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Dear Mr. Wolf: 

To respond to your Ftbruary 17, 1988, request we have reviewed the 
status of mail delivery operations in northern Virginia. The number of 
postal complaints being filed by customers in the area indicated a wide- 
spread degradation of mail services. You expressed concern that actions 
taken by the Postal Service to improve mail delivery service would not 
be long-lasting in view of the rapid and continuing growth in population 
and economic developn~cnt of the area. 

Results in Brief The Postal Service allowed mail delivery services at post offices in 
northern Virginia to bcc:ome a major management problem before taking 
corrective action. The l’ostal Service could not keep mail deliveries cur- 
rent because (1) the numbtr of deliveries and mail volume increased and 
(2) there were not, tmough people to process and deliver mail. The Postal 
Service responded in November 1987 by sending “Action Teams” 
(employees from othcbr post offices) to northern Virginia to 

* deliver backlogged Inail and 
. identify and correct t hc underlying causes for the mail backlogs. 

The manager of mail processing and delivery operations in northern Vir- 
ginia, appointed in April 1988, adopted “Service to the Customer” as the 
theme for his primary goal of improving services. Actions he has taken 
and planned since his appointment demonstrate a strong commitment to 
restoring and maintaming an acceptable level of mail delivery services. 
Overburdened deliver) routes have been adjusted and additional 
employees and vehicles have been made available. Customer complaints, 
as well as the volumc~ (cf’ delayed mail, are on a downward trend. 

Approach We worked at the Management Sectional Center (i%sc) in Merrifield, Vir- 
ginia, and visited nine of the larger post offices reporting to the MSC. At 
the MSC we 

. talked to the !IIS(‘ mwnagcr and his top assistants about mail processing 
and delivery operations, 

l analyzed operational reports on workload and personnel, and 
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. examined budgets and related expenditures for the current fiscal year 
(1989) and 3 prior years. 

With selected postmasters, we discussed past and current mail delivery 
operations and obtained resource and workload data on delivery opera- 
tions. To look at the future demand for mail delivery services we used, 
without verification, forecasts prepared by the Postal Service and 
others. Appendix 1 c.ontains detailed information on the results of our 
review and its objectives, scope, and methodology. 

Progress Made in By the fall of 1987 the Postal Service had allowed mail delivery condi- 

Restoring Deteriorated 
tions at post offices in northern Virginia to deteriorate to an unaccept- 
able level. Customer caomplaints were abundant and some post offices 

Mail Services could no longer, even with significant amounts of overtime, keep pace 
with daily mail delivtbries. In November 1987, “Action Teams” of 
employees from other post offices were sent to northern Virginia to 
deliver backlogged mail and to identify and correct the underlying 
causes of delivery problems. The mail backlog was eliminated by Decem- 
ber 1987 and hiring of additional employees was started to relieve 
overburdened delivery routes. Previously, the total number of employ- 
ees was frozen at the number on the rolls as of March 28, 1987, and 
route adjustments wtlre not allowed. 

The Action Teams were a temporary expedient to avoid a collapse of the 
mail delivery system in northern Virginia. They left the area in March 
1988, shortly beforct t,he appointment of a new manager. 

The present manager, appointed in April 1988, had gained experience in 
another high-growth area-Phoenix, Arizona. He made “Service to the 
Customer” the theme for his primary goal of improved service. Addi- 
tional employees have been hired, overburdened delivery routes (too 
much mail or too many delivery stops for an 8-hour work day) are being 
adjusted, and postmasters and supervisors have been given additional 
training in standard ~pt~rating procedures. 

By the fall of 198X. t,he volume of delayed mail at some of the larger 
post offices was substantially less than it was in 1987, and customer 
complaints were down by more than 200 percent from their peak in 
1987. 

In *January 1989 the MSC manager sought and secured an increased 
budget for fiscal year 1989 within 4 months after the start of the year. 
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Budgeted expenses for 1989, as approved by the Richmond Division in 
September 1988, had been only 2 percent above 1988 actual expenses. 
Estimated spending for 1989 is 11.5 percent above the planned budget, 
or 13.5 percent more than 1988 actual expenses. 

In justifying the revised spending level, the manager told his Regional 
Postmaster General that estimated expenses were reduced where such 
reductions would not jeopardize service or cause even greater future 
costs. The estimated increase for 1989 (13.5 percent) is consistent, with 
actual increases in 1987 and 1988. 

In March 1989, the manager furnished us fiscal year 1989 dat,a showing 
that 

. overnight delivery performance improved by 8 percent over t,he same 4- 
week period in 1988, and 

. the volume of letter mail not ready for shipment at scheduled times was 
84 percent less than volume for the same 5 months in fiscal year 1988. 

Conclusions 
- ~- 
In April 1988, the Postal Service appointed a new manager who made 
improved service to the customer his primary goal. This commitment is 
currently being fulfilkd. IIowever, on the basis of future population 
forecasts by the Mtltropolitan Washington Council of Governments, the 
demand for mail delivery services in northern Virginia will not reverse 
it,s growth trend during the next decade. The Postal Service must make 
provisions to handk this growth through realistic planning and commit- 
ment of sufficient r(‘sources. If such provisions are not made, mail deliv- 
cry service problem> similar to those in the past will recur. 

Comments of the 
Postmaster General 

By letter dated May IO. 1989, the Postmaster General informed us that 
this report accurate11 dtscribes both the mail delivery problems expe- 
rienced in northern Virginia and the corrective actions taken. (Set app. 
II.) He said that artions taken are proving effective, and emphasized 
that the situation leading to the service deterioration identified in the 
report will not br alI< 1wc~1 to recur. 

- 
As you requested, w(* plan no further distribution of the report until 30 
days from its date lmlcss you publicly release its contents earlier. At 
that, time, we will sc,rtd copies to the Postmaster General; the Regional 
Postmaster Genc~ral. Eastern Region; and the General Manager/Post- 
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master, Northern Virginia Division. We will also send copies to other 
interested parties upon request. 

The principal contrib(Rors to this report are listed in appendix III. If you 
have any questions c*oncerning this report, please call me on 275-8676. 

Sincerely yours, 

L. Nye Stevens 
Director, Government llusiness 

Operations Issues 
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Progress Made in Restoring Deteriorated 
Northern Virginia Mail Service 

In the fall of 1987, mail delivery problems in northern Virginia had 
reached a point where customers filed large numbers of mail complaints 
because of delayed mail. late mail, misdelivered mail, and other service 
inadequacies. Critical articles in the local press appeared frequently. 
The increasing number of complaints directed to Congressman Frank 
Wolf’s office prompted him to request the Postal Service to look into the 
delivery problems and take appropriate corrective action. Following a 
response from the Postmaster General in February 1988 detailing cor- 
rective actions, the Congressman requested that WC assist him in deter- 
mining whether improvements reported by the Postal Service were 
sufficient to bring mail service back and keep it at an acceptable level, 
considering the contimling growth in mail services. 

Background The northern Virginia Management Sectional Center (MSC), located in 
Merrifield, Virginia, processes all mail that originates in or has been sent 
to northern Virginia. The INS~ is headed by a manager who is appointed 
and can be removed by the Postmaster General. 

The US. Postal Service has 74 operating divisions.’ An LBC reports to a 
division, which in turrl reports to a regional office. The northern Vir- 
ginia MSC is the largest of the four MSCS in the Richmond Division. The 
Richmond Division is one of 14 divisions in the Eastern Region. The 
Eastern Region, wit,h ILeadquarters in Philadelphia, includes 11 states 
and the District of Columbia. 

The hlSC has the overall administrative and operational responsibility for 
processing and delivering mail to about 1.8 million postal customers in 
an area covering about 4,000 square miles. This service area stretches 
from the Potomac River to the West Virginia border and south to Quan- 
tico, Virginia. Withm 1 he WC area there are 155 post offices and 
branches. 

The management sectIona center concept of mail processing uses cen- 
tralized processing of all mail collected from and/or destined to all post 
offices within the delivery area designated by ZIP code prefixes 220 to 
223, and 226. This maximizes the use of equipment and personnel by 
taking all mail coll(~c~t~~d from and destined to post offices into a central 
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Appendix I 
Pm@ess Made in Restoring Drtrrioratrd 
Northern Virginia Mail Srwicr 

facility where mechanized and automated equipment can process mail 
more rapidly and economically than by manual methods. 

The MSC operates 24 hours a day, 7 days a week, to sort all incoming and 
outgoing mail (5.5 million pieces of mail daily or about 1.4 billion pieces 
annually). For nine large post offices, mail is sorted down to individual 
carrier routes at the R?IX. These offices serve about 79 percent of the 
total addresses in northern Virginia. 

Objectives, Scope, and The primary ob.jective of our review was to assist Congressman Wolf in 

Methodology 
determining whether improvements reported to him by the Postal Ser- 
vice would be sufficlt>nt to restore mail service in northern Virginia and 
keep the service at. an acceptable level. Specific objectives of the review 
were to: 

l document the growth in demand for mail services as indicated by mail 
volume and number of deliveries, 

. provide an estimate of future growth in mail delivery services, 

. identify the service problems to be corrected by the improvement 
efforts, and 

. determine the cxtc‘nt to which problems have been corrected. 

To accomplish these ob,jectives we worked at the MSC in Merrifield, and 
visited nine of the \ISC’S post offices. At the offices, we talked to Post- 
masters about past and current mail delivery conditions. We observed 
MSC mail delivery to the post offices and the sorting of mail for delivery 
by letter carriers. WC, identified actions taken by the Postal Service to 
correct mail delivery problems, such as recommended route adjustments 
and the approval of router positions in the delivery offices.‘: For each 
post office visittad. wc prcparcd a data sheet showing the change in 
workload and rrsouI.ccs over 2 fiscal years. 1 

At the MSC’ we discussed mail operations with personnel responsible for 
finances, city and field operations, delivery services, human resources, 
and marketing. Wtl analyzed operational reports for fiscal years 1987 
and 1988. Reported expenditures for fiscal years 1986, 1987. and 1988 

Page Y GAO,‘GGD-99.88 Postal Service 



Appendix I 
Progress Made in Restoring Drterioratrd 
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were compared to budgets. The 1988 expenditures were also compared 
to the 1989 budget. WC looked at future population forecasts for the 
northern Virginia area and their relation to projected needs for mail ser- 
vice. From Postal Service management reports we gathered information 
on growth in mail deliveries and mail volume for fiscal years 1987 and 
1988, and the projected growth for 1989. 

We reviewed MC documents presented to the Richmond Division man- 
agement in a briefing on September 29, 1988. These briefing documents 
provided background on the history of mail problems in northern Vir- 
ginia, and highlighted management actions and resources needed to 
bring operations into compliance with Postal Service standards. 

We interviewed thr h~hc‘ manager and the past two managers 

Our work was done during the period June 1988 to March 1989 and in 
accordance with gent~rally accepted government auditing standards. 

Demand for Mail 
Delivery Services- 

The northern Virginia area is a fast-growing area. According to csti- 
mates by the Metropolitan Washington Council of Governments (UK), 
growth in northern \‘irginia will continue. 

Past and Future 
(:oc; issued a report in August 1988 forecasting employment, household. 
and population growt 11 ir; the Washington arek from 1985 to 20 10. 
Table I.1 shows (‘(I(; population forecasts for jurisdictions in the north- 
ern Virginia area. An increasing population affects the number of 
annual mail delivcricbs and mail volume. 

Table 1.1: Summary of Population 
Forecasts in Northern Virginia 

~- 

Population Growth Rate 
(Thousands) (Percent) 
1985 2010 1985 - 2010 

Loudoun County 65 8 210 9 220 6 
Prince Wllllam County 176 1 342 8 94 6 
FaIrfax County 668 3 936 8 40 2 
City of Falls Church 95 110 158 
Arlington County 1578 1788 133 
City of Alexandria 1085 1137 48 
Cltv of Fairfax 20 3 21 0 35 
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Progress Made in Restoring Deteriorated 
Northern Virginia Mail Swvicr 

As indicated in table I. 1, the outer suburbs-Loudoun and Prince Wil- 
liam Counties-are expected to experience t,he region’s most dramatic 
growth. 

The number of business establishments in northern Virginia also contin- 
ues to grow. In August 1988 the Office Network, an alliance of leading 
commercial real estate companies in 11 countries, ranked the Washing- 
ton, D.C., area first internationally for office space construction. In 
Fairfax County, new business licenses in 1988 exceeded those granted in 
1987 by more than 1.800. 

Over each of the last, 10 years the northern Virginia MSC has faced 
increasing demand for mail delivery services. Between 1978 and 1988 
the number of daily mail deliveries in northern Virginia increased by 38 
percent, from 371,114 to 511,636. Over the same 10 years, mail delivery 
volume increased by 164 percent, from 2.8 to 7.4 million feet.” 

In 1978 a letter carrier’s work day averaged 8.4 hours to deliver 2,182 
pieces of mail to 458 residents and businesses. By 1988 the average was 
10.2 hours a day to deliver 4,097 pieces of mail to 437 delivery stops. 
This is an 88 percent increase in the daily volume of mail delivered by 
letter carriers. The average number of pieces of mail per delivery rose 
from 4.8 to 9.4 pieces between 1978 and 1988. 

A delivery route at the Belleview station of the Alexandria Post Office 
illustrates the impact of this increase in mail volume. In 1980, the car- 
rier for route 306 made 941 daily deliveries and had an expected deliv- 
ery volume of 15.75 feet per day. In August 1988, route 306 had the 
same 941 deliveries but the expected daily delivery volume had grown 
to 42.5 feet. 

COG and the Postal Service’s own forecasts show no let-up in the future 
demand for mail delivery services. Table I.2 shows the actual volume 
and number of deliveries for the past 3 fiscal years, and projections for 
fiscal year 1989. 
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Table 1.2: Northern Virginia Mail Volume 
and Deliveries, Fiscal Years 1966 to 1969 Volume 

Fiscal Year Deliveries (feet of mail) 
1986 477,010 6,170.544 
1987 490,859 6,772,986 
1988 505,153 7,368.063 
1989(Pro]ected) 518,034 7,614,570' 

‘The 1989 totals were adl@rrl downward by the Richmond DIVISION The MSC estlmaied 7 974 731 feel 
of mall 

Available data shou that the greatest future increase in demand for 
mail delivery servicc\s will be in Loudoun County. According to COG, Lou- 
doun County will have a 220 percent increase in population from 1986 
to 2010. Ashburn, loc&ed in northwest Loudoun Count,y, is a small rural 
community presently experiencing a boom in housing and business con- 
struction. The small post office in Ashburn consists of one postmaster, 
one clerk, and oncl r11ra1 carrier. The one rural carrier served an average 
of 248 homes daily hc>twcen 1978 and 1985. The MSC predicts that by the 
end of 1989 the Ashburn Post Office will be serving 2,800 homes and 
300 businesses a da:,’ 

Proposed for construction near Dulles International Airport is a new 
mail processing facility t,o handle the rapid growth of t,he outer suburbs. 
The project, now in t hr, planning stage, is scheduled for funding consid- 
eration in September- 1989. Approval could mean an operating facility 
by 1991. 

Demand for Delivery Hy the fall of 1987 some post offices in northern Virginia had reached 

Services Exceeded 
Capacity 

the point where they could no longer, even with significant amounts of 
overtime, keep pacr’ with daily mail deliveries. To stop the deterioration 
in mail service, the> liictnnond Division in November 1987 sent “Action 
Teams” of employccss from other post offices to the northern Virginia 
I\ISC’. The Action ‘Ratrr~s were a “quick fix” to avoid a collapse of the mail 
delivery system in not-t h~~rn Virginia. They left the area in March 1988, 
shortly before thr> ;rl)pointment of a new MSC manager. 

The first priority of’ the i\ction Teams was to deliver backlogged mail. 
The second priority was to identify and correct the underlying causes 
for the mail backlogs The teams were not, limited to any specific amount 
of money in carrymg out their duties. Through the use of overtime and 
unscheduled de1ivcric.s on Sundays and holidays, the mail backlog was 
eliminated by December 1987. 

Page 12 GAO/‘GGD-89-88 Postal Scwirr 



Appendix I 
progress Made in Restoring Drtrriorated 
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To correct the underlying causes of the backlogs, the teams identified 
delivery routes needing adjustment and accelerated the hiring of addi- 
tional personnel. Before the Action Teams started work, hiring of addi- 
tional letter carriers had been restricted by a limitation on total RISC’ 
employees. This restriction resulted in an immediate release of staff and 
minimal hiring of additional people from April to the fall of 1987. 

During the first 9 months of fiscal year 1988,91 route adjustments were 
completed, almost 8 times as many as in 1987. An additional 70 routes 
were approved for adjustment. 

Conditions Did Not 
Occur Overnight 

Conditions that made it difficult to keep pace with the growth in mail 
volume and deliveries were a long time in the making. They existed 
under all three of the recent MSC managers. 

MSC Management Changes There has been considerable instability in the northern Virginia MSC 
management during t,he past 2 years. The current manager has been in 
the job since April 1988; his predecessor was in the position for only 1 
year before leaving. Table 1.3 shows the last three MSC managers. 

Table 1.3: Northern Virginia MSC 
Managers From 1982 to 1989 

Gerald Merna 

Carl Johnston 

Leroy Brewer 

From 
May 1982 

April 1987 

April 1988 

To 

March 1987 

April 1988 

Present 

Also effective April I, 1987, was the reassignment of the Division Gen- 
eral Manager/Postmaster of the Richmond Division. 

Changing managers was not the only factor affecting management con- 
tinuity at the MW. A 1986 restructuring of postal field organizations also 
contributed to the N&S instability. The restructuring resulted in top 
management positions being filled by temporary assignments. For exam- 
ple, one of the major MSC offices, the Office of City Operations, has had 
three different acting directors since 1987. The manager of the BLISS at 
the time of the restructuring said several key personnel left for better 
job opportunities at division offices created by the restructuring. Stabil- 
ity was again affected in January 1988 by a realignment of MSC manage- 
ment functions in which nine management positions were lost. 
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Progress Made in Restoring Deteriorated 
Northern Virginia Mail Service 

In July 1988 only one of the six MSC directorates (Office of Finance) was 
headed by a permanent director. The remaining five offices were headed 
by acting managers. A permanent Director of Marketing was appointed 
in August, 1988. 

In commenting on a draft of this report, the Regional Postmaster Gen- 
eral said that the upgrade of the MSC to Division status enhances its abil- 
ity to attract a highly qualified Director-level staff. 

Hiring Freeze In April 1987, the Ric.hmond Division informed the MSC that the total 
number of employees could not exceed 5,687-the number on the rolls 
as of March 28, 1987. This hiring freeze kept total employment stable 
while the demand for services continued upward. (See table I.5 on 
p. 18.) 

Shortly after his appointment, the manager who headed the MSC from 
April 1987 to April 1988 was told by the acting manager of the Rich- 
mond Division that 

“The salary and benefit estimates for the remainder of the year are not accepta- 
ble. The goal is to operatcb the remainder of this year within your remaining original 
planned salary and benefit dollars, regardless of the workload variances to plan. 
The key to achieving that result is to initiate positive actions which will ensure that 
better-than-planned productivity is consistently achieved.” 

The manager was also told that his success would be measured against 
the provided targets (expenditures and number of employees) and that 
he would be held personally accountable for the achievement of the 
targets. The manager said he voluntarily left northern Virginia after 
1 year because he could not get the job done with the resources 
provided. 

Conditions Reported to 
GAO by Former Manager 

The MSC manager from May 1982 to March 1987 provided us with docu- 
ments showing that in February 1987 he informed the Regional Post- 
master General of constraints that prevented the MSC from fully 
attaining its safety, st>rvicr, and financial goals. As written by the mana- 
ger, the constraints were 

“Budget Constraints WV have never received a budget which is achievable and suf- 
ficient enough to handle the abnormality of mail volume. 

Facility Capacity - sevt’rt’ Lrck of adequate space impedes service, productivity and 
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Conditions Report,ed t,o t.he 
Richmond Division 

Actions Taken by the 
Present Manager 

fmancial performance. 

,Accommodation of Growth the Eastern Region’s posture of the past five years of 
no new uty routes sev~rclj impact our ability to adequately accommodate 
@xwth. 

Eqlllpmr~nt,iVehi~le Short age - additional equipment and vehicles are in urgent need 
to maintain the efficiew!, of dally operation. 

Hiring C’onstraint wt~ ha\ C’ diftlculty hiring enough employees to cover a 33% high 
turIloV(‘I‘ rate. 

Administrative Staffing slow 10 retarded response to request for additlonal opera- 
tlon. as well as. administwrivc positIons preclude proper management and oversight 
of day to day activitiw and long and short range planning.” 

In a September 1988 briefing, the MSC manager and his top assistants 
provided Richmond Division officials their assessments of conditions 
faced by the mr. l’htb Director of Field Operations linked the service 
problems to what he described as the failure to 

plan (growth management), 
train, and 
document the need f’~~r and request additional resources. 

He also said the number of routes created since 1978 was far short of 
t,he number needed to handle increases in deliveries and mail volume. On 
t,hc basis of a 38 prrcxnt increase in mail deliveries and 164 percent 
increase in mail volume, the Division was told that at least an additional 
262 routes should ha\. e been created to handle the growth over the 
1 O-year period. 

‘The briefing material said that personnel actions were not processed on 
time: vacancies wc’rc not recorded and posted; and, at one point in time, 
100 feet of records were not filed. When hiring restrictions were eased 
in November 1987, hiring registers were depleted and qualified people 
were not readily available to fill vacant positions. 

In April 1988 the new MT manager announced to his postmasters that 
“Service to the Cust,omcr” would be the theme for his primary goal of 
improving services One of his first actions was to open hiring registers. 
In fiscal year 198X. the northern Virginia MC hired 1,770 new employ- 
ees, a 93 percent imrease over 1987 when 916 people were hired. 
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Rorlte Adjustments Overburdened routes (too much mail or too many delivery stops for an 
S-hour work day) were a major contributing factor to poor mail service 
in northern Virginia. The XX manager, in a *June 1988 memorandum to 
delivery offices, said, “We can never again afford to find ourselves with 
most of the routes out of adjustment.” An administrative procedure on 
route adjustments and related sorting schemes (a systematic plan for 
the distribution of mail) accompanied the letter. Postmasters were told 
t,o check on compliance with basic mail preparation and delivery stan- 
dards before adjusting routes. All delivery rout.es were to be inspected 
by May 1989 and ncteded adjustments made by the end of .June 1989. 
The latest DISC’ schedule shows that 834, or 72 percent, of the 1,166 city 
delivery routes will baz inspected and adjusted by June 1989. These 834 
routes account for 91 percent of the possible daily mail deliveries. 

It should be noted that route adjustments are not made without incur- 
ring costs and causing problems. Before adjustment, a route must be 
inspected to confirm that it cannot be completed in as close to 8 hours as 
possible. M70rk that. falls outside this standard is transferred to other 
routes, or new routes are created. Initially, route adjustments may also 
cause errors that anIUJy customers. Clerks who sort mail to carrier 
routes must learn n(‘w sorting schemes (sorting errors can cause delayed 
mail). If new routes iI1-e created, letter carriers must be hired, trained, 
and become proficient. (Xistomers on a route with a recently hired letter 
carrier will usually c~,pcrience later than normal delivery and some- 
times receive their nc,@bors’ mail. 

Training Postmasters, managers, and supervisors were provided standard operat- 
ing procedures training. One such class provided 40 hours of instruc- 
tions on how to manage a delivery office, including how to make route 
inspections and ad,jrlst men&. ,4 separate class was provided on clearly 
labeling the cases that letter carriers use to sort mail in delivery 
sequence. Many cast\ labels at the deliver) units were unreadable. 

MSC Manager Sought and To maintain and to continue restoring service to a level that he consid- 

Secured an increased ered acceptable, the IN manager, shortly after the start of fiscal year 

Budget 1989, sought and sec,ured an increase in the MSC’S budget. The planned 
budget for 1989, as shown in table 1.4, was about 2 percent more than 
actual cxpenditulr,s for fiscal year 1988. 
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Table 1.4: Northern Virginia MSC Budget 
Planned and Actual Expenditures, Fiscal Dollars in thousands 
Years 1966 to 1969 Expenditures 1966 1907 1900 1909 

Planned $173,884 $186,269 $214,877 $230,201 
Ar111al 174 770 197.479 226.104 . 

Spending during the first 4 months of fiscal year 1989 was at an esti- 
mated annual level of $262 million, or about $32 million more than the 
budget authorized by the Richmond Division. To reduce expenditures to 
budgeted levels, the Regional Postmaster General, Eastern Region, told 
the MSC manager in -January 1989 to stop hiring additional employees 
and requested a plan to recover losses incurred during the first quarter 
of 1989. 

In response, the MMS(I manager informed the Regional Postmaster General 
that it was not possible to recoup already incurred losses. In explaining 
that spending would continue to exceed planned amounts, he said that 
“We started too far behind” to keep 1989 spending at budgeted levels. 
He furnished a revised plan showing estimated annual expenses of $257 
million, or $27 million more than authorized by the budget. He told the 
Regional Postmaster General that estimated expenses were reduced 
where such reductions would not jeopardize service or cause even 
greater future costs. The revised plan projects increased spending con- 
sistent with actual increases in 1987 and 1988, 13 percent and 14 per- 
cent, respectively. (See table 1.4.) 

The Regional Postmaster General’s instruction to stop hiring additional 
employees was reversed by the Postmaster General and spending is con- 
tinuing at an annual budget level of $257 million. 

Other Changes in 
Operations 

-- 
The following steps are being taken to make mail processing more effi- 
cient at the MSC: 

l increasing the volume of metered mail that bypasses the stamp-cancel- 
ing operation, to avoid duplication of work; 

l establishing central collection boxes (rendezvous boxes) for earlier pick- 
up and processing of mail collected by individual letter carriers; and 

. studying equipment layout and the flow of mail on the workroom floor 
to improve mail processing efficiency. 
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Also, mail processing and delivery performance is being more closely 
monitored. Critical to keeping pace with the demand for delivery ser- 
vices is a growth management plan, which the manager plans to 
develop. 

Conditions at Selected Post To measure improvtld mail delivery conditions, we recorded information 

Offices Reflect, on key operations and resources at the nine post offices we visited. Data 

Improvement Actions showing improved conditions at the post offices visited are summarized 
in tables 1.5 and 1.6. The data are for nine offices, which have about 74 
percent of the daily mail deliveries in northern Virginia. 

The disparity betwrc,n fiscal years 1987 and 1988 is shown by workload 
and resource data in table 1.5. Almost no additional resources (personnel 
and vehicles) were prc~ided during 1987 to handle an increased work- 
load. The provision of additional resources, started by the Action Teams 
in November 1987 ( fiscal year 1988), was expedited by the MSC manager 
after his appoint,mtsnt in April 1988. 

Table 1.5: Workload and Resource Data 
for Selected Post Offices, Fiscal Years 
1987 to 1988 

Pers0nnel 
Vehicles 

Routes 

Possible Delwerles 

Volume (feet of mall! 

1987 1908 1988 
(Start) (Start) (End) 

1,875 1,879 2,353 

723 731 879 

769 785 833 

-356,508 365,906 376,127 

4.429.123 4.872.718 5 367 903 

Table 1.6 shows that Ijcrformance of the nine post offices, as measured 
by thtb volume (ft,et 01’ mail) of delayed mail, improved during fiscal 
year 1988. A large nllrnbt>r of the complaint letters furnished to us by 
Congressman Wolf’s clfficc concerned delayed mail. Such complaints are 
down by more than 200 percent from their peak in 1987. 
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Table 1.6: Comparative Schedule of 
Delayed Mail Reported at Selected Post Post office First week 1988 First week 1989 
Offices During First Week of Fiscal Years 
1988and1989 Alexandria 8,743 2,740 

Arlington 8,332 1.079 

Falls Church 7,185 259 
Herndon 742 1.145' 
M&an 2,690 799 

Sterling 5,313 544 
Woodbrldqe 0 29 
Manassas 1.002 462 
Vienna 836 202 

At a March 1989 meeting t,o discuss the results of our work, the MSC' 
manager furnished data showing substantial improvements in mail 
processing and delivery performance. For example, during a 4-week 
period ending March 10. 1989, overnight delivery performance for letter 
mail improved by 8 percent over the same 1988 period. Also, during the 
first 5 months of fiscal year 1989, the volume of letter mail not ready 
for shipment (within and outside the MSC's delivery area) at scheduled 
times was substantially less (about 85 percent) than the volume not 
ready for shipment during the first 5 months of 1988. 



Postmaster General’s Comments on a Draft of 
This Report 

See p 4 

See p 4 

THE POSTMASTER GENERAL 
Washlngfon. DC 20260 ooio 

May 10, 1989 

Dear Mr. Fogel: 

This refers to your draft report entitled Progress Made in 
Restoring Deteriorated Northern Virginia Mail Service. 

The report accurately describes the mail delivery problems 
we were experiencing in Northern Virginia, a high growth 
area, during 1987-88 and the corrective actions we have 
taken. 

As the report notes, we have upgraded the Northern Virginia 
Management Sectional Center to division status and have ap- 
pointed a division manager who has had experience in a high 
growth area and who has made service improvement his primary 
goal. Budgets, staffing and vehicles have been increased. 
Overburdened delivery routes have been adjusted and customer 
complaints are down. 

We believe the measures we have taken are proving effective 
and we appreciate having your independent assessment of them. 

You may further rest assured the situation leading to the 
service deterioration identified in the report will not be 
allowed to recur. 

Sincerely, -x.rw 
Anthony M. Frank 

Mr. Richard L. Fogel 
Assistant Comptroller General 
United States General 

Accounting Office 
Washington, D.C. 20548-0001 
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Appendix III --~~ -~ 

Major Contributors to This Report 

General Government 
Willis Elmore, Assistant Director 
Alton T. Turman, Evaluator-in-Charge 

Division Maria Delislc, Evaluat ()I’ 

Washington, D.C. 
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