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Report to Benjaain F. Bailar, Postmaster General, Postal
Service; by Williaa J. Anderson (fe¢r Victor L. love, Director,
General Gevernment Div.).

Contact: General Government Div,

Budget Yunction: General Government: Other General Government
(806) ; Commerce ard Transportation: Postal Service (402).

Congressional Relevance:; House Comeittee on Post Office and
Civil Service.

A limited review was conducted of the Postal Service's
revenue protection activities in order to determine whether the
agency had adequate controls to assure that it wvas receiving the
proper postage from bulk mailers. 2ll classes cof mail were
reviewed, but special attention was directed tcward large
second-class mailers since oppor-unities for underpayment seemed
most prevalent in this class. The western regicn's Revenue
Protection Prograr was alsn examined. Findings/Conclusions:
Postage underpayments result froa such causes as understateaents
of the nuamber of copies mailed, copy veights, c¢r advertising
percentages. Several trcblems which could result in underpayament
or overpayment of postage were related to the accuracy of
information reported }y pulklishers on second-class mailing
statements, the adequacy of the ageacy's verification of
second-class circulation, and the effectiveness of mail
acceptarce unit operations. Generally, these problems were
consequences of a lack of controls over specific functions or
failure to adhere to existing controls and could be corrected
through a more crganized and systewmatic apprcach to revenue
protection. Since March 1976, the western region has been
engaged in an effort to identify and collect pcstage due on
mail. such efforts have resulted in additional revenue
collections, but certain changes need to be made to make it more
effective. (SW;
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The Honorable Benjamin F. Bailar
. Postmaster General
¥ & U.S. Postal Service

Dear Mr. Bailar:

We recently ~-mpleted a limited review of the Postal
Service's revenne protection activities. The objective of
our review was to determine whether the Service had adeguate
coritrols to assure itself that it was receiving the propecr
postage from bLulk mailers. While our review covered all
classes of mail, special attention was directed toward
la: je second-class mailers since opportunities for under-
payment seemed most prevalent in this class. We also
examined the Western Region's Revenue Protection Program.

puring ocur reviev we became aware that the Service had
established a task force to review its revenue protection
activities and that the Inspection Service had been directed
to review the Western Region's program. On July 28, 1977,
we briefed members ol the Revenue Protection Task Force 1in
detail on the results of our work. A copy of the briefing
document it enclcsed. A summary of our observations follaws,

Pevenue protection controls

need streg%;hening and better
enforcemen

We identified several problems which could result in
underpayment or overpayment of postage. These problems
primarily relate to (a) the accuracy of information
reported by publishers on second-class mailing statements,
(b) the adequacy of the Service's verificatior of second-
class circulation, and (c) the effectiveness of mail
acceptance unit operations.

GGD-77-34
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Generally these problems were conseguences of a lack
of controls over specific functions or failure to adhere to
existing controls and could be corrected through a more
orgenized and systematic approach to revenue protection.
The enclosed briefing document contains our views on
possible solutions to these problems.

Qur review also revealed other potential problem areas,
including the:

--Need for and purpose of 4. rched mail units,
~-Use of below nominal rates by certain publications,

~-Clarity of the policy on publiishers' mexling second-
class publ1cat10ns to advertisers, .

--Effectiveness of the Bulk Mail Postag: Collection
System, and

--Control over the use of second-class vublication
snipping labels,

We did not, however, have adeguate time before curtailing
our effort to fully develop these areas, therefore the
Service may wish to examine them moie closely.

Western Region's Revenue
Protection Program can be
more effective and accountable

Since March 1976, the Western Region has been engaged
‘in a region-wide effort to identify and collect postage due
on mail. The region has demonstrated that a concerted
emphasis on capturing otherwise lost revenue from pcstage
due mail can be effective. While the region's program
appears conceptually sound, it does have a number of policy
and operational inequities that should be corrected to make

it more effective and accountable. These operations relate
to:

-—-providing an incentive base, if one i3 actually

needed to encourage program particivation, chat
is more represencative of individual office revenue
protection accomplishments;
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~-preventing an overstatement of program accomplish-
ments by (a) excluding non-proqram relaced revenues,
(b) documenting program-related revenues, and
(e¢) identifyinc all program-related costs; and

--requiring c¢ffices to attempt tc correct causes of
uiapaid or shortpaid mail.

The enclosed btiefing document contains several recom-
mended changes which, in our opinion, could make tlLe Western
Region's program more effective and accountable. While we
believe the Western Region's program is sound, we also believe
the Sarvice should evaluate the revepue protection efforts
of other regions and post offices to determine the most
effactive before impiementing any revenue protection pro-
gram on a nationwide basis,

In view of the potential changes in reveriue protection
activities as a result of the Task Force's efforts, we

do not plan to do any further work in the area at this time.
However, we would appreciate being advised of any actions

resulting from the matters discussed in our briefing as well
as tha recommendations of the Revenue Protection Task Force.

We would like to express our appreciation for the
cooperation given us by Postal Service officials. Copiszs
of this report are being sent to the Chairman, House Comrittee
on Post Office and Civil Service; Chairman, Subcommittee on

Energy, Nuclear Proliferation, »nd Federal Services, Senate
Committee .on Governmental Affairs; and to the Chairmen of thre

appropriate Subcommittees of the House and Senate Committees
on Aporopriations.
S.ncerely yours,

A QunSisnrne

8\ Victer L. Lowe
\ Director

Enclosure
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SCOPE CF REVIEW

Our review was conducted at the Service's Headqguarters
in Washington, D.C. and at pr;nter/publ1sher/mail1ng agent
and postal fac111t1es in the Service's Easiern, Central
and Western Regicns (see Appendix I). Our ervanination in-
cluded all classes of mail with special emphasis on second-
class mailers, since opportunities for underpayment seemad
most prevalent in this class. This assumption was based
on (1) the Service's dependency on publisher fuznished
data for postage determination, (2) statements of postal
officials that seconi-class mail operates under the
"honor svstem,” and (3) the apparent close examination
given other classes of mail before acceptance.

. Based on available postal data, there were about
34,000 second-class publications that generated about

9, 085 314,000 pieces of mail during fiscal year 1975 which
accounted for over $236,100,000 in postage. We selected
slx second-class publications with large annual mailing
volumes for detailed review to determine whether the
Service was obtaining the proper postage. Based on

fiscal year 1975 data the six publications were ranked
according to volume mailad as follows:

Volume

bli Ranging in Anngal Maileclil
Pu cation “econd-Class Mailings Annua
(000)

421,219
. 220,792
202,068
75,096
44,676
43,548

Qo >
s
O~

TOTAL 1,007,399

ey e - - - . -

We also gave cursory examinations to other publications
to determine whether the deficiencies noted were widesoread
or isolated.
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For each publication, we eoxamined from one to thcee
issues to determine whether the "Statement of Mailinc
Second~Class Publications” (Form 354l1), which is prepared
by the mailer, accurately described that issue's mailing.
Our examination included such tests as:

--did the Form 3541 reasonably agree with publisher
documents as to the number of copies mailed,

--wa.: the weight or percent of advertising per covoy
adequately determined, and

--were there any unauthorized enclosures?

We examined mail verification policies and procedures
used by postal acceptance units. Wher the postal facilicy
was the original entry point we also reviewsd the adeguacy
of its most recent annual verification of publication weights
and copies mailed.

In addition, we reviewed the Western Recion revenue
protection program, which was initiated in November of 1974.
Since we had been informed that the program was under con-
sideration for nationwide implementation, we wanted to
determine the validity of reported achievements and whether
corrective actions were being taken. However, we did not
perform a comprehensive analysis of this program since
the Inspection Service had recently initiated such an
analysis.

SUMMARY OF REVENJE PROTECTION DEFICIENCIES

Our review showed that cthe Service could be losing
thousands of dcllars in postage because it lacks adequate
controls over second-class mailings. Additionally, oresent
controls are not always being adhered to. The deficiencies
we noted have resulted in actual postage underpayments
from such causes as understatements of (1) the number of
copies mailed, (2) copy weighte, or (3) advertising per-
centages. There are also potential losses from such weak-
nesses as a failure to adecuately protect postal seals
for trucks.
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Because of time constraints and a lack of available
data we were unable tOo project the potential total loss
to the Service, however, where possible we have included
data on the number of times a particular problem was nc*.ed.

Our findings have been discussed with local officials
and in some cases collection procedures have bmen started.
In fact, over $80,000 in underpaid postage has been recovered
as a result o/ these actions.

With reapect to the Western Region's revenue protection
program, we feel that while this program has resulted in
additional revenue collections, we feel certain changes
need to be made to make it mo:e effective. We are also
aware of special revenue protection efforts of other postal
regiongs and offices. We have not examined these programs
but believe the Service should evaluate all such programs
prior to implementing any one on a national basis.

The following is a presentation of our ob~ervations
on revenue protection. We have grouped the deficiencies
into four categories, each related to postage determina-
tion. These categories involve problems relating to:

--mailing statements,

--verification of second-class circulation,
--mail acceptance units, and

-=-general areas.

We have also included observations in other areas that

the Service may wish to consider in greater detail than
time permitted us to do. ‘'The last secticn of this summary
pPresents our observations of the Westerh Region's revenue
protection progran.
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ENCLCEURE 1I ENCLOSURE I

Observations

The followin¢ are our observations on potential
problem areas. We did not have adeguate time to fully
develop the areas, therefore, the Service may wish to
examine them more closely to determine the magnitude of
the oroblems.

1. Detached Mail Units

Basad on our observations of variances between
sectional centers, the Service should review the detached
mail unit program as to its need and purpose.

--Not all lzrge sectional centers censider it necessary
to establish detached mail units with full-time employees.
at major mailers' plants. One sectional center uséd
USPS personnel on a part-time basis at various mailer
locations.

--Some units appear to be functioning mainly as trans-~

portation control points, with little emphasis on
revenue protection, such as monitoring the make-up

of the mail or the accuracy of mailiry statements.

2. Nominal Rate Publications

The Service should determine if its monitoring and
testing of publishers' compliance with nominal rate publi-
cation regqulations should be increased.

--Nominal rate publications include those sold to sub-
scribers at a reduction of more than 50 percent
of the basic annual rate. A number of medical and
educational nublications offar special discount
rates to certdain groups such &s students and interns.

--Nominal rate subscriptions should be charged at the
transient rate, which is higher than the regqular
second-class rate.

--Nominal rate subscriptions should not be included as

part of the legitimate list of subscribers used
to qualify for second-class privileges.

14



ENCLOSUR I ’ ENCLOSURE I

3. Advertiser's Cories

The Service should review its policy on classifying
advertiser and sample copies since the criteria may not
be followed.

-~-The Postal Service Manual states that only one
complete copy of an issue may be mailed to adver-
tisers as proof of printirng ar the reqular second-
class pound rates of postage. (P.S.M. 132.466.)

--Some publishers are mailing magazine copies to
advertisers at regular second-class rates, which
could result in an underpayment of postage.

-=-0One publisher mailed 16,189 vopics to adver-
tisers which were marked as "sample" copies. A
memorandum from the office of Mail Classification
notified the publisher that it was the policy of
the Service ". . . to accept as sample copies (at
the second-class pound rate of postage) any copies
endorsed "sample” by the publisher sc long the guan-
tities 80 designated remain within the 10% allowable
limic specified in sectioun 132.461(b), Postal Service
Manual.” The memorendum also stated that, "Uniform
administrative practices are unlikely to result
if postal eiployees must subjectively analyze pub-
lisher declarations to discern bhetween fample and
complimentary copies. The policy adopted makes the
basis for judgment a simple matheratical analysis."

4. Bulk Majl Postage Collection System

The Service should review the Bulk Mail Postage Col-
lection System to determine if revisions are needed to
prevent the loss of interest from trust fund account
balances and pcstage collections caused by the:

--Elimination of advance deposit of pcstage payment
requirements, 2nd

--Delayed submission of mailing statemeuts.

We also noted delays in sectional center prccessing
of the mailing statements for payment.

15



ENCLOSURE I ’ ENCLOSURE I

5. Second-Class Publication Shivoina Labels

The Service should review its policy on second-class
publication labeling reguirements to determine if revisions
are needed to prevent the ootential loss of revenue from
mail improperly =ntering the postal system,

--Some publishers used shipping labels which stated
that second~class postage was paid at the office
of original entry and at additional entry points.

--These non-mail shipments which were sent via private
truck lines without payment of secoad-class postage,
could possibly enter the postal system along with
shipments that are suppose to be mailed.

Western Region's Revenue Protection Program

Background

In November 1974, the Regional Postmaster General,
Western Regior, implemented an experimental revenue protection
program based on an Inspection Service report that the Service
was losing an estimated $92 million annually from unpaid,
shortpaid, and misclassified mail and associated unrecovered
handling cost. Also, a Western Region survey conducted at
45 offices by regionali, district and post office representa-
tives showed that only about 3 percent of all postage due
revenue was collected in postage due units. ©Of this amount
2.65 percent was business reply and 0.35 percent short paid
and undeliverable as addressed.

After a period of experimentation the revenue protec-ion’
program was implemented throughout the region in March 1976.
All large offices were reguired to participate because it
had been determined that the majority of postage due mail
was delivered by these offices. Other first-class offices
were permitted to parcicipate in the program at the discretion
of diszrict and sectional center managers.

An incentive was provided to stimulate particivation,
Districts were allowed flexible budget adjustments for a
portion of the recovered revenue generated from the proaram.
The amount of the adjustment is 50 percent of the difference
between the total amount of postage due that is collected

16



ENCLOSURE 1 ENCLOSURE 1I

under the program and a net base of postage due that was
collectad prior to implementing the program. The base

was established as 0.35 percent of total postage revenue
collected at the close of each accounting period. This
base was determined during the previously mentioned effort
by regional, district and post office representatives
through visits to 45 locations within the region.

In implementing the programs, large offices were allowed
to have a cadre of full-time revenue protection clerks while
smaller offices werc allowed to assign part-time clerks
to this activity. Each office employing clerks is required
to prepare a profitability analysis each accounting period
to determine whether each clerk is detecting enough postage

due mail to be cost effective.

Observations

The Western Region has demoustrated that a concerted
emphasis on capturing otherwise lost revenue from postage
due mail can be effective. While the Region's revenue
protection program appears conceptually sound, it does have
a number of policy and operational inequities that should
be corrected to make it more effective and accountable.

~-If an incentive is needed to encourage program
participation, the use of a standard 0.35 percent
base is questionable. The Western Region arrived
at the 0.35 percent base by surveying the postage
due sections at 45 post offices, and therefore,
this Lase may not be applicable to any specific
post office entering the program. Using a standard
base for all offices makes achievement comparisons
difficult since offices that were not revenue pro-
tertion oriented priur to the program will show
better program results than those offices that were.

--Revenu? protection program results are overstated
because certain non-vrogram revenue, such as col-
lections for l2-cent business reply trust fund
accounts, customs handling, storage charges, and
address correction fees are reported even though
such transactions are not actributable to the
program.

~-Further overscatement of program results occurs because
short paid revenue collected by bulk mail acceptance
units 18 actributed to the program even though
these units have the primary function of detecting short
paid mail and were in ogeration Prior to the program.
7



ENCLCSURE I ENCLOSURE 1

--The opportunity exists for certain amounts reported
as program results to be inflated because controls
and checks on such amounts are lacking, thus preventing
verificaction of their validity. For instance, revenue
collected on nostage due mail of less than ten pieces
does not have to be documented and bulk mail acceptance
unit employees are not required to maintain proper
document.ation of amounte they report as additional
revenue collected under the program.

~~The cost effectiveness of revenue protection clerks
can be overstated. For example, the San Francisco
revenue protection unit did not include the full-time
revenue protection coordinator's time in the profit-
ability analysis it forwarded to the region.

--Because cf the inherent need for revenue protection
clerks to show they are cost effective and because
participating post offices receive budget adjustments
on additional revenue they collect under the program,
an incentive exists to identify large volumes of
unpaid and shortpaid mail without contacting the
mailers in order to correct the causes of such postage
due mail. Neither the San Francisco nor Los Angeles
post offices had contacted mailers to correct the
causes of shortpaid and unpaid mail even though
these problems occurred at both offices.

Recommendations

Before implementing a revenue protection program on a
nationwide basis, the Service zhould evaluate the revenue
protection efforts of other regiohs and post offices 'to
determine the most effective. Additionally, we believe
the following changes should be considered in the Western
Region's program.

--If the budget adjustment concept is used as an
incentive for program participation, a base of
postage due collected prior to program imple-
mentation should be determined for individual
pou+ offives,

-=All non-program revenuc should be excluded from

revorted program results, including revenue col-
lection deficiencies by bulk mail acceptance units.

18



ENCLOSURE I ENCLOSURE I

~-Appropriate program controls should be instituted
to insure that reported prcgram results are accurate
and can be verified. Also, periodic 3pot checks of
program results should be made by either the In-
spection Service and/or postal systems examiners.

==-All direct labor costs associated with operating a
revenue protection unit should be charged to the
Program in determining the cost effectiveness of a
revenue protection unit.

~-=~All large vo..ume mailers who habitually enter or
receive unpaid or shortpaid mail should be contacted
on a routine basis to correct the causes of such
mailings. The revenue protection unit staff should
identify these abusers and customer service repre-
sentatives should. contact them.

19



APPENDIX I APPENDIX I

POSTAL LOCATIONS VISITED

Postal Service Headguarters, Washington, o

Eastern Region

wWashington, D.C.
Depew, New York

Central Region

Central Region Feadquarters, Chicago, Iliinois
Cincinnati, Ohio

Columbus, Ohio

Deyton, Ohio

Kokomo, Indiana

Weste.n Region

Western Region Headquarters, San Bruno, California
Los Angeles, California

San Francisco, California
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APPENDIX II APPENDIX II

NUMBER OF COPIES OVERPAID OR UNDERPAID

FOR THE NINE 1SSUES REVIEWED

Number of Copies Number of Copies

Publication Title Issue Date Underpaid Overpaid
B April 18, 1977 3,801 —
B April 25, 1977 - 10,280 -
A May 28, 1377 - -
c May 1977 S 22,210
E June 1977 . -— 2,449
F November 1976 6,873 o
D June 1976 - 462
53 September 1976 3,825 -
D December 1976 8,206 -
32,985 25,121

NET TOTAL UNDERPAID . 7,864

21



APPENDIX III

APPENDIX III

UNREPORTED/UNPAID SAMPLE COPIES MAILED

FOR TWO SECOND-CLASS PUBLICATIONS

ISSUES

January
February
M;rch~
Aoril
May

June
July
August
September
October
November

December

January
February

March

April

a/Data not availakle,

b/Overpaymrent

22

7,471
1,160

20

74
1,185
1,253
8,616
1,317
1,313
1,361
1,277

1,258
1,316
1,314
1,314

NUMBER OF COPIES

9,543
9,762
9,437
8,756

TOTAL
7,471

1,148

1,336
1,299
2,428
2,569
9,901
2,602
2,582
2,586
2,491

10,801
11,078
10,751
10,070





