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1.1 

OPERA TIONAL RESEARCH IN THE BRITISH INLAND LETTER SERVICE 

Kazimierz M. Jasiński 

The Post, O!'f'i ce ( LBHQ) 

Head of Operat-ional Research and St.at-ist-ics Oivision 

33, Grosvenor Place 

London SW1X 1PX, England 

St-art-ing wit-h a generał descript-ion of t,he British 

Posłał System and ils main variables lhe paper goes on lo 

oulline lhe work already done. principal resulls and currenl 

work programme of research. The second half of lhe paper 

discusses how resulls of Operalional Research and Slalislics 

Research are used lo assisl management, in control of cosls 

and quality of service. 
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INTROOUCTION 

· . The main system operated by the Postał Business is a network of oµerational 
units spread over the country to facihtate distribution of inland letters and 
packets from posting to delivery to customer' premises. The same operational 
units also deal with letter mail from and to other countries but for clarity 
these mails wił I not be considered any further in the paper . The inland system 
operates at two service levels; - first class where the objective is to deliver 
9Ul one day after posting and 2nd class where the objective is to deliver 96% 
of such mail three days after posting. 

For the purpose of day to day operational control and manage111cnt the network is 
divided between some 64 Uistrict Head Postmasters' geographically distinct 
areas, and these are then grouped into Territories. The direct management line 
of report i ng and control is Dis tri et Head Postmaster to Terri toria I General 
Manager to Manag i ng Director of the Letters Business. Letter Business Head
quartt!rs functiona l Departments ( Pl anni ng, Marketing, Personne 1 , Fi na n ce, 
Engineering R and U and Buildings) have responsiliility for development of 
overall policy and the executive tasks which need to be performE:d for the whole 
system. The othtr businesses of the Post Office are Royal Mail Parcels, 
Counters, and the Giro Bank and are manayed through their own management 
structu·res. All businesses are subject to the control and direction of the 
Main Board of the Post Office of which the tour managing directors are members. 
Operational Research and Statistics units exist in the other businesses but 
the i r current work programme and past results a re not cons i de red i n the paper . 

LETTER MAIL SYSTEM (INLAND) 

One of the first ditficulties confronting an operationol researcher who has to 
analyse a network system as complex as the mail system, within which all 
operational units mutual ly interact both with respect to service and opera
tional costs, is to find ways of representing the network in a simplified form, 
both as an aid to remembering the systen1 complexity and also so that the 
essential nature of the system is clearly brought out. Fig. 1 is one such 
representati on of the ma i 1 system from whi eh i t can be seen hot, 1 et ter ma i 1 
tlows (left to right in the diagram) through the various kinds ot operational 
units starting with being posted in a letterbox or at a "post office" and 
finishing with delivery by a postman to a recipient's home or business pre
mises. 

The approximate number ot operational units in each stage of this network is 
shown at the bottom of Fig. 1 and for day to day operational control and 
management they are al located to the. geographically exclusive District Head 
Postmasters' areas. The diagram brings out quite clearly that each posted item 
can indeed reach its destination and that only in its journey between outl·1ard 
processing and inward processing is there an alternative route, ie it can 
either travel via a generał forwarding/distribution office or directly to 
inward processing. Further, although the diagram brings out that the matrix of 
flows is really between some lli0,000 poshng boxes a11Ci the 23 million locations 
to which mail is delivered, the heart of the system is the matrix of flows 
between outward proc;ess i ng off i ces and i nward process i ng off i ces with some of 
the flows goir19 via generar forwarding or distribution offices. Up to the 
outward stage mail flows are progressively combined to give outward processing 
a reasonable volume for efficiency and from inward processing onwards they arc 
progressively disagregated so that delivery to individual customers may be 
accomplished. The above generał proptrties of the network al low amore useful 
overall representation ot· .the system and this is s·hown in Fig Z. 
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This representation brings out that the ini,ut to the system is essentially 
. contro lled by the pos ters of ma i 1, . an~ tha t the sys tEm is a ~equence of 

individual p.rocesses which involves queuing. lt is also cl-ear that the 
operational schedule of each process affects the schedule of all processes 
which are downstream and to an extent those upstre:am and hence operational 
scheduling is one of the main technical problems of the Letters Business. 

Overa 11 sysfzy1 "optimization" was never serious ly cons iut:red as a practi ca 1 
possibility and the system research that has and is being dane is aimed at 
developing practical methods of evaluating performance of inclividual processes, 
operational units and to find bette:r tiays of operating the system. Before the 
last aspect c-an be progressed it is necessary to understand and devise 
practical methods of dealing with problems inherent in: 

(a) sorting of mail 
(b) circulation of mail 
(c) llelivery of .mail 
(d) • scheduling of operations. 

The approach adopted since 19b6 was to develop (and or use existing knowled~e} 
models tu rcP,resent processes, eg :;.orting and delivery. Computing power was 
then somewhat limited, expensive and could not be made available to operational 
units. In the late 70's computers were sutficiently cheap and powerful to 
tackle circulation and scheauling. Since then the arrival of micro computers -
powerful and very cheap - has opened up most areas of Postał -activity and 
planning task.s to computer modelling approach. 

The "models" i:.hat have been develoi,ed (of both kinds) wi Il new be described in 
approximate:ly the chronological sequence of their develoi:,ment.. 

MODELS - DEVELOPED AND UNDER OEVELOPMENT 

1. Sorting 

Collected mail has diverse physical characteristics (eg, with postage 
stamps, meter mail, chunky packets, 1st or 2nd Class, machine sortable or 
not, postcoded or not, etc) and therefore has to be segregated into 
tljffereflt pr!)cessing s_treams, "faced". (ie, adare:ssed ąnd sta.mps on all 
i terns facing .. the same way), stamps cance lled and then sorted and 
despatched to ai,propriate destina ti or,s. Same 70% of mail posted in a 
·typical uistrict area is for other Districts. Sorting can either be 
carried out manually using an array of apertures or containers (box 
fitting or draµ bag fitting} or mechanically in which case the mail has to 
be coded in order to translate the i:,ostcode into machine re:adable form . 
In generał all the despatched mail is sorted again at the inward 
processing stage and same of it wił l also have been iri addition sorted at 
the generał forwarding/distribution procel>sing stage. 

Overal 1, ·letter .mail. receives approximately. three sort.ing handlings so 
eff1cient sorting plans are of significant importance. ~ortunately for 
postał OR the funoamenta l work which is rele:vant to the question ot how to 
construct an effici''li sorting plan at an individua I office is that due to 
the work. of Huftman , Shannon,.et al on infom1ation theory. Briefly, 
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given that mail is to be sorted to N destinations and that the probabi li ty 
that an item of mail bears address Nj is Pj ana that t he sortiny frame 
used has n piyeon holes (selections) then from intonnation theo r y one 
obtains that the average number of sortations µer item cannot be less than 
l where ~ 

I== - L_ Pi b9„ fi - - - - - -- (1) 
J 'SI (/ 

and· it was Huftman who, given the array of Pj's, devised an algoritl ,m for 
constructing a sorting plan whic.h will. result in .minimum average sorting 
handlings but wliich nevertheless wili be hiyher or at best equa l to I. 
The above results are very helpful when workload mouels of individual 
sorting oft1ces are constructed since in principle the sorting workload 
can be represented a~ 

Ns = 2- 7i ~ '1; "t, (i.) 
i:: , 

where WS sortiny workload i n werk un i ts 
Ti - number of i t ems in the ith str eam 
hi number of sorting handlings i n t he ith str eam 
ti time for one handl i ng i n t ht: ith stream . 

Estimation of probabilities of i ndi vi dual ma il tl ows i s somewhat costly and the 
probabilities are not very stabl e. In practH.:e ra nk order distributions are 
approximately the same for a ll operat ional ur. its and these can be used for 
preliminary evaluation ot 3sorting problems i n or<ler to establ is h whether 
accurate data is required . 

2. Delivery (Town Areas ) Model: 

The ~ost Office del i ve r s mail to nea r ly 23m add re sses ot which 80% are ir, 
town areas. All town a reas r eceive 2 de l i ve r ies of mail Monday to Friday 
and a single delivery 011 Saturday. These del iver-ies are effected from 
1300 town delivery offices by 44,000 postmen. !11 attempting to estimate 
or model letter delivery workl oad we have useu as aur unit the delivery 
office since this is an ind i vidually managed work place. The problem of 
modelling the workload is not a trivia! one since there are a large number 
of relevant factors such as: 

Number of delivery po i nts 
Proportion of addresses receiving mail 
Traffic (ie no of letters) per call 
Balance of traffic between 1st an<! ~r.d delivery 
Business/residential traffic split 
Day of week traffic pattern 
Type of housiny 
Si2.e and shape of del i very otti ce area 
Position of office in the area. 

Further, workload estimatic,n procedures (or models ) need to be cheap , 
simple, logical and. fair •. But fairness requires accuracy, and accurccy 
re4uires some amount of detail, so it may not be possible to meet all 
the se requ i remt:11ts . A ba 1 ance is theretore necessary, depend i ng on the 
particular application. 
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.ihe delivery Slilff hours reGuireą to service d town delivery ąrca cd.n be 
divided into the followiny four compońents:-

\a) 

(b) 

(c) 

(d) 

Time spent or, mail prt:partttion: this i s the process of sortiny the 
letters to be deliven,u on a postman 's walk ir,to the order in which 
he wi 11 have to de li ver them. 

Calling Time: ie, the time occupied in coveriny the distance between 
the street and recipients' letter boxl's and in actua l ly eftecting 
del ivery. 

Time spent walking the streets between the first and last ~cidress on 
the delivery round. ---

Time spent tniv1;1lir,y from the cielive ry office to the first address 
on the aelivery round and in returniny to the office trom the last 
address on the round. 

To model delivery it is necessary to develop procedures for asse~srngl,l=fffi of 
these components. I shal l r,c,t oescribe the deti!ils liere, but papers , on 
.the subject hcive been pub li shed·. In a lgeLra i c t(;rrn the town de 1 ivery mo~E 1 is 
as below. 

I 

COMPONENTS MODEL STRUCTURE 

PREPARATION TRAFFIC 
TIME PREPARATION RATE 

CALLING NO. OF DELIVERY POINTS x 
TIME. PROPORTION CALLED AT x 

AVERAGE TIME !'ER CALL 

STREET STREET DISTANCE WALKED 
TrME WALKING SPEED 

TRAVELLING NO. OF JOURNEYS x 
TIME AVERAGEJOURNEYLENGTH + 

TOTAL 
TIME 

TRAVELLING SPEED 

NO. OFWALKS X 

AVERAGE TIME SPAN 

ALGEBRAIC l'ORM 

T, T, 
-+-p, P, 

x(~)"' D 

1 +m 

2L 
X f(~) w , + m 

( m\ 
2N x I\ --

N J 
V 

N X s 

T1 , T2 - Traffic to firms 
and residential customers 
respectively. 
P1 , Pz are preparation 
ratesa 
,n - Average number of i tern$ 
per residential delivery 
point . 
f - Function from 
calibration. 
L - L~ngth of streets in 
town delivery office. 
N - Number of walks. 
R - Random radius. 
K - Constant . 

Th1: above modt:1 has been extensi:vel_y calibra.ted (1971) and used for perfor111ance 
evaluation of delivery offices (300 a·r so 'implemented at ont: stage). T,;pical 
data collection costs 1 man week of work per orfice .The orcdel has lieen u~.:u for 
reg1onal performance co111i;orisons and to monitor delivery at nationa l lcvel. lt 
has been useo tor ev~luation of delivery policy optfons and oth1:r apµlicaticns. 

l. the length of the work1ng duty; 
2. the number of ciays i n the week on whic.h d~ 1 iveri es are n,ade; 
3. the number of de 1 i veries per da_y; 
4. the p.i.rtitioning of tratfic between the present t;.c daily deliveri1:s. 
5. specific planning problems, eg given a large town, into how ma,1,; 

delivery otfice areas should jt be divideói 
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6. devising productivity payment schemes, eilher by using the model as a 
direct workload measure or by producing from it the elasticities of 
workload to letter traffic and the number ot adóres~t:s; 

1. ca lculatiny mary ina l costs for marketing pruposes. 

3. Circulation: By circulation , we me:au the transfer of letters from the. 
450 or so "outward" otfices despatching mai Is to the 1350 "inward" oftices lhis 
includes the timiny and number of oespatcht:s made between pairs of otfices, the 
route and transport used a1;<i whether correspondence travels direct or via c,ne 
or more intermediate off i ces. llir'ect despatches between a pa1r _ ot off i ces are 
made if the da fly average number of letters between the oftices exceeds a 
"<lespatch standard". Where a direct mail i_s 11ot warranted, correspondeuce will 
be routed via a Distrit,ution Office (serving one er more counties) where the 
mail wił I be amalgamated, surted and forwarded to the inward offices. For 
distant counties, a lravelling Post Office - ·ie a sorting carriage on a train -
may be used, so that sort iny and conveyance can be done concurrent ly. To 
reduce the wc;rkloao at intermediate c,ftices, letters for those inward off1ces 
for which .the average tlow exceeds a "selectio11" standard (but is below the 
"despatch" standard) an, bundled and label led se, that the who le bundle can be 
sorteci as a single item at the intermediate office.-

The model (First ap.prpach) (1979). Clearly, th;s system is highly interactive. 
For instance, the timing of despatches from each outward ottice affects the 
times at 1shich work is avai lab le at all inward offices. We have not attempted 
optimisation (except in the relatively trivial sense of choosing numerical 
values of eg despatch standdrds in a specified circulation system), but rather 
~,e t,uilt a n,cdel which allowed difterent circulation arrangements to be 
compared. Ayain, because of the si.::e. ot the problem, and the cost of .obtaining 
detailed data, the model was determinist1c, though it was intended that 
stochastic versions of individual sections would be <ieveloped so that the 
consequences of ignoring vc1riability could be: assessed. The model took a 
11,atrix of traft1c flv.s, details of the ava, lilble transport and a set of 
despatching rules and ei ther estimated the service resulting from spe:cifiecl 
levels of staff iind other resources, or estimated resources neeeied to provide a 
specified level of service. lt was implementeil as a suite ot progn:n,s on an 
IBM 3033 computer. lndividua 1 programs represented transport to outward 
ot1ices; between outward, intermediate and inward offices; and from inward 
off i ces to the i r dependent de 1 i very oftic1:;s. Loca 1 transport was represented 
as traosfers at stanc!nd times. aod speeds. For longer distance transport the 
model used actual or proposed timetables. Other programs represented sorting 
dno allied work in each kind of office, as a series of queues with specified 
working rates and priorities for different kinds ot mail. Parallel queues 
represented 11,e:chani sed and mariua 1 letter sorting and pac ket sorting. Office 
output patterns determine the volume of mail available for each despatch, and 
prc;cessing at inward oftices det.ennines the service given to each. Su11111ing 
over despatches gave service estimates for routes, offices, regious etc as 
required. 

Result: The approach was ambitious since it aimed at estimating the effect of 
circulatior, and resource ·changes in terms ot corts and service effects. ·1he 
mode I proved re lat i ve ly cheap to represent on the computer but not real ly 
sufficiently calil>ratat,le for management to have . coufid.ence in its estimates. 
Much was learned and parts of model (eg the trotf1c matrix) _proved very useful 
for otln~r ii~plication. · The generał con"clusion was that cc,~ts, service and 
traffic ccultl not l>e modelled simultaneously for a large postał network at the 
level of detail such that the model is convincing to managers as a creoitable 
ar,alogue ot the real syste:m. · 
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Currer,t Modelling (1966): With powerful micros readil) ava.i_lable we are 
IiuTTd i ng <!nd ccl1brati119 network models on the ·bas is of one office to all 
others and first exploring the effect on service when traftic is switched or 
despatch ar,o selection · standards are altered. Other models will tackle the 
resul tant cost effects of the service preferred options. lhis approach is 
proviny successful. 

4. Schedulir.g: The earl) work 6(19b9) was primarllJ concerned with examir,ing 
the question of efficient scheduling of coding desks .:nd sortiny machines. It 
is now only of histuric.i.1 interest but H· demonstrated to _ mar,ayement the 
crucial importance of sct,eduHny. The current work was started in 191,6 ano has 
the to 11 owi ny- two IJroad object i ves. 

1. To establish the limits to etticie~cy due to troffic variability, 
peakinE:ss of traffic, despatching constraints and transport 
rel iabi 1 ity . 

Z. lo develop a practict1l microcomputer tool for use by local offlces so 
that an etficiE:nt basie schedule can be devised and effectivel) 
altereci when the operational situatio11 demands changi;s. · 

This work is s.til l in progress but objectiv~ , is largely achieved7• Fig. 3 
shows where the Outy Scheduling system tits into the overall activity concerned 
with revision of operatio11al scho:aules of sortiny offices. Fig. 4 shows the 
kind of workload varialiility the scheduling system has to cope with! The 
S}Sit:m assists the planner to: 

l. Quickly devise an initial, "first ·draft" set of duties. 

L l111µrove on the first dratt ·by carrying out and reporting on a 
detailed comparisun of duties with the workload. 

lmplen,t:ntation of the dutiE:s, after negotiation with trades union 
n,presentatives, then takes place with the dutles subject to revitw in the 
light of changing circumstances. 

The ti:.S has been written in con.pi leo &ASlC on an Apricot Xl sma 11 business 
• c:omputer and co11sists. o1 a soite of 25 . pro9r1rn1s tugether with 'help' screens. 

/\ training progran,11e for planning staff has been des1gned and run by OH statf 
and the ~raining program is around 75'1. complete, with a large proportion ot the 
traine1l oftices now using the sy~t1:m. 

5. l ndoor Processin5 l~odel (1985). lndoor processing has no significant 
economies of scale but unit costs vary by type of traffic and service. The 
mode l was used tor Long Run Margi na l tosts investigatio11 and is currently being 
t urther developetl so that i t can assi st the \jenerał planning of indoor 
operations and assist in es tabl ish i ng the re lationship betweeri costs and 
service and a practical cc,ntrol system. The sequences of operations which a 
lette r may undergo on its way thrcugh t he system have been · itemised anó the 
labour resource r,ecessary to perfurm t hose tasks evaluated assuminy that labour 
i s use G with total efflciency. This total resource is cescribed as a "core 
~10 rkload" . ln pract1ce, the actual labour rescurce necessary to meet this 
~ork load is greater for two reasons : 

a) Ma i l tratf1c is variable both in ils volume and in the time at which it 
arrives in otfices and this volatility is to a large oeyree unpredictable 
on a day to Uu) basis . 

b) The nature ut duty schedules inhil>its perfect 111atching ot labour to the 
plannin!! levE:1 uf traff ic. 
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The model ling resolution to the problems of traffic peakiness and volatility 
has -been to specify the timing of activities undertaken by Outward, lnward and 
Ui!tribution . .functions based on a set of otfices chosen as repr1=sentative of 
the system as a whole, not in the statistical sense of being "average" offices, 
but in the sense of being located within the sorting network to encompass 
different operational conditicins. 

The model has been written in comp1led basie on an Apricot XI small business 
computer. The calibration ot the model has begun and it now has to tackle not 
only its own objectives but also the first scheduling obJective (see page 6). 

· 6. Service Model: In 198b it was recognised that, 1ol lowing the setting up 
of Letter Distr"icts and the demi se of Regions, some mcans was required of 
identifying how the li of S provided by diffen,r.t 'Districts was affected liy 
their position in the postał network and by other 'system' -variables. OR!.S 
agreed therefore to develop a mathematical model quantifying how quality of 
service was affctted by various important system parameters. The first use of 
the model was to assist in setting district and sector targets for 1987/88. 

The Q ot S model was developed by examining Q of S actually achieved and 
correlating it with certain systeITT parameters. Data from sample surveys was 
availabl_e on Q. of S perfonnance but .. we have no infonr,ation c,n how each sample 
item ·actually circulated through the system . lnformotion on circtilation 
arrangements was obtainable from the Letter Mails Circulation ccmputer system 
(LMC). But this system contains no actual li of S or traffic flow intormation. 

However Letter lnfonnation System (LIS) does identity the collecting office and 
the delivery office for most 1tems sampled. This enablec! us to proceed by: 

a. Extracting trom LIS for all the samples of interest, ie first and second 
class eligible items, certain information including the li of S achieved, 
the col lection and delivery offices , and the method of cancellation . 

b. Using a referente file to identify the inward and outward vouching offices 
for each sample. The grid references ot each delivery and posting office 
were also contained in the reference file. 

c. Adding routing characteristics from Outward Office to lnward Office by 
cro_ss-rcference . to LMC intormation . 

Some· technical problems remain eg the validity of using the main aespatch to 
represent a flow; how to remove the effect of unusual operational situations 
at scme officEs . 

The main pardmeters in the model are: 

a. Type of delivery office. In particular the proportion of mail delivered 
by a small aelivE:ry office (SPSO) . 

b. · Oistance travelled. 

c. Route taken. 

d. Number of lin~s on route. 

e. lnland air services. We have identitied an effect of air SErvices only 
for mail travelling more than 250km. 
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f. Travelling Post Offices. We have identified a ' direct effect for this at 
distances between lUUkm and 250km. 

g. Cross London transfer. 

h. Miscellaneous eftects. 

lhe model has been use<i tor setting Service Targets to and from indiviciual 
distric.ts two years running, ie IJ7/8 and 88/9. A full technical report will 
be _ issued shortly and,further refincme:nts and d_evelopment is E:.><pected. However 
since a different inea~ure ot service is about to be introduced the mooel wi 11 
11eed redevelopment once ~utficient new service data is available. 

Scope for further mo_delling: . 
The si x model s, briefly descri bed above, have concentrated c:11 individua 1 
problem areas. The U~erational Research and Statistics division is currently 
µart of the Planning department and therefore the development of the Business 
planning model may well receive priori ty. Be low is an outhne of sucha model. 

POSTAL BUSINESS-PLANNING MODEL 
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lt 's not appropri ate to discuss this model but it could be developed; ił it 
was as sound as ~a„ the del ivery model u,anagement would have an extremely 
powerful n,eans of reliably analysing several of the ke:; tiecision made yearly 
(pay, tariffs, efficiency and manpower supply) and their implications. 

Other models which need to be developed cover i11 generał the non labour costs 
of lhe business (ey accommodation, administration, etc) and it may be 
<lesirable to devel_ov n,odel_s to assist the sett·1ement of co11tract paJments for 
serv i ces prov i ae:o to and from other Pas tal .f;us i nesses. 
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IMPLEMENTATION EXPERIENCE AND PROBLEMS. 

1. Policy evałuation: lhe main contritiutions are ig policy areas concern8d 
with evaluation and control(~j: mechanisution, delivery, circulation 
and long run marginal costs anci therefore tariffs for particular types 
of traffic; No undue difficulties have emeryed in this area of activity 
mainly because senior management are fairly wel I aware of the structure 
and validity of the 11,e;dels and critical assuną,tions can be subjected io 
sensitivity analysis. 

2. [Jevelopment of tools for direct use by staff ir, Cf:eratiunal unit~: The 
maft1 cu'r1tributioils are: 

1. Computer- Ąssisteci lJelwery Revision (CAiik), 10 • 11 rnicrocomputer 
device which helps the plc1.nner tu string together u postmt!n's "walk" 
keep i ng ~iatch on met hod ot de 1 i very of each postcode, tota 1 worki oad at 
each st.age and to overide the computer advice when the use of lucal 
knowledge is required. 

2 . The llut:,, Scheduling System (see i;age 6). 

Problems Encountered in lmple.menting A Computerised Planning Tool in the Post 

Offi~~ .(Based o~ the DSS Exp~rience But Equally Applicable to CADR) ll, 12 

As an integral part of the implementation of DSS, the OR group undertook the 
training of representc:.tives from local sorting office planniny teams. He 
ioentified (by job designdtion) who the most apr-,ropriate trainees woulci be in 
terms of understanding and using the system. However, in practice, the calibre 
of the tra1nees (and hence potentia] users) was highly variable. The desired 
combi11ation of computer aptitude and PO operational know-how was rarely to be 
tound in one i11dividual. In additiun the moti vat ion levels we came across in 
trainees were also highly variable and this was to prove crucial ,n the 
perceived "success" or "failure" of the computer system. In addition to the 
"users" it proved to be important that other n:anagers were fully intormed of 
what the system could tand couldn't) do. In the early stages, there were 
instances where managerial misu11ilerstanding led to unrtiilistic expectations and 
hence frustn,tions. The fol low-up effurt which was requireo in addition to 
initial training in the use of the system proved to be substantial in terms of 

. the time required from the OR group. This is a very briet summary of an 
1mportant issue but highlights the neeo to clevelop tools tor users as they 
are -· sophisticated O~ and Statistics ideas and procellures need to be 
trans lated into every da:,- commor,sense language and prou.cures. 

CONTRIBUTION TO MANAGEMENT CONTROLS. 

The main conlriLutions are to: 

1. Bucigetary control 
2. Service targets 
3. Performc1r,ce evaluation. 

~etary Control: Although budgets for each operational unit are set by the 
directorate7iifaiid Statistics has contributi,u to the estimatiun ot b; huw much 
resources need to be incn:ased purely for troffic. growth and changes t(I 
delivery points. The indoor processing ano ot:livery model are the mo~t 
relevant to this area of control. Up til I new "sensitivities" used are tlie 
"national" va lues . lt is l ikely that some allowance for inter orfice 
differences wił I need to be made and work is pr-oceeciing to es tabl isll µractica I 
means sirice it is not feasible to run the main mooels for each district each 
year. 
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Service targets: The mai n l!lOdel is of course the seryice model (page 7), 
however, 111uch more important is that manayers in generał have received the 
targets as fair and logical. Technical problems apart, the model is ):Jroving 
very useful in assistiny management to concentrate on specific areas of service 
shortfa"ll and influencing oecisions on routing and system configuration. 

3. Performance evaluation: Uirect contribution in the past was mostly made 
by individual OR and Statistics staff acting in a se11se as "auditors" on behalf 
of manayement. Currently, we are involved with management in the development 
of performance evaluation system to be used by finance ami operational 
management directly. ThE: development aims to be comprehensive and cover all 
iną,urtant components of a 1 ine managers respons i bil ity such as, statf and other 
costs, service, capital investment, projects, etc. I hope to report loter on 
the success and other aspects ot this system. · 

ABOUT THE OPERATIONAL RESEARCH AND STATISTICS DIVISION. 

The unit o.pcrates as internal consultants in operational research, statistics 
and systems development. OR started in 1966, statistics several years earlier. 
Ti 11 198b the twe yroups operated as separate divisions and wen, expected to 
look after the needs of all services of the: British Post C/fflit (Letters, 
Parcel s, Coun·cers and Giro). Curn:nt ly e:ach business hi:IS a combi ned OR and 
Statistics unit. Lettcr Business, a relatively larger one - 21 professional 
staff, Parcels 6 and Counters 3. The growth of professional staff has been 
ste:ac!y over the 20 plus years (eg The Letter Busines~ in 1981 employ1::d some 

.15 whereas in 1966 about 6, mainly statisticians). 1111 indicatiuns point tu a 
very healthy sit4ation, but sincE: the work progranime is shitting towards 
operat iuna l ano business p I anni ng an_d overa 11 management contro 1 systems much 
depcnds on whethe:r staff stay sufficiently long (7 years?). They have to gain 
cumprehensive experience, understanding of operations, establish a reputation 
for competence and involvement before they can successfully contribute at the 
more strategie level. 

The ma i n cc;mponents of the current work pro9ran111e are: 

1. 
2. 
3. 

4 •. 

5. 

~uólity of Service Measurement Systems. 
lntegrity and accuracy of sampling systems. 
Jmpleme:ntation uf practical aids to management and control of 
ope:rat1ons at district level. 
GR and Stat:istics contribution to specific projects by Planning 
Department and others. eg Review of transport mode bi:ilance. 
Development of ~lodels for Business P lanning - evaluation of strategie 
issues. 

The work programrne is tlivideo among the senior consu'ltants on the basis of 
their experience and we attempt to keep the work progran:me balanced between 
sect ions so that all individuals can acquire a good appreciatiun of the whole 
of the Letters Business. The professional staff frequently work in project 
teorns with aur cl ient departr~Ents who provide some of the staff required for 
c.1:tailed data collection and field inspections. 

Acknowledgement: The paper reviews the contribulion made by many ind.iviciuals 
ar,d to thtm I ,,m gra tef ul, the views expressed are my own and not necessari ly 
those of the Post Office. 
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