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FiVE-DAY DELIVERY TASK FCRCE REI'ORT/OIERAT'IONS

BACKGROUUD .

On March 25, 1960, a task force was established to identify '
the cffeccts of reducing delivery days from six to five, including
such things as the effect on the levels of service provided to

the various classes of mail, the effect on various customer groups,
the efifect on various special services and a variety of internal
operational impacts.

In accomplishing its work, the task force reviewed and relied
heavily on the work accomplishcd by a previous task force
aestablished in 1976 to address the same subject. This review,
along with discussions with, and input from, appropriate depart-
ments, led to the identification of a variety of issues that
will need attention if five-day delivery is initiated,

In order to address the larger question of the effect on operating
procedures, and, in fact, the whole question of operational
feasibilityv of five-day delivery, the task force enlisted the
aid-or tne Oizice or Industrial Engineering to construct a
computer model to enable us to simulate a variety of operational
assumptions.
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We also elicited information from MSCs and independent offices
relating to route volumes, route coverage on the street and

letter carrier absence replacemont, These are the same offices
vsed by the earlier task force to establish certain operating

and staffing assunptions. The volume and coverage information
requested was used to validate certain of our computer model
assumptions. The abscnce data was used to explore the possibility
of establishing a methodology for determining the optinmum levels
of full-time reserve carrier positions at delivery units, 1In
addition, several task force nenbers made on-site field visits.

As Fr. Bolger requested, we initiated an effort to contact larger-
mailers to ottain their views on five-day delivery. To this end,
the Customar Services Department, utilizing headquarters,
regional and ficld Postal Service personnel, conducted a perscnai/
telepiwone study of approximately 320 major mailers in 13 selecte
industries and government agencies. Mailers were specifically
asked for a&ny suggestions they might have about how best to
implement five-day delivery, if that Locame necessary.

it should be cmzhasized that the results of this effor: are
wualitative and not projectable to the universe of mailers.
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To ensure that projectable data would be available on mailers in
the cvent that five-day delivery became necessary, Customer
Services also initiated a 2,000 telcphone intorvicw study of a
projcctable cample of firms in the same 13 incustries (conducted
by Opinion Rescarch Ccrporation of Princetcn, Nsw Jersey). The
results of this study will be technically supportable in the
cvent that data from it are used as part of a Postal Rate
Ccmmission submittal.

FINDINGS

It is the conclusion of the task force that implementation of
five-day delivery is possible. However, the reduction from

six days of delivery to five will have major impacts on postal
operations, on levels of service and on our customers, both

as senders and receivers. Our major findings are summarized belew.

Impact on Overations

feasible to deliver the total mail

in five days if Saturday delivery is
eliminated, the fact remains that, at least at the outset, there
vill be approxinately 31 to 323 per cent of the total week's volure
available for delivery on Honday morning. Although changes in mail-
ing. nattevne =nd deposit times may eventually tend to level this
arrival pattern, it is unlikely that such changes will have an
effect during the first year under five-day delivery. LCven with
significant chances in deposit patterns, mail in the system will
continue to accumulate over the two-day weekend in such a fashion
as to assure that Monday's volume will be greater than that
available for delivery on other days of the week.

Although it is operationally £
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This basic fact of Monday "peaking" creates a host of probliems,
not the least of which is an undesirable impact on service levels,
which is discussed below. Aside from the service problem, we
will face equipment shortages, such as a shortage of trays,
rolling stock, etc.; we will have locations with inadequate space
for storage of mail; and we may have problems with the adequacy
of capacity of sur present vehicles and those presently being
planned for future procurements.

In an attempt to define new basic operating procedures for
handling the HMonday "peaking" at delivery units, we used the
previously mentioned computer model to simulate the effects of
various operating alternatives. Bricfly, the assumptions
included (cmong several other variations) the delivery of all
accumulated mail on lionday; splitting the delivery of accumulated
nmail between dMonday and Tuesday; and delivering only preferential
mail on ionday, while load-leveling all noa-prefecrential througi-
out the rest of the week. Simtilations were dene assuming averacge
volumes and average cily residential routces.




In terms of practicality, the alternative that acsumes delivery
of all proferential mail on londay and a programmed curtail-

ment of non-preferential througliout the week is Lhe most feasible
and provices the most opportunity for savings. Under this
assumption, workhours would tand to egqualize on a daily basis
througlhiout thé week, approaching roughly eight and one half

work hours per Qay !with Keonday remaining at 9). It is likely
that routcs would h:zve to be adjusted to accommodate the new daily
workloacd. 3
All other assumptions modeled proved to have preblems with
practicality or cecst. For instance, an operating assumption

that called for delivering all accumulated mail on Monday would
require approximately 11 workhours each ilonday. Obviously, it is
not at all practical to expect each letter carrier to put in an
eleven hour day on each Monday that "average" volumes are experi-
enced on his route.. It is even less practical to assume that the
regular letter carrier could handle the route at all on dayvs when
the volume substantially exceeds the average, such as, first of
the month periods. Further, our current part-time staffing
levels (limited as they are by our labor contract) and sheer

cost considerations would effectively prcohibit us from previding
each regular letier carrier route with from one to four hours of
auxiliary assistarce on each Mondey. Thus, the delivery of all
accumulated mail on Monday is not a viable opticn; even with the
casing of mail on Saturday.

The- taesk force also modeled a variety of assumptions that divided
the drlivery af accrmulated mail over both Monday and Tuzcsday.
Although this increased savings andé lessened the number of hours
required on a particular cday to something leower than 10 on an
average volume day, peak seasonzal and first of the month volumes
could still be expected to produce some l0-hour workdays. In addition,
the existence of two heavy days at the beginning of the week,
folloved by three lighter days, would (unless alleviated by
Saturday casing and londay auxiliary assistance) eventually
lead to route adjustments that would tend to make blonday and
Tuesday an eight-hour day, while building in a great deal of
undertime on the three lighter days of the week. In the long
run, this option could prove to be more costly than Saturday
casing.

As an added option, the task force did an analysis of the cost

of Saturcay casing. Theoretically, the casing of mail on
Saturday (that is providing auxiliary assistance) is no more
costly than the same casing on any other day of the week.
Although it has some practical problems, Saturday casing can

be provided by using part-time flexibles and full-time reserve
carricrs to provide assistance on. four or more routes. The full-
time reserve carriers could then be scheduled for four weekdays
for leave and other absence coverage.

























































