager

Recommendation #4 _

We recommend Capital and Northern Virginia district managers develop strategies to more
effectively monitor customer service operations at their retail and delivery units by instructing
postmaslers and customer service supenisors 1o update retail signage, review Relail
Customer Experience Wait Times reports, and use the Lobby Director Pregram to reduce
customers’ wail time in line.

Management Responsel Action Plan

Management agrees with this recommendation and has implemented service talks to the field
and internal service reviews to effectively moniter retail service performance

Target Implementation Date
Capital District- July 21, 2016

Morthern Virginia District- April 6, 2016

Responsible Official
Sal Vacca, Capital District Manager
Jeff Becker, Morthern Virginia District Manager

Sy

Sal Vacca
Capital District Manager

7'”\“

Jeff Becker
Morthern Virginia District Manager
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OFFICE OF

INSPECTOR
GENERAL

UNITED STATES POSTAL SERVICE

Contact us via our Hotline and FOIA forms.

Follow us on social networks.
Stay informed.

1735 North Lynn Street
Arlington, VA 22209-2020
(703) 248-2100

O
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