REPORT TO THE
HOUSE COMMITTEE ON ]
POST OFFICE AND CIVIL SERVICE

BY THE COMPTROLLER GENERAL
OF THE UNITED STATES
WD

Federal Agencies Could Do More
To Economize On Mailing Costs

The Federal Government is the largest single
user of postal services. In fiscal year 1974,
Federal agencies and departments spent about
$440 million to send 2.8 billion pieces of
mail, \

In passing the Poctal Reorganization Act, the
Congress intended that the Postal Service be |
come a self-sustaining enterprise. To do 50, its
customers must pay their full share of mailing
costs.

This report reviews present Federal mailing
procedures and includes recommendations for
improvements.
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COMPTROLLER GENERAL. OF THE UNITED STATES
WASHINGTON, D.C. 20348

B~114874

The Honorable David N. Henderson

Chairman, Committee on Post Office
and Civil Service

House of Representatives

Dear Mr.. Chairman:

In response to the Committee's regquest, we are providing
vou with our observations on the mailing practices of Federal
agencies.

As your office agreed, agency corments have been obtained
and are included as appendix II.

We want to invite your attention to the fact that this
report contains recommendations to the Administrator of the
General Services Administration which are set forth on
pages 14 and 15. As you know, section 236 of the Legislative
Reorganization Act of 1970 requires the head of a Federal
agency to submit a written statement on actions taken on our

7 recommendations to the House and Senate Committees on Govern-
"+ ment Operations not later than €0 days after the date of the

report and to the House and Senate Committees on Appropri-
ations with the agency's first request for appropriations
made more than 60 days after the date of the report. We
will be in touch with your office in the near future to
arrange for copies of this report to be sent to the Admin-
‘istrator and the, four other Committees to meet the require-
ments of section 236,

| Sincerely yours,

F Rt
ACTING ComptrollerMGerera
' . _ of the United States
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COMPTROLLER GENERAL'S REPORT FEDERAL AGENCIES COULD DO
TO THE CHAIRMAN, COMMITTEE ON MORE TQ ECONOMIZE ON MATLINC
POST OFFICE AND CIVIL SERVICE COSTS

HOUSE OF REPRESENTATIVES

DIGEST
Federal agencies can save millions of dollars by
* economizing in their mailing practices. Savings
can be achieved by using

~-~-less expensive clacsses of mail service such as
first class in lieu of airmail, and third class
in licu of first class (see p. 2}

~-special mail services such a3 special delivery,
insured. and certified mail, only when warranted
{sce p. 3); and

--letter-size envelopes instead of the more costly
"flats" or large-size ehvelopes (see p. 7).

Before the Postal Reorganization Act of 1970, posta:

« deficits were covered by the U.S. Treasury. There
was little incentive on the pact of the old Post 0Of-
fice to insist that agencies pay their fair share of
mailing costs.,

As a result, mailing instructiors for departments
and agencies did not receive muct. attention fiom
their managements, There was

>

--inadequate instructions to mail users on the
various 'types of mail service avzailable
(see p. 9);

-~-little or no training for mail users in manv
agencies on how to use available mailing servic.-
(see p. 12); and

\ -~little or no review of mailing practices to
1 see that mail was sent most economically (se~
p. 12).

The Postal Reorganization Act created the Pnstal Serv-
ice to be a self-svstaining enterovrise., Ther<torr,
, customers must pay their full mailing costy. ;

‘ . —~r P o
\Tear Sheet. Upon removal, the report 1 ELLEE
\cover date should be noted hereon.
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Toward this end, the Servic adoptec a more accu-
rate method of determining Fe...al agenc.es' mailing
costs. This new methcd has resulted in higher costs
to agencies.

The National Archives and Records Service of the
General Services Administretion is responsible for
setting records management standards and for evalu-
ating agency programs to see that effective controls
over paperwork (includirg mail) are established and
maintained. (See p. 9.)

The National Archives and Pecords Service should:

-~Revise its Government-wide mailing instructions
to provide clear guidance on the circumstances
under which each class of mail or special mail
service should be used. The instructions should
be revised periodically to reflect changes in
avajilable servires, delivery times, and costs.
(See p. 15.)

--Expand its records management program evalua-
tions to see that Federal agencies are (1)
moving their mail most economically and (2)
providing training to show mail users how to
reduce mailing costs. (See p. 15.)

The National Archives and Records Service has concurred
with these recommendations and is taking corrective actions
to improve agency mailing practices. ({See app. II.)

L
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CHAPTER 1

INTRODUCTION

The Federal Gove:nment is the largest single user of
postal services. In fiscal year 1974, agencies and depart-
ments spent about $440 million on 2.8 billion pieces of mail.
Mail originates from many Federal installations and field
offices throughout the Nation.

Federal agencies' postage costs increas>d greatly after
the Postal Reorganization Act (39 U.S.C. 101) terminated
the Post Office Department and created the Cnited States
Postal Service in July 1971. 1In fiscal year 1973, for ex-
ample, postage costs for Federal agencies increased 38 per-
cent over the previous fiscal year--from $272 million to
$374 million. The higher costs for fiscal year 1973 resulted
primarily from more accurate volume measurements rather than
from any substantiazl increase in Federal mail usage.

Before the Postal Reorganization Act, postage cost«c
for Federal agencies were detecmined in an informal way,
cince any Post Office Department deficit was met by con-
gressional appropriation. As a result, most Federal agencies
did not pay their actual costs nor, in many cases, wece they
aware of their true postage costs.

The Postal Reorganization Act gave the Postal Service
a self-sufficiency mandate; the ultimate cbjective is to
have mailers pay total Postal Service operating costs. To
comply, Government agencies are now expected to reimburse
the Service on the basis of services rendered.

We planned our work to cover nine agencies whose post-
age costs were among the highest for fiscal year 1974. We
decided to identify mailing cost reduction opportunities
at selected field installations rather than make a detailed
analysis of any single agency's mailing practices. The
agencies and locations studied are liste? in chapter 5,

tcarang
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CHAPTER 2

FEDERAL MAILING CNSTS CAN 3E REDUCED

Federal agencies can do more to reduce mailing costs
oy not using -

--airmail and firstr“class mail when less expensive
services are aa?guate for their purposes;
~-gpecial deli%l}y, insured, and certified mail; and
- "'
--large-sizeenvzlopes or "flats" to send material
. which co;(ﬁ be folded and mailed in less costly
letter-#12z2 envelores.
/

LOWERING gyp/asa CF
PREFERENTI & SERVICES

: puring fiscal year 1974, about 2.1 billion pieces mailed
by Federal agencies were airmail or first-class mail. Federal
agencies can save significantly by reducing their use of

these classes of service. For example, two agencies could

have saved about $346,000 annually by using first class instead
of airmail. Use of third-class instead ¢f{ first-class mail
service would have saved about $500,000 at another agency.
These examples are discussed below.

Reducing airmail use under the Department
of Labor's Unemployment Insurance Program

The Departmont of Labor (DOL) vays all the administra-
tive costs of the Unemployment Insurance Program. At the
California State Employment Development Department, we
studied mai_-ing practicec under this prcyram: State emnplov-
ment security agencies could economize on postage costs by
eliminating aitmail service for interstate claim transactions,

DOL and State officials were unaware that, according
to Postal Service delivery standards, the time advantage
of using airmail for destinations exceeding 600 miles is
only 1 day because first-class mail is also transported
by air. Given this data, DOL and State officials agreed
that first class was adeguate for all interstate claim
mailings. We estiratea that the poteantial annual savings
from eliminating such airmail use nationwide could be about
$240,009.

BEST DOCUMENT AVAILABLE



Savings from less airmail use by
the Social Security Administration

The Social Security Administration (SSA) could also
recduce mailing costs by eliminating unnecessary use. of
airmail service. . :

SSA neadquarters in Baltimore used airmail for approx-
imately 1 million annual mailings to its 1,300 district
offices. The pieces mailed, in large and odd-size envelopes,
contzined routine material which d41d not warrant oreferential
ailrmail service. SSA officials were unaware that the time
advantage of using airmail for distances exceeding 600 miles
is only 1 day.

We estimated SSA could save about 3102,000 by using
first-class instead of airmail.- SSA officials agreel to
us> the less expensive class of postal service for these
routine items.

Less costly service possible
for Bureau of MiInt mallings

In conjunction with reviewing mail usc by the Depart-
ment of the Treasury, we examined the need for the Bureau of
the Mint in San Francisco to use first-class mail in alver-
tising its numismatic products. The Mirt could economize
by using thicd-class bulk mail service for mailing announce-
ments of the various coins and medals offered for sale to
the public.

In fiscal year 1974, the San Francisco Mint mailed
announcements to potentiail customers on seven occasions
using first-class mail. Each wailing involved 2.8 million
announcements. Two of these mailinygs were specifically for
the American Revolution Bicentesnnial Admrinistration, which
pays the Postal Service directly. The vostage rate for
first-class mail is 10 cents per ounce cr fractinn of an
ounce. Third-class mail costs are about 40 vercent less,

About 35500,000 could have been saved by using third-
class bulk service {at approximately 6 cents per piece)
to mail these announcements, These savings result from
the difference between first-~ and third-class rates reduced
Dy t..e extra cost incurred for certain postal fees and
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for preparation necessary to qualify for third-class bulk
rates,

Comments of Mint offlcxals
and our evaluatlon

Officials at the Mint agree there are potential savings
in converting from first-class to third-class mail. However,
they also feel there are some disadvantages in using third-
¢cless mail. The officials believe that third-class mail {1)
does not insure delivery of announcements t¢o0 most customers
reasonably close to the same day and (2) tends to give the
conterts a "junk mail” image.

Mint officials told us that, for puulic relaticns rur-
poses, it 1s important that announcements be del.ivered to
all potential customers on or about the same day because
purchase orders are processed on a fivst-in~first-out
bacis, and avid collectors are highly sensitive to the
possibility that some customers might have an earlier
opportunity to respond. To help incure that announcements
are received on about the same day, first-class mailings
to the East Coast are released by the Mint 1 day before
those sent tc the West Coast because time standards estab-
lished by the Postal Service show 2-day delivery within a
600-mile radius and 3-day delivery beyond 600 miles.

We told the officials that, according to Postal Service
delivery standards, third-class bulk mailings could also
be staggered to insure delivery to customiers on about the
same day. With third-class bulk service, however, muailings
to the East Coast wculd have to be released 4 days before
those to the West Coast, since the standards show 6 days
for delivery within a 600-mile radius, anc¢ 10 days for
distances over 1,800 miles. They beligve, however, that
the nonpreferent1al treatment of third-class mail would
defeat their objective, as announcements could be delivered
sporadically over a period cf at least 10 days.

In any case, the number of coins and wedals manufac-
tured is based on the number of orders rec¢ived, and the
Mint usually does nct receive more orders tian it can pro-
duce. The collectors, therefore, are not ir any real danger
of having an order unfilled. 1In the absence of materiai loss,
we believe the sensitivity issue of who receives the announce-
ments first does not outweigh the potential savirgs involved.

With respect to the issue of junk mail, Mint offi-
cials believe that third-class mail is more suitable for

random mailings of coupon distributions, contests, anu
"give-away" promotions, where only very small percentage

4
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respcnses are sought, than it is to marketing a knowr
mailing list anticipating a 30-percent response. They
further stated tnat, because they are marketing a product
of value, they attempt to imply value in their packadaing
and mailing material to convince customers thelir product

is worth the selling price. To do otherwise, the officials
believe, might cause a substantial loss in 3r>ss receipts:

_Vle contacted several large direct mail advertising
firms and were told that use of third-class bulk meil does
not create an undesirable image and that the junk mail
issue is not a problem. One firm, for example, conducted
a study which showed advertising meil sent first class
does not elicit a greater customer response, Further-
more, in our opinion, the concept of 3junk mail would
depend on the contents of an envelope and not on che class
of mail by which it was sent. In the cace of the Mint,
the envelope and the contents would be the same no matter
what class of mail was used.

t
In summary, the officials stated that they plan to
conduct further investigation into conversion to third-
class mail, seek advice from private researchers on the
subject, ¢nd possibly conduct some cesearch on their own.

MISUSE_OF SPECIAL MAIL SERVICES

- buring fiscal year 1974, Federal agencies paid approx-
imateiy $6.7 million for such special mail services as
special delivery, registered, insuied, return receigt, and
certified mail. These services entail fees in addition to
the regular postage for the items mailed. Unnecessary use
of these services can result in costs from which no commen-
surate beaefit is derived. Examples of nonessential use
of special services are diccussed below. B

i Certified mail provides only a record of del.very.
The carrier obtains a signature from the addressee which
is kept for 2 vears by the delivering post office. When
the mailer recuests it, prroof of delivery scrvice in the
form of a return receipt can be obtained in conjunction
with certified mail.
1

During fiscal year 1974 Federal agencies paid nearly
$1§5 million for certified and return receipt services.
For example, the Air Force paid $101,0C0 for certif.ed
and return receipt services. At the Air Force Accounting
end Finance Center in Denver, these special services were
used 'in mailing routine items to retired or reserve per-
sonngl at an estimated annual cost of $3,500.

\ " 5
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Air Force officials agreed tnat certified and return
receipt service was not justified for such routine mailings,
we were told suc) misuse resulted from lack 2f knowledge of
mail services and inadequate attention to mailing practices.

Insured mail

Tnird- and fourth-class mail may be insured for pro-
tection against lose or damage upg to $200. However, for
.nany years, 1t has been the generul wolicy of the Federal
Government to self-insure against all risks of monetary
loss. Tnerefore, postal insurance should never be r:rchased
by a Federal agency. In spite of this fact, various Fed - ral
agencies paid about $165,000 for insured mail during fiscal
year 1974.

Data compiled by the Department of the iir Force illus~
trates the lack of a valid use of postal insurance. During
fiscal year 1973, the Air Force paid $147,974 in insurznce
fees and filed claims with the Postal Service totaling
$5,622,

The Defense Supply Agency's (DSA's) costs for insured
mail during fiscal year 1974 were $35,600. At its Tracy,
California, depot, DSA spent an estimated $4,700 for insur~
ance to mail particular military support items. No claims
were filed with the Postal Service.

DSA and the Air Force together accounted for 37 per-
cent of insured mail use bv Federal agencies during fiscal
year 1974. The Departments of the Army and Navy were
other large vsers of this service. As shown below, these
four agencies accounted for 85 percent of the amounts spent
for postal insurance.

Insurance Percent of

fee total fees
DSA $ 35,599 22
Army 27,740 : 17
Navy 51,727 31
Air Force 24,712 15
. Total 139,778 85
Other agencies 24,882 15
Total $164,660 100



Special delivery

Special deliivery mail is delivered as soon as prac-
ticable after 1t arrives at the addressee's post office.
Special delivery is suoposed to assure delivery on the day
received at that post office, but does not speed up the
cransportation fron point of crigin to destination post
office. Federal agencies' costs for special delivery serv-
ice during fiscal year 1974 were about $1.4 million

At. SSA headqguarters, Baltimcre, postage costs can be
rteduced by eliminating the nonessential use of special
delivery service, SSA used this service to mail certain
computer tapes at an estimated annual cost ¢of $10,960. When
we questiored this practice, SSA officials agreed that the
items mailed did not require speci:l delivery service. The
unnecessary use of this service res.lted from a belief that
it provided faster transportation fiom point of origin to
delrrery post office.

On January 9, 1975, the Department of Defense estab-
lished a policy limiting all special mail services to those
instances specificalily cequired by law or directive,

EXCESSIVE UJE OF LARGE ENVELGPES

Letter~size envelopes should be used whenever possible.
Larger envelopes are referred to in the Postal Service as
"flats." Flats can cost up to six tipnes the .ost of letter-
size euvelopes to purchase, and up to nine t.mes as much
to mail. Unlike letter-size envclopes, flats cannot be proc-
essed by conventional sorting equipment, This not only in-
creases the handling cost to the post office but may also
cause delays in /delivery. Therefore, mail items should be
folded, whenever practicabie, to fit letter-size envelopes.

\ Letter-size envelopns stuffed with folded items meas-
uring up to 1/4 l.ch in thickness can be machine processed

by the Postal Se-vice. The thickness limitation is not
exceeded when 8 sheet: of bond paper or 16 tissue-weight
sheets, or equivalent combinations, are folded to fit letter-
size envelopes.

@ We found several instances where items being 1.ailed
in flats could have been folded to fit letter-size envelopes.
The Navy Finance Center in Washington, D.C., for example,
mailed 20,000 flats containing the equivalent of 4 sheets
of pbond paper. The items could have been folded' and mailed

t
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in letter-size envelopes, cutting postage costs by $6,000,
Navy field activities were also using flats to teturn two
of the sheecs to the Finance Center,

We were told tha* mailroom perscnnel at the Finance
Center routinely use flats regardlc~s of the number 2f payes
to be mailed. Officials responsible for mail management
wece unaware cf the adcitional costs from this practice,

The administrative c¢fficer stated the Finance Center would
eliminate the excessive use of flats,

Similar situaticni exist at other locations. For
example, an official of the Post Mail Distribution Center,
Presidio of San Francisco, California, estimated that abou:
150,000 flats coutzining one-, two-, or three-page letters
are mailed annually at that locat:>n. We cstimate the
Army could save $45,00C in puostage by sending this material
folded in letter-size envelopes at a charge of 10 cents per
piece as oppcsed to the 40-cent charge for flats, This
official stated flats were misused becaus~ mail users werc
not aware of the additional cests,

BEST DOCUMENT AVAILABLE



CHAPTER 3

FACTORS CONTRIBUTING TO UNECONOMICAL

MAILING PRACTICES

The conditions we noted show mailing practices are not
receiving sufficient attention from management. As a result,
there have been

~-inadequate instructions to mail users on the,
various types, costs, and delivery times of
available mail service;

--little or no training for mail users in many
agencies on how to use the various mai'ing
serwvices; and

~-little or no monitoring of mailing practices
to see that wail is sent most orconomically.

In our oninion, these mail management weaknesses are
attributable, in part, to the billing system which until
recently understated agency mailing costs. This method
did not cause a financial problem for the old Post Office
Depar tment since it, unlike the Postal Service, was given
appropriated funds to meet any shortfal.  between exvense
and revenue. The method, however, understated the agency
operating costs and, by not relating charges to use, elim-
inated the incentive for agencies to manage their mail
volume efficiently.

INADEQUATE INSTRUCTIONS TO MAIL USERS
\

The General Services Administration (GSA) is resoon-
sible for overseeing thk creation, maintenance, use, ari
disposition of records in the Federal Government. GSa
delegated its records management responsibility to the
Natioral Archives and Records Service (Ni,RS). NARS sets
Government-wide records management standa‘'ds and evaluates
agency programs to see that effective paperwork controls
(including mail) are established and maintiined.

GSA's Federal Property Management Regulations outline
the requirements for Federal agency mail minagement
programs. Each agency is expected to implement the mail
management standards set forth in the GSA fecords Management



Handbook, Managing the Mail, by

--establishing and implementing standards and pro-
cedures for the receipt., delivery, collec ton, and
dispatch of mail and

--reviewing, on a continuing basis, agency mail prac-
tices and procedures to find opportunities for
., improvement and simplification.

National Archives and Records
Service's 1nvolvement 1in etfforts
to lmprove mailing practices

To fulfill GSA's responsibility for providing mail
management guidance to Federal agencies, NARS has developed
a 2-hour treining course designed to emphasize envelope
preparation rules established by the Postal Service to
make letter-size mail compatible with high-speed machine
processing. Although this course points out the need to
use letter-size envelopes whenever possible, it focuses
on the rules for positioning addresses and other markings
on envelopes and generally does not proside quidance on
the economical use of available mail services,

In addition, NARS (1) issued qu’delines and handbooks
for preparing and managing Government mail and (2) pro-
vided assistance to agencies in resolving mail preparation
problems., We believe, however, that these efforts do not
provide sufficient quidance in the selection of the class
of mail to be used.

In addition, NARS evaluates tecords management pro-
grams. These evaluations cover all aspects of records
management, includin-~ mail management. However, mail

-

‘management evaluyation is directed toward such operations

as organizing mail stations, planning for and processing
incoming and outgoina mail, operating a mail control system,
and designing agency mail stations. Little or no effort

is directed to the class of mail used.

Some of the deficiencies we found were the result of
aQencies and NARS not revising their mailing practices or
instructions to keep up to date with changes in the postal
services offered to Federal agencies or to recognize the
de&ivery standards the Postal Service has established
for. all classes of mail. Mailing instructions should be
up to dat and regquire mailing practices that will obtain
the .service needed at minimum cost.

BEST DOCUMENT AVAILABLE. *
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In most Jdepartments and agencies, mailing instructious
p ired by the headquarters office provide quidance to field
oti ces and installations., &n analysis of mailing instruc-
tions issued by 12 agency headguarters units (either at the
agency or subagency level) shows that they are not adequate
to prevent uneconomical mailing practices. For example:

~-=-Nine of 12 instructions make no mention of the
use of large envelopes or of the economies to
be realizcd by using letter-size enveloces for
all material which is not too bulky to be
fr>lded and would not be damaged by folding.

--Most iustructions either indicate that it might
be permissible to purchase insurance under some
conditions or do not prohibit the use of insured
mail.

~-Specific postage cost nformation is available in
. only 2 of the 12 instructions,

The NARS publication, Managing the Mail, which pro-
vides guidance in designing and planning for the economical
and effective management of agency mail, also needs to be
revised to prevent uneconomical mailing practices in the

use of airmail and special services.

Guidance on selection of
proper class of service

Since October 13, 1973, the Postal Service has been
transporting on reserve air-carrier space all first-class
mail weighing 12 ounces or less and traveling over 600 miles,
This development, coupled with new delivery standards pro-
viding no more than a maximum l-day delivery difference
between airmail and first-class mail, makes the vayment
of airmail charges for letters and small parcels guestion-
able at best.

These mail service characteristics are not mentinned
in most of the instructions we reviewed, including the NARS
publication. 1In fact, users generally are either not
provided with guidance as to how and when these classes
of service should be used or are instructed to use first
class for distances less than 250 or 200 miles, which
implies that airmail should be used for greater distances.

1la some cases, mailing instructions of different

agencics are inconsistent on the use of these setvices.
For example: v
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--Department of Health, Education, and Welfare
in effect instructs mailers to use airmail for
distances over 500 miles.

-~Air Force and Navy instructions prohibit the use
of airmail regardless of the distance involved.

Air Force and Navy instructions recognize the cost
saving feature of first-class mail, since the delivery
standard shows no more than a l-day difference in delivery
time,

Third-class mail service is now available to Federal
agencies for qualifying mail. Qualifying mail consists
generally of circulars or printed letters, identical in
size and weight, weighing less than .5 ounces, which are
mailed to a number of addresses. Use of this service,
instead of first class, for gualifving mail when speea of
delivery is not important, can save 40 percent on postage.

The NARS publication, while it does mention third-
class mail, does not provide guidance on its use. We
believe NARS should emphasize the major savings that can
be made by using third~class mail and cite examples of
gualifying mail such as circulars, newsletters, announce-
ments, and other routine mailings.

Five out of 12 agency instructions we reviewed d4id not
mention the availability of third-class service, While
instructions for seven agancies mention this service, two
of these instructions do not provide guidance on how and
when third-class mai) should be used.

Similarly, use of fourth-class service instead of
first class, for qualifying meil, when speed of delivery is
not important, can save 70 percent on postage. Qualifying
miail consists generally of printed matter and mer~handise
weighing more than 16 ounces and less than 70 pounds., Five
agenciecs' instructions do sot mention the availability of
fourth-class cservice. '

ABSENCE OF MONITORING AND
TRAINING PRUGRAMS

Agency personnel can readily utilize the various mail
services available merely by indicating the type of service
desired on the face of the mail, The easy a»ility to desig-
nate the type of service wanted reguires a monitoring pro-
gram to insure that personnel use these serv ces with

discretion, BEST DOCUMENT AVMMM
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Most agencies are not actively monitoring their mailing
operations, Of the 14 department and/or agency headquarters
we contacted, only GSA and 55A were in the early stages of
implementing mail monitoring programs.

Tcaining is an essential part of any management control
system and 1is particularly important in mail management because
of the need to keep up with changes in the vostal services
offered to Federal agencies. A majority of the agencies
we contacted d4id not provide training designed to inform sec-
retaries, clerks, and otherr who prepare material for mailing
of the most economical means available,

13



CHAPTER 4

CONCLUSIONS AND RECOMMENDATIONS

CONCLUSINIS

" “Iwmportance of sound mailing practices is emphasized
by total annual postage of ahout $440 million heing made
to Postal Service by Federal agencies. Aalthough some of
Lne 2x¢aples given in this report do not reoresent sub-
stantial savings in themselves, we believe they are indic-
ative of the situation Government-wide oand show thot
there i3 a potential for millions of dollars in savings,
1t Federal agencies used more economic3l mailing practices.

Federal agencies could minimize mailing costs by

focusing management attention on (1) reducing the use
airmail and first-class service when time of delivery

of
is
of

not critical and (2) eliminating the nonessential use
such, special mail services as certified mail, special do. .-
very, return receipt service, and insurance. Additional
economies could be realized by using letter-size envelopes
whenever practicable.

Because of increased postage rates and the expectation
that there wiil be further increases, it is important that
every agency keep its railing instructions current and es -
tablish practices that will obtain needed services at the
lowest cost. The conditions we found indicate that mail
management nhas .not received sufficient attention hecause
ajencies have not revised their mailing instructions to
keep un with the changes in available postal services. The
lack of management concern is further evidenced by the absence
of monitoring and training programs needed to assure that
use of mail services is consistent with actual communication
needs, and not based on the decisions of uninformed personnal,

We recognize that NARS has provided extensive guidance
in mail management to the various Federal agencies, partic-
ular.y in its publication, Managing the Mail. Howcer, this
quidance could be improved by morn explicit statements on
when a particular postal class should be used,

RECOMMENDATIONS

Because high mailing costs are a concern Government-
wide, the solution must have Government-wide application,

To assuite procurement of postal services at minimum
cost commensturate with the service needed, we recommend
that the Admainistrator, General Services Adrinistration,
have the Archivist of the Uniterd States:

14
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~-Revise the Government-wiie mailing instructions to
provide clear guidance on the ciccumstances under
which each class of mail or special t2il service
should be used. The instructions should be revised
periodically to reflect changes in the services
availaple, along witi, delivery tines 1nd. costs,

--Expand the records management program evaluations
to assure that Federal agencies are (1) moving theilr
mail by the most economical means availanlz and
(2) providing trainina to show mail 1scvs how to
reduce wailing costs. “

AGENCY COMMENTS

In commenting on our recommendations, the General Services
Administration stated:

"We agree that additional gquidance and monitoring
are needed to effectively disseminate th2 informa-
tion necessary to ensure that Governmaent mnailers
adopt economical practices to reduce postage costs.
GSA/NARS therefore agrees with the two recommenda-
tions of the report on vroposed NARS actions in-
volving updating its Government-wide guidance, ex-
panding its program e :luation monitaring, and pro-
viding more widespread training on mail cost re-
duction practices." (For additional details, see
app. IIL.) ‘

l

1
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CHAPTER 5

SCOPE Oi* REVIEW

Our review of Federal agencies to detvermine whether or
not they were using the most economical mailing means available
was made between April and October 1974.

- We reviewed and discussed with -agency officials policy
matters concerning mail practices at the headquarters of the
foll,wing departments and/or agenciec:

washington, D.C.

Department of Agriculture

Department of the Air Force

Depar tment of the Army

Department of Defense

Department of Health, Education, and Welfare
Department of Laber

Department of the Navy

Department of the Treasury

General Services Administration

We observed and monitored agency mailing practices and
interviewed agency mail users, mail clerks, and mail managers
at the following field installations:

Baltimore, Maryland

Social Security Administration

Denver, Colorado

-

Air Force Accounting and Finance Center
Air Force Reserve Personnel Center

Cakland, Célifornia

Oakland Army Base
Naval Air Station, Alameda

\ Sacramento, California

California Employment Development Department

_&



San Francisco, California

Department of Agriculture, Region IX Agricultural
- Marketing Services )

Department of Labor, Region IX Headquarters

Department of th2 Treasury, Bureau of the Mint

Sixth Army Headquarters, Presidio of San Francisco

Social Security Administration, San Francisco

District Office
U.S. Postal Service, Western Regional Headguarters

Stockton, California

General Services Admi.nistration, Federal Supply
Service, Region IL Warehouse Center

Tracy, California

Defense Supply Agencv, Defense Depot Tracy
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APPENDIX I

NINETY-THIRD CONGRES

THADOLUS J DULSKI N Y, CHAIRMAN

DAVIY U HEMHOEHSON NC .
MORM,%S K UDALL, ARIZ
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BOBERT N C NIX, PA,
JAMES MOMANLEY N ¥.
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H R GROE JOWA
FONAMD ) L RWINSKE 141
ALRENT W 150N, PA
LAWHENCE 3 HOGAR, MD
JOMN M. PULISSELOT, CALIF
WALTER ¢ POWFLL, DHIO

APPENDIX [

U.S. Jousge of Representatives

COMMITTEE ON POST OFFICE AND CIVILSERVICE
207 CANNON HOUSE OFFICE BUILDING

IR0 B WALINT 1A

RICHARD ¢ WHITs T2
WILLIAM 03 FOGRG M7, Com o) BARALIS, FLA

FRINK § BIRASCO N v

WHLIAM {BILL) CLAY WO,

LIF, RICHARI, v MALLAHY, VT,
ANDREW 1 saimsrAw, CALIE mgbingmn' D.C. 20515
JAMIS M (OLLI 8, TEX,

GFNE TAYLOR, w0

PATRIC 14 SCHROCOT R, LOLO.

JOF MOAXLEY MASS
WILLIAM t FHMAN FTA

August 8, 1974

B-114874

HHonorable Elmer B. Staats

Comptrol L2r General of the United States
General Accounting Office

Washington, D. C. 20548

Pear Mr. Comptroller General:

Members of this Committee have previously
inquired as to the mailing practices of Federal
agencies and found areas where improvemcnt could be
made. Management of the mail is even more important
today because of increased postage rates and the
expectation that there may he further increases.

In order that this Committee can be
assured thet Federal agencies are using the most
economical mailing practices, I am requesting that
your cffice make a rc. lew of these activities. In
view of the faict that the review will involve many
Federal agencies and in order to expedite any final
report, formal agengy comments should not be obtained.
2gency views should, of course, be oktalned during
the course of the review.

Your assistance in this request would be
appreciated.

Sincergly yours,

EU‘ J. DULSKI

Chalrman

BEST DOCLMENT AVAILABLE
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APPENDIX II APPENDLIX II
. UNIT .TATES OF AMERICA

GENERAL ICES ADMINISTRATION

nINGTOM, N.C. 20405

. JUN 221975

_Henorable Elmer B. Staats

Comptroller General of the United States
General Accounting Office

Washington, DC 20548

Dear Mr». Staats:

Thank 9ou for the opportunity to review your draft report on
"Federal Agencics Could Do More to Economize on Mailing Costs.”

We agree that additional guidance and monitoring are needed to
effectively disseminat. the information necessary to ensure

that Government mailers acdopt economical practices tc roduce
postage costs, GSA/NARS therefore agrees with the two
recommendations of the report on proposed NARS actions involving
updating its Govermment-wide guidance, exprnliny its program
evaluation monitoring, and providing more widespiead training

on mail cost reduction practices.

Attached is a statement of actions planned and underway in
response to the rccommendations made in the report. Repre-
sentatives orf the NARS Office of Pccords Management will be
plcased to meet with members of you.® staff to discuss any
-questions concerning the report and recommendations.

Sincerely, :

\M J’:Qw@'{-

\ Keep Freedom ir Your Future With U.S. Savangs Bonds
\ .
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APPENDIX 1I APPENDIX II

GENERAL SERVICES ADMINISTRATION (GSA)
NATIONAL ARCHIVES AND RECORDS SERVICE (NARS)

CO!ZENTS
praft report of the Comptroller General to the Chairman, Committee
on Post Office and Civil Szorvice: '“Federal Agencies Could Do More

to Economize on !lailing Costs."

CHAPTER 4, Conclusions and Recommendations:

--revise its Government-wide mailing instructions to
provide clear guidance as to the circumstances under
which each class of mail or special mail services
should be used, The instructions should be revised
periodically and updated to reflect changes in the
services available, along with delivery times and
costs,

--expand its records mapagement program evaluations
to assure that Federal agencies are (1) moving their
mail by the most economical means available and (2)
providing training to educate mail users on how to
economize mailing costs by using the various mailing
services available.

GSA-NARS actions planned or underway to implement the GAO report
recommendaticns are: 1

NARS will issue, as soon as possible, a GSA FPMR Bulletin to all
departments and agencies updating and expanding the coverage of
the present mail practices guidelines now included in the
“Managing the Mail'' handbook. Bccause of the tine lag involved
in revising and reissuing this comprehensive handbook, it is
believed the issuance of this pronosed Bulletin referencing the
handbook would provide the fhstest possil le method to implement
the first GAO recommendation.

After the issuance of the proposed FFMR Bulletin on Mailine Costs,
greater cmphasis will be given to monitoring the efforts of
agencies to keep their mailing instructions curren  and to achieve
postage cost reductions through ciplying the proper mailing
practices. This increased ronitoring will begin with the issuance
of the proposed FPMR Bi-lletin on Mailing Costs,

BEST DOCUMENT AVAILABLE.
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APPENDIX II APPENDIX II

NARS will include current guidance on economical mailing practices
in the "U.S. Government Correspondence Manual' now being revised
and updated. The revision of this widely distributed manual is
nearing completion. Its chapter on “Envelopes and Mailing" is
designed to provide practical guidance on reducing postage costs
to the many secretaries, typists, and clerks involved in mail
operations throughout Government. The work on updating and
revising the Manual was undertaken primarily in order to update
the obsolete information on use of mail classes and special services
.contained in Chapter II, "Envelopes and Mailing." This handbook
is now in the final stage of review prior to printing.

NARS will continue and intensify present efforts at reaching an
agreement with the U.S. Civil Service Commission to collaborate
in disseminating NARS workshop training as widely as possible
using the Government-wide training facilities rf the Commission.
Such collaboration will supplement the limitec resources of NARS,
and better enable us to provide the widespread training program
on economical mail practices recommended by the CAO report.

NARS is presently collaborating with the Department of Defense
and the U.S. Postal Service in order to issue a GSA memorandum
to all civilian departments and agencies transmitting a )
Department of Defense '"Policy Statement to Achieve Reductions
in Mail Costs." This statement covers the type of guidance the
GAO report envisaged on practices designed to reduce costs of
mailings to, from, and between overseas areas via the military
postal system. As soon as approval of the DOD policy statement
is received from the U.S. Postal Sexrvice, the GSA memorandum to
all civilian agencies using this military mail service will be
issued.

' NARS will continue to promote NARS sponsored conferences
addressing the adoption of proven techniques for riducing
.postage costs.

4
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