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various State agencies and has developed a series of recommendations for making
the systerm more effective and efficient.

The Committee feels that if its recommendations are implemented the
objective of a reliable and rapid mail delivery system, and a reduced cost to
State government, can be achieved. A number of the recommendations contained
in thiy report suggest that further study be given to certain aspects of the mail
delivery and handling syatem. The Committee did not feel that in the short period
of time it had available for its study that some of the complex issues associated
with delivery and handling could be adequately evaluated. Thus, rather than rmaks
recommendations on limited information, it chose to suggest that further study
be given to the more complex problems.

The Comimittes looks forward to meeting with the Cabinet on June 26, 1973
and to the further development of its recommendations.
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SUMMARY OF FINDINGS AND
INITIAL RECOMMENDA TIONS

Findings

The Cabinet Committee on Mail Delivery was appointed in late
April. Its purpose was to review the State’s mail delivery system and to
make a report and recommendations for improvements to the Cabinet.
The Committes found that a very large volume of mail is handled by
State mgencies each week, Under the current system of State mail delivery,
there are inefficiencies which impose an unnecessary cost, both in
effort and in time. Mail routes, especially in the Capitol Square area,
are duplicated needlessly., Stamped mail is sent between State agencics
in Capitol Square when it should be able to be delivered more quickly
and less expensively by the hand delivery aystem. Time lags occur
[requently in the system and delivery time ranges from the same day to
two days.

Mail runners experiences difficuities in handling the volume of
mail with the equipment provided them., Turnover in personnel is rapid,
and too many people are involved in delivering the mail to an excessive
number of mail rooms in Capitol Square. Information about mailing costs
is often unreliable or totally lacking since few apgencies keep detailed
figures on their mail operationz. Ssrvices which are availlable from the
7.5, Fostal Service are not always taken advantage of by State agencics,

There is a need for a syatem which eliminates duplications, which
adequately handles the mail, and which provides rapid and reliable delivery

ol mall.

Racommendations

Therelore, the Cabinet Committee on Mall Delivery recommends:

o That within Capitol Square a mail delivery system operated by
the Department of Purchages and Supply l:w ¢ tuated utilizing
runnerd on routes with sel pick- up’aud de oa; that
thiz aystom be staffed, if possible, by the trar
delivery personnel fram other agencies; that interagency
runners. be eliminated, wherever possible; that stamped
mailings between Capitol Square agencies be prohibited; and
that interdepartmental envelopes be used.

@ That to improve efficiencies, agency mail boxes with posted
pick-up and delivery titmes be eatablished; that salary levels
ba studied; and that a better means of moving the mail be
implemented.



That, to serve outlying areas, joint runs for Richmond area
‘deliveries be developed; and that the establishment of a
statewlde system be studied.

That, to take advantage of Fostal Service services, central
mail drops be established; and that establishment of a
Vertical Improved Mail aystem be studied.

That, to improve mail handling in Capitol Square, mail
rooms he consolidated, where practical.

That, to better coordinate State mail services, a standing
commitice be formed to discuss problems and seolutions, and
to maintain inforimation on mall system costs; that the
Department of Purchases and Supply be responsible for
implementation of these recommendations; and that a State
Mail Supervisor be charged with responsibility for management
and evaluation of the syatem,



INTRODUCTION

Background of Study

One of the recommendations of the Governor's Management
Study was that a central mail unit be established to provide all State
agencies and institutions in the Richmond area with mail, messenger,
and parcel service, This central mail unit was to be located in a
newly created Division of General and Office Services within the
Office of Administration. To this end, the 1972 Session of the General
Assembly passed certain legislation which gave the Director of the
Department of Purchases and Supply the power "to establigh, super-
vise, operate,.or caused to be operated...[a] central unit to provide
all State departrments, divisions, institutions and agencies in the Rich-
mond area and other areas of the State with mail handling, messenger
and parcel service,' Because progress toward implementing the ori-
ginal recommmendation was not as rapid as mipght have been hoped, a
Cabinet Mail Delivery Commiftee was estaklished late in the month of
April. The purpose of thig committee was to review the State's mail
delivery and to make a report which would include recommendations
for improved efficiencies, and ideally, recommendations for a self-
contained mail delivery system to be operated by the Commonwealth,

Thiz study was undertaken at the request of the Cabinel because
it wag felt that: the mail delivery operations now conducted by the
various State agencies had resulted in a certain amount of duplication
of efforts; that those operations were at times inadequate to handle the
mail; that the various operations did not always provide reliable delivery;
and that the operations did not always provide rapid delivery, In other
words, mail delivery was felt to be operating at less than optimum per-
formance as a rajor channel of communication among State agencies,
Fecause the effectivenssy of State government depends to a large extent
upon the efficiency of inter-agency commuanication, methods to ingcrease
efficiencies in mail delivery-~which might not always result in decreased
cogt~-should be instituted wherever practicable,

Compilation of Data

A questionnaire (see appendix A) was used to obtain data from
State agencies on mail delivery services., The questionnaire was de-
signed with the intent of determining: the volume of mail sent through
the .5, Postal Service System which might be handled by a State sys-
tern; the type of mail sent and the guantities of each type; the speed with
which mail was reaching its destination; the routes which mail traveled
in reaching that destination; personnel employed in delivering the mail:
and the cost of current mail operations. Additional queations were asked
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about the handling of mail, gince it wasg felt that if any self-con-
tained State systern were to be developed, mail delivery could not
be divorced from mail handling,

The agencies surveyed were located for the most part in Rich-
mond although a few were located elsewhere in the State, State col-
lepes and universities and State hoapitals and correctional institutions
were not questioned, Questionnaires were sent to each agency in
each Office of the Governor's Cabinet, Questionnaires were also sent
to agencies not included in the Cabinet structure, such as the Office
of the Attorney General and the Supreme Court. Agencies were re-
quested to he as complete and precise as possible in responding, but in
many instances no records of requested information had been kept, so
that the information provided was only a best estimate, and in some in-
stances, not even an estimate was available.

Initially, a longer study period was anticipated, but subsequent to
the design of the questionnaire, study time was reduced, The question-
naire produced a large volume of raw data, some of which probably
would not have been solicited if the final time frame had been apparent
during the questionnaire design process. If had also been planned to
pre-test the questionnaire for further refinement, but this was not
poasible in the tirne available. Due in part to the lack of a pre-test,
there were some problems in tabulating the information obtained from
the responding agencies, There was a certain amount of misinterpreta-
tion on the part of some respondenta; this, at times, led to conflicting
information, and il was not always possible to resolve the conflicts,
There were alzo some guestions which went unanswered, Some of these
problermns had been anticipated and follow-up interviews had been planned
where needed, but again this was not posaible within time limitations.

The majority of agencies did respond to the guestionnaire, although
a good number of respondents did not meet the requested deadline for
its return. OIf the approximately eighty-six agencies contacted, less
than ten percent did anot respond. The sample size was therefore quite
good, but the guality of response varied, as was mentioned earlier.



CHAPTER I, PRESENT SYSTHEM OF MAIL DELIVERY IN STATE
GOVERNMENT

Geperal Degcription of Mail System

The existing mail system grew in a piecemeal fashion. As
an agency developed a need for service, it either began to provide
that service with its own staff or it made arrangements with another
agency to provide the needed service. In some instances, an agency
used both arrangements, depending in part on another agency, and
providing its own service in part. Some agencies, such as the A. B, C,
Board, the Department of Health, the Divizion of Automated Data
Processing, and the Department of Welfare and Institutions, have de-
fined, established routes which are traveled on a regular and set ba-
sig. Other agencies have less regular routes and may not always have
the same number of stops on each circuit of the route. Still other
agenciéﬁ have no defined routes at all: they provide for themselves an a
'"meed' basis, and at times service may be provided for a single piece
of mail.

In the Capitol Bgquare area, the reporting State agencies had routes
with stops at seventeen (17) State-owned buildings, Agencies also had
stops at the Life of Vipginia Building (911 East Droad Street) and the
Capitol Station of the .S, Fostal Service on Main Street, The buil-
dings which appeared with the most frequency on agency routes were
the Finance Building, the State Office Building, the Righth Street Officz
Building, and the Ninth Street Office Building; the Finance Building,
however, was on more agency routes than any other building, Some
agencies that reported having delivery routes to other agencies in Capi-
tol Square did not describe those routes and therefore the buildings
served could not be identified., TFaor the most part, these buildings
would probably be duplications of the seventeen which were reported.

(Of the responding agencies, thirty-cight (38} repoerted having de-
livery routes to other State agencies in the Capitol Square area. Fifteen
{15) agencies had delivery routes to other State agencies in the Rich-
mond region, which for the purpose of response was defined as the
City of Richmond and the Counties of Chesterfield and Henrico. Fifty-
three (83} of the reaponding agencies also had internal delivery routes,
and in some cases, these intra-agency routes went to more than one
building,

Although agencies were asked to describe routes in detail, they
rarely did so, In most instances, they merely listed other agencies
or buildings to which they made deliveries or pick-ups without any
gequential order., Therelore, it was not possible to plot routes. The
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accompatying maps (see appendix B) instead show which apencies
make tripeg to which buildings in the Capitol Square area, It is likely
that additional agencies also make trips to these buildings, though on
a less frequent basis, since several agencies responded that they
delivered to Capitol Square, but had no regular route.

Sixteen (16) of the responding agencies reported that they pro-
vided pick-up or delivery service to other agencies., The Division of
Eagineering and Buildings provided service to more State agencies
than any other providing delivery service; they served fifteen (15)
agencies on a regular basis and other miscellaneous agencies on a
"meed' basis., For the most part, they served the agencies in the
Qffice of Administration. ‘

Within the Capitol Square area, a runner system is generally
utilized to provide this service, If should he noted, however, that
some agencies use motor vehicles on their routes. The number of cir-
cuits each runner may make during a day varies; some circuits are
repeated four times a day while some are made only once a day, In
addition to the various runners, there are a series of mail boxes in
the Finance Building which are maintained by the Department of FPur-
chases and Supply. They are used as an exchange point and no messen-
ger service is provided, These boxes are available for approximately
fifty (50) agencies, but it does not appear that optimum use is being
made of therm.

Agide from the services which the State provides for itself, there
are sorme certain servicea which the 1.5, Fostal service provides, USPS
provides pick-up service to some State agencies for outgoing mail,

Also, Ppstal employees are working with DMV on the computerization of
mailing lizts. The Fostal Service will provide pick-up servigce to any
agency with a volume of 3, 000 pieces of first-clags mail if it ig placed
in trays. They will pick up these trays until 3 p.m. each day, but pick-
up after that time cannot be gunaranteed. USES provides the trays and,
for bulk mail, both sacks and hampers, depending on the volume of the
mail going out, The garly cut off time of 3 p.m,, called "scheduled
mailing', guarantees delivery in the Richmond metropolitan area
overnight.

ISPS will also provide a zip code magnetic tape which is adaptable
to computer, iz up-dated quarterly, and basically computerizes the
National Zip Code Directory. This service is available to agencies
which pre-sort mail and & computer analysat is available to work with
the Commonwealth to set up a system. In addition, for large mailers
the Postal Service provides the service of VIM (Vertical Improved Mail),
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a program where a mailman will pre-sort all incoming mail, He
must have a secure (i, ¢, locked) room in which he does the pre-
sorting. State employees would then pick ap the mail from him.
The exact arrangements for obtaining such services would, of
course, have to be negotiated,

To handle the total volume of mail, both incoming and outgoing —~
reported at an average of over 700, 000 pieces per week-—the repor-
ting agencies operate forty-six (46) mail rooms in the Richmond area,
These mail rooms are located in twenty-five (2%5) different buildings
of which fourteen {14) are located in the Capitol Square area, In square
footage, these mail rooms, or areas, range in size from 10 sq. {t. to
over 3,000 sq. ft. Rather than having mail rooms, the sinaller agen-
cies generally utilize another agency's facility or else they use a por-
tion of the secretarial space, Mail room space and location probably
affects and is affected by the loads on the system, but this space and
location is more likely to have a greater effect on mail handling than
it is to have on mail delivery,

Loads on the System

A gignificant volume of mail is handled by State agencies. Ac-
cording to inforrnation supplied by the responding agencies, an average
of 371, 390 pieces of mail--letters, manilla mailers, and packages—
are mailed out of State offices each week, Most of this matl 18 sent
out through the U. 5, Postal Service system, Approximately, 27, 000 pieces
of ynail are band delivered on the average each week, This volume
is legs than ten percent of the average weekly volume of mail. Of this
total, there are 19, 881 letters, 4, 445 mmanilla mailers, and 2, 948 pack-
ages. The packages alone weigh an average of 3 1/2 pounds each, At
an average letter weight of one ounce and a mailer weight of six ocunces,
a little over seven tons of mail are hand carried each week,

Under the existing systewn, it iz at times difficult to deal with
such volume. A mail runner will sometimes not be able to pick up all
the mail at one stop which is to he delivered elsewhere on the route
because of the high volume of mail and the insufficient methods for
carrying such volume. A runner who carries mail in a brief case is
Himited in bis ability to deliver; that ability 18 even more limited when
he encounters packages at a gtop on his route. At such times, it be-
comes necessary to either double back to pick up the excess volume
missed the first tirmne, or else leave that excess until the stop is ser-
viced on the next complete circuit, It would appear that the loads now
tmposed on the hand delivery system require greater sophistication in
transportation. :
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It was iniftially hypothesized that there might be a substantial
amount of postage stamped mail heing delivered {rom one agency to
another in the Capitol Square area. According to the respondents,
however, this is not the cvase., COnly 1, 854 pieces of mail were re-
ported as being sent within the Capitol Square area with postage; this
is about one-half of one percent of the average weekly volume of mail
gent each week, But it should be noted that gsome agencies were not
able to provide this information, and some agencies probably under-
reported this volume; for example, one agency which reported that
all its mail to State agencies in the Capitol Square area wasg hand
delivered does, in fact, send postage stamped mail in the area.

Costs and Manpower Required

it becomes somewhat difficult to talk about costs and manpower
in the area of mail delivery for several reasons. Perhaps the most
important one is that almost fifty-six (56) percent of the agencies did
not respond to the question which asked for the amount budgeted for
mail room operation. Some agencies responded that this funding was
included in their administration or operations budget. Some smaller
apencies replied that the operation was fromm a secretary's desk and
that they did not budget for mail, Surprisingly, one of the major
State agencies responded that '"no specific amount’ was budgeted for
mail room operation, Of those agencies that did respond to questions
of cost, some ¢combined salaries and postage to arrive at a total, A
very limited few, such as the Division of Motor Vehicles, began to
approach anything like a detailed breakdown.

It is also difficult to tallkk about costs because of the problems
involved in trying to determine what constitutes a delivery cost and what
constitutes a handling cost. Agencies provided information on em-
ployees involved with the mail and on equipment used. Based on the
responses, there are over one hundred (100) persons who are involved

“to one extent or another in delivering the mmail; the time they spend

on delivery ranged from one percent to one hundred (100} percent,
Bascd on percentage of tizne spent delivering mail and annual salary,
it was determined that about 3125, 000 of money paid out in salaries
each year by responding agencies was part of the cost of delivering the
mail. This would be part of the total of $l, 813, 106 that agencies re-
parted they budgeted for mail room operations, This figure would un-
doubtedly be higher if mmore agencies had supplied requested information.
It should also be noted that in responding to the guestion of mail room
budgeting, sorme agencies included only postage, some included only
galaries, and some included both., A more realistic biudgetary esti-

14
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mate for mail room operation would probably he around $3, 000, 000,
especially gince annual postage costs were reported to be nearly
£2, 000, 000 (see Table Two),

Agencies also reported that they had over sixty (60) postage
meters and over eighty (80) scales which were ysed in mailing op-
erations. In addition, they had in lesser number such equipment
itemns as mail openers, folding machines, addressograph machines,
inserter machines, tying machines, tape dispensers, and mail
carts, Some items were owned and some were leased; for the most
part, leased itemns were postage meters. The purchase prices
with depreciation allowed and the rental fees of this equipment would
be a part of mailing cost,

TABLE TWO
POSTAGH AND EQUIPMENT CQOSTS

Annual Cost Eguipment
of Postage Costs
Office of Administration "¢ 70, 000 479, 000
Office of Commetrce and
Regources 329, 000 48, 000
Office of Education 167, ¢00 34,000
Gffice of Finance 445, 000 61, 000
Office of Human Affairs 325, 000 15, 000
Office of Transportation _
and Public Safety 595, 000 20, 000
Other 63, 000 3, 000
Total $1, 994, 000 $190, 000

Note: Annual Costs are rounded to the nearest thousand and are the
totals of sixty-eight (68) responses supplied by apencies,
Equipment Costs are rounded fo the nearest thousand and are
the totals of fifty~two {(52) responses supplied by agencies,
"Other" includes State Board of Bar Examinars, Office of the
Attorney General, Office of the Governor, the Supreme Court
of Virginia, the Division of Statutory Research and Drafting
(Division of Legislative Services), and the Division of War
Veaterans Claims.
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Given the information supplied by respondents and the short
time period allowad for the study, it was not pozsible to come up
with truly accurate figures on the current costs of mail delivery.
The reported budgeted figure of over $1, 800, 000 contains some of
the cost of delivery within it, but even this ls not a total cost because
of the incomplste responses. Even with more time, such information
would be very difficult to gather. The subject of mail cost is a very
complicated one, Not only must delivery costs be divorced from
handling costs, but there are also hidden costs. It is not unusual for
a runner to have to wait at a stop on his route while mail is prepared;
this walt can be as long as ten minutes, and it has a cost. Part of that
cost can be determined by computing from the runner's salary. But
there are also costs which may not be gasily measured. Mail already
collected is slower being delivered when a runner has to wait. If a
number of thede walting periods occcur each day, the volume of mail
which he ta able to pick up and deliver is likely to decline. For
this reason and bescausgse information available is far from complete,
it becomes difficult {o 2asign costa.

TABLE THREE
EMPLOYEES INVOLVIED IN MOVING THE MAILL

Employees Employeess
Delivering Handling
Mail Mail
Office of Administration 11 13
Office of Commerzce and
Hepsouyrces 23 A8
Office of Education 15 17
CQifice of Finance 2h 20
Office of Human Affairs 11 16
Office of Transportation |
and Public Safety i% 34
Other _5 9
TOTAL 105 147
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FProble ms and Potont mls

The current system of mail delivery in State government has se-
veral apparent problems, but-it also has potential to become an effi-
cient operation. Theve appears to be nsedless duplication in the ‘
routes traveled, the number of messengers cmployed, and the num-
ber of mail rooms in cach building, There are also problems at
times involving hand delivery of mail with current methods used for
transporting mail, When these problems cccur because of heavy
volume, they lead to an additional problem of slow delivery. And be-
cause delivery is at times slow and is not always reliable, the hand de-
livery system is not utilized to the fullest, and stamped mail erds up -
being sent around Capitol Square,

These problems may hold the potential for a better system which
should be able to provide satisfactory service to State agencies, The
majority of State agencies are located in the relatively confined area
of Capitol Square; a hand delivery system should be able to provide
rapid and reliable service within this ¢ore area., Duplication of routes
occurs because there are a number of cornmon destinations for mail,
If pick~ups could be consclidated, routes could he reduced. And if
pick-ups were consolidated, matl room locations might also be con~
‘solidated, and the number of runners might be reduced, The poten-
tial does exist for a better systern, but it is unlikely that this poten-
tial will be realized until the reqpcmmbﬂity for mail dclwe.ry is com-
bined under one agency.

It should be realized, however, that there may be some problems
with centralization and that, in some instances, the current system is
functioning in an efficient manner, This efficiency appears maore in
the area of handling and sorting than it does in delivery. Agencies
which have large volumes of incoming starnped mail, such as the
Department of Taxation and the Division of Motor Vehicles, wouald pro=-
bably have a great number of problems if 21l incoming mail were
sent to a central location rather than te the agency mail roorn., There-
fore, no blanket recommendation for consolidation is advanced he re,
gince, in at leasl some instances, conszolidation might only compound
existing problems, ‘

17



CHAPTER II, ALTERNATIVES TO TI‘-IE/PHIEESENT SYSTEM

i

Objectives of a State mail delivery Syst'érn -

The transfer of mail is one of the 'prhmary' and, thus, one of
the most imporiant methods of communication among the various
agencies of the Commonwealth., The effectiveness of State govern-
ment, to a large extent, depends on the efficiency of communication.
In order for communication to be efficient, itz chanuels should speed
that communication in a dependable manney and they should be ade-
guate to handle all imposed volumes without duplicating links unne-
cessarily. A State mail delivery system ghould, then, provide rapid
delivery, and reliable delivery; it should at all times be able to han-
dle the volumes of mail adeguately; and, it should accomplish these
charges with the mest mintmal effort necessary, In the hopes of
establishing such a system, certain recommendations fallow in
Chapter III,

Hawving considered the ¢current state of the Comumonwealth's mail
delivery system in Chapter [, there are several alternatives to that
systern which might, if implemented, lead to improved efficiencies in
the delivery of mail, Additionally, there are alternatives to current
practices which could lead to improved efficiencies in the handling of
mail,

Mail Delivery Alternatives

Within the Capitol Squate complex, mail is now delivered by
employees of a number of different agencies. (Thirty-eight respon-
dents reported having delivery routes to other State agencies in Capi-
tol Square.) Rather than continuing to allow each agency to operate in
the independent fashion that now prevails, the number of employees
involved in delivering the mail could be reduced by going te a completely
centralized system. In thig alternative, the responsibility for the de-
livery of mail between State agencies within the Capitol Sgquare complex
would be assigned to one single agency; the most logical agency would
be the Department of Purchases and Supply. Their employses would
be responsible for all mail delivery, both inter-agency and intra-agency,
and other State agencies would not have any employees involved in de-
livering the mail,

As a second alternative, a system could be instituted which would
be partially centralized and partially operated by the various State
apencies that are currently delivering mail. The Department of Fur-
chases and Supply would be responsible for the delivery of all inter-
agency matl, while the several agencies would be responsible for
their own intra~agency delivery of mail. This alternative should
$till reduce the total namber of employees involved in delivering mail.
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And as a third alternative, the current method of mail delivery
could be retained with only limited consolidation. Agencies that now
provide pick-up and delivery servigces to other agencies would con-
tinue to do so, and they would be available to provide that service to
still more agencies; most likely these would be the smaller agencies.
The reduction in the nurmber of employees who deliver the rmail pro-
bably would not be as great as it would under either of the other al-
ternatives. '

Whichever alternative might be chosen, it will be necessary to
consider the number of stops that fmay be required on a particular
route and the number of daily circuits that would have le be made of
each route, These considerations would be influenced by volumes
resulting from each agency and building; some decision would also
have to be made about whether to separate packages from the rest
of the hand delivered mail within Capitol Square, or whether all types
of hand delivered mail would be picked up and delivered at the same
time, The possibility of motorizing some routes rather than having them

~all traveled by runners would also have to be considered,

Outside the Capitol Square complex, but within the Richmond
region, several agencies are now running individual motorized mpéram
tions to deliver both inter-agency and intra-apgency mail. An alter-
native here might be an agency route consolidation, in which one
agency would add on the routes of another or others. By "'plggy-
backing” such routes, it should be posgsible to redoce the total number
of tripe now being made, Or it might be pessible to work out one
single route for the Richrnond region which would encompass all
stops now being made by agencies having routes in the region. UThis
single route would then be operated by one agency, the Departmeént
of Purchases and Supply,

Deliveries to agencies or their sub-offices in all the various
parts of the Commoenwealth are now being bandled by either the agen- |
cy itself, the 1.5, Postal Service, or by a private courter, There
is no coordination in such deliveries, and each agency now makes
its own decigions on how to handle the delivery of this mail duto- :
nomously, Alternatively, agency operations might be combined;
where several agencies are now sending mail to the same area—
Northern Virginia, for example~-that mail might be sent under a
single operation which could bhe operated either by one State agency
or by a private delivery service, In this way, the number of trips
and routes now being traveled should be reduced,

19



Finally, with respect to mail delivery, 1t was found that a number
of agencies are now making post office pick-ups for mail coming in through
the U, 5, Postal Service, and also making individual deliveries to thes
post office of stamped, cutgoing mail., It might be possible to have these
varipus pick-up and delivery operations combined by building. One
agency in the building would then pick-up from and deliver to the post
office for all agencies in that building, Or, a single State agency could
handle these external stamped mail pick-ups and deliveries for all
agencies in the Capitol Sqguare area. Az a third alternative, it might
be possible to have this delivery function removed from State operation
entively and have USPS pick-up and deliver stamped mail, either by
building or to a central Capitel Square location.

Mail Handling Alternatives

Mail ia currently handled on an individual agency basis for the
‘most part; for this reason, there are numerous mail room operations
which involve almost one hundred and fifty (150) employees in handling
the mail. Mail rooms alse oceur with some {reguency: one building
has eight mail rooms located in it. Rather than have individual agen-~
cies operate mail roorns, they could be combined by building; with a
central facility for each building, space allocated and employees in-
volved in handling might be reduced. Some method of allocating cost
to agencies would have to be determined, however. With such ceuntra-
lization, there might be some problems with incoming mail handling,
especially with agencies that recelve large voluimnes of incoming mail,
such as the Department of Taxation, Seo, in some cases, separation
of mail rooms which currently exist might be maintained.

With the introduction of mail reoms to gerve individual buildings,
the Fostal Service's VIM (Vertical Improved Mail) system might he
wtilized; under the gyatem, USES emplovees would deliver and sort
incoming mail for tennants of a building,

If further centralization were desired, a single central mail room
could be established and operated by one agency for all the other agen-
cies located in the Capitol Square area, Again, there would probably
be problems which would have to be rezolved concerning the handling
of incoming mail for the larger agencies. One of the larger problems
would be the allocation of agency costs.
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A Mail Delivery System in a Neighboring State

In the neighboring State of North Carolina, the mail delivery
system in the Capifel area operates on foof, utilizing four (4) runners
who carry mail pouches, These runners make regular runs to eigh-
teen {18} major agencies. Additionally, some agencies, such as the
Qffices of the Governor, the Attorney General, and the Aunditor, and
the Division of Motor Vehicles {which is located outside the Capitol
complex), still have their own runners. Also, the Treasurer has
bonded messengers. There are plans to consoeolidate this system with
a new courier system which North Carolina has developed to sexrve
areas outside Raleigh.

In Qetober of 1972, Norvth Carolina began operation of a courier
system to deliver mail to agency field offices in thirteen {13) cities.
This systermn, carrying correspondence primarily, provides overnight
delivery of mail. When mail arrives in a city, it is distributed into
lockable storage boxes where the agencies can pick it up the next
morning.

This courier system was developed after a study was conducted
by the Management Systems Division of the Department of Administra-
tion., Users of the system have been very pleased with the service pro-
vided and the system has been found to be operable at a lesser cost
than would result from using the Postal Service, The Department of Pur-
chases and Supply in Virginia has been in contact with Nerth Carolina,
and it is possible that some of the experience gained there might be
puit to wese. here.
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CHAPTER III. INITIAL RECOMMENDATIONS

Under the current systemn of State mail delivery there are se-
veral inefficienciea which impose an unnecessary cost in time and
effort. The quality of service provided varies from one ageney to
another; some agencies are served with same day delivery, while
others have a two day delivery lag. Routes are duplicated unnece-
ssarily, and time lags resulting from waiting for mail cccur, along
with other delays., Also, btate agencies within the Capitel Square
area are sending stamped mail to one another. A centrally operated
hand delivery system should be able to deliver such mail more guickly
and less expensgively, '

It is therefore recommended; _
i, ® That regular routes with standard pick-up and delivery times
be established and operated by the Department of Purchases
and Supply. An example of such a route aystem is shown on
the following page.

o That runners involved in inter-agency movements be elimi-
nated wherever possible (55 employees were reported as being
involved in mail deliveries oulside their agencies; it should
be posszible to greatly reduce this number; even though not all
reporting agencies were located in Capitol Square, less than .
10 people should be able to perform this delivery function; the
number of people involved, however, will depend upon the
amount of conselidating that is done),

@ That agencies in the Capitol Square arca be prohibited from
having their own inter-agency runners (agencies may keep
intra-agency runners, where needed).

e That agencies use interdepartmentzal envelopes wherever
possible to reduce stationery costs,

e That the transfer of existing personnel, who are now invol-
ved in mail delivery, to the Department of Purchases and
Supply as a staff for a central delivery system be investigated
{currently, one Clerk-Messenger B spends 100% of his time
delivering mail for DMV, one Clerk-Measenger B spends
80% of his time for Engineering and Buildings, one Clerk B
spends T0% of his titme for the Department of Education, and
two Clerk-Mesgsengers spend 70% of their time for Welfare
and Institutions).

o That agencies he prohibited from making stamped postage
matlings to other agencies within a designated Capitol Square
area,
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Improving Efficiencies in the System

Mail runners experience delays while waiting for mail to be
readied for delivery., They also experience difficulty at times in
handling the large volumes of mail with the equipment provided
them. PFersonnel turnover at this level is rapid, and too many peo-
ple are involved in delivering the mail.

It is therefore recommended;

e That agencies be required o establish mail boxes and that
posted tirmes be established for pick-up and delivery of mail;
after the installation of these boxes mail would no longer be
picked up from a secretary's desk for inter-agency delivery.

o That mail runner salazy levels be studied, taking into consi-

deratmn "“the desired c‘:_iu.é:-htw elf- rc*lla.nce dnc’l the ablhty

o) : s the importance of items

handled ylunners,and turnover rate.

® That a better means of carrying mail—possibly using hand
carts or motor vehicles—~be implemented and that a study be

made of the possibility of using uniforms so that messengers
can be readily identified, ‘

A System for Mail Delivery to Qutlying Areas

A number of agencies now have established motorized routes in
the Richmond area for the pick-up and delivery of agency mail. Some
agencies also have routes to digtrict or regional offices in other parts
of the State, while others use the services of a private courier, Some
of these routes share the same or near-by destinations, and it should
be posgible to merge or combine some of them and hopefully reduce
the nurnher of vehicles and employees involved in these operations,

It i3 therefore recommended;

e That involved agencies meet to di scuss and develop joint or
"piggy-back! motorized runs for mail delivery in the Richmond
ared, ‘

@ That the feasibility of establishing a mail pick-up and delivery
service for agency mail going to other areas of the State out~
side the Richmond area be investigated, and that the advan-
tages found in a State operated system for this service be com-
parerl to the advantages to be found in a prwate carrier operated
system ‘ :




Increased Use of 7.8, Postal Ser\)‘{sgﬁ

There are some services available from USPS which might re-
sult in savings and which should result in increased efficiency. If
these available services were taken advantage of, State employees
would be freed to devote their time to other efforts. :

It is therefore recommended:

o That agencies in the Capitol Square area establish central
mail drops wherever posgible for outgoing stamped mail,
since the Post Office provides pick-up for volumes in ex-
cess of 3,000 first-class pieces per day.

¢ That agencies sharing the same building investigate the fea-
sibility of establishing a VIM system with delivery and sorting
of incoming mail to be provided by the Post Office, |

Mail Handling within Capito] Sguare

With agencies sharing buildings and many agencies operating their
awt rmail roorm o1 rooms, there are several State-owned buildings
that have three or more mail rooms. [f these rooms could be consoli-
dated, less space might be needead and the nurnber of employees invol-
ved in mail handling might be reduced. Some mail room equiprnent
pieces could possibly be eliminated also. ‘

It is therefore recommended:

® That, whenever practical, agency mail rooms be combined,
(Asg a test of the feasibility of such consolidation, the Ninth
Street Office Building and the Madison Building could be
nsed as pilot buildings with one or perhaps two mail rooms
established in each building.)

Cloordi.r'lqt;i,tn-rl__cnf State Mail Services

As State agencies increase in size, or are created in new legis-
lation, or move their physical locations, the demands on whatever
tmail system finally is established will change. It will be necessary
to make system modifications and to monitor the system te insure a
high level of service and client agency satisfaction, Also, new or im-
proved technology may bring changes, and the systern should stay
abreast of them, '

It is therefore recommended:

#® That a standing committee of seven mermbors be established
with a revolving merbership to be compaosed of State agen-
cy people responsgible for mail services, and that the func-
tion of this committee he to discuss common problems and
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: possible solutions to them; that the Department of Purchases
i and Supply have a permanent member and that each Office of
: the Cabinet have a member.

o That this committee be chaired by a representative from the
Department of Purchases and Supply, and that, among its
other duties, it begin to gather and maintain information on
mail system costs.

# That the Department of Purchases and Supply in consultation

- with the gtanding committee be responsible for implementing
these recommendations and for establishing target dates for
implementation,

o That the position of State Mail Supervisor be created in the
Department of Purchasges and Supply to be responsible for
management and evaluation of the mail system, and that such

- person have knowledge of systems analysis. '
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APPENDIX A

MAIL DELIVERY QUESTIONNAIRE

Please answer the following questions a® clearly and completely as
pogsgible. A logical estimate will suffice ag an answer where exact information
ig not known.

i

Please do not leave any question unanswered. If a particular question
ta not applicable to your agency's operation, please signify N.A. (not
applicable). :

If additional apace is needed for any gquestion, list that question number
on letter paper and attach it to the back of the questionnaire,.

Please write or print clearly.

Your cooperation in responding to this questionnaire is appreciated.



Agency Name

MAIL DELIVERY QUESTIONNAIRE

Divigion Name

Name of Respondent

Date of Respotiae

Mail Volume

1.

e LS Ervice

Flease fill out the following table which will provide information about

matl volume.

Mail

Manila
Letters Mailers Packapes

Average weekly
volume sent {tatal)

Average weekly
volume received (total)

Total average
weekly volume

Weight of total average
Tweekly volume (bs.)

Averape weekly volume
of hand delivered malil

Averapge weekly volume
wf atamped mail sent to;

State agencies in
Capitol Square area

i

state agencies in
Richmond areaw

State agencies
outside Richmond
area

Other

ant of mail sent by
private gourier, such
ag United Parcel or
American Courier

Cast of mail sent by
ageney's own motor
carrier

Hostage cost for mall
sent Lo State agenciecs
in Capitol Square area

Total Cost of Postage for all
mail sent by U.5. Fostal

|

¥ Included City of Ri¢kitiond, Chesterfield Coanty and Henrico County.




-l -

Z, Are there peak periods of mail volume sent or received by your mailing
station? ‘
YES (specify sent, NO

recelved or both)

If yes, are theae peak periods daily (specify day[ 1]), weskly (specify
week[s]}, monthly (specify month[s]) or at some other interval {specify:
for example, quarterly - January, April, July, October}. Peak period
of mail sent:

Peak period of mail received:

3. If your mail station experiences peak periods of mail dent or received,
are these peak periods assoclated with a mailing to a particular agency -
or mailing list or with the mailing of a particular publication? |

YES mmmm;_m {specify sent, NO
received or both)

1£ yea, please specify agency or publication by name

4. Are there fluctuations in the number of employees who handle the mail at
vour mailing station due to peak volume periods?

YES NO |

Lf yea, please fill in table below.

S— . ; _— 1 .
No, of !
employees {Jan. |Feb. | Mayr, | April | May I June | July | Aug, | Sept.

i

i

{

Full time \ \
|

C‘Jct._ll Nov. | Dea,

I
|

Part time l ‘ |\ e
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Mail Routing

5. Please fill in the following table which will provide information about mail

routing.
Route Nao.
Delivery Route (1) Delivery Route{s) to Other State Agencies:
within Agency . Capital S3g. Area Richmond Region Other

Number of Stops

Number of Daily

Circuits

Time Required to
Make one Circuit

Route No,

Number of Stopy

Number of Daily
Circuits

Time Required to
Make ope Cirguit

Route No,

Number of Stops

Number of Daily

Clrcuity

Time Required to
Make one Circuit

Foute No,

Number of Stops

Number of Daily
Circuits

Time Reguired to
Male one Citcoult __J




6.

ik

Please provide a map or describe verbally the internal and external
delivery routes.



Are there any areas of the State outside of the Richmond region to which
your agency sends a large volume of mail?

YES _ | NO

If yes, please specify which area(s) and bow this volume of malil is now
sent. '

On the average, how long does it now taks mail which goes from your mailing

atation through the State mail delivery system to reach a destination in the
Capitol Square area? "

Delivery same day as mailed
One day delivery

Two day delivery
More than two days

Does your agency send any mail which requires special handling, auch
as high priority/rush delivery, or protective handling (for drugs,
radivactive materials, ete.)?

YES NO

If yes, please specify in detall and indicate whether such special handling
is provided by the State mail delivery system ar the U, 5. Fastal Service
sysatem.




b

Personnel and Equipment

10, Please fill out the following chart to provide information about the employees
at your mailing station(s) who handle the mail in your agency.
% of time '
T of time | spent
spent handling &
Poaition delivering! sorting
Title \ ‘ Salary mail mail 1 Other Duties

Within  !Outsidg
Apgency |Agency
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1. How many employess ware employcd at the mailing station{a) of your
agency to handle the mail in 1964-657
1970717
1971-727
1972737
12, Pleaage {ill out the following chart which will provide information on mail

delivery services provided.

r% of Mail
Volutne
Name of Service Provided (Check One) | Handled by
No.l Agency Pick-Up Delivery Both YOUTr agency
hervice 1
you ‘
provide 2
to other »
State 3
agencies .
4
5
Service s
you
recelve 2
from R
other 3
State o N
agencies |4
5
- o




-

13. Fleage fill out the following chart which will provide information on
(List all equipment and list each item separately.)

eguipment,

Name of Equipment
ltem

Purchase Frice
if Owned

Rental Fee

if Leagsed

Age of
Equipment

$

E
I




-G

14. Please Iill out the following chart which will provide information on the
mail room facility.

Matl Room (a)

| Location:

Operated by’ Building Sguare Amount Budgeted
Your Agency & Filoor IFootage for Operation
1 | $
5 |
3
4

4]




Appendix B shows which agencies (of those that supplied such in-
formation ) have mail deliveries to which buildings in the Capitol Square
complex, The lines do not indicate routes since respondents, with one
or two exceptions, did not provide routes taken., Additionally, these
maps show nothing about mail delivery movements within individual
buildings, What they do indicate is that there is a good deal of dupli-
cate service to buildings in the Capitol Square area, Considering that
somme of these trips are made as often as four times a day, the amount
of duplication is even greater.
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APPENDIX C

Mail System Employees by Title, Salary, and Workload

Apgency Name

- Board af Elections

Governar's Office

Offiew of the Att,
- General

State Board of
Bar Exarminers

Supreme Court
of Virginia

Fosition Title

2 Clefkw'l“y'p. |
Sec:rel:ary
Gecretary :
Clerk-3tenc D

Cle rk»—Mess.
Clerk C
Secretary

Mail Clerlk
& File Clerk

C-1

Annual ‘
Salary

§11, 332

$8, 784

7, 344
$6, ].4*.}

£6, 360
$6, 400

$525/mo.

$7, 080

% of Time Spent

©in Delivering

Matl
10%
Nane
None

MNone

100% (sic)
None

5,

A5%

% of Titmoe Gpent
in Handling
Mail

10%

20%

B30,

1007,

100% {sic)
20

LA

2E5%



Agency Name

Div, of Autarmated
Pata Processing

{Operations Dept, )
Div. ‘Eng, & 8ldg,

Hv. of Justice &
Crime Prevention

Div, of Personnel

Div. of State Planning
& Community Affairs

Gov, Council on the
Environment

Statutory Research
& Drafting

OFFICE OF ADMINISTRATION

Fosition Title

Clerk-Mesaz,
Clerk-Mess,

GClerk-Mess. B

CClerk-Steno B

- ClerkeMess,

Clerk B
GClerk B
Clerk B

Clark-Typ. B
Clerk-Mess, B
Clegk-Mess, B

Confidential Sec,

Clerk-Muwoss,
Office Manager

Ass, Office Man,
{2}

Annual

' Salary

%4, 320
$4, 512

$4, 704

$5, 160
54, 512
54,128
$4, 128
5,400

54, 320

34,128

44,128
$7, D00
nut given

not given

not given

% of Time Spent
in Delivering
Mail

60%

20%

80%

" Noane

40%
22Y%
12%
None

None

18%

18%
2%
MNone

MNone

107,

% of Time Spent
in Handling
Mail

40%

80%

15%

30%

ana
78%‘
None
15%

10%

15%

15%
10%
None

10%

5%



OFFICE OF COMMERCE AND RESOURCES

Agency Marme Fosition Title Annual % of Time Spant % nf Time Spent
- K ' . SBalary in Delivering in Handling
Matl Mail
Comm, of Game . : ‘
& Inland Fisherivs Offset Dupl. Mach. ‘
Cperator A Lh, 432 35% : 10%

Clerk-Typ. B $4,320 Nane 10%

Comm. of Qutdoor
Reereation Clerk-Stena C 35, 640 None 1%

Dept, of Agricalture

& Commerces Offset Dupl. Mach,
Operator A $6, 144 25% 250,
Offset Dupl., Mach.
Operator A $4, 920 2.5% 259,
Clerk-Mess, B $4, 320 5% : 50%
Dept, of Conservation &
Economic Developinent
Administration ClerksSteno B 56, 144 3% 5%

‘ Va. St, Travel Ser. Clerk D Mailroom

Supervizor $8,‘4GO None 20%
.ClerkmMESS. B 54,128 1% 60%
Clerk-Mess, B $4, 128 1%, ‘ None
Division of Parks Cletk-Hteno G $5, 640 None Z25%
Clerk-Typ. B 54, 920 18% 50%,
Div. of Ind, Dev, Clerk-Mess, B £4,128 0% 40%
Professiopal & Occu,
Registration Offset Dupl. Mach. ‘
‘ Operator A %4, 920 3% 1%
Offset Dupl, Mach
Operator B $5, 400 Natie 5%
7 Clerk-Typ, B %4, 512 l N&me 1%
Clerk D' $7,032 None 1%
Asgt., Director %15, 000 None .1%

-3



Agency Name -Position Title Annunt % of Time Spent % of Time Spen

Salary in Delivering in Handling
‘ Mail ‘ Mail |
~ State Air Pollation : :
Control Board . GClerk-Meess, B $£4, 512 15% 50%
Btate Milk Comm, CClerk-Stens C %5, 400 4% 4%
State Water Control o ' ‘
Board © . Clerk«Mess, $4, 704 25, 40%
'GlgrkuStmnca $2.50/hr. None 50%
Glerk-Steno $5, 8RO None C G0
Clerk-Typ. $3, 160 Neone 20%
Clerk-Typ. © 8L 75/hr.  None 20%
Va, Board of Dentistry Clerk-Steno € $5, 640 None ' 4%
Va. Board of Funeral .
Directors & Embalmers Clerk-Typ, $6, 432 None fractional
' Glenrkv—Typ. ' ‘ ‘ -
(p.t.) $1.65/hr, Nane fractiona.
Va, Dept. of Labor . ‘
& Industry - Clerk € $6, 432 1% 20%
Clerk © . 85,640 1% 15%
"Clerk B %4, 512 20% None
Va. Employment Comm. Clerk ¢ $6, 432 10% ' 10%
Clerk-Meszs, B 4,320 3 50, 10%
4 Clerk-Mess, B §4, 320 437, MNaone
1 Clerk-Mess, C  $6,432 10% ' None
Va, State Board of
Nursiag Clerk«Typ. C $560/mo. None 2%

C-4



OFFICE QF D UC‘.A']:‘ oM

(p.t.)

C-5

g T fec eE) )
Agency Nama | Posxtx_q:@ Title f}nrmal *ffu of Tinie Spent % of Time Spent
Galary in Delivering in Handling
Mail Mail
-Commission of the .
Arta and Homanities Confidential Sec, $8, 040 None 6%
State Couneil of ﬂigher ‘
Education for Va, Clerk B %4, 512 50% 20%
State Dept. of Ed, Storekeaper . ,
Supervisor B $6, 720 None 15%
Clerk D $5, 880 25% 60%
Glerk ¢ $5, 880 40% 60%
Clerk B 55, 400 70% 30%
Clerk-Mess, B $4, 50 - 2aM 78%
Clerk B . $2,10/hz. 5% 70%
Clerk B $1.95/hr. 5% 70%
Clerk B F210/he,  50% 50%
(30 hre, wk,)
Va. Dept, of Comumu-
nity Colleges Clerk-Mess, $4, 512 43% 407
Agsistant Glerk o
Messenger $2, 500 43% 40%
Virginia Museum of
Fine Arts Clerk-Mess, B $4, 920 25% 50%
Clerk-Mess. B $4, 920 50% 25%
‘Offset Dupl, Mach,
Ciperator B $5, 884G MNone 25%
Virginia State
Library Clerk C 35, 640 L1%, 89%
Clark B 35, 400 3% Z25%)
Clerk-Typ. B~ %2,152 T"‘/u None



OFFICE OF FINANCE

Apency Name Position Title Annual % of Time Spent % of Time Spent
: ‘ - ' ~ Salary in Delivering in Handling
Mail ‘ Mail
' Corpensation Board Clerk C £5, 640 1%, 1%
Clerk-Steno C 45, B8O None BY%
Depti of Accounts Clerk © $5, 640 10% ‘ 60%
Dept. of Purchases
and Supply Storekeaper
Supervisor A $6, 144 409, §5%,
Clerk-Mess. B 54,128 25% 10%
Mess, (p.t.) $2, 600 5% & 0%
Dept, of Taxation  Clerk-Mess, B $5,400 10% 60%
Clerk-Mess, B $4, 320 L0%, 6 0%
Clerk-Mess, B 54,128 10% 60%
ClerkeMazs, B 34,128 10% : 60%
Clerk C %5, 640 10% - 60
Clerk B 4, 128 10% . 60%
. Clerk-Stenc B %R, B8O 109, . G0%
Industrial Corminission . !
of Virginia Bailiff %7, 032 Ga, 405,
Bailiff +8, 400 None 25%
Clerk D $7, 680 None 12%
Llerk-Typist B $5, 640 None _ 129
Clerk«Steno A $2, D64 2% l None
Virginia ABC Board 3Clerk-Messen-  $4, 920 6% Weone
ger O 6,432
4 Clerk-Typ. B $4, 320 (% None
5, 640

C-6



~Apgency Name

Virginia Supplemental
Retirement System

Position Title

I Clerk-Typ, B

1 Clerk C

Clerk-Typ., C

Retirement Truast

Fuand Officeyr

Clerk-Typ, C

Annuai

‘ Salary

$4, 320
5, 640

%4, 920
&, 432

$5, 640

$1z2, 528

5, 400

% of Time Spent

in Dalivering
Mail

6%

&%

~ None

None

Noneg

% of Tirae Spent
in Handling
Mail

Nene

None

1%

1%

1%



Agency Name

Cormm. of Children
& Youth

Cornim, for Vis ualliy'

I—Ia.ndf,'r:‘ap.ped

Irug Abuse Ceutrol

DW&I Probation &
Parole Board

Health

Mental Hypiene &
Health

Voc, Rehab,

Welfare & Institutions

OF‘FICE OF HUMAN AFFAIRS

Position Title

Secretary
Utility Servic
For, :

Dupl. Mach,
Operator A

Ltility Sermn.,

Clerk-Mess, B

Glerk-Steno C
Clerk-Steno D

Clerk-Mezs, B
{(Track)

Clerk-Meszz, I
(Building}

Offset Dupl.
Operator A

Clerk-Mess,

Purchases &
Stores Supw,

Storekeoper Supv.

Storekeeper Assa,
Glerk-Mess,

Clerk-Mess,

C-8

Annua.l‘
Salary

$5,400

$5, 400

$_5, 160 -
42,80 /hr.

$4, 320

$6, 7200
$7, 032

$4,128

4,128

54,920

$4, 704

$10, 032
$6, 432
$4, 920
$4, 128

$4,128

% of Time Spenf

in Delivering

Mail

None

Z20%

20%
40% ‘

31%

None
Nona

53, 1%

3L, 257

None
Naone
10%

70% |

70%

% of Time Spent
in Handling
Mail

5%

15%

15%

60%

" 31%

259,

25%

15, 65%

37 5%

409,

25%

10%
Z 5%
30%
25%

25%



OFFICE OF TRANSPORTATION AND PUBLIC SAFETY .

Apency Name Position Title Annual % of Tume Spent % of Time Spent
‘ ‘ : Salary in Delivering in Handling
Malil Mail
Bept, of Military ’ ‘ :
Affairs Cifset Dupl. Mach,
Cperator A £6, 640 6% 50%
Div, of Mr;t(ar‘
Vehicles - Clerk D 7, 344 None 50%
-5 Clerk B £23, 520 30% 70%
17 Clerk B 579, 968 None 100%
Clerk-Mess, B $5, 880 100% ' None
Clerk-Mess. B $5, 880 50% 50%
Highway Departiment Clerk 12 $7,032 . 20% 20%
Clerk © 85,400 None 407,
Glerk B $5, 400 60% ' 40%
Clerk B $4, 512 10% 40%
Clerk B 42, 00/hr,  40% 40%
l Clerk-Mess, B 4, 920 50 509
Clerk-Mess, B 54,128 None 0%
Clerk-Messz, B $2.00/hr.  40% 40%

Clerk-Mess, A $1,70/hzr. 50% 50%



