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ABSTRACT 

This research utilises existing problem solving and decision making theories to explain 

the complex organisational process by which Royal Mail revises Postal Officers' walks 

in mail delivery. A field study in the RM demonstrates that this is a complex task 

involving a political / negotiation process comprising many stakeholders with different 

agendas. Two conclusions are drawn. First, a pluralistic model of decision making is 

required to explain this process. Second, the model that guides the RM is a rational / 

optimal decision making model. 

The RM has employed computer-based systems to support the revision process. Case 

studies are reported of the revision processes undertaken with and without computer 

aids. These demonstrate that the existing computer system provides limited assistance 

and its use is sporadic. A new Walk Optimisation system was being considered for 

purchase and development and the thesis follows the processes employed. Three 

conclusions were drawn. First, the development process for the new system utilised a 

technical agenda similar to the rational model of decision making. Second, by reference 

to the case study material, it was likely the new system would have organisational 

implications which could lead to dysfunction. Third the current development process 

being followed would not address these issues. 

In the final part of the thesis a series of Future Implementation Scenario workshops are 

described which attempted to assist the RM staff in identifying the organisational 

implications of the WO system before it was implemented. The scenario exercise 

explored three characteristics of participants; knowledge of the stakeholder roles 

affected, knowledge of the RM, and knowledge of the WO system. The workshops 

succeeded in revealing many organisational issues which need addressing if the new 

system is to improve decision making in the Revision Process. Contrary to 

expectations the greater knowledge of participants did not translate into a richer analysis 

of the implications. 

The thesis concludes that a full understanding of organisational decision making 

requires the integration of rational, bounded and social / political approaches, and that 

this also applies to systems design process. It also concludes that the models and 

methods used within organisations need to be broadened and recognise the social / 

organisational agenda but that the methods currently available are difficult to apply. 

Funhennore, by continuing with a rational / technological approach to decision making, 

organisations limit their future decision making options and the process is, therefore, 

self-perpetuating. 
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CHAPTER 1: INTRODUCTION 

This research was established with a broadly defined aim of investigating the area of 

real world, complex, problem solving. At the time of its conception, links were 

established between the Royal Mail (RM) and Loughborough University. From this 

opportunity a CASE studentship was established, sponsored by the Biotechnology and 

Biological Sciences Research Council (BBSRC), and the RM. 

The aim from the outset was to investigate the complexities of problem solving within 

its organisational setting. In order to achieve this much of the work reported here has 

been conducted within the RM, and has depended on their own projects. This has 

resulted in a number of opportunities to develop an understanding of problem solving 

within the RM. But it has also led to additional complications, due to issues of access 

. and availability. Despite these difficulties this project includes accounts of four case 

studies and a series of workshops conducted with the RM's approval. The research 

has been defined over the three years, as the organisation and the issues have become 

better understood, and available opportunities have been exploited. This thesis plots 

the project's progress. 

1.1. THE ROYAL MAIL 

The Royal Mail is responsible for collecting, sorting and delivering letters and parcels 

throughout the UK, as well as in a number of overseas countries. The organisation 

handles an average of approximately 63 million letters every working day, a total of 

15.7 billion letters per year. Mail is collected from over 120,000 points daily, and 

delivered to all the UK's 25 million addresses. 

In the last decade the RM has faced an increase in the volume of mail it processes. 

This is mainly attributable to the growth in its business customers. However, it js also 

facing increasing competition from new innovations and improved methods for 

delivery. This has led to a need to improve the efficiencies of current services and to 

look for opportunities to expand into new areas. These changes have affected both 

technical and social components of the organisation (e.g. the improved national mail 

distribution network and the introduction of integrated mail processing centres). The 

need to address the changing environment is an ongoing problem. 



1.2. PROBLEM SOLVING 

Problem solving is an inherent part of our day to day living and has been researched 

from many different perspectives for many years. This has led to a number of 

theories being proposed, some opposing and some building on earlier theories. A 

review of the literature highlights there is much human problem solving which cannot 

be accounted for by these theories. Among the areas which frustrate our 

understanding is that of complex problem solving, within the limitations of our 

cognitive system. Theliterature shows a dominance of studies reporting well defined, 

simplified problems, but little is reported on how we balance a complexity of issues in 

order to achieve a solution. This is further complicated when the problem solving is 

considered in situ. Other factors, external to the solver, then need to be considered. 

This is demonstrated in organisational decision making. Here many constraints and 

influences are liable to affect the ultimate decisions,. and these decisions will impact 

on many people within the organisation. 

1.3. THE RESEARCH 

This section describes the general research aims, the approach and methodology of the 

project. The studentship was established with the Midlands Division with the aim of 

investigating complex decision making. In order to secure commitment to the project, 

an early meeting was held with the Director of Delivery and a letter of introduction 

was written by him (see Appendix A.I and A.2). The letter introduced the study and 

researcher, outlined likely research activities, asked for co-operation from those asked 

to participate, and assured participants of confidentiality. From this initial contact a 

number of further contacts were made in the Midlands and eventually throughout the 

UK. 

1.3.1. Aims 

The aim of the research is to explore the relationships between theories of decision 

making, and the real world setting in which the decision making occurs. Throughout 

the research a number 'of areas are explored, both within the organisational setting and 

the literature. These investigations aim to determine whether one theory exists which 

encapsulates the decision making observed, or whether several different theories are 

needed to account for the complexity of the decisions. 

2 



The prevailing aim throughout the research is to find and exploit opportunities within 

the RM to allow the study and development of organisational decision making 

theories. The aims are further defined as the project progresses. 

1.3.2 .. An Appropriate Methodology 

Having established the aim of exploring organisational problem solving, the 

appropriate methodology has to be real world oriented research. The initial 

methodology involves looking for opportunities where complex problem solving is 

apparent, based on interviews. In order to collect the data necessary to determine the 

problem solving strategies the organisation, and people within it adopt, case studies 

will be used. If possible a longitudinal study will be conducted, as organisational 

decisions are often taken over time. This will also allow the organisational issues and 

constraints to be understood, as well as the decision making process employed and its 

effects. If the opportunity arises an interventionist approach may also be employed, 

in an action research mode to further explore the issues which arise. 

1.4. OUTLINE OF THE THESIS 

This section outlines the contents of the remaining thesis chapters. A review of 

literature related to problem solving is presented in Chapter 2. Beginning with a 

broad background, the review then focuses on the specific areas of complex problem 

solving and organisational decision making which form the theoretical basis for the 

remainder of the work. An introduction to the RM is also presented to establish the 

broad basis for the organisational setting. The specific areas of the Delivery Process 

and Delivery Revisions are then addressed, as a setting for future work. The chapter 

concludes by comparing and contrasting the theories described, and establishing, at a 

fairly high level, their potential application to the RM setting. 

Chapter 3 presents two case studies which explore the processes of Delivery 

Revisions used by the RM. The first investigates the manual revision process; 

conducted over a ten month period, it follows the revision of a local Delivery Office. 

The second investigates the use of a Computer Aided Delivery Revision (CADR) 

system. From these case studies a number of conclusions are drawn about the 

processes involved and the problem solving exhibited. The problem solving strategies 

are then compared to the models discussed in Chapter 1. The chapter concludes by 

highlighting the relative strengths and weaknesses of the models and their ability to 

account for the decision making under consideration. 
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Chapter 4 discusses a number of possible opportunities which would allow the 

research to develop by following different avenues. The role that technological 

intervention could play in improving the decision making process is then focused on. 

This includes a review of the literature on the current approaches to systems design 

and the issues they aim to address. The chapter concludes by making a number of 

comparisons: i) comparing the theories reviewed with the actual practice of systems 

design ii) comparing the theories described in the systems design literature with those 

discussed earlier, in problem solving and organisational decision making and finally 

iii) comparing the design theories to the problem faced by the RM. 

Chapter 5 presents the findings of a number of interviews and meetings with the RM's 

Walk Optimisation project tearn. It charts the progress of the project and the decision 

making approaches employed. Case study work is- also presented, detailing the 

feasibility trials and the process trials conducted by the RM. The chapter then 

compares the decision making approaches employed by the RM, with the decision 

making literature from earlier re~iews. It concludes that there are a number of 

potential implications associated with the methods used. 

Chapter 6 reviews the literature on participative design methods. It address the 

questions of why stakeholders need to be considered, who the stakeholders should be, 

where in the process they should be involved and how this should be achieved. It 

focuses particularly on the use of scenarios for implementation. 

Chapter 7 introduces the scenario workshops and their development. In chapter 8 the 

results are presented from the six RM Divisional workshops and two student 

workshops. Comparisons are made of the detailed responses of the RM and student 

groups. Further comparisons explore the type and frequency of responses recorded by 

i) the student participants compared to the RM participants; ii) RM participants 

responding from their own role compared to those who had assumed roles for the 

workshop; and iii) RM participants with Walk Optimisation (WO) experience 

compared to those without. The chapter concludes with an interpretation and 

conclusions of the findings. 

Chapter 9 provides a summary of the research project, reviewing the objectives and 

hypotheses explored. The key findings are presented in relation to the projects aims, 

along with the theoretical and practical implications of the research. Finally 

directions for future research are suggested. 
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CHAPTER 2: PROBLEM SOLVING AND THE 
ROYAL MAIL 

2.1. INTRODUCTION 

This chapter presents the background for both the theory and organisational setting, 

which form the basis of the thesis. A review of published literature related to problem 

solving and organisational decision making is presented to establish the existing 

theories, both normative and descriptive. A number of models are reviewed and their 

appropriateness to various types of problems and their limitations are discussed. 

Factors affecting the ability to solve complex problems are identified and attention is 

drawn to the growing amount of information which is available to today's decision 

makers. 

Further literature introduces some of the interventions which may be used to aid the 

decision process. These faH into two broad categories: the human aids, e.g. 

brainstorming techniques, and technological aids such as Management Information 

. Systems. Having reviewed existing theories of decision making the chapter goes on 

to describe the approach used throughout the remainder of this thesis. Recognising 

that this work is to be conducted within the RM setting, a review is undertaken to 

establish an appropriate methodology for the initial phase of the work, which aims to 

enable an understanding of the organisational setting. 

The remainder of the chapter describes the results of this initial phase of exploration. 

Through a number of interviews and meetings with various people within the RM, a 

basic understanding of the processes and issues involved was gained in order to 

identify areas of complex problem solving. The chapter concludes with a summary 

combining the issues and problems discovered through the exploratory work with the 

RM, with the models and issues raised in the literature and outlines the next research 

question to be addressed. 

2.2. REAL WORLD PROBLEM SOLVING 

At the outset of this research the broad aim was to investigate an area of real world 

complex problem solving within the Royal Mail. There are many difficulties 

associated with researching the area of real world problem solving and the following 
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sections focus on these inherent difficulties, clarifying why an exploratory approach 

has been chosen. 

2.2.1. Problem Solving 

Problem solving has been of interest to researchers for many years; from the 

Associationist theorists at the beginning of this century, studying problem solving in 

animals, to Artificial Intelligence theorists of today who attempt to model the human 

brain. It is one of the main areas of interest to Cognitive Psychologists and, along 

with learning and perception, forms the basis of human cognition. Problem solving 

has been stressed as playing an important role in other cognitive tasks e.g. perception 

(Bruner 1973) and memory and learning (Bartlett 1932) and it is necessary, therefore, 

to understand problem solving in order to understand ourselves and how we function. 

Despite this interest, the process remains almost as much of a mystery as it always 

has. 

Although theories have progressed from the early stimUlus-response approaches there 

is still no universally accepted theory that accounts for the diversity of human 

problem solving within the limitations of our cognitive system. Most of the research 

in the area has been conducted using well-defined problems which are not 

representative of situations encountered in everyday life and it is debatable therefore 

whether or not the theories so far proposed will carry over to real world complex 

problem solving. 

2.2.1.1. Definitions 

What then is a problem? Many definitions exist Duncker (1945), a Gestalt 

psychologist, states "a problem exists when a li ving organism has a goal but does not 

know how this goal is to be reached." Gilhooly (1989) restates this in cognitive 

science terms as "a problem exists when an information processing system has a goal 

condition that cannot be satisfied without a search process." This emphasises the 

necessity for a search process, as Mayer (1989 p.40) points out "a problem always 

exists relative to the problem solver", i.e. a task may be a problem for one person but 

not for another. 

Theorists have made many attempts to produce a taxonomy of problems by breaking 

the subject down into broad divisions but, as Eysenck and Keane (1992) note, these 

are divisions that exist in the minds of theorists to make the subject more amenable to 
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investigation. The problems that are encountered in everyday situations are unlikely 

to fall into such neat categories and will usually involve a complex mixture of various 

types of problems. All problems can though be described as having a three-part 

structure (Reitman 1965); a start state, a goal state and intermediate actions taken to 

transform the starting state into the desired goal; though the level of detail to which 

they are specified, will depend on the nature of the problem under consideration and 

how well- or ill-defined it is. 

2.2.1.2. A Potted History 

At the start of this century Gestalt psychologists were conducting research on problem 

solving; the origins of their work were in early Associationist and Behaviourist 

research using animals (see Thomdike 1911) which characterised problem solving as 

the result of trial-and-error and the reproduction of earlier learned responses. 

The Gestalt proposition emphasises that problem solving, as well as being 

reproductive (relying on rote application of past solutions), is also productive, i.e. 

people have 'insight' into the structure of a problem and this is used to 'restructure' 

the problem in order to find a solution (see Ohlsson 1984; Wertheimer 1959 for an 

account of the theory). Two classic studies of insight and restructuring are that of 

Kohler (1925) who demonstrated that apes could solve a novel problem by using 

insight and Maier's (1931) two string problem. There is also evidence from this time 

of reproductive processes hindering problem solving; Duncker's (1926; 1945) 

experiments demonstrated "functional fixedness", i.e. subjects could not 

reconceptualise objects, because they were "fixated" on the object's normal use. The 

major drawback of Gestalt theories, and even of those contemporary views e.g. Van 

Hiele (1986) inspired by them, is that they do not give a clear definition of insight. 

They have however highlighted that problem solving is a dynamic process and a 

theory based on mere reproductive processes is not sufficient. They have also 

provided a large body of experimental material and evidence that has been 

reinterpreted by later theorists. 

2.2.1.3. The Information Processing Approach 

Newell and Simon, in the late 1950s, produced the first computational model of 

problem solving called the General Problem Solver (GPS; see Newel!, Shaw & Simon 

1958; 196O) and this formed the basis of the information processing framework which 
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remains at the centre of problem solving research in Cognitive Psychology and 

Artificial Intelligence today. 

According to the information-processing (JP) model, (see Newell and Simon 1972; 

Simon 1978 for a full account) problem solving can be analysed in 2 major phases: 

i) representation, mentally encoding the given problem into the start state, the goal 

state and the operators, legal moves and restrictions and ii) solution, devising a plan 

and implementing it so as to move between the start and goal states using the legal 

operators. At any given stage in the solution there will be a number of legal operators 

that may be applied leading to an even greater number of alternative states; because of 

the large number of alternative paths possible, people use their prior knowledge to 

plan and evaluate moves, e.g. means-end analysis. Heuristics are also employed, i.e. 

rules of thumb (Tversky and Khaneman 1974) which usually result in the correct 

answer but cannot be guaranteed. 

Table 2.1: A Model of Problem Solving. 

PROBLEM PRESENTATION 

- - (apply representational processes)-> 

PROBLEM REPRESENTATION 

- - (apply solution processes)-> 

PROBLEM SOLUTION 

(From Mayer. R. E. (1989)) 

This summarises a 'straightforward model of human problem solving: The states are represented by 
capitalised words and the arrows represent the transitions between states; it shows that the problem is 
first transformed into a cognitive representation by applying the representational processes then the 

solution processes are applied to the representation to reach a solution. 

2.2.1.4. Challenges To The InfonnationProcessing Model 

Mayer (1989) highlights 6 challenges to this straightforward model of problem 

solving: 

i) "Humans Systematically Distort the Problem To Be Consistent with Prior 

Knowledge." When encoding a problem people use their prior experiences, which 

Mayer (1982;1987) refers to as "schematic knowledge", to guide their interpretation 

of the current problem. Distortions can mean that the solver is working on a different 

problem than that presented. 
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ii) "Humans Focus on Inappropriate Aspects of the Problem." The solver may 

concentrate on a particular representation of the problem which, although consistent 

with the problem presented, may limit the solution process e.g. Scheerer's (1963) 

.. nine-dot problem. Adams (1974) suggests that many solvers create "conceptual 

blocks" by imposing constraints which do not actually exist. The initial 

representation then is not a trivial or automatic process, it can have a major impact on 

the solution by limiting the search process. 

iii) "Humans Change the Problem Representation during Problem Solving." The 

original cognitive representation may be changed as the search progresses, moving 

from a general description of the goal and operators to a more specific description. 

This is demonstrated in the protocol obtained in Duncker's (1945) tumour problem. 

The representation and the solution process are therefore not distinct phases but 

interactive, i.e. one affects the other. 

iv) "Humans Apply Procedures Rigidly and Inappropriately." Once a set of well

practised procedures has been learnt they may be applicable to many problems, 

however they are often misapplied, i.e. used when they are inappropriate or when they 

needed modification, e.g. Luchins' (1946) Water jug problem. 

v) "Humans are Intuitive and Insightful and Creative." Often a solver is presented 

with a novel problem which requires them to generate a novel solution. Where this 

creative solution comes from is unclear; Behaviourist theories argue that the same 

processes are used for solving both novel and routine problems and that the solution is 

generalised from previous similar problems. Gestalt theories argue that different 

thinking is required to that used in routine problem solving and that 'insight' into the 

problem is required i.e. the solver must fit the parts of the problem together in new 

ways (Kohler 1925; Wertheimer 1959); however they do not give a clear definition of 

'insight' . 

vi) "Humans Let Their Beliefs Guide Their Approach to Problem Solving." The 

solver has, what Schoenfeld (1985a; 1985b) calls, "control" of the solution process. 

A person's beliefs wiIl affect the control of the process; as previous experience will 

influence the way a person attempts to solve a problem, the amount of time they allow 

before admitting defeat, etc. For example Schoenfeld (l985b) lists as one belief of 

many of his students: "Mathematics problems are always solved in less than 10 

minutes, if they are solved at all. Corollary: Give up after 10 minutes." This suggests 

that problem solving involves more than purely cognitive events. 
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This section has provided a brief introduction to the subjects of 'problems' and 

'problem solving' and provided some definitions which will be useful when reading 

this thesis. It also demonstrates that the straightforward Information Processing 

approach, widely adopted today, is not sufficient to account for all problem solving, 

especially complex problems and therefore more research is needed. 

2.2.2. Problem Solving and Decision Making 

In the following sections problem solving theories are applied to real world situations. 

The approaches are reviewed in the literature on organisational decision making, and 

some alternative models of decision making are discussed. Before reviewing the 

literature it is appropriate to pause and consider what, if any, differences there are 

between problem solving and decision making. 

Section 2.2.1.1 discussed the definition of problem solving, demonstrating that many 

definitions exist. Attention was drawn to the view of Reitman (1965) that all 

problems consist of three parts; a start state, a goal state and the intermediate actions 

taken to transform the starting state into the desired goal. Many views and definitions 

also exist on decision making. These can be categorised in two ways: 

i) Definitions which view decision making as a stage in the problem solving process. 

For example Ackoff (1981) views decision making as, "Making a selection from 

various courses of action." 

ii) Definitions which view decision making as synonymous to problem solving. 

Hicks (1991) for example demonstrates that the stages identified in problem solving 

and decision making are very similar. He goes on to say that "people tend to find it 

difficult to make decisions because they have a problem 'generating alternatives' .... 

'determining evaluation criteria' .... and sometimes 'identifying the objectives of the 

decision'." From this perspective it is clear that the two processes are interlinked. 

The former definition views decision making as a simple choice between alternatives. 

However, the later. definition demonstrates that decision making is often more 

complicated. This allows two basic types of decision making situations to be 

identified; the straightforward choice and those that require problem solving. Earlier 

discussions have already highlighted that the focus of this thesis is on complex 

problems, therefore the wider definition is used in the following review, and 

throughout the thesis. 
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2.2.3. Organisational Decision Making 

Organisational Decision Making is concerned with the processes and methods used to 

reach decisions within an organisation; previously this concentrated on managers, as 

decision making is their basic function, however with the introduction of new 

technology, different styles of management, e.g. self-managed teams, and the 

recognition of the major impact change has on individuals within an organisation, the 

focus has been widened to consider other people and issues. 

Organisational decision making is defined as consisting of three steps; i) defining the 

problem ii) creating alternative courses of action and iii) choosing between the 

alternatives based on a criteria (which mayor may not be specified) to reach a goal. 

Harrison (1975) identifies two types of decision making strategies programmed and 

unprogrammed which have a number of related dimensions dependent on the type of 

decision to be made. The programmed strategy is used for routine, recurring and 

predictable decisions, i.e. using existing rules and well known criteria applied to a 

uniform decision; the unprogrammed strategy is used for non-routine, non-recurring 

and unpredictable decisions, i.e. for novel problems. The predictability of the 

decision introduces the concept of risk in decision making, that is how certain the 

solver can be of the decision. 

Harrison (1975) describes the decision making process as consisting of a number of 

general processes which are interrelated within a dynamic process, shown in Fig 2.1, a 

diagram adapted by Champoux (1996). 
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Figure 2.1: A Generic Model of the Decision Making Process. 

Identify problems and 
criteria for solution 

Develop alternatives 

Assess alternatives 

Choose an alternative 

Carry out the decision 

Assess the effects of , 
the decision 

The problem to be solved and the criteria for recognising a solution are first identified. 

Next a number of alternatives are developed and information about each of the 

alternatives is gathered to allow the solver to decide which are feasible, against the set 

criteria. These are compared and assessed to discover the results, both good and bad, 

and the risk associated with each alternative, to enable a decision to be made. This is 

not usually a linear process and the decision maker will,0ften revisit and repeat earlier 

phases throughout the process. 

2.2.3.1. Decision Making Models 

Within the general process described above there are two general types of solution 

methods that can be applied, an algorithmic approach or a heuristic approach. "An 

algorithm is a specific rule or solution procedure, often quite detailed and complex, 

that is guaranteed to furnish the correct answer if it is followed correctly. A heuristic 

is a 'rule of thumb' as opposed to a formal, specified rule. It's an informal, 'seat of the 
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pants' strategy or approach that works under some circumstances, for some of the 

time, but is not guaranteed to yield the correct answer. n (Ashcraft 1994). 

i) The 'Rational Model' is an early model which views decision making as a linear 

process with an identified goal. It assumes full information for all the alternatives, a 

known function to decide the priority of the alternatives, and leads to a solution which 

maximises the goal. However the majority of real world decision making we 

encounter will contain incomplete information, and judgements about the likelihood 

of events and outcomes have to be made. When the decision to be made is more 

complex then it becomes a problem. Theories which can be applied to complex 

problems therefore have to account for these judgements. 

Much research has been conducted into peoples' use of probability to solve problems 

which contain uncertainty and risk. Studies have been conducted using simple 

gambles such as the outcome of a toss of a fair coin; given that the probability of each 

outcome is known (P{HEAD}= .5 and P{Tail}= .5) and the value of each outcome is 

known, then the value of the gamble can be calculated using the following formula:-

E {V} = PI V1 + P2 V2 + ........ 

Where E{V} is the expected value, probability = (P) and monetary value = (V). 

For example if a person bet 20 pence on the coin coming down heads then the 

expected value of the gamble is:-

= P{HEAD}*(+20p) + P{TAlL}*(-20p) 

= 0.5*20p + 0.5*(-20p) 

=Op 

Expected Utility Theory assumes that this formula can be applied to a real life 

decision and that by choosing the option with the highest expected value the best 

decision will be made. This is based on a number of axioms the validity of which are 

debated by many researchers (see Wright 1984 for a discussion of the criticisms). 

Various studies have shown that people vary from the theory when making decisions 

andthis is influenced by two major factors. Peoples' probability assessments are often 

subjective, e.g. influenced by recent events (see Davidson, Suppes & Siegel 1957); 

and utility for an outcome is also subjective, for example the usefulness of an amount 

of money depends on how much money a person already has. The theory was 

re-formulated to maximise the Subjective Expected Utility, however even early 

studies have demonstrated that subjects do not follow the rule (see Edwards 1956). 
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There is increasing evidence that people employ short-cuts and biases and do not 

perform the complex calculations which expected or subjective expected utility theory 

demand, especially when faced with complex real world problems. 

ii) The 'Bounded Rationality Theory' developed from work conducted by Herbert 

Simon and James March (see for example Cyert and March 1963; Simon 1957; Simon 

1955). It recognises that there are limitations on the decision making process and that 

it is constrained by the solvers keyhole view of the problem space. Rarely do people 

have complete knowledge of the problem and all possible alternatives, or the 

cognitive ability to consider all possibilities. People therefore reduce the cognitive 

strain (Bruner, Goodnow & Austin 1956) by limiting the number of options 

considered and settling for a good, as opposed to an optimum, solution. This is 

known as 'satisficing'. 

Figure 2.2 shows an example cited by Hunt (1982). This demonstrates the need for 

people to use short-cuts in problem solving. The problem involves assigning digits to 

letters. 

where D= 5 

Figure 2.2: Problein of Assigning Letters. 

OONAW 
GERAW+ 

ROBERT 

The 9 digits can be assigned in a possible 362.880 ways 
(362,879 are wrong and will not work). 

Computers are capable of working through all the possibilities by performing a serial 

search; according to Simon (1970) a computer programmed in 1969 would have taken 

10 hours to solve this, today's computers would of course be faster, however it should 

be noted that the problem can be solved by a person, whose mental processing is 

much slower than even the 1969 computer (in respect of serial searching) in half an 

hour. This example demonstrates that an exhaustive search will rarely be possible. 

One technique to reduce mental workload is that, as Green (1988) notes, "we simplify 

reality and act according to these simplifications. Our rationality is 'bounded' (Simon 

1957)." This has been demonstrated in organisational decision making by Cyert and 

March (1963), where planners compromise their goal selection and minimise the 

outcomes. 
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Other organisational decision making models recognise the use of 'satisficing' 

behaviour and the use of heuristics but account for them in various ways depending 

on the decision to be made, the prevailing circumstances and the approach taken. 

iii) The 'Unstructured Decision Model' (see Mintzberg, Raisinghani &Theoret 1976) 

focuses on complex, unstructured and ambiguous problems. Unlike those described 

in the previous models, these need to be broken down into smaller problems some of 

which may have more structured solutions. The problem is often vulnerable to other 

factors such as political issues, discussed below, and requires a number of alternatives 

to be assessed simultaneously in order to reach a favoured solution. The favoured 

solution will often be reach during the decision process and the solver then seeks to 

confirm this. This model again relies on the use of heuristics such as selective 

perception, etc. 

iv) The 'Garbage Can Model', developed by March and Simon (1976), addresses 

problems in high ambiguity situations where there is no clear goal, possibly with 

changing "people and technology and a changing operating environment. The model 

views decision making as a time sensitive process consisting of four streams; the 

problem, the solution, the participant and the choice opportunity streams. The 

convergence of these streams, at some point, produce the decision. This is a chaotic 

process where solutions look for problems to solve and decision makers make choices 

based on what is available at the time. 

v) The 'Political Model' recognises that individuals and groups within the organisation 

pursue their own self-interest and will attempt to reach decisions which maximise 

these interests. The decision making process is therefore seen as a power or conflict 

based process, with bargaining and compromise used to reduce the conflict, and 

resulting in a decision which will not normally satisfy everyone (Pfeffer 1982). The 

eventual decision will be affected by the organisational structure, management style, 

participation of various groups, etc. These will vary between organisations and affect 

the relative strengths of the bargaining power of the people involved in the decision 

process. 

vi) The more recent 'Humble Model' proposed by Etzioni (1989) has been developed 

to account for the growing amount of information available to today's decision makers 

aided by electronic information systems. The model views the decision process as 

dynamic and adaptive with the decision maker, unable to cope with the wealth of 
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information available, making trial-and-error decisions and checking and revising 

these decisions as new information becomes available. 

These are just some of the models which have been proposed to account for the 

various types of problem solving encountered in an organisation. The earlier 

'Rational' model is suited to well structured problems which can be clearly stated and 

where all alternatives can be considered. In an organisational setting this will rarely 

be the case. The bounded rationality model recognises the limitations of the solver 

and introduces the idea of heuristics and satisficing to account for this. 

Alternative models have gone further in addressing specific aspects of the decision 

making process. These include models which recognise that real world problems are 

normally complex and unstructured and that there may be no clearly defined or agreed 

goal. One describes the use of trial and error strategies in knowledge rich situations, 

while another focuses on the people involved in the decision making process and the 

negotiation which this involves. 

Figure 2.3: Factors Affecting Organisational Decision Making. 

Problem: Indi vidual: 
lll-defined Cognitive limitations 

Not aD options known Heuristics 

~ . It!' 
Organisational 

Decision Making 

./' 
., 

Organisation: Social & fulitical: 
Constraints Hierarchy 

Interventions Influences 

Figure 2.3 demonstrates the main issues drawn out from the models which affect 

organisational decision making. It demonstrates that there are many different 

influences, all of which can affect the eventual solution. These include the type of 

problem under consideration and the problem solver's limitations. The type of 

organisation may also have an effect, e.g. the constraints imposed and interventions 

offered. However social and political factors also play a part and these need to be 

given consideration. The review demonstrates that although many models exist, no 
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single model accounts for the complexity of issues apparent in organisational problem 

solving. 

2.2.3.2. Improving the Decision Process 

As the previous sections have demonstrated the area of real world problem solving is 

complex. Problems are often incomplete and ill-defined; many more alternative 

solutions exist than can be considered by a human problem solver; and confounding 

, issues such as political conflicts affect the solution. In light of this a number of areas 

have developed, proposing methods and techniques to improve the decision process. 

These can be split into two main areas; i) methods to improve the human decision 

making processes, using methods such as brainstorming which improves the number 

and range of options considered, and ii) technical interventions to aid the decision 

makers, e.g. Management Information Systems and Decision Support Systems. 

The above review established that there are still many unresolved issues in the 

problem solving literature and, that these issues become even more complex when 

real world problem solving is being considered. The two other major issues which 

complicate the research and need considering are; i) being able to study the problem 

in its own setting, and ii) identifying a problem for exploration. These are discussed in 

the following sections. 

2.3. AN ApPROPRIATE METHODOLOGY 

There has been much debate regarding the question of scientific vs. ecological validity 

(see for example Davies and Logie 1991; Neisser 1976) and in most cases researchers 

have opted for rigour and control over ecological considerations. However, in order 

to achieve an understanding of the organisational context there is a need to steer away 

from the traditional scientific laboratory approach to research. By their very nature, 

laboratory experiments are at best only rough and approximate models of any real life 

situation. Firstly, due to the need to extract only a few of the features of the problem 

to be brought into the laboratory (O'Reilly 1983), hidden or unexpected interactions in 

real life may easily nullify, or even reverse conclusions arrived at in the laboratory. 

Secondly, the effect of controlling extraneous or irrelevant variables in the laboratory 

in order to increase the precision of an experiment, mean that the complexity of the 

situation is reduced. As a result Suchman (1987) argues that this leads to 

decontextualisation and therefore renders it qualitatively different from the real world 

problem. Furthermore the criteria used to select the issues focused on may bias the 
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results. Finally, bringing a real world problem into a laboratory situation will mean 

having to use different methods for presentation, etc. and these again can affect the 

results (for a more detailed discussion see Chapanis 1967). As Chapanis (1967) says, 

"The safest and most honest conclusion to draw from all these considerations is that 

one should generalize with extreme caution the results of a laboratory experiment to 

the solution of practical problems." 

Having decided that the strict scientific approach and the use of a laboratory setting is 

inappropriate for the type of work to be undertaken here, a review of approaches 

follows. The starting point for this review is to look at ethnomethodology, a method 

used by others conducting real world research. Ethnomethodology is a method first 

used in sociological research by Harold Garfinkel (see for example Garfinkel 1967). 

It refers to the way people view themselves in social action, i.e. their structuring 

(methodology) of their ways (ethno-). It is related to other theories which view 

people as being continuously engaged in creating and reaffirming social order. The 

method is concerned with peoples' practices, i.e. how things get done from moment to 

moment. These practices provide the background in which actions are situated 

(Suchman 1987), recognising that "human action is driven by the concrete situation 

that exists at any given moment and is constantly changing" (Bannon 1991). This 

means that researchers who aim to explore human action, i.e. problem solving, should 

be aware of the background in which the actions occur, including the situation, 

culture, management styles, work processes etc. which represent .the ordinary 

behaviour. 

Bannon (1991) takes this idea further to suggest that much research, reported in the 

Human Computer Interaction (HCI) literature, has been based on views which have 

developed with the technology, starting from the early concentration on developing 

computers which could perform the tasks required, with very little focus on people. It 

was then realised that if the technology did not fit with the people there could be 

major problems in its use, and the focus was switched to issues of usability. The 

current focus is that technology has a major effect not only on how work is 

performed, but also on the work environment by way of organisational structure, 

social relationships, etc. Bannon (1991) argues that these views have influenced 

which issues have been explored and tested, and that these theories are addressing 

issues which are only minor, when compared to real issues arising in work situations. 

The recognition of how important the situation is has been echoed in many areas of 

research and therefore for this study to be conducted within the RM, an understanding 

of the situation is vital. 
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There are many problems associated with the need to gain an understanding of the 

processes people undertake to solve a problem, and these are further complicated 

when the aim is also to capture the organisational context in which this occurs. As 

Suchman (1987) notes, "While we can always construct rational accounts of situated 

action before <I!Id after the fact, when action is proceeding smoothly it is essentially 

transparent to us." Therefore if methods were used which only asked people to 

account for their actions then these would be insufficient. In other words, their 

reports would only reflect what they could recollect and were aware of doing, not 

necessarily what they actually did. Ethnomethodology addresses this problem 

through the use of observation in the real world situation. 

The ethnomethodological approach is the overall guiding factor in the research 

undertaken throughout this project. The philosophy is to conduct 'real world' research 

through a number of case studies (using many different data collection methods). 

This will enable an investigation of their aspirations, models and methods to be 

conducted, and to observe what they actually do. The methods employed were 

chosen on the basis of their success in the study of other real world problem solving 

research. Their use was felt to be appropriate due to the limited theory which exists. 

Case studies have been used in many studies to allow existing theory to be built on 

and enhanced (see for example Anderson 1983; Pinfield 1986). There has been, and 

still is, debate on the applicability of case study work to wider situations. For 

example Allport (1942) argues that the findings can only apply to the particular 

situation being reported. A more contemporary view (Denzin 1989), and the view 

adopted here, is that issues which apply universally may be discovered through case 

study work. Much of the work reported throughout this thesis is also conducted 

through the use of interviews (Mintzberg et al. 1976) and document analysis (Chaffee 

1981). Finally action research methods (Manselll991) are used to engage in meetings 

and discussions with the RM in order to allow issues and the direction of further work 

to be developed. 

2.3.1. Problem Identification And Defmition 

It is only with an awareness of the organisation and an understanding of the complex 

issues that are involved in the work processes that real world problem solving can be 

considered within the Royal Mail. The first stage of this research then is to 

understand how the organisation is structured and to look at the processes involved in 

the delivery of mail and the issues that arise, this will then allow areas to be identified 
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which exhibit complex problem solving. To enable this understanding an exploratory 

approach was taken, following the principles of ethnomethodology. 

2.4. THE ROYAL MAIL 

2.4.1. Methodology 

In order to conduct in-depth case studies a number of different data gathering methods 

are necessary. As described in Section 2.3, this is to ensure the data gathered reflects 

the procedures which are actually employed during the revision process, not just what 

people report to have occurred. 

Documents of the procedures will be gathered wherever possible, and it is anticipated 

that these will reflect the explicit procedures employed by the RM. However, the 

ethnomethodological" view suggests that these documents will not necessarily reflect 

the procedures which are actually undertaken. In order to address this a number of 

other data gathering methods will be employed wherever possible. Key players will 

be interviewed to establish a view of the processes· from their perspective. 

Observations will be conducted of the process in action. It would be next to 

impossible to observe the whole process, due to the length of time over which 

decisions are made, instead parts of the process will be selected for study. Other 

documentation will also be collected, for example internal reports relating to the 

decision being undertaken, minutes of meetings relating to the decision and any final 

documentation. 

It is not expected that the data sources will present the same picture of the processes, 

there will undoubtedly be differences in the information obtained from different 

sources. That is not to say there will be a conflict between correct and incorrect 

accounts of the procedures, but instead the differences are likely to reflect different 

perspectives of the decision making process which will together provide the rich 

picture. For example, the documentation is likely to reflect the formal! prescriptive 

view of the processes which should be undertaken, while the observations are likely to 

reflect the real problems involved in applying the formal methods in situ. Part of the 

theoretical work is to identify any inconsistencies and to understand why these might 

exist. The variation in methods used will allow two types of summaries to be drawn; 

i) the RM's findings on the processes which exist and the results obtained using the 

formal descriptions and, ii) the research findings using the informal information 

22 



gained through the observations and interviews. This f OImat will be used in all of the 

case study work reported in this thesis. 

The investigation commenced with meetings and interviews with managers at various 

levels of the organisation, within the Midlands. These included the Director of 

Deliveries, Processing Manager and Delivery Area Manager (DAM) for Leicester and 

background reading on the history of the Royal Mail'. Following the initial 

understanding of the structure and processes involved in the mail circulation system, 

more detailed interviews were conducted with the Delivery Area Manager (Leicester) 

and the Delivery Office Manager (DOM) at Loughborough. Visits were made to two 

DOs, to observe the delivery activities and to interview employees, enabling an 

understanding of the delivery process. A number of meetings were attended, 

organised by the DAM as part of his normal work, and led to introductions to 

members of the Delivery Revision team and later the Delivery Revision Manager 

(Midlands). The revision team holds regular meetings to which an invitation to attend 

was offered and accepted. These meetings and interviews are listed in Appendix A.1. 

The findings of these initial studies are presented as the history of the RM, the 

delivery process and the revision process. 

2.4.2. Royal Mail's History 

The RM is a large national organisational which pioneered the modem postal service. 

The forerunner of today's Royal Mail was a service established in 1516 to carry King 

Henry VIII mail and was for his exclusive use. In 1635 the service was widened to 

cover the cost of carrying the royal mail with the postage paid by the receiver and in 

1660 an Act of Parliament established the General Post Office. In 1840 Rowland Hill 

introduced reforms to calculate the cost of carriage according to weight and shift the 

burden of payment to the sender with the introduction of the stamp (the Penny Black) 

as proof of payment. Within the next 15 years post-boxes were installed at roads ides 

and householders were urged to provide slits in their front doors to save time having 

to knock. In the following years the service grew and the methods for transporting 

mail were enhanced, with the introduction of the Post Offices own fleet of vehicles 2 

and an air mail service. In 1969 the Post Office changed status from a Government 

1 For a more delailed account of the history and development of the RM see (Daunton 1985). 

248 in 1919 compared to 30,000 today 
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Department to a Nationalised Industry. In 1981 the British Telecom Bill split the 

corporation into two Nationalised Industries the Post Office and British Telecom. In 

1986 the Post Office Board restructured the corporation into four businesses; Letters, 

Parcels, Counters and Girobank.3 

2.4.3. The Royal Mail Today 

Today the RM is a public corporation owned, but not managed, by the British 

Government. It receives no subsidy but the funding method limits the amount of 

reinvestment and therefore restricts its modernisation and future growth. Today's RM 

has an annual turnover of over £5,000 million (to year end 30th March 1997)4 

delivering 67 million items of mail a day to the door of the UK's 25 million addresses 

and employs approximately 190,000 people throughout the UK. 

RM faces increasing pressure from both new technology, including telephones, faxes 

and electronic mail, and increased competition from other postal services especially 

from abroad. This was particularly relevant during disputes with the union in the 

summer of 1996 with the Government threatening to take away its monopoly. These 

threats mean that the RM has to concentrate more to keep its competitive edge, to safe 

guard its services and look for new opportunities. Any loss in the amount of mail 

handled could lead to a great reduction in staff, for every 1 % volume lost 1500 jobs 

are at risk. 

The RM deals with the vast majority of letters distributed in the UK, delivering mail 

from post-boxes around the country to their destinations in the UK and abroad. The 

diagram below (Figure 2.4) depicts the mail circulation system which shows the route 

a letter takes from being posted to its final destination. The mail is taken from the 

collection points, e.g. post boxes, to the local sorting office where it is sorted 

according to its destination. The bags of mail for each destination are then 

transported using a complex national transportation system, including aeroplanes, 

trains and lorries, to the delivery office local to the address: The delivery office is 

then responsible for ensuring the mail is sorted and delivered to the customer's front 

door. This stage is known as the delivery process or inward function. 

3Background information can be accessed on the internet at "www.royaImail.co.ukJ". The Royal Mail 

also has its own musewn in London. 

4Figures taken from "The Post Office Report and Accounts". 
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Figure 2.4: The Letter Delivery System. 

THE ROYAL MAIL 
LETIER DEUVERY SYSTEM 

Post letter 

Collection 

Distribution 
(Road, Rail and Air) 

Deliver letter 

It is within the Delivery Function that this research was established. The following 

sections therefore consider the processes associated with the delivery in further detail. 

2.S. THE DELIVERY PROCESS I INWARD FUNCTION: 

The delivery process is at the end of a long chain of processes and events, part of the 

large distributed system,described above and is therefore reactionary, having to meet. 

legislated standards despite events which are beyond its control. The delivery office 

has partnership agreements which state the agreed times that mail will arrive from 

sorting offices around the country. However there are sometimes delays in the arrival 

of mail. Any blips in the system are compounded at the delivery office and must be 

coped with in order to meet set standards of service and quality, e.g. to deliver 90% of 

first class items by the first working day following collection, and to deliver a set % 

of 1st class mail before 9.30 am. 
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The business is organised into 9 Divisions with its Strategic Head Quarters (SHQ) 

based in London. Each division is divided into three main functions: delivery, 

distribution and processing. Within the delivery function (in which this project is 

primarily interested), the management structure is headed by a Director of delivery. 

Beneath the Director are several Area Operations Managers (having responsibilities 

within the delivery function, as well as for distribution and processing functions). 

Each main delivery area (based on county boundaries) within the Division has a 

Delivery Area Manager (DAM), who is responsible for all delivery offices within 

their area. 

Each delivery office is headed by a Delivery Office Manager (DOM) and in all but the 

smallest offices the DOM is assisted by one or more Operations Managers or Postmen 

Higher Grade (PHG). Offices vary considerably in size, from several hundred staff in 

city or town centre offices to just two or three in remote rural districts, and each is 

responsible for a given geographical area. The office is divided into delivery routes 

(walks) which are known by a number, each of which is assigned to a delivery officer. 

Delivery officers can be full or part time staff, if they are part time they will normally 

work only the first of the two daily deliveries. They have settled attendances, i.e. a 

fixed duty which they sign for, which details their walk and other responsibilities. 

The inward function is concerned with the mail from the time it arrives at the delivery 

office until it reaches the customer's front door. It consists of two main phases; 

processes inside the office and the delivery itself. Figure 2.5 below sets out a typical 

duty for a full time postal officer (PO). 

Figure 2.5: A Typical Postal Delivery Officer'S Duty. 

05.40 IPS 

06.10 PREP 

06.20 IPS 

07.00 PREP & Travel to Delivery 

09.30 DEUVERY & Back to Office 

10.15 BREAK 

10.45 IPS 

11.00 PREP & Travel to Delivery 

12.15 DEUVERY & Back to Office 
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The internal phase consists of two phases: 

i) IPS - Inward Process Sortation 

The mail arrives at the office in sacks, is turned out and sorted into the delivery walk 

numbers and deposited in the appropriate slots of a sorting frame. 

ii) PREP- Walk Preparation 

Each postal officer (PO) takes the mail from their IPS slot and sorts it first into streets 

and then into house number within street; this is then banded and pouched (bagged). 

Pouches are weighed, to ensure they are in accordan<;e with the regulated weight 

limits5. 

The second phase starts with the delivery officer travelling from the office to the first 

delivery point. This maybe on foot, bicycle, bus or van depending on the distance that 

has to be travelled. They then walk or cycle around the route delivering the mail to 

each address. The delivery will often include having to knock at addresses to get 

signatures for registered mail and to deliver large packages. If the amount of mail to 

be delivered on a particular walk is more than one pouch (dependent on the weight) 

then a second and even a third pouch may be required. These are deposited at 

strategic points on the walk by a van driver, for the delivery officer to collect. Some 

walks may also include collections from post boxes; these will have a designated 

collection time and cannot be collected before this time. 

Having delivered all the mail and collected any where necessary the postal officer 

returns to the office. If the officer is employed on a full time contract they will have a 

meal break before the process begins again for the second delivery. 

There have been no recent changes to the process or methods of delivery. Certain 

constraints exist which mean that some options for change will not be considered, for 

example the 09.30 delivery standard for first delivery determines that there must be 

two deliveries a day. Other constraints affect the problem, for example currently there 

is no account taken of the amount of mail that will be arriving at the delivery office 

each day. 

5 The amount that any postal officer can carry is stated in the company's health and safety standards. 
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An overwhelming view expressed throughout this stage of the investigation was that 

the delivery process involved a lot of decision making and that the revision process 

for amending walks was a big problem. Therefore, given the objectives of the 

research, the processes involved in Delivery Revisions were examined. 

2.6. DELIVERY REVISION 

Each delivery office is divided into a number of walks that border each other to cover 

the whole . geographical area. They remain fixed, covering the same roads and 

addresses, until a change occurs in the office. Changes may occur for a number of 

reasons. These include the addition or subtraction of addresses through building or 

demolition, increases in the amount of mail to a particular area, leading to an inability 

to meet prescribed standards, or changes to the RM working practices. When a 

change occurs the walks need to be adjusted. Small changes such as a new building 

are incorporated into an existing walk but larger changes, a new housing estate for 

example, may need to be allocated across a number of walks to ensure the deliveries 

still meet the standards required. There are three nationally agreed forms of revisions 

which are outlined below and will be discussed in more detail in the sections that 

follow. 

2.6.1. Table Top 

This method is used where only small adjustments are necessary. The revision will 

normally be conducted by the DOM and delivery office staff and results in a few 

small adjustments to balance the workloads of the delivery officers. For example if a 

new estate were built the increase in deliveries may be too large for the walk they 

naturally fall on and will, therefore, need to be absorbed by a number of surrounding 

walks. This method is also used to enable a quick solution to be reached for larger 

changes. For example the DOM may come to an agreement with the union regarding 

a reduction in office hours. The agreement may be lower than the DOM would 

actually like, but this allows the changes to be put in place without the need fora 

revision team and its associated costs. There would be an additional gain as the union 

would offer little or no opposition. 

2.6.2. Manual Walk Testing (Manual-W) 

When more major changes are necessary the DOM can choose to use the revision 

team. The team will then manually test the walks in the area and make alterations 

where necessary. This is a lengthy process which involves testing every walk in the 
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delivery office area, monitoring the amount of mail through the office and collating 

various other information before alterations are suggested, agreed and then 

implemented .. This process is explained further in Chapter 3. 

2.6.3. Computer Aided Delivery Revision (CADR) 

This is the alternative method for major changes. The revision is performed by the 

revision team and involves the complete re-plotting of walks. It involves measuring 

the length of roads from a map of the area and collating other data from the office. 

This information is then input into the CADR system. The team plots potential routes 

and the computer calculates the preparation and delivery times that each route 

requires. This method and the processes associated with it are discussed further in 

Chapter 3. 

2.7. DELIVERY REVISION IN THE MIDLANDS 

Royal Mail Midlands covers an area of 9,500 square miles and has its headquarters in 

. Birmingham. It handles more than 80 million letters each week and employs 

approximately 20,000 staff to collect, sort and deliver this mail (approximately 11,000 

of these staff are delivery staff). The area contains 125 delivery offices and serves 7.6 

million social and 55,000 business customers6 . 

The Delivery team in the Midlands is headed by the Director of Deliveries .. Working 

for him is the Delivery Revision Manager (DRM). This position has recently been 

created to improve the perception of the delivery revision team and to provide a more 

thorough and standardised approach to revisions ·performed across the Midlands. 

Previously delivery revisions were seen purely as a cost cutting exercise, requested at 

the end of the financial year when budgets were being over-run; instead of a process 

for optimising the office. Beneath the DRM are the team leaders, responsible for their 

own area within the Midlands. Each of the areas has its own revision team of two 

people. The other parties involved are the Delivery Area Manager (DAM) and the 

DOM (See Figure 2.6 below). 

6Figures from the "Royal Mail Midlands Business Plan (1996-1999). 
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Figure 2.6: The Midlands Delivery Revision Team. 
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The revision process is complex and there are many issues and constraints, reported 

throughout the interviews, which need to be considered and adhered to. There is no 

national standard for conducting revisions, although many of the RM standards and 

agreements determine some of the processes necessary. The following sections 

outline a typical process for revisions, within the Midlands. 

2.8. THE REVISION PROCESS 

When a major revision is required the choice of method will normally be decided by 

the DOM and the union representative. The CADR system has been in place for 5-6 . 

years and has only been used twice in the Midlands, both times at the Union's request 

and both with limited success. The system has been used by other divisions and in a 

survey of recent methods used by each Division, it was revealed London had 

conducted all theirs with CADR, the South East and Scotland & Northern Ireland 

divisions had conducted only Manual revisions and the remaining divisions had used 

a combination of methods. The overwhelming feeling expressed by DOMs 

interviewed in the Midlands was that they view the system unfavourably with a 
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general feeling that its use leads to the creation of jobs, which increases the cost of 

running the office. The Manual-W is therefore the usual and preferred method of the 

DOMs. 

Figure 2.7 below shows the revision process used in the Midlands; this is a simplified 

version of the process and is discussed further in the next chapter. The process starts 

with the initiation of the project and will be agreed by the DAM. Next is the data 

collection for each individual walk and for the office as a whole. The terms of 

reference are agreed, which will include standard references and also the specific 

requirements of the office. Once the terms are agreed the planning phase begins. 

New walks are plotted by the planning team and presented to the DOM and CWU for 

negotiation. The new walks are then implemented and a short time later these are 

reviewed7 . 

7 It should be noted that the Midlands Area were at this stage of the research reconsidering the role of 

the planning team and the newly appointed Delivery Revisions Manager had begun 

introducing new methods and standards into the process. 
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Figure 2.7: The Delivery Revision Process 
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2.9. DECISION MAKING AND THE DELIVERY 
PROCESS 

This chaIJter has set the scene for the following chapters, providing background to the 

theory and the organisational setting. The review shows that the area of problem 

solving still contains many unanswered questions. This is even more evident when 

the area of real world complex problem solving is considered, with real doubts raised 

about the transferability of the theories relating to simple problems. Research in this 

area is made more complex by the need to consider the situation in which problem 

solving occurs. The literature demonstrates that most important decisions facing an 

organisation may be described as being closer to non-programmed than programmed, 

and have a considerable degree of ambiguity. Information concerning such problems 

is usually incomplete and a number of individuals and groups are likely to influence 

the decision which may extend over a considerable time period. 
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The exploratory study in the RM demonstrates it is a large organisation facing many 

complex problems. Changes are taking place in its operating environment; new 

competition is emerging and there is a growing threat from new technology. There is 

also additional pressure being exerted from within the RM itself, for example the 

improved national network of mail distribution has altered the postal patterns. All 

these factors mean that the RM has to look for new opportunities to enhance the 

organisation and the service it provides to customers, within an organisation facing 

changes. This is in line with the Garbage Can Model describing the decision process 

as time sensitive and consisting of streams which provide solutions when they 

converge. 

Various issues have arisen from these initial meetings, interviews and observations; 

the delivery function and the revision process in particular are both complex. Poor 

walk design costs the RM in many direct and indirect ways. Failure to meet delivery 

deadlines and increased overtime payments are two examples. Inability to respond to 

new business opportunities is another. Given the size of the RM, small inefficiencies 

in this respect represent large costs over the country. Therefore, relatively small 

. investments can pay themselves back many fold if they produce even modest 

improvements in performance. The RM invests substantial sums of money in the 

area, both in the allocation of staff to revisions and in initiatives such as the Computer 

Aided Delivery Revision system (CADR). The system has cost a great deal of money 

to develop and, on the basis of initial studies, has not been widely used and therefore 

it is doubtful if the investment has been re-paid. In comparison to the high tech. 

innovations which have been I are being introduced in the sorting phase such as 

Integrated Mail Processing (IMP) which will lead to the automatic handling of 90% of 

all mail by the year 2000, there has been very little change in the delivery function 

which remains a highly labour intensive, manual process using the basic methods 

developed decades ago. 

When problems are encountered the goal for solution will often be ill-defined, the 

amount of information that is available is immense and it would be impossible to 

consider all of the options available as the rational model above proposes. This is due 

to the time scales involved and because of the limited cognitive processing 

capabili ties. This is acknowledged in the li terature on problem solving and the 

Bounded Rationality model recognises that people must therefore use some short cuts 

in their decision making. 
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The delivery and revision processes also consist of many issues and constraints; in 

many cases these are unquantifiable and, therefore, balancing them is even more 

complicated. Some of the constraints are real constraints, they are part of the problem 

itself. Others are imposed by the system or the techniques adopted for solution. 

Recognising which of the real constraints must be adhered to and which are flexible is 

an important part of the solution of complex problems. Section 2.2.1.4 describes a 

number of challenges to the IP Model and the biases that people often introduce. 

Given that not all the options and constraints may be considered the problem solver 

will be attempting to satisfice not optimise and although the constraints that the solver 

imposes by this may aid the decision making by easing the cognitive strain it may also 

introduce additional biases. 

Another major influence on the decision making processes within the RM are the 

people involved. The delivery and revision processes consist of, or are influenced by, 

many different people, in many different roles. These people will all have their own 

goals and priorities, as described in the Political Model, and their ability to achieve 

their objectives will affect the eventual outcome. The RM has a history of operating a 

bureaucratic, hierarchical structure. Decisions are often made by managers, far 

removed from the shop floor, and people expect to be told what to do. The opposition 

to these decisions comes from the Communication Workers Union (CWU) which is' 

well established within the RM and still has a lot of influence. 

This initial phase has demonstrated that the RM can provide a very rich setting for 

real world complex problem solving and that the delivery function, and the revision 

process in particular, show promise of containing such complex problems. They are 

therefore worthy of being a vehicle for further study. The next phase is to explore the 

revision process in more detail. Chapter 3 explores the process through a number of 

case studies. These aim to enable the process to be understood and to establish if 

existing theories can be applied or whether new theories might be necessary to 

understand this real world problem solving. 
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CHAPTER THREE: 

AN INVESTIGATION OF 
THE DELIVERY REVISION PROCESSES 



CHAPTER 3: AN INVESTIGATION OF THE 
DELIVERY REVISION PROCESSES 

3.1. INTRODUCTION 

. The previous chapter considered some of the existing theories of problem solving and 

organisational decision making and considered how these might apply to the RM. It 

was established that the RM provides a rich setting in which to study complex real 

world problems and that the revision process appears to be a good vehicle for further 

exploration. This chapter concentrates on the revision process and aims to further 

. investigate the processes involved and the problems encountered. The first section 

outlines the methods used to obtain the data described in this chapter. This is 

followed by two case studies. The first describes a Manual-W revision conducted at 

Hinckley, Leicestershire; the second describes the process and problems associated 

with the use of the CADR system. These processes are then reviewed in light of the 

theories described in Chapter 2. The final section discusses the issues that are raised 

by the case studies. 

3.2. HlNCKLEY CASE STUDY 

3.2.1. Methodology 

The methods used throughout this case study are in line wi th the ethnomethodological 

methods described earlier (see Section 2.4.1) and a number of data collection methods 

were employed. 

Following a number of interviews and meetings, an opportunity arose for a case study 

to be undertaken of a revision being conducted at the HinckJey Delivery Office. 

Agreement was obtained from the Revision team and Delivery Office Manager to 

conduct a study. The formal documentation of the procedures was limited, 

particularly in the early stages, but a manual was being developed by the division and 

became available during the revision. Even then some aspects of the process received . 

limited attention and little guidance was provided, this was particularly true of the 

plotting stage. 

Initially a number of meetings were attended at the Delivery Office with the DOM 

and Planner, explaining the background to the revision and the reasons it had been 

requested. The researcher then spent a day shadowing one of the data gatherers. This 
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included attending the Delivery Office at 6am in order to observe the internal office 

procedures, before being assigned a bicycle and following a walk tester, as he 

followed the postman on delivery. Meetings were attended (e.g. to establish the terms 

of reference) and any documentation produced by the revision team was collated. 

Throughout the process the revision team was visited at the DO, where the revision 

team had set up office on the pool table in the staff room. This enabled the 

procedures employed to be observed and also allowed questioning of the team. 

Regular contact was maintained with the planner, via the telephone, to check on the 

team's progress and to establish when new stages of the revision had been reached and 

enabled the subsequent visits to be planned (see Appendix A.I for a list of visits). 

3.2.2. Background To The Revision 

The last revision to take place at Hinckley was approximately 3 years prior to this 

one. This is a relatively short period between revisions, as they can often be more 

than a decade apart. The appointment of a new Delivery Office Manager (DOM), 

with prior revision experience, has been influential in this process and he had 

highlighted areas which could lead to improvements in the office's performance. 

Since the last revision there had been a number of amendments within the office to 

create and adjust walks, due to changes in the area mainly new housing developments. 

These had been table-top revisions implemented by the Delivery Office Manager and 

staff within the office. The outcome of all of these minor changes was the existence 

of many messy walks which cross each othep3 and were now full to capacity. Any 

further changes were impossible to absorb. 

There were a number of factors which highlighted the need for a revision. The office 

was having difficulty meeting the 09.30 delivery time. This was considered to be a 

result of internal office problems i.e. the time taken to prepare the mail and not 

because of the actual time taken to deliver. There had been a fall in the quality of 

service given to industrial areas, attributable to the early morning van deliveries, and a 

number of complaints had arisen. The final major factor, and one which is being 

experienced throughout the RM, concerned the 2nd delivery. With more efficient 

means of transferring mail around the country and an increasing amount of 

8 There is a general feeling that walks which cross each other are not optimal. They call for extra time 

on the delivery and they look untidy. 
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automation within the system, the mail was arriving at the Delivery Office earlier. 

These changes had led to a drastic reduction in the amount of mail for second delivery 

(See Figures 3.1 and 3.2 below) and a staff imbalance had resulted. The office as a 

whole therefore needed to be considered, i.e. both internal and external procedures 

and both 1st and 2nd deliveries. 

The Delivery Office is a medium/large office consisting of 60 staff and.41 delivery 

rounds, 5 of which are part-time duties. The area it covers is mainly town centre 

walks, with only two walks being classified as rural. This is slightly unusual for the 

Midlands where the ratio of town centre: rural walks is usually lower. 

3.2.3. Initiation 

An annual meeting takes place between the Director of Deliveries (DD), the Major 

Pioject Productivity Manager (MPPM) and the Delivery Area Managers (DAM) 10 

decide which offices in the Division will be revised throughout the coming financial 

year. Prior to the meeting the offices will have been assessed by the DAM, using 

figures supplied by the DOM through the daily and weekly reporting procedures. For 

example, the DOM submits a daily report of late deliveries detailing when a postal 

officer has left or returned to the office later than the specified time. Other 

information details the weekly and monthly performance of the office, e.g. the amount 

of overtime, volume of mail, etc .. These figures are then fed into the office's Effective 

Performance (EP9) measure which is available to the DOM, DAM and Director. Any 

offices which are not meeting the specified budgetary or customer satisfaction 

requirements are highlighted. 

9 A Delivery Productivity Measurement Syst~ (DPMS) was introduced into the RM in 1990. It aimed 

to produce office statistics which could be used to measure performance and allow offices to 

be compared. Two figures are calculated for each office 1) The Optimum Performance (OP) 
, . 

which represents the best rate at which the office could perform, i.e. based on best practice 

standards. 2) The Fffective Performance (BP) calculation allows for the peculiarities of each 

office and is lower than the OP. The aim of each office should be to minimise the gap between 

the two figures. 
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Previously mail arriving at a Delivery Office during any particular day had been split with a ratio of 
60% for ftrst delivery and 40 % for second delivery. 

-Cl . 
Cl 
Z 

100000 

80000 

60000 

40000 

20000 

0 
c:: 
0 
L: 

·c .., 
Cl) ...... ~ 

Figure 3.2: Current Split of Mail 
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With more efficient transportation and processing methods the percentage of mail for ftrst and second 
deliveries was now 97 % for ftrst deliveries and 3% for second deliveries. 
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The DAM then considers the Area as a whole, identifying offices which are 

performing poorly. These are the offices that will be highlighted at the annual 

meeting and given priority when assessing measures for improving performance. 

A business plan is then drawn up by the DAM and the Director of Deliveries for the 

entire Division for the following year. Previously the business plan aimed at making 

a percentage saving in offices but this has been altered to consider the offices' EP 

figures, aiming 10 have all offices operating at their optimal levels. 

The business plan is then presented to the DOM by the DAM, and the effects on the 

particular office will be discussed. The DOM and DAM can debate the need for a 

revision, although in theory they should have no differences of opinion as the process 

is data driven. The decision is based on figures which are available 10 him/her and 

which are used throughout the Area and are comparable between offices. In practice 

there may be situations where there are differences of opinion. For example a DOM 

may request a revision when he/she can see additional savings might be made in their 

office; however the DAM will take a view on which offices are a priority and if the 

office's budget and the 09.30 target performance are acceptable the DAM may oppose 

the request, because there is an overall limited budget. Alternatively a DAM may 

view an office as performing below its optimum and may see it as a top priority for 

the Area, but the DOM may oppose a revision. This situation could arise where the 

DOM knows that the staff will not support a revision and it could make the day to day 

running of the office very difficult. In the extreme this could result in industrial 

action. The threat of industrial action may also influence decisions taken at higher 

levels, although eventually the balance between costs and benefits will be such that a 

revision has to be performed. There may, of course, be a situation where DOMs raise 

opposition because they do not want their office procedures to come under scrutiny. 

DOMs will have to agree to a revision before the process can move on and will rarely 

stand in the way of a revision as they would be putting their job in jeopardy. 

3.2.3.1. Initiation at Hinckley 

The initiation process at HinckIey did not follow the usual procedure and was 

proposed by the new DOM. The DOM felt that the office could be improved and this 

feeling was reflected by the staff in the office. A number of areaS were in need of 

improvement, described above, and this meant that a full revision was necessary to 

consider the office as a whole. 
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The DOM highlighted the problems of low EP figures and unsatisfactory budgetary 

performance to the DAM, and the need for a revision was agreed. The DAM then

presented the case for Hinckley to the Director Delivery (Midlands). Once it was 

agreed at this level it followed the usual procedure for a revision, and was presented 

to the Major Project Productivity Manager (MPPM) who is responsible for the 

Divisional Planning and Revision team and delegates work to the appropriate Area 

Delivery Revisions Manager (ADRM). 

The MPPM sent a representative to the HinckJey DO (the Delivery Revisions 

Manager for Leicester) to conduct a preliminary assessment. The outcome supported 

the DOM's view that a revision was necessary and the Union (at Area representative 

level) was informed that the revision would be taking place. 

3.2.3.2. Budget For Revision 

The funding for a revision comes from the Area budget. The figures are passed onto 

the DO, but as a recognised and accepted cost and should not be detrimental to the 

offices performance for the year. 

3.2.3.3. The Revision Method To Be Used 

Once the need for a revision is identified and agreed, the next step is to decide the 

method to be used. As major changes were identified by the DRM and the MPPM 

across the DO a full revision was necessary, as opposed to the Table-top method used 

for minor adjustments. The method to be employed is normally decided by the DOM, 

the MPPM and the Union. In the Midlands the preferred method is the Manual-W. 

The CADR system has only been used twice in the past and was not considered a 

success by the team, and is therefore no longer considered an option. 

3.2.3.4. Composition Of The Revision Team 

The revision team at Hinckley consisted of the Delivery Revision Manager (DRM) 

from the revision team at Leicester, provided by and reporting to the MPPM, through 

the team leader. The revisions manager oversees the process and often multi-tasks 

across several revisions. The remainder of the team was decided by the MPPM, 

DAM, DOM and DRM. At Hinckley the other team member was the assistant DOM 

at Hinckley, chosen for his local knowledge. He had fourteen years experience in the 

Hinckley office and was involved from the planning and plotting phase. 
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The team worked closely with the DOM, and at his request they operated an open

door policy to the revision. Access to the revision room was allowed to all members 

of the Delivery Office and the team were willing to answer any questions that the staff 

had. There was also a weekly progress meeting of the revision team, DOM, the 

Union representative and five other staff members, representing a cross section of the 

Delivery Office. 

3.2.4. The Project Process 

Once the revision team has been decided the project process can begin. The flowchart 

below (see Figure 3.3) shows the processes involved in the revision. Each of the 

processes are explained in the following sections along with their specific application 

at HinckleylO. 

Figure 33: The Revision Project Process flowchart. 
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l~e order in which the stages were conducted at Hinckley, varied from that proposed in the 

flowchart as the planning manager (a new position created in the Midlands 12 months prior to 

this revision) was undertaking a review of procedures. The aim was to standardise the 

processes and introduce best practice for the team. The changes were still ongoing and new 

forms and procedures were introduced throughout the revision. 
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3.2.4.1. Stakeholders Analysis 

The first stage requires the revision team and DOM to consider which other people 

and systems may be affected by changes in the DO. The people and the reasons why 

they may need to be contacted are listed on a Stakeholders Analysis Form (see 

Appendix B.l). The team must decide who should be contacted and at what stage of 

the revision. 

3.2.4.2. Communication Package 

Once the appropriate people and timings have been established consideration is given 

to the method of communication, i.e. a letter to / or a meeting with an appropriate 

representative of the stakeholder group. The communication contains the reasons for 

the revision, the envisaged time scales and also states that stakeholders opinions are 

welcomed. 

3.2.5. Manual Walk Testing 

The next phase, at Hinckley, was to collect the necessary data pertaining to the current 

office performance. The whole of the Delivery Office was tested over a 3 week 

period. This involved every PO being monitored for a day, whilst carrying out their 

normal duties. The testing was conducted by a team of testers under the DRM's . 

supervision. The walk testers were from offices within the Leicestershire Area but 

from outside the Hinckley 0011, to ensure they had no preconceived ideas of what the 

problems/solutions were. 

3.2.5.1. Testing A Duty 

During the week in which the PO is tested, they are required to complete a 'self

analysis sheet' every day, excluding the actual day of the test. These sheets contain 

information about the amount of items to be delivered each day; the time taken to 

prepare the mail; the actual time they left the office, the time they arrived at the first 

and last call, aiJd the time they returned to office (See Appendix B.2: "Walk Analysis 

and Traffic Form"). 

11 The positions were secondments, some of which meant temporary promotion and could indicate the 

chance of future promotion. This should ensure their performance is good. 
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The day before their duty is tested the PO is given notification of the test. The 

document includes the phrase "Please attend as per P318". This is the duty sheet 

which lists the tasks each officer is to perform and the times for each (See Appendix 

B.3: Form "P318"). It also requires the PO to abide by the RM rules which specify, 

among others things, that they must not take short cuts. 

3.2.5.2. Testing Inside The Office 

The tester observes the PO for a whole day. This begins by monitoring the tasks 

conducted inside the office. They record the time taken on each task, including IPS 

sortation and Preparation of mail (described in Section 2.4). The mail is then put into 

pouches, again in the order it will be delivered, weighed and any extra pouches 

required (in excess of the weight limits) are left at the office. These are referred to as 

2nd pouches and will be collected by the PO once they have completed their first 

pouch, either from the DO if the walk is close to the office, or alternatively a van will 

deliver the pouch to a predetermined collection point on the route 12. Prior to 

departing the tester records the names of streets, from the sorting frame, the house 

numbers in each section and the number of letters to be delivered to each section is 

counted (See Appendix B.4). 

3.2.5.3. Testing Outside The Office 

The tester records the time the PO leaves the office and follows them on their 

delivery. They record the time the first letter is delivered, the order in which the 

sections are visited and how each section was walked. There are a number of 

recognised methods for walking a section. These depend on the layout of the 

buildings and the type of road. For example on a road with little motor traffic and 

terrace houses the preferred method is to 'zig-zag' the road, whereas a main road, 

with lots of traffic, would be walked 'up and back' (See Figure 3.4). 

12 2nd pouch drops are traditionally at an appropriate shop or residence, the owner being paid a fee for their 

service. Occasionally more informal procedures are in place and a pouch is left behind a suitable hedge 

where no secure premises are available at a suitable location. Royal Mail has now intrcxluced a number 

of 2nd pouch boxes which overcome this problem, which are either attached to existing post-boxes or 

can be standalone boxes. 
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Figure 3.4: Two Methods for Walking a Street. 
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The number of calls made and the time spans for each section are recorded. An 

additional note is made of the number of houses with only mailsort3 13 items. Any 

other activities are noted and timed. These might include the collection of an 

additional pouch and!or the collection of mail from a post-box .. 

The 'Additional notes' section is used to record information which will be useful for 

the later plotting phase. Examples include whether there might be a better means of 

travel to the start of the walk and whether the method of walking the section is 

appropriate; e.g. zig-zagging a road which has a lot of traffic should obviously be 

avoided for the safety of the PO. Geographical information is also entered concerning 

the length of paths and any roads with steep gradients. Any calls the PO had to make 

to deliver an item which will not fit through a letter box, to obtain a signature for a 

recorded delivery item, or to leave a card informing the customer that a package 

awaits their collection if no one is at home are all noted. Once all the mail has been 

delivered and any collections made, the Tester notes the time of the last letter and 

their time of arrival back at the DO. 

The tester can warn the PO, during the test, if they consider the PO is walking or 

cycling too slowly and, can abort the test if they feel the PO is still, after a warning, 

not working at a normal! acceptable pacel4. 

13 Mailsort3 items do not have to be delivered on a specific day. there is a span during which they have 

to be delivered and the items are fed into the walks on lighter days. 

14 Note there are no agreed standard walk times. This is judged by the tester. 
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3.2.5.4. After The Test 

The infonnation collected is transferred to the test fonns P302: Examination of 

Preparation for Delivery (Appendix B.5) and P947: Test of Delivery and Collection 

(Appendix B.6). 

The P302 highlights the differences between scheduled and actual time taken to 

prepare the mail. A break down is given of tasks perfonned, time taken and time 

spent on other tasks. The preparation rate is then calculated: 

Total items 
Prep rate = Total minutes = X items per minute 

The P947 highlights differences between scheduled and actual times taken for the 

delivery and breaks down the delivery route into the sections in which it was 

delivered. The time taken, number of letters delivered and additional remarks are 

recorded. 

The final task of the tester is to colour in, on a large scale map, the roads which were 

on the walk tested. The walks, in different colours, eventually build up to ensure that 

no roads have been overlooked and provide a comprehensive picture of the existing 

walks. 

This process is carried out for every duty, for both first and second deliveries. 

3.2.5.5. Agree Test Papers 

When the test papers have been completed they are shown to the respective PO who 

has the opportunity to make comments on the infonnation recorded on the sheets, and 

signs to say that the test was fair. Notes will be made of exceptional circumstances, 

for example, the person on the walk was not the nonnal PO through illness. 

3.2.6. Terms Of Reference 

Once all the walks had been tested, and the infonnation collated, the next phase of the 

revision was to agree the 'Tenns of Reference'. These represent the major objectives 

of the revision and how they will be achieved. They are drawn up by the DOM and 

the DRM after discussion, and are then presented to the Union for agreement. 
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The Terms of Reference include fixed terms which apply to all DOs (Appendix B.7); 

for example first deliveries to be completed by 09.30, and also terms which are 

specific to the DO under revision (Appendix B.8), for example future building 

developments in the area or changing procedures in the office. 

One of the most important of the fixed terms is the Prep ratesl5. At Hincldey rates of 

7.75 items per minute for residential walks and 9.00 items per minute for firms and 

shops were agreedl6. There is a push in the Midlands to have rates which vary 

according to the ratio of residential: firms mail on each walk; however this was not 

considered appropriate at Hincldey as the walks were mainly residential OR firms not 

a combination of the two. It was felt that giving a few of the duties different 

preparation rates might cause conflict among the staff. See Appendix 8.9 for the 

terms agreed at Hincldey. 

Also included in the Hinckley revision is the Automated Processing Centre (APC) 

Agreement!? This allows for an eventual loss of 117 hours due to the new automated 

. sorting procedures. The agreement allows for a gradual decline in the amount of 

. hours needed to sort in line with the predicted increase in APC sorting. Temporary 

measures will be put in place if the APC is not operating as predicted. 

3.2.6.1. Time Tabling 

Once the preparation rates and terms of reference had been agreed a schedule was 

drawn up for the remainder of the revision process. Figure 3.5 below is the agreed 

timetable for the revision at Hincldey. 

15 There are industrial standards for preparation rates that vary according to the type of preparation fittings that are 

used, these are not however used as a national standard and each revision agrees its own rates. 

16 The actual rates at Hinckley ranged from 6 to 11 with an average of 9 items per minute. 

17Signed in 1994. 
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Figure 3.5: Timetable For Hincldey. 

• Planning and Plotting 
- approx. 12 weeks 

• Produce P318, P760 proposals 
- approx. 4 weeks 

• Agree proposals with the OOM, DAM and CWU 
- approx. 6 weeks 

• Produce labels etc. for sorting the new routes 
- approx. 4 weeks 

• Planned to end September 1995 

The project specification and Gantt chart are then drawn up (Appendix B.IO). These 

are used to highlight the major stages involved in the project. The forms force the 

planner to consider the time scales for each of the stages involved and the staffing that 

will be required, in order to meet the desired dates. The Gantt chart also enables the 

planner to consider which of the stages are able to run in parallel and which are 

prerequisites for later stages. The forms are then be used to monitor the projects 

progress. 

3.2.7. Collation Of Information 

The Manual-W testing provides information about the specific walks in an office. 

Additional information concerning the Delivery Office as a whole is also needed. 

Current base data is collated from various systems and reports within the office with 

regard to:-

• Staffing levels - identifying the number of each grade of staff in the office, 

whether the duties are full or part time, and the type of duties. All of this 

information is available from Professional Delivery Information System 

(PRODIS) or from the P318s. 

• Hours - the total hours for the office are available from 3 different systems. In 

theory these systems should contain the same val ues, however often this is not the 

case. Where the figures conflict, the project manager checks the systems are up·to 

date. 

• Average pressure for last six months - these are the overtime figures for the office. 

• Traffic Averages for last 6 months. 

• Quality of Service Score. 

• A verage Effective Performance. 

47 



3.2.8. Planning And Plotting 

The methods to be used during this stage of the revision process are not specified. 

The only advice given to the planner is to walk the existing routes in their head, using 

the test sheet data, and to then plot the walks with the aid of a member of staff with 

local knowledge, i.e. at Hinckley the Assistant DOM. 

3.2.8.1. Calculations From The Test Sheets:-

The team calculates the total time taken for each delivery, i.e. from the time of leaving 

the office to the time of return. These times, for each walk, are compared to the 

scheduled times (detailed on form '318') to determine the amount over I under the 

delivery time (see Appendix B.ll). 

For each street, times are calculated to deliver the 1st and 2nd deliveries. The amount 

of items per street is then calculated for 1st and 2nd deliveries. A list is drawn up of 

the postcodes for each street, and streets which contain postcode splitsl8 are 

highlighted. Postcode information has become increasingly important due to the 

introduction of new technology. For example the APes sort and distribute mail for 

the DOs according to pre-programmed postcode information. The revision must 

therefore ensure that postcodes are not split across walks, as the sorting machines 

cannot accommodate this. 

3.2.8.2. Plotting 

In order to plot the walks the process was split into first, second and van deliveries, 

and then into two areas Hinckley and Burbage (see Appendix B.12), which are 

geographical I y separated by a rail way line. The case study concentrates on the routes 

which are walked or cycled, not van deliveries. 

First Deliveries: First Attempt 

The revision team was aiining for 140 - 150 minutes maximum delivery time, with the 

aim that all staff would leave the Delivery Office by 06.45 and finish their first 

18 In general a postcode relates to one entire street. larger streets do sometimes. however. contain more 

than one postcode. 
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deliveries by 09.3019. This included an extra time allowance for travelling to and 

from the first and last delivery points. 

The new walks were then plotted and marked onto a map. There were many 

constraints and considerations which affected the outcome of the plotting phase. The 

main constraints were time, keeping postcodes together and avoiding routes crossing 

each other. Other considerations were to incorporate an allowance for the growth of 

two on-going developments in the Hinckley area. The walks incorporating the new 

. developments were devised as part-time duties which could expand as the houses 

were -built and occupied. Also all internal office work, such as bag emptying was to 

be incorporated into the new duties. A final consideration was _ to re-allocate van 

drivers' duties, to take walks off the drivers and instead re-assign them to support 

walks. 

The revision team's first attempt was a blind attempt at plotting walks using only a 

map. Areas thought to be a suitable size for a delivery were marked in different 

colours, working from the Delivery Office outward to the edge of the town. A street 

is used as the basic unit for the devising of walks except where there are postcode 

splits, and then the postcodes become the base unit. 

Once all the new walks were plotted on the map, the following calculations were 

performed: 

• For each of the new walks plotted on the map the delivery times for each road, 

taken from the test papers (Form P947), were summed to produce the total 

delivery time for each route. The number of items for each road was also totalled 

to give the total for each route (Figure 3.6). 

19 These are in accordance with organisational standards. 
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Figure 3.6: Example of Calculations of Time and Items Per Route. 

ROAD NAME TIME ITEMS 

Apple Road al bl 

Orange Crescent a2 b2 

Pear Road a3 b3 

etc. etc. etc. 

etc. etc. etc. 

TOTAL A B 

• From the total number of items, the IPS time was calculated using the agreed 

Prep. rates. 

Figure 3.7: Example of the Calculation of IPS Time. 

Prep time _ No. itemsl Prep rate 

=24617.75 

=31.74 

• These calculations allow the revision team to work backwards from the 09.30 

finish time to the time the officer would have to leave the office. They then 

determined ihe time the PO would have to begin preparation in order to leave the 

office at 06.4520 (see Figure 3.8). 

20 All of the calculations regarding these timings are performed using pen and paper and are altered by 

band when further attempts are made to alter the walks. 
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Figure 3.8: Example of the Calculation of Timings to Start Prep. and Leave the Delivery Office. 

Finish time = 0930 

Less delivery time = 135 minntes 

Less travelling time = 30 minntes 

= LEAVE OFFICE AT 06.45 

Less preparation time = 32 minutes 

= BEGIN PREP AT 06.13 

Second Attempt 

The walks resulting from the first attempt were used as the basis for the second 

attempt. The walks were adjusted according to the time taken; where !he walks were 

below the 140-150 minutes delivery span, o!her roads were added. Where they were 

above the required delivery time, roads were taken off and allocated to other duties. 

The times for each delivery were recalculated, including the IPS times, to ensure that 

!he new walks were capable of being prepared in time for a 06.45 departure. This fine 

tuning continued until all the walks were acceptable. The resulting routes meant an 

increase of 5 duties for 1st deliveries. 

Second Deliveries: First Attempt 

Plotting of the second delivery walks began wi!h the town centre walks, these walks 

were plotted as they were for !he first delivery. They included many banks and shops 

which have to be delivered after 09.30, i.e. when they are open. The times for these 

second deliveries were therefore similar to those of !he first. The remaining walks 

were initially plotted using the same method and resulted in the plotting of 24 duties. 

This first solution was quickly deemed unacceptable for a number of reasons. Firstly 

it would result in a ratio of 3: 1 (Ist : 2nd deliveries) and require that 17 duties become 

part-time. This would be unacceptable to !he Unions as there is a 'no compulsory 

redundancy' policy throughout RM, and also an agreement that jobs cannot be 

reduced from full to part time. Secondly, al!hough!he calculated delivery times were 

acceptable, the actual distances !hat each Delivery Officer would have to travel would 

be unacceptable. Finally should the mail arrive late into the Delivery Office on any 

particular day, with the reduction in staffing levels the office would be unable to cope. 
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Second Deliveries: Second Attempt 

The results of the first attempt were abandoned and a new approach was adopted with 

the aim of increasing the number of duties to a workable level21 . The walks were then 

re-plotted geographically, with the aim of making the deliveries plotted on the map 

rectangular. 

This resulted in 30 walks for the second delivery. This meant a surplus of 4 staff for 

second delivery who could be employed on tasks inside the office. Eventually these 

would be eliminated through natural wastage and the staff replaced by Associate 

Grades (part-time positions): 

3.2.8.3. The Effects Of The Changes 

The major changes resulting from the revision were to increase the number of first 

deliveries and decrease the number of second deliveries. The number of full time 

duties were reduced (however the 'no compulsory redundancy' policy meant that no 

one would actually lose their job), and the overall result was an increase in the total 

hours in the office. It also adjusted walks to incorporate hours that had previously 

been worked as overtime into normal duties, and most of the duties started earlier 

each morning (See Appendix 8.13: Changes at Hinckley). 

A comparison was prepared showing the predicted weekly figures, in both hours and 

cash terms for pre- and post-revision (see Appendix 8.14: Hours and Cash Costings). 

These show a predicted weekly cash saving of approximately £1,500 and a saving in 

hours of approximately 100. The forecast cash saving to the office was approximately 

£75,000 p.a., although costs such as carrying the surplus four full time staff needed to 

be deducted (approx. £48,000 p.a.). 

One further, and important effect the revision process had, was on the DPMS system. 

The DRM, as part of the communication package, had agreed lines of communication 

for notifying the DPMS team of any changes in the office. As part of this agreement 

the team is contacted and a "what if " scenario is run, using the new figures to see the 

effects on the Effective Performance for the office. 

21 This point was raised with, and the solution was agreed by, the DAM. 
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The DPMS team, after conducting the "what if " trial, did not predict any significant 

changes in the office EP as the revision teams main intention was to change the office 

overtime into normal duty hours. These hours are still going into the office, therefore 

operationally they do not effect the EP. 

3.2.8.4. Final Product 

The final products were two maps plotting all the walks (and driving duties), for first 

and second deliveries respectively. The details of each duty were entered on the P318 

forms, including starting time, time on prep, time.ondelivery, meal breaks and any 

additional duties. For each walk an individual map was also produced highlighting all 

the roads on the duty, these maps were cut out and marked with highlighter pens. 

The preliminary proposal of the effects on the duties was also compiled along with the 

projected ffgures for the office, discussed above. 

3.2.9. Agreement and Negotiation 

3.2.9.1. Acceptance By The DOM 

Once the final version of walks for all deliveries had been formalised the proposals 

were presented to and agreed by the DOM. This presentation includes a brief 

background to the office, the reasons for the revision, a summary of the costs and 

savings (in hours and cash terms) and a summary of the benefits and drawbacks. At 

Hinckley the close relationship between the DOM and revision team meant this was a 

mere formality as he had been aware of the proposed changes throughout the revision. 

3.2.9.2. Presentation To The DAM 

The next step was to gain the consent of the DAM for the proposed changes. The 

process involved a presentation given to the DAM by the team leader and the DOM, 

using a similar format to that described above. There is a strong move towards the 

DOM taking ownership of the revision results and for this reason they are involved in 

the presentation. Again at Hinckley the DAM was aware of the progress of the 

revision, with the presentation containing no surprises the acceptance was again a 

formality. 
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3.2.9.3. Presentation To The Union 

The proposals were presented to the DO staff by the DOM and the DRM. This 

resulted in a list of questions being compiled by the staff, addressing their major 

concerns (see Appendix B.15). These were promptly responded to by the revision 

team. The proposals were then formally presented to the local Union representative, 

who took them away to the Delivery Office staff for consideration. 

3.2.9.4. Negotiation With Union 

There is an organisational wide agreement, The Industrial-Relations Framework (lR 

Framework), stipulating the time frame allowed for negotiation. Specific time scales 

for the Hinckley revision are also detailed in Appendix A of the Terms of Reference 

(see Appendix 8.9). The DOM allowed one week for the Union to either approve the 

proposals or to present counter proposals. 

At Hinckley all the members were balloted anonymously on a basic acceptance of the 

proposals using a ''YES/NO'' vote. This is not the usual method22. The result was: 

35 YES 

13 NO 

3 ABSTAINED 

1 SPOILT PAPER 

The Union representative formally accepted the proposals and the revision agreement 

was signed (See Appendix B.16). 

The process at Hinckley was considered to be a lot smoother than many revisions. 

The reason for this was generally felt to be because of the open door policy operated, 

allowing the staff access to all processes and progress throughout the revision. This 

allowed members of staff to raise objections and put forward suggestions as problems 

became apparent, giving them the feeling of involvement in the process. 

Had the staff rejected the proposals they would have been required to present their 

own counter proposals. Negotiations would then have been entered into at Delivery 

22 Nonnally the staff would hold disc~sions among themselves, and their only response would be via 

the local CWU representative. 
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Office level, i.e. between the DOM (with the DRM supporting) and the local Union 

representative. The IR Framework allows four weeks for the negotiations to be 

resolved at local level and if there is still no agreement at the end of this time the 

negotiations move up to Area level. The DAM and Area CWU representative then 

enter into negotiations until an agreement is reached. The Delivery Director may 

have some input at this level in order to resolve any dispute as quickly as possible. 

3.2.10. Implementation 

3.2.10.1. Re-Sign 

Once the revision had been agreed the preparations for implementation began. This 

started with a 're-sign'. The office was given two lists, one containing the names of 

the POs in order of seniority, i.e. length of service, and a list of the new duty codes. 

The POs then chose and signed for the duty they wished to undertake, in order of 

seniority. Arrangements were made so that any PO who was sick or on leave could 

choose their preferred duty in the correct order. The 're-sign' took four days to 

complete. 

The POs were then given a form laid out in accordance with the Prep fi ttings, and 

asked to fill in the boxes in the order in which the duty would be walked. This was 

decided by the POs own familiarity with the roads on the walk, or through speaking to 

another PO who had the familiarity necessary. From the information provided the 

revision team determined the start and finish of the route and the direction it would be 

walked: The POs also advised on a suitable position for a second pouch drop; 

wherever possible existing drops were used, because of the cost of new boxes and the 

problem of obtaining council planning permission for street furniture. 

Once the re-sign had taken place the implementation was planned for 20/11195, two 

months behind schedule. This was however extremely close to Christmas, the busiest 

time of year, which has a vast impact of the amount of traffic through the office, and it 

was recognised that any delay would mean postponing implementation until January. 

3.2.10.2. Prerequisites For Implementation: 

The effect of the revision on the PO's walks is the final consequence of the revision 

but the changes affect a number of other processes and systems, and there are 

therefore a number of prerequisites to the implementation. The RM always strives to 
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keep its customers happy and therefore aims to keep to a minimum the effect of a 

revision on customers delivery times. Any large users who would be adversely 

affected by the new routes were notified. Where there were objections the DO either 

altered the walks, if this was thought to be appropriate, or the customer was advised 

of the 'Timed Delivery' service; for a fee the customer can have their mail delivered at 

a designated time each day. 

The effects on other processes need to be considered and people in other departments 

need to be informed of changes to walks. For example the Automated Processing 

Centre (A PC) which sorts mail by postcode needed to be updated. Other systems 

also use information about hours in the office and time spent on various procedures to 

calculate the office performance figures and again these needed amending. 

The internal office procedures also need to be considered. At Hinckley additional 

duties were created and therefore additional frames were needed for sorting these new 

walks. The Hincldey office was already short on space and the sorting problems were 

overcome by having reversible strips on the frames, enabling them to be used for 

different sorting purposes. New strips had to be produced for all the frames showing 

the new sorting sequences. 

Additional transportation needs were identified. At Hinckley this meant an extra 8 

bicycles needed to be ordered. New staff had to be recruited and these and existing 

. staff had to be trained for redeployment. 

3.2.10.3. Problems 

The implementation was delayed due to problems in recruiting staff and problems 

obtaining bicycles and fittings in time for the November implementation. As this was 

the peak Christmas time the date for implementation was put back until 15/01196. 
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3.2.10.4. Change-Over 

The DOM, revision team and staff changed the rods with the sorting labels, 

re-direction cards23 and the Postman Higher Grade (PHG) locker24 between the end of 

the Saturday delivery and the arrival of mail on Monday. The office was therefore 

ready to operate according to the new duties and walks on Monday morning. 

3.2.11. Post-Implementation Review 

The post-implementation review was conducted for 12 weeks following 

implementation. The first two weeks were considered a settling in period. The DOM 

and DRM assisted the staff in adjusting to the chang~s, monitoring the sorting and 

deliveries, staff performance and the office as a whole. The major impact of any 

revision is on the sorting procedures, the POs have to learn which roads are associated 

with which walks and also the order the roads are within their walk. At Hinckley the 

walks were previously known by a number and a name (the main road associated with 

the walk) and POs had asked for the names to be put on the sorting frames as well as 

the numbers. However, this led to an increase in the amount of mis-sorts where the 

new walk names were the same as. an old walk. The POs were sorting to the old 

order. 

The monitoring was affected by an unusually high volume of mail with Thursday of 

the first week containing the highest volume of traffic for a year, including a high 

level of bills and Mailsort3 items. The settling in period was therefore extended to 

five weeks. There were also ongoing problems with the dispatch of mail from the 

APC, the mail was arriving at the DO late and having knock on effects on the 

remainder of the days operations. 

The major factor used to monitor the new walks was the time that POs took to 

complete their delivery, particularly those who were late finishing. Where walks were 

consistently late the revision team were called in to test the PO on delivery and where 

it was felt necessary, the walks were altered. There were however a few walks which 

23 These cards are placed on the sorting frames and contain information about changes in address. 

These will have been notified by the customer with a request for mail to be forwarded. 

24 The locker is used for valuable and recorded items. 
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were arriving back late, and when tested proved the PO was exceptionally slow at 

sorting. It was felt they were not working at an acceptable rate and were told this 

informally. POs were also encouraged to comment on their walks and a number of 

small changes were made where problems were reported. Customer complaints also 

indicate where there are problems but in this case there were few instances of 

complaint 

The DO's Effective Performance was relatively unaffected by the revision (See 

Appendix B.17: DPMS Summaries) and remained fairly low. This should have been 

one of the areas the revision team aimed to improve. However, the results were as 

predicted by the DPMS tearn due to the reasoning described in Section 3.2.8.3. 

3.2.12. Summary Of Research Findings' 

As expected the different sources used for data collection have provided a rich picture 

of the decision making processes undertaken. The formal documentation gathered 

provides only part of the picture of what occurs during the revision process, other 

sources tell a different story. The interviews and observations employed to collect 

data at Hinckley allowed the researcher to draw a number of conclusions about the 

revision process and the constraints and issues which are present. A summary of the 

issues is presented below: 

• The initiation phase is reached in a number of ways and the method by which it is 

reached could influence the commitment and opposition that is experienced 

throughout the process. For example if the revision is requested by the DOM 

because the walks are too long, then the DOM and CWU will be more in favour of 

a revision being conducted than if it were forced on them from above. 

• The decision of team composition and the revision method chosen also sets 

boundaries on the solutions which can be reached. 

• The testing phase of the revision is a long and costly process. Each time a 

revision is undertaken the manual walk testing is carried out, walk test data from 

previous revision is completely disregarded. This is a very costly exercise. 

• More importantly, the fact that the figures are considered to be irrelevant (when 

the last revision was as recent as 2-3 years ago) implies that changes in the 

delivery office and walks must have been rapid. If this is true the revision process 

is mIssing the opportunity to plan for these future changes, as only the current 

traffic figures are use. The revision team was aware of the increasing traffic 

figures. They were monitored throughout the revision. However, the aim of this 
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appears to be to ensure that the traffic figures are still accurate at the time of 

implementation, and not to allow for consideration of a future increase in the 

duties devised. 

• There is a major change occuning in the split of mail which arrives at the office, 

with up to 97% of mail now arriving for first delivery. However, the current 

working practice of no compulsory redundancy and the opposition by the union to 

part time staff makes optimal walk plotting impossible. 

• The figures used in the revision can be obtained from a number of systems. 

However these figures often conflict, causing speculation as to their accuracy. 

• The data collected during walk testing is also open to question due to the POs 

ability to choose which pace they walk at and the specific instruction not to use 

short cuts. 

• The terms of reference impose a number of constraints on the eventual solution. 

Some of these are nationally imposed and cannot be ignored, 09.30 for example. 

Others are however agreed at the office, the reasons for the revision will be 

influential in the terms of reference and these are very often budgetary. 

• The preparation rate is a particularly contentious issue, with no agreed national 

rates the office rate is agreed between the DOM and CWU. A further problem 

associated wi th these rates is that, although they are agreed, there is no way they 

can be enforced after walks have been devised .. In other words, the walks may be 

possible at the agreed rates, but this does not mean people will work at the agreed 

speed and the walks may be late. 

• The plotting phase relied on the information contained on the test sheets and the 

value of the information depended on the training and experience of the data 

collection team. Some areas on the sheets were felt to be irrelevant by some walk 

testers and left blank. Other areas were completed according to individual 

discretion, such as additional information. This data eventually had to be used by 

the planners. They felt there might be some oversights, as the data had not been 

collected personally and also felt uneasy relying on other people's information. 

For this reason much of the information recorded was never used. 

• During the plotting phase the first delivery was reported to be a blind attempt at 

devising walks. This is questionable however, as the resulting walks were 

remarkably similar to the existing ones. This may be because the walks were the 

best possible, but it is more likely that knowledge of the existing walks possessed 

by the team has had an influence. The walks were known by a number and the 
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main road on the walk, and it appears that the main roads may have acted as 

anchoring points for the new walks. 

• The walks were plotted from the DO outwards and this caused some problems 

when the edge of the town was reached. Odd streets were left that would not 

constitute a full duty. Once the walks had been marked on the map the team were 

reluctant to alter them, especially when the timings were acceptable. This of 

course constrained the remaining options available. 

• Another factor that caused problems was the use of streets as the basic unit of 

measure. Some streets were very long and difficult to allocate to a walk. This 

was overcome when the postcode split in the street was recognised and the street 

was then divided between two walks according to the postcodes. 

• The revision team's initial attempt at the 1st delivery was made without using the 

street times, but guessing at appropriately sized deliveries. This implies that the 

team can tell by looking at the map how long an area will take to deliver. The 

number and type of houses, flats, path lengths and gradients should have had an 

effect on the delivery time and therefore, one might expect that this method would 

be inappropriate. It may be that the team were once again using their local 

knowledge. This issue arises again during the second attempt at the 2nd 

deliveries. The method of devising equally sized rectangular areas indicates an 

implied correlation between distance on the map and delivery times. 

• Only one attempt at plotting walks was made, the results of this were then 

adjusted rather than having a second fresh attempt at plotting walks. 

• The fact that second deliveries could not be plotted according to the rules of time 

taken meant that the final walks were improvisations based on the amount of staff 

available, and an acceptable staffing level. This resulted in walks which were no 

longer optimal. 

• The negotiation stage is potentially a lengthy process, although this seems to have 

been overcome through the use of an open-door policy at Hinckley. This phase 

also goes against the goal of optimising walks as the walks are negotiated with the 

DOM, DAM and CWU in order to reach an acceptable solution. 

• The decision is not reached by the planner alone. From the recognition of the 

problem until the final, implemented solution there are many other people 

involved in the decision process. These include the DAM, DOM and the union, 

each of whom have their own agenda, introduce new constraints and have their 

own view of an acceptable solution. 
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Table 3.1: The Problem and Solution Viewed from Various Stakeholders Perspectives. 

TO PLANNER 
DAM DOM CWU 

• £ • £ (DAM) • Too much • Walksnot 
IDENTIFY mail working 
PROBLEM • Quality • Quality 

• Changes in • Problems in 
work patterns DO (PO) 

• Savings • Opt walks • More staff • Optimise 
SOLUTION reduce walks 

overtime • Achieve • Reduction in 
standard workload • Criteria 

• Quality Terms of 
(within • Reduce reference 
allowances) overtime 

• No disputes • Balance 
workload . 

• Happy staff 

• Increased 
efficiency 
(BP) 

• Table 3.1 above summarises the problem as it might be viewed by various people 

involved in the revision process. It presents the benefits a good solution could 

bring and therefore potential areas of conflict can be seen. The planner is 

removed from the normal delivery operation and the problem that they are 

addressing is therefore, one which is represented to them by the people involved. 

The power bases of the individual and groups will influence the goals and 

constraints focused on. 

• It should be noted that although there are a number of different people involved, 

they are not all involved throughout the pr9cess and therefore the problem 

presented to the CWU is not the same as that faced by the DAM. The problem 

will have already been defined and decisions will have been made ruling out 

unacceptable alternatives. The CWU has only to decide whether the one solution 

presented is acceptable. 

• Finally the results were not as beneficial as predicted. 

3.2.13. Application Of The Decision Making Models. 

The case study and interviews have provided a detailed account of the manual 

revision process and revealed a number of issues relating to it. At this stage it is 

. appropriate to reconsider the revision problem in terms of the models of 
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organisational decision making discussed in the previous chapter to determine which, 

if any, of the models account for the processes involved. 

Table 3.2 below presents the revision process within the framework identified, in 

Chapter 2, to describe the generic decision making model. The headings describe the 

main stages of the generic model. The first column provides keywords which 

highlight how each of the three main models view the stage under consideration. The 

second column compares the processes observed in the revision process to those 

described in the three main models and also draws attention to features of the other 

models which apply (see Decision Making Models in Chapter 2). 

The table demonstrates that there are many theories that can be applied to each of the 

stages of decision making. The theories are often contradictory in the methods they 

propose for solution. When applied to the Royal Mail's revision process the table 

demonstrates that at each stage of the decision making process different models can 

be applied to different aspects of the activities observed. It also demonstrates that no 

ONE model can account for all of the activities apparent in the revision making 

process. 

The case study shows that there are many issues and constraints involved in the 

revision process. The findings discussed here highlight many factors which affected 

the revision's outcome and why the resulting walks were not in fact optimal. 

Application of the organisational decision making models show that there are a 

number of general issues which apply to the problem. These are in line with the 

generic problem solving model and apply whichever decision making model is 

applied. It is clear from the case study that the RM's approach to the revision of walks 

is based on a rational model of decision making. However the comparison 

demonstrates that the process does in fact contain many of the elements of bounded 

decision making and some elements of humble decision making. It is also highly 

political with the decision spread across many stakeholders. However, none of the 

models is sufficient to account for the revision process in its entirety, and a pluralistic 

model is needed. 

The next section investigates the Computer Aided Delivery Revision (CADR) system 

and the processes involved in its use. The system was introduced some years ago to 

overcome some of the shortfalls noted above, and also to standardise the approach 

taken to revisions across the country. 
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Table 3.2: Comparison of the Case Study Findings and the Organisational Decision Making Models. 

IDENTIFY PROBLEM AND CRlTERlA FOR SOLUTION 

Rational - One identified People within the RM, i.e. those managing the revision process, view the 
goal process from a rational decision making perspective. They aim to 

Bounded - Goal changes optimise walks, however there is no definition of what constitutes an 

Political - Not agreed 
optimal walk and no pre-set criteria by which to assess the solution. 

Observations show that the real aims are much more diverse and change 
throughout the process. The optimising behaviour soon changes to 
'satisficing', and devising workable walks is the goal. The goal itself will 
be different for the various people involved in the process, e.g. it is 
doubtful that the CWU and DAM would agree on a problem definitiou 
and solution criteria, even if the problem could be defined. 

DEVELOP ALTERNATIVES 

Rational - Complete The amount of issues, constraints and information relating to the revision 
information of walks is immense. Issues such as time and cost alone would limit the 

Bounded - Not all info. amount of information conSidered. This is compounded by the inability to 

known collect and use ALL relevant data, due to weaknesses in the collection and 

Political - Info. seen as 
plotting methods, and because of the cognitive limitations of the planner. 
The development of alternatives is also influenced by people outside the 

power. planning team, for example the POs can influence the timings used by 
slowing down when tested. In other words the infonuation available gives 
the parties varying powers for developing alternatives. 

ASSESS ALTERNATNES 

Rational - The rational approach cannot be applied here as it calls for complete 
Simultaneously knowledge of all the alternatives and their simultaneous assessment. The 

Bounded - Sequentially above stage shows this is not the case. 

Political - Only small The case study shows that only one attempt at solution was made and then 

number considered amended. This is accounted for uniquely in the Humble Model using a 
trial-and-error strategy. The walks undergo further assessments when 
presented to the other parties for agreement. The evaluation will be 
affected by the parties relative influence, e.g. the DAM has most power 
and his decision determines which solution is presented to the CWU. 

CHOOSE AN ALTERNATIVE 

Rational - Maximise The alternative is not chosen purely to maximise the organisational gains, 
organisational gain although this undoubtedly is a major influence. The walks devised by the 

Bounded - First planner, were the first satisfactory fit based on the timings recorded, in the 

satisfactory solution context of the tenus of reference. Once a set of workable walks is reached 
no further alternatives are considered. 

Political - acceptable to 
Other parties also influence the final solution by commenting on the all parties 
walks presented. 

CARRY OUT THE DECISION 

Rational - Optimal The revision process described produces walks which are workable, not 

Bounded - Satisfactory optimal. The final decision is reached through a negotiation process, with 

Political - Bargaining 
parties bargaining to reach an acceptable solution. 

ASSESS EFFECTS 

Rational - Optimal The effects are assessed by the RM in tenus of the financial and time 

Bounded - Workable saving benefits, again viewing the process from a rational perspective. 

Political - Acceptable 
However these organisational gains will not be maximised, due to the 
factors already discussed, instead they are acceptable gains which provide 
a workable solution. These factors were also monitored to ensure 
standards were met 
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3.3. COMPUTER AIDED DELIVERY REVISION 

3.3.1. Methodology 

The second case study involved attending a 3 day RM residential course. It is an 

ongoing course aimed at teaching DOMs and planners from around the country about 

the CADR system and its use. As the system is no longer used in the Midlands, 

interviews were conducted with people who had been involved in past revisions (in 

the Midlands) and with people currently using the system in other Divisions. 

3.3.2. Background to CADR 

The CADR system was first introduced into the RM in the 1980s and is reported to be 

the standard method for delivery revisions. However the use of the system has been 

sporadic. Some divisions have used CADR extensively whilst others have only used 

the system once or twice and then reverted to the Manual-W revision. 

CADR was developed as a tool to aid the planners, providing an alternative to 

manually testing walks and assisting in the necessary calculations. Measurements are 

taken from maps and these are input into the system, this information can then be 

stored for use in future revisions. The measurements form the basis for calculating 

walk times and distributing the workload across the office. The following sections 

describe how the system is intended to be used, along with views gained from people 

who have used the system. 

3.3.3. The Revision Process 

The processes for conducting a full revision using CADR are not set out as a standard 

approach. The initiation and set-up of the project are similar to those described for 

the Manual-W revision, above. The differences begin with the choice of conducting a 

CADR revision. Figure 3.9 below shows the CADR revision process as it is 

described on the RM course, this outlines only the processes involved in using the 

system and does not address the wider issues of initiation and implementation. The 

following sections describe the main processes and the methods used to obtain data 

and plot walks. 
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3.3.4. Data Collection 

3.3.4.1. Area Details 

The most important piece of data is the Total Delivery Time for the Area under 

revision. This is the total time, from first to last call; for all deliveries in the area 

excluding any time spent on non-delivery activities, e.g. collections. It is obtained by 

either:-

• Using the current hours for the office, if the total time is approximately correct. 

• Where deliveries are overrunning and reliable figures exist for additional hours, 

time required is estimated. 

• Exceptionally, where there is doubt or disagreement, a limited form of testing can 

be performed. 

The figure to be used is agreed locally, between the DOM and the DO staff. This 

occurs before the revision starts, as per the RML and UCW25 Agreement (Appendix 

C.l). This figure determines the eventual walks and is input into CADR. 

3.3.4.2. Traffic 

The average traffic figures are necessary, but there are no set procedures for collecting 

this information. It can be obtained by asking the PO, or a tester, to count the amount 

of mail for each delivery. This is performed over a set period and the average is then 

calculated. 

3.3.43. Postcode Data 

The postcodes covered by the revision need to be entered into the system. This 

information is available on disk from the Postcode Address File (PAF) office and can 

be loaded directly into CADR. 

25 The union has since changed name from the uew to theCWU. 
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3.3.4.4. Forms 

Once the postcode information has been loaded a Sec 'A' form (see Appendix C.2) 

can be printed from CADR. The form details the postcodes, addresses, number of 

delivery points, etc. obtained from the PAF file. The form also has a column for 

entering additional information which needs to be gathered and input into the system. 

3.3.4.5. Maps 

Maps are needed in order to obtain measurements and to plot the new walks. These 

have to be requested from Ordnance Survey. A scale of 1: 1250 is recommended as 

this allows for accurate measurements. 

Marking 

The postcodes are marked on the map using information from the RM's Postcode 

Directory, listing road names, house numbers and their associated postcodes (See 

Appendix C.3 and CA). Where necessary artificial codes are created to distinguish 

large users26, or a postcode split by a thoroughfare. For example postcode C03.3BG 

becomes C03.3BG 1 and C03.3BG2. 

Measuring 

Measurements are taken directly from the maps for street and path lengths. Street 

lengths are measured using a ruler and I or distameter and recorded on the Sec 'A' . 

form, to the nearest 114 of an inch. The garden path lengths are measured and an 

average is calculated for each postcode. This figure is recorded in 1116 of an inch. 

Cul-de-Sacs have to be recorded separately, as they are walked differently from other 

roads (see below). 

Other Information And Checks 

Additional information is also recorded from the maps onto the Sec 'A I forms. These 

include whether a postcode is on one side of the street or both and the amount of 

traffic for large users. 

26 Defuied as a customer with an average traffic figure of 30 items per day. 
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The number of delivery points and flats per postcode is then checked manually, i.e. 

the number of houses per postcode are counted on the map. Finally the Sec 'A' form 

is checked to ensure that all the postcodes listed are to be included in the revision, and 

that any postcodes not listed are added. 

3.3.5. Entering Information 

3.3.5.1. Area Details 

The following information needs to be collated and entered:-

• Sector under revision 

• Map scale 

• Prep rate (agreed locally) 

• % of cycle deliveries 

• Total No. of hours 

3.3.5.2. Traffic Input 

For each existing walk the traffic figure is entered, this is given by the total mail 

prepared, less any prepared but not delivered. 

3.3.5.3. Sec 'A' Form 

The information from the Sec 'A' form is then input into CADR, adding, deleting and 

updating the PAF information where necessary. 

3.3.5.4. Checks 

The information which has been entered is then printed, listed by postcode, and 

checked for accuracy, see Appendix C.5. 
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3.3.6. Plotting 

Once the above information is entered and verified the plotting phase begins. The 

walks are plotted sequentially and each walk details :-

• Time allocated for the walk (normally 150 minutes) 

• Finish time 

• Time to start prep 

• Travelling time 

• Mode of travel 

Referring to the map, with postcodes marked, the wal.ks are plotted by inputting the 

postcodes in the order they will be walked. The method of delivery is also entered, 

using the abbreviation shown in Table 3.3 .. 

Table 3.3: Methods of Delivery. 

IS For a code that is on one side of a street only. 

Z For zig zagging down a code which is the same on both 
sides of the street. 

Z2 For zig zagging codes which are different from one side of 
the street to the other. . 

U For plotting up and back where the code is the same on both 
sides of the street. 

U2 For plotting up and back where the codes are different from 
one side of the street to the other. 

D For inserting dead time, half an inch or more on the map, 
which has to be walked but contains no delivery points. 

Walks are plotted by postcode, i.e. the user inputs the postcodes against a walk 

number. CADR then uses the information previously entered, about road and path 

lengths, and the method used to walk the postcode, to calculate the time that the 

postcode would take to walk27 . Postcodes are added until the delivery time equals or 

is approximately equal to, the delivery span required (see Table 3.4 below). This 

procedure is repeated until all the walks are plotted, the total hours for the office are 

then calculated by the system. 

27 This is hased on BSI = lOO. 
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Table3.4: Plotting the New Walks. 

Walk No. Postcode CADR 
- time taken 

WALKl ECl3BD lSMINS 

EC13BE l2MINS 

.. .. .. .. 

.. .. .. .. 
TOTAL XMINS 

WALK 2 ECl3QY 08MINS 

EC13QZ 19MINS 

.. .. .. .. 
-. 

.. .. .. .. 
TOTAL YMINS 

TOTAL HOURS FOR THE 147 HOURS 
OFFICE 

A menu option lists all codes not yet plotted, to ensure that all the postcodes are 

allocated to a walk. Once all postcodes have been allocated a summary of the walks 

can be viewed, and alterations can be made by adding and deleting postcodes. 

3.3.7. Adjusting Walks To Fit The Agreed Total Delivery Time 

A further menu option is then used to adjust the Total Delivery Time across all the 

walks. The system calculates a workload value for each postcode, .using the times 

calculated above and allocates each a weighting. For example EC13BE might have a 

weighting of I, and EC1 3BD 1.1. CADR then calculates the difference between the 

agreed hours and the hours plotted. For example if the agreed hours were 149 and the 

hours plotted were 147 there would be a difference of two hours. The system then 

performs an adjustment across all the walks by allocating the difference, e.g. two 

hours, across all of the postcodes (see Table 3.5 below). 
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Table 3.5: The Adjustment of New WaIks. 

WaIkNo. Postcode CADR 
- time taken 

WALK 1 EC13BD 17MINS 

EC13BE 14MINS 

" " " " 

" " " " 

TOfAL XMlNS 

TOTAL HOURS FOR THE 149 HOURS 
OFFICE 

The Total Delivery Time now equals the agreed hours.' This adjustment will however 

have altered the total times of individual walks, therefore the delivery time for each 

walk needs to be re-checked and altered, re-adjusted, re-checked, etc., etc. until the 

total time for the office and the individual walks is acceptable. 

The system allows four versions of a revision to be attempted and stored, and a further 

option allows the delivery mode to be altered for the Walk, i.e. foot --> cycle and vice 

versa, to see the effect on the delivery times (see Appendix C.6). These allow the 

solutions to be assessed . 

. When the walks are completed a summary form can be printed (see Appendix C.7: 

The New Walk Summary), and the negotiation processes begin. 

3.3.8. CADR Clerical 

The CADR system allows a number of reports and forms to be produced. These are 

aimed at assisting; i) the revision team - throughout the revision and particularly in the 

implementation phase, ii) the DOM - for day-to-day planning and control of the 

office, and iii) the Delivery Office staff - as an aide memoire, training tool or 

reference guide. 

3.3.9. Views of CADR 

From the interviews conducted with the Planning Team at Stoke, a number of issues 

were revealed about the system and about its use. These include the fact that CADR 

is expensive, e.g. in terms of maps (£45 each), and that it was not suitable for all types 
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of walks. The system has inbuilt allowances for residential areas only, .and cannot 

therefore be used for rural deliveries. Another issue highlighted was that the inbuilt 

allowances were not specified. This often led to the team adding in extra time, just in 

case the allowances were not sufficient. It was also felt that the system still required 

many trial-and-error decisions. With the walks plotted manually the last one, like a 

crossword solution, could be difficult or impossible to fit in. 

The team felt the three day course had not provided enough guidance on data 

collection methods, and no encouragement had been given to planners to go out and 

. find extra data that might assist the process. The major problem encountered at Stoke 

was the traffic figures. Firstly these were obtained by mail counts, by the POs 

themselves, for a four week period; the figures were subsequently found to be grossly 

inaccurate and caused major problems. Secondly, the figures were collated and 

averaged over a 6 day week, which again caused problems as the heaviest day of the 

week could not be coped with. 

3.3.10. Summary Of Research Findings 

The CADR system does provide solutions to some of the issues raised in association 

with the Manual-W revisions, e.g. there is no longer a need for walk testing, and the 

d~ta that is compiled for a revision can now be stored and re-used. Other problems 

remained unaddressed, for example the initiation process, and more importantly new 

areas of concern are introduced. 

Overall the system has only been partially successful in achieving its aim of 

standardising the process. The system has not been adopted throughout the country. 

A good example of this is the Midlands where CADR has only been used twice and 

both times the resulting walks were then revised using Manual-W. Thisappears to be 

because of a lack of strategy and guidance for the systems deployment and ongoing 

use. 

The main issues concern the data and calculations used in CADR and these are 

summarised below: 

• The Total Delivery Time guides the entire revision process and this figure is 

reached through negotiation. The system does not aim to determine the actual 

time the walks should/do take, but instead performs calculations to allocate the 

Total Delivery Time across the walks. 
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• There is no agreed method for collecting office data. The traffic figures were 

shown to be of major importance to the revision at Stoke. 

• The internal calculations and allowances are not specified and the planners do not 

know if the figures reflect the area under consideration and could lead to an extra 

allowance being allocated manUally. 

• The methods used are lengthy and depend on a high level of accuracy, using 

measurements in 1I16th inch. 

• The measuring is performed by planners who do not have local knowledge. They 

will therefore, be unaware of the fine details of the area, e.g. where the letterbox is 

located at the house, which means the measurements may not be accurate. 

• CADR does allow four potential solutions to be considered, an improvement on 

the manual method, but there is still a problem of the final walk. 

• The solution reached using the system is still open to alterations through the 

ensuing negotiation process. 

3.3.11. Application of the Decision Making Models. 

The above case study and interviews have described the CADR revision process: 

This section considers the revision problem in terms of the models of organisational 

decision making, discussed in the previous chapter, to determine which, if any, of the 

models account for the CADR processes. 

The table below presents the revision process within the framework identified, in 

Chapter 2, to describe· the generic decision making model. It follows the same 

procedure as described in section 3.2.13. 

The case study demonstrates that the overall revision process IS not altered 

significantly by the introduction of the CADR system. Many of the issues remain the 

same, with the differences mainly affecting the collection and use of data. The 

comparison to the organisational decision making models reaffirms this view and 

demonstrates once again that there is no single model to account for the complexity of 

the processes involved in revising walks. 
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Table 3.6: Comparison of Ibe Case Study Findings and Ibe Organisational Decision Making Models. 

IDENTIFY PROBLEM AND CRITERIA FOR SOLUTION 

Rational - One identified The overall goal definition is Ibe same as in Ibe Manual-W process, 
goal reviewed above. The RM's stated aim is to optimise but Ibere is no 

Bounded - Goal cbanges definition of an optimal solution, Ibe goal cbanges Ihroughout Ibe revision 

Political - Not agreed 
process and needs Ibe agreement of olber parties. 

The acrual CADR system goal is to plot Ibe best walks, again this is not 
the optimal solution but instead seeks to allocate Ibe agreed hours across 
Ibe walks. 

. 

DEVELOPALTERNATTVES 

Ratioual - Complete More information is considered using CADR than in Ibe manual process 
information and this infonnation is not as open to the collector and PO biases. The 

Bounded - Not all info. infonnation is still not complete Ibough, Iberefore not all of the 

known alternatives can be developed by Ibe planner. The system will only allow a 

Political - Info. seen as 
maximum of four alternatives to be developed and stored. 

power Infonnation, particularly local knowledge is an important factor in Ibe 
development of Ibe new walks. The more accurate Ibe infonnation, Ibe 
better Ibe walks. This again gives other parties, i.e. Ibose providing Ibe 
information. some power in the process. 

ASSESS ALTERNATIVES 

Ratioual- Again not alllbe alternatives will be known. Of Ibe four solutions which 
Simultaneously could be generated Ibe assessment will be mostly sequential allbough 

Bounded - Sequentially some aspects will be directly and simultaneously compared. 

Political - Only small All Ibe solutions generated will meet the time agreed, by virtue of Ibe 

number considered calculations, Ibe assessment is Iberefore how Ibe planner views Ibe walks 
and particularly how Ibe fiual walk is fitted. 

Other parties will again be involved in the assessment of the one solution 
presented. 

CHOOSE AN ALTERNATIVE 

Rational - Maximise The CADR revision does not seek to maximise Ibe organisatioual gains, 
organisatioual gain allbough this will be a major issue throughout the revision. All of the 

Bounded - Erst alternatives generated are considered. This does not stop when a 

satisfactory solution satisfactory solution is reached, .all are satisfactory in tenns of timing. 

Political - acceptable to The chosen altemative will be an acceptable solution driven by Ibe pre-

all parties agreed total hours. 
. 

CARRY OUT THE DECISION 

Ratioual - Optirual As in Ibe Manual revision, Ibe process described produces walks which 

Bounded - Satisfactory are workable, not optimal. The final decision is reached through a 
negotiation process, wilb parties bargaining to reach an acceptable 

Political - Bargaining solution. 

ASSESS EFFECTS 

Ratioual - Optimal The effects are assessed as Ibey are for Ibe Manual process, above. The 

Bounded - Workable RM focuses on fmancial and time saving benefits allbough Ibere are olber 

Political - Acceptable 
factors considered to ensure it is a workable and acceptable solutiou. 
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3.4. SUMMARY 

This chapter has reported case study work conducted within the RM to establish a 

more detailed understanding of the revision process. The studies examined the stages 

involved in a Manual-Wand CADR delivery revision, highlighting issues which 

affect the decision making process and the eventual solution. It reinforces the initial 

view that the type of decision being made is extremely complex, with multiple criteria 

to be considered and many constraints being imposed. 

The revision process was then examined in the light of the organisational decision 

making models, described in the previous chapter. The findings exhibit many of the 

issues raised in the earlier literature reviews. The problem is ill-defined and the 

amount and diversity of information affecting the process of designing new delivery 

routes is tremendous. 

The issues and constraints are often unquantifiable and therefore cannot be fitted into 

the neat formula for solution described in the rational model, although this appears to 

be the approach taken by the RM. Following the prescribed process would be 

difficult for a number of reasons, e.g. defining objectives that are specific enough. 

Also the revision solution does not develop along a steady and undisturbed path, 

instead problems are encountered along the way that have to be explored and, if 

possible, overcome. The model does however provide a structure for the sequencing 

of activities by an organisation and highlights the issues of problem identification, 

solution development and sel~tion. 

The philosophy behind both the revision methods is rational decision making. The 

Manual-W concentrates attention on the collection of information and its processing, 

in order to reach a good solution. The CADR system recognises that there are 

difficulties with this process and aims to address some of these. However, this is 

again approached from a rational perspective. The system concentrates on the data 

collection and calculations and neglects to address the limitations and complications 

which exist, due to other parties being involved in the decision making process. 

Both of the revision methods demonstrate that organisational goals and objectives do 

not necessarily form the basis of the decision making process, nor do they necessarily 

guide the search process. In' both case studies one, or only a few, alternatives are 

developed, These are limited by the cognitive capacity of the planner and the amount 
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of infonnation that can be considered. This points to the use of a reduced search for 

solution, as described in Simon's (\975) Bounded Rationality Model. The studies also 

suggest that heuristics are used to focus on certain aspects of the problem as described 

in the Unstructured Decision Model, for example the decision to view Hinckley and 

Burbage as two distinct areas. The result of all these factors is to produce a solution 

which is workable, but will rarely be optimal. 

The process also displays the trial-and-error decisions which are uniquely described in 

the Humble Model of decision making. For example the planners have an initial 

attempt at plotting the first deliveries and then assess the decision for errors, and seek 

infonnation to confinn their decision. 

Throughout this process organisational and social factors have also been shown to 

influence the decision. This is described in the Political model. The eventual 

decision takes place within the context of the RM, and involves a number of 

individuals and groups. Each of these may differ in their perception of the problem 

and will be pursuing their own self-interest. This is likely to result in conflicts which 

are resolved through negotiation. The solution is therefore a compromise and not the 

optimum solution. This again goes against the RM's stated aim, to optimise, and their 

use of costs and benefits to assess the eventual outcome. 

From the interviews and case studies conducted, a number of issues have been 

identified that affect the process and outcomes of delivery revision. These issues are 

diverse and concern not only the immediate problem solving strategies adopted by the 

revision team and other parties involved in the negotiations, but also organisational 

and social issues. By applying the decision making models it can be seen that each 

model can account for aspects of the revision process but no single model can account 

for the entire process. A pluralistic model is therefore required. 

The next chapter, infonned by the findings reported here, reviews a number of 

opportunities for further research before focusing on the role of technological 

intervention. 

76 



CHAPTER FOUR: 

THE ROLE OF TECHNOLOGY 
IN ORGANISATIONAL DECISION MAKING 



CHAPTER 4: THE ROLE OF TECHNOLOGY IN 
ORGANISATIONAL DECISION 
MAKING 

4.1. INTRODUCTION 

The previous two chapters have explored the issues associated with complex problem 

solving and how these complex problems are resolved within an organisation. The 

literature from individual and organisational decision making shows a progression 

from prescriptive theories28, of how things ought to be done, to more descriptive 

theories which attempt to account for the complexity that is apparent in real world 

situations. 

There are numerous models which account for different aspects of problem solving 

and Chapter 3 reports a number of interviews and case studies to evaluate the 

appropriateness of the models for the particular problem of delivery revision within 

the RM. These investigations showed that different models accounted for different 

aspects of the revision process, but no one model was sufficient to account for the 

methods used within RM. A pluralistic model is therefore required. 

This chapter takes the revision problem arid uses it as a vehicle to further explore the 

issues associated with complex real world problem solving. A review of the 

opportunities available to further the research in collaboration with the RM concluded 

that the role of technology in organisational decision making was a promising avenue. 

Further discussions wi th the RM ·revealed their interest in introduCing a new computer 

system to improve the revision process. This provided the opportunity for 

investigating how a new system could aid the revision process. 

This chapter reviews the systems design literature which demonstrates that systems 

design is itself a complex real world problem. The approaches used are then 

compared to those models used in organisational decision making. The next section 

discusses the methods which are actually used by designers and why user centred 

methods are not incorporated more widely. Finally the RM problem is discussed in 

2&fhese theories are not to be discarded but are used in other disciplines where these methods are more 

appropriate, for example in the solution of mathematical problems. 
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the light of the review and a number of predictions are formulated about the methods 

which they will use, and the results which might be expected. 

4.2. OPPORTUNITIES TO EXPLORE DECISION 
MAKING 

There are a number of ways in which the conceptual framework about the design 

methods, developed in Chapter 3, could be progressed. A review was undertaken to 

establish the most fruitful and viable way of carrying the research forward. The 

following sections provide a brief view of the opportunities considered. 

4.2.1. Individual Decision Making 

The initial findings indicate that the outcome of the revision process is likely to be 

inefficient. This is due to the amount of data that needs to be 'considered and the 

number of options that are available, being beyond the human cognitive capabilities. 

One option would be to continue work with the RM to investigate which areas of the 

revision process are the most difficult and/or time consuming. A possibility was to 

develop testable hypotheses about the methodologies and heuristics employed by the 

planners, which could then be modelled and evaluated. This work would eventually 

have to move from the field to the laboratory to be able to control variables. In such a 

transition the complexity of the Royal Mail, e.g. culture, politics, etc. would be lost 

, because the richness of the situation could not be simulated. 

4.2.2. Organisational Decision Making 

The previous chapters demonstrated that there is no single model to account for the 

diversity of problem solving activities encountered by the people involved in the 

revision process within the RM. Various models can be applied to aspects of the 

problem solving but there is a need for an integrated model to fully account for all the 

activities involved. Such an approach wouldfurther explore the less well understood 

aspects of decision making, i.e. the internal structure and culture within the RM, to 

see where the power and influence lie and to develop a model to better match the 

, decision making process. 
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4.2.3. Social Issues 

As the case study demonstrated the revision process has effects on, and is effected by, 

various people within the Delivery Office, in other departments within the 

organisation, and also the customers. Further research could explore the effects that 

the revision process has on various people, the effects that they themselves have on 

the revision process, and the methods for communicating and distributing 

information. 

4.2.4. Active Intervention 

A further option would be to develop an intervention to improve the revision process. 

This could be by improving the problem solving processes used by different people 

throughout the revision, as in the individual problem solving section above, but with 

the aim of providing techniques to aid the individual or organisational decision 

making strategies, as discussed in Chapter 2. These interventions could look at the 

revision process as a whole. For example, an alternative model of decision making 

could be introduced wi thin the RM, to enhance the revision process. This could, for 

example, include the views of all the people affected by the revision at the outset; or 

concentrate on a particular aspect of the revision process such as better collection and 

use of data. 

4.2.5. Studying Internal RM Technical Intervention 

Another approach would be to concentrate on technical interventions, as discussed in 

Chapter 2. The case studies. in the previous chapter demonstrate that the current 

computer system is not widely used, and only goes a small way to aid the decision 

making processes which the Planner undertakes. The tasks involved could be further 

explored, and the software further evaluated, to see which areas are addressed by the. 

current system and where the shortfalls are. The results of this would then need to be 

formalised to show where there is an opportunity for the use of new tools to aid the 

decision making. A tool could then be designed and developed, possibly as a 

prototype, to allow for evaluation. 

4.2.6. The RM Decision Making Models 

The models of decision making used internally by the management of the RM 

emphasise rational! technical decision making. Yet the decision making process in 

practice has many political and social influences. Another avenue for exploration is 
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the differences between the decision making models used by organisational planners 

and the reality of organisational decision making. 

4.3. THEWAYFORWARD 

There are three major areas which emerge as ways forward for this research: 

i) concentrating on individual decision making. To investigate in more detail the 

processes involved in revision decision making, by developing and testing models and 

hypotheses. This would eventually lead to experiments in a laboratory based setting. 

ii) concentrating on the social interaction and communication of people involved in 

the process; iii) concentrating on technology, to look at the shortfalls in the current 

CADR system and then designing a more effective and efficient system. 

The central issue in a real world setting seems to be that organisations have a rational 

decision making model and target, yet the reality also includes social and political 

processes. The use of a technical intervention would provide a useful vehicle to 

investigate this further. 

There are two perspectives which can be applied; i) the rational which concentrates 

attention on the need for complete information. This leads to the view that bigger 

computers could be introduced to allow more information and alternatives to be 

considered; ii) the political perspective which could provide a process which allows 

each party to process information for its own purposes and recognises that decision 

making is a negotiation process. 

4.3.1. Approach 1 

From the studies already conducted it is apparent that the delivery revision process is 

viewed, by the RM managers, as a rational decision making process. This is in line 

with their aim to optimise the delivery revision walks and the revision process itself. 

The current CADR system also sought to make the process more rational by 

increasing the amount of data and walks that could be considered. Continuing with a 

rational approach would mean increasing the,amount of technology applied to the 

problem. It could enable even more data and options to be considered, thereby 

increasing the possibility of reaching a rational, optimal solution. 
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4.3.2. Approach 2 

It is apparent from the studies that the eventual outcomes of the revision process are in 

fact the result of a much more complex situation than the rational model can address, 

and that a pluralistic model of organisational decision making is needed. The current 

methods only recognise the other stakeholders late in the revision process, after the 

walks have been plotted. The negotiation that follows serves to reduce the optimality, 

which ·has been sought throughout the process using the rational approach. The 

revision process needs to take into account the complexity of issues and constraints 

involved in the problem. It needs to consider the various people that participate in or 

are affected by the process, the social interaction and the politics involved. 

Introducing a political approach would mean introducing methods to support the 

various groups and individuals who have a stake in the revision process, recognising 

their different perspectives and using technology to generate options 10 better suit all 

parties involved. 

Introducing new technology is a popular option for organisations wishing to improve 

their processes. However, the way technology is viewed and the purpose for which it 

is introduced can have very different consequences. 

4.3.3. Hypothesis 1 

On the basis of the research reported in Chapters 2 and 3, Approach 1 is likely to be 

the preferred method of intervention for the RM. Using a rational approach attention 

would remain focused on the collection and use of data, in order to produce an 

optimal solution. 

4.3.4. ~ypothesis 2 

Using Approach 2, above, all stakeholders involved.in and affected by the revision 

process would be empowered. The technology would focus on enabling different 

perspectives 10 be generated leading to a larger shared decision space. 

4.4. THE NEW WALK OPTIMISATION SYSTEM 

Having decided the direction for the remainder of the project, a number of interviews 

were conducted with the DAM at Leicester and members of the planning team at 

Birmingham and Nottingham. These aimed to establish if there were any current 
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initiatives, within the RM, to improve the process. The interviews revealed that a new 

'Walk Optimisation' system was currently being considered by the RM. This was 

obviously an opportunity not to be overlooked and contact was established with the 

project team. The project was managed by Royal Mail Consulting (RMC), based at 

SHQ in London, and agreement to proceed in this direction was obtained. 

4.5. SYSTEMS DESIGN 

The process of design has been well researched and before studying it in the RM 

setting, a review of the literature is necessary. This will be used to propose a 

hypothesis for the system development and outcome expected. 

The term 'systems design' has two main uses in systems development; i) it is used to 

describe the overall process of developing a system, i.e. from the need being 

recognised to the implementation and maintenance of the system; ii) it is also used in 

a narrower sense to refer to a stage in the process of systems development, following 

from and independent of the analysis stage, where the details for implementation are 

added to the description of the system29 . The wider definition is used in the following 

review. 

4.5.1. Elements of Current Technical Systems Design 

4.5.1.1. The Waterfall Approach 

Early methods for system design were developed from a rational and scientific 

perspective (see Langefors 1973) viewing the process as an engineering discipline 

with a strict structured approach. This is typified in the software life cycle which 

attempts to identify and order activities. The Waterfall Model below (see Royce 1970) 

illustrates this. 

The waterfall model is a prescriptive model which views the design process as linear, 

consisting on a number of phases. Once a project has been identified a feasibility 

study is undertaken to assess the costs and benefits. If the project is seen as 

acceptable an analysis of the problem is undertaken and the system is specified. The 

.29 For a more detailed description see Coad & Yourdon (1991b). 
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detailed design is then produced and coded, before testing, implementation and 

maintenance. 

Figure 4.1: The Waterfall Model 
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This approach is described by Checkland (1981) as a 'hard systems' approach where. 

all the objectives Qf the intended system can be determined in advance. The problem 

is then to choose between a number of possible alternatives to. achieve a desired 

Qbjective. This reflects a stage Qf computer system develQpment when systems were 

used by computer experts and were used for data, and normally batch, processing. 

The goals of the system and the process to fulfil these goals could be fairly well 

defined at the outset. However, as computer systems have developed, in particular 

with the advent of the personal computer and real time processing, customers and 

users have become more demanding in their requirements. In practice today the real 

world problems encountered, as highlighted in Chapter 2, are rarely as easily 

determined. Methods have had to adapt to address these ill-defined problems. 
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4.5.1.2. An ill-defined problem 

Modem system design problems are far different from the well-defined problems used 

in most studies of problem solving, e.g. Tower of Hanoi, Cannibals and Missionaries, 

etc. Design problems are usually novel, ill-defined (Simon 1973) and ill-structured 

(Reitman 1965). They require creative problem solving in a knowledge rich domain. 

lones (1970), and Rittel & Webber (1972) describe them as 'wicked' problems, 

indicating the elusive and complex nature of design problems. 

Simon (1973) identifies three features of ill-defined problems; i) incomplete and 

ambiguous statement of goals, i.e. the requirements received will rarely be a complete 

and coherent description of the problem being faced (e.g. see Meyer, 1985; Pamas & 

Clements 1986) and the solution will often be described only in terms of a number of 

required properties and limiting factors with no clearly specified way of evaluating 

solutions (Simon 1973); ii) no predetermined solution path (Newell 1969; Nii 1986; 

Rittel 1972); and iii) the need for integration of multiple knowledge domains. The 

analysts must therefore define and structure the problem as they proceed and as Simon 

(197? p.I87) notes, ''There is much merit to the claim that much problem solving 

effort is directed at structuring problems, and only a fraction of it at solving problems 

once they are structured." 

A Top-Down, Breadth-First Approach 

Traditionally design has been considered a top-down, breadth-first process, and it has 

been proposed that this is the method designers should use, e.g. lefferies et al. (1981), 

to ensure that the solution progresses in a systematic and balanced manner (Adelson 

& Soloway 1984;1985). In other words, each component is defined as the system 

develops in equal detail and at the same level of abstraction. The methods available 

to aid analysis have reflected this, e.g. the waterfall model. 
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Figure 4.2: A Hierarchical Model Of The Design Process Demonstrating A Top-Down. Breath-Hrst 

Approach. 

The designer starts from the initial problem. at the top of the diagram and. 
through a process of decomposition. this is broken down into sub problems. i.e. 
the two below it: The sub problems are then broken down further until they are 
at the lowest level of abstraction and a solution is apparent 

The prescribed hierarchical process, Figure 4.2 above, relies on decomposition; 

breaking the initial problem down into sub problems .. This is normally achieved 

through an iterative process (Sacerdoti 1975) the solution becoming more detailed at 

lower levels of abstraction until a complete solution model is formed. As Simon 

(1973 p.l90) states through decomposition .... the architect·will find himself working 

on a problem which, perhaps being in an ill-structured state, soon converts itself 

through evocation from memory into a well-structured problem." lefferies et al. 

(1981) emphasise that work on problem solving in other semantically rich domains 

(e.g. see Bhaskar & Simon, 1977 work in thermodynamics; Larkin, 1977 work in 

physics) is not comparable because these other areas do not rely on decomposition. 

Opportunistic Design 

Curtis (1989) notes that one of three mistakes made in the analysis of software 

development is that of "confusing project stages with development processes". Other 

studies, including that of lefferies et al. (1981), have demonstrated that deviations 

from the top-down approach do occur and that often a more opportunistic 

decomposition is apparent. As Guindon (1990 p.312) points out the deviations 

normally occurred "(a) when the artefact presented novelty to the designer; (b) when 

the problem required the integration of multiple knowledge sources; and (c) when a 

sub problem appeared critical, very difficult, or had an immediately known solution." 

These deviations are not special cases due to bad design habits or breakdowns in the 

process but are the consequence of the intrinsic design process. 
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Opportunistic30 design is "design in which interim decisions can lead to subsequent 

decisions at various levels of abstraction in the solution decomposition. A decision at 

a given level of abstraction may influence subsequent decisions at higher or lower 

levels of abstraction, specifying actions to be taken at different times during the 

process." Guindon, (1990 p. 336). Figure 4.3. shows an example of how 

opportunistic design may look at a particular time during decomposition (to achieve 

the same solution as in Figure 4.2 above). 

Figure 43. A Model Of The Design Process Demonstrating Opportunistic Decomposition. 

The designer starts from the initial problem, at the top of the diagram and this is 
broken down into sub problems until they are at the lowest level of abstraction 
and a solution is apparent The methods Used include insight of partial solutions 
at various levels of abstraction and decomposition. This demonstrates that 
planning and evalnation are influenced by the fearnres that appear critical, or to 
the incorporation of recognisable solutions to problems and not a rigid adherence 
to a strict plan, i.e. top-down decomposition. 

Psychological mechanisms play a part in deviations from the top-down approach and 

"the role of data-driven processing by experts, the associative nature of human 

memory and spreading activation, working memory limitations" (Guindon 1990 

p.327) should be recognised. The main causes Guindon (1990) found for deviations 

included the recognition of partial solutions triggered by semantic associations, based 

on analogy. These are insights which occur at any level of abstraction not necessarily 

the one presently being addressed. These partial solutions aid the design process by 

increasing the constraints on the problem and therefore reducing its size. The 

application of data-driven processing has been noted in other studies (e.g. Newell 

1969; Nii 1986) and expertise in many domains has been attributed to its use 

(Anderson 1982; Larkin 1981). 

The approach adopted in the early stages of the design process will therefore depend 

on the novelty of the problem; the degree of completeness and structuring of the 

30 A term borrowed from Hayes-Roth & Hayes-Roth (1979) and now widely adopted 
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problem; and the ability to integrate knowledge from mUltiple domains and, according 

to Guindon (1990 p.336), "can be best characterised as opportunistic, interspersed 

with top-down decomposition." 

. 
The design process is therefore more complex than the traditional waterfall model 

recognises. The system requirements will not always be known in advance but 

instead the problem needs to be understood and structured. The methods used for 

decomposition and structuring will vary depending on the complexity of the problem 

and will include opportunistic methods because of human cognitive limitations. The 

process is further complicated by the recognition that this happens, not just at the start 

of the project but throughout the design process and therefore there is a need for 

iteration. 

Many methods have been developed to account for these design processes, in fact 

(Jayaratna 1994) estimated that there may be in excess of 1000 published methods. 

Most of these methods still view the process as rational, ordered and systematic. But 

in reality, because of the world in which the system is being developed and in which it 

will operate, the complexities of the problem need to be considered. The next 

sections concentrate on two broad areas, iterative methods and soft system methods 

which demonstrate alternative views of the development process. 

4.5.1.3. Iterative Methods 

The realisation that systems could rarely be developed correctly first time led to the 

development of iterative methods. These methods recognise the complexity of 

defining ill-structured complex problems, e.g. interactive systems, and allow the 

designer to revisit earlier stages of the design process as they become more familiar 

with the problem. Many methods are based on the Waterfall Model and introduce an 

iteration loop to the previous stage. Others extend the model to include additional 

verification and validation processes, as well as additional stages. 

An example of an alternative method is Boehm's Spiral Model (Boehm 1988). This 

aims to address some of the difficulties of methods based on the traditional Waterfall 

Model. It particularly considers human-computer interface design, by incorporating 

iteration and prototyping, but its author argiles that the model can be adapted and 

developed to fit otlier design problems. 
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The model contains a radial dimension which represents the cumulative cost of the 

project to date, and an angular dimension representing the progress made as each 

cycle of the spiral is completed. Each cycle involves the same sequence of steps. 

These steps identify the objectives, alternatives and constraints of the cycle and allow 

alternatives to be assessed in relation to these. The evaluation will frequently identify 

uncertainty and this introduces the element of risk. As risks are identified they will 

need to be resolved, using risk-resolution techniques such as simulation and 

prototyping. Each cycle of the model concludes with a review by the people 

concerned with the system. This involves consideration of the products produced 

from the previous cycle, and plans and commitment to the next phase. 

The method re-emphasises the importance of software functionality; that it is of key 

importance to recognise the organisational environment in which a system will be 

used and the constraints and opportunities that the environment will allow. Often in 

He! literature attention is focused on design only after the functionality has been 

decided. It introduces risk assessment at each stage and accommodates iteration to . 

earlier stages as new alternatives are identified. It also allows a project to be 

abandoned if it is no longer feasible. 

4.5.1.4. Soft Systems Approach 

Another approach to the problem of design focuses attention on social, organisational 

and psychological aspects related to the introduction of new technology. The problem 

context is a major issue which the above approaches have not addressed. Early 

theories (for example Trist and Bamforth 1951) concentrated on variations in the 

social structure of organisations and amending the structure to be compatible with the 

new technology. However people have questioned for some time whether an 

organisational model can exist as an independent reality which can be modelled 

beforehand (Boland 1979). Boland (1979) also notes the importance of the 

interpretation various people involved place on the situation. Robey and Marcus 

(1984) argue that although some phases of development can be understood in terms of 

the 'rational motives', they can also be interpreted as 'political rituals', recognising that 

people will aim to protect their own interests by way of negotiation. The social and 

organisational issues which this political process introduces are unaccounted for in 

many design methods (Bostrom and Heinen 1977; Aoyd 1987). Blaclder and Brown 

(1986) describe a model which aims to make people aware of the complex 

organisational, social, economic and political environments in which systems are 

developed and implemented. They do not propose their general model will achieve 
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the articulation of options for matching people and technology in the pursuit of 

organisational goals, but call for the development of methods to recognise and address 

issues of conflicting interests. 

The development of soft-system approaches (Checkland 1984; Wood-Harper et al. 

1985) allows consideration to be given to the social aspects of the design process and 

these methods are more applicable to the ill-defined problems which are encountered 

in the real world. 

In Checkland's (1981) 'Soft System Methodology' the situation in which the perceived 

problem lies is expressed, as opposed to defining the problem in advance. A model of 

the human activity system is then developed. The root definitions are intended to 

make explicit to the customer; i) the actors in the system, ii) the transformational 

processes, iii) the organisational assumptions, iv) the owners of the system and v) the 

environmental constraints. Conceptual models are then developed and tested. These 

describe what must be done in order to achieve the human activity system. By 

comparing the conceptual model with formal methods and other system thinking, 

inadequacies may be revealed and potential changes can be identified. The 

conceptual model is then compared to the real problem situation to determine changes 

which are both feasible and desirable. Finally action is taken for the changes to be 

implemented. 

Checkland (1986) notes that the political issues are, by nature, never explicit and can 

be elusive which often means they are ignored. His method recognises the political 

issues in the analysis stage and produces a list of possible changes but the 

implementation of any changes, if the solution is to be a technical one, must still be 

developed. 

The Checkland (1981) methodology allows the problem to be considered in the 

setting in which it occurs and reflects the socio-technical implications. Clegg et al. 

(1997) takes the idea of social implications further and suggests that they are in fact 

two-fold, firstly the social and organisational dynamics of the original problem, 

discussed above, but also the socio-technical dynamics of the development process 

itself. To implement successful systems the development process has to incorporate 

"a wide range of different forms of knowledge, skills and expertise over a period of 

time. It can only produce a satisfactory outcome if these are successfully integrated 

. and co-ordinated." (Clegg et al. 1997). Many other methodologies exist which focus 

on how to include the stakeholder throughout the development process (see for 
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example Hirschheim 1985; Mumford & Henshall 1979) and these and other methods 

will be discussed in more detail in the next chapter. 

4.6. SYSTEMS DEVELOPMENT IN PRAcrICE 

The literature review shows that there are many different methods which have been 

developed to enable good systems design. It demonstrates that people have long 

recognised that the traditional Waterfall method is not sufficient to account for the 

complexity of problems being faced today. Methods such as Boehm's (1988) Spiral 

Model attempt to get away from the linear approach and other methods (e.g. 

Checkland 1981; Mumford & Henshall 1979) propose more radical approaches to 

capture the 'rich picture' of interaction, and to include users in participative design 

methods. These methods should enable more usable systems to be developed as they 

allow for organisational and social factors to be taken into consideration. A number 

of surveys, conducted over the past two decades (Standish 1994), show that this is not 

in fact the case. They illustrate that there was, and still is, a high proportion of 

systems which either fail to meet their objectives or are abandoned by their users. In 

the survey conducted by Standish (1994) only 16% of information systems 

applications were considered a success, and of those which failed 25% were due to 

incomplete requirements or lack of user involvement. 

The reason for this very low success rate appears to be the reluctance of organisations 

to adopt the more radical participative methods. Instead companies continue to use 

more formalised methods (Damodaran 1991), for example, Structured Systems 

Analysis and Design Methodology (SSADM). This is a mature methodology and the 

UK market leader (Fitzgerald 1994). The current trend of structured methods is still 

attempting to make the systems development process more formalised and bring 

greater discipline to the area. This does not easily allow for the uncertainty of real 

world complex problems, it stifles creativity (DeMarco and Lister 1987), and does not 

allow for the added complication of including users. 

The development and introduction of computer systems remains technology centred 

(Blackler & Brown 1986) with the majority of resources being directed at the 

technical design and implementation, and the effects on people and the organisation 

only being considered after the computer system has been developed (Cl egg 1988). 

As Lim et al. (1992) and others have noted, human aspects are considered 'too little 

too late'. Heinbokel et al. (1996) decompose 'user-centred' into two components; 

i) user orientation, and ii) user participation. User orientation they describe as 
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focusing on developing a product to meet the user's requirements and match user 

characteristics. This does not necessarily include the users but instead is a design 

philosophy to consider the user. Even this approach is not widely adopted. Of 400 

software professionals questioned, (Gould and Lewis 1985) less that a quarter 

identified user-centred methods which they used in.their approach. 

The second definition used by Heinbokel et al. (1996), 'User participation', is more 

often thought of as a user centred approach where the stakeholders are involved in the 

development. There are many approaches which attempt to improve the user

centredness of systems by including users. These range from strong user involvement 

in all processes of the development to brief, ad hoc testing and evaluation of products 

produced (Eason and Harker 1991). They either use integrated methodologies (Lim et 

al. 1992), or 'tool kit' approaches (Galer et al. 1992) which can be 'bolted on' to 

existing methods. However, even with the amount of methods available, the design 

community are still reluctant to use them. The following sections give some 

examples of why this reluctance may occur, but it is a subject which will be revisited 

in subsequent chapters. 

• A major factor which influences the design of systems is that the people driving 

the process are normally dominated by financial, business and economic 

considerations. Their views are often influenced by the historical perspective of 

using technology to reduce labour costs and to control the work process as 

described by Taylor (1967). Because of this dominant view some other issues, 

particularly those affecting users, are only ever considered late in the process. 

This can lead to problems because, as Dunn (1984) points out, any errors made 

during the earlier stages in the development will be the most expensive errors to 

correct. The prohibitive cost of these fixes will often mean that problems are 

recognised but not amended. 

• By continuing to use the formalised methods as the industry standard to control 

large projects the views of stakeholders continue to be ignored. These methods do 

not allow human factors to be easily integrated. 

• Even when social and organisational issues are recognised at the start of the 

design process they may be lost or ignored throughout the project. The technical 

requirements may still be viewed as the dominant issue and, even if they were not, 

there are no methods which allow the views to be recorded and carried through the 

project. 
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• The system designers are normally separate from the organisational context in 

which the system is to be introduced, they therefore need to rely on others for an 

explanation of what the problem is. 

• The designers will normally be experts in a particular systems development 

method. This might be the organisation's own preferred method, or one they have 

used successfully in the past. This often leads to the same method being applied 

regardless of what the actual problem is, and the methods applicability. 

• The fact that so many different approaches exist may in itself be the reason the 

methods are not taken up. In other words, with so many methods available how 

can an organisation or developer know which is the best and most appropriate 

method to use? 

4.7. SUMMARY OF ApPROACHES 

The previous sections have demonstrated some of the complexities that are intrinsic to 

the ill-defined, creative problems of design. The discussion highlights that 

traditionally research and development has centred on the view that design solutions 

are achieved in a linear fashion, and not on the actual processes used in development. 

Researchers have begun to recognise that psychological factors play a part in the 

process of design, and studies have demonstrated that more opportunistic strategies 

are used by designers to understand the problem. More recent! y, recognition has been 

given to the political issues involved and the fact that stakeholders, and social and 

organisational issues need to be considered. 

The review shows there are a number of approaches which can be taken to the 

development of a system, each of the perspectives focuses on different aspects of the 

problem of design, and proposes different methods to develop good systems. The 

traditional waterfall model is a prescriptive model of how systems development 

should be undertaken. Boehm' s (1988) Spiral Model, in contrast, recognises that not 

all the requirements can be captured at the start of the development process and in 

answer to this includes iteration throughout the development cycle. This differs from 

other models which only allow the previous stage to be revisited. It recognises that 

there are constraints and limitations which exist as part of the system being 

considered due to human cognitive limitations and the organisational setting. The 

Spiral Model recognises too that the problem is so complex not all aspects can be 

considered at once. It introduces the risk-resolution techniques to assess alternatives 

at different levels, until a workable solution is reached. The solution will only be 
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abandoned if it presents too high a risk at another stage, and I or a lower risk 

alternative is considered more desirable. 

The Soft Systems Method proposed by Checkland (1981) takes the development 

process to another level. It is well recognised that although system development is 

described as a very rational process, i.e. first the analysis is undertaken, then the 

evidence is gathered and sifted into a set of requirements which are fulfilled with 

technical tools, in reality it is very different. One of the main reasons why practice is 

very different from the rational model is because of the political aspects. Various 

people, and their perception of the problem, need to be considered in the development 

process and the focus here is on developing a system which takes account of the 

organisational and social needs of the people involved, rather than attempting to fit 

the people to the technology. The method aims to consider the stakeholders at the 

analysis stage of the problem to enable systematically desirable and culturally feasible 

changes. It does not address the issue of how debates over what constitutes desirable 

and feasible changes are agreed or implemented. 

4.8. COMP ARISON To ORGANISATIONAL DECISION 
MAKING 

The approaches discussed throughout this chapter demonstrate remarkable similarities 

to the models of organisational decision making described in Chapter 2. The 

traditional method can be compared to the rational model in organisational decision 

making, defining the stages that must be followed. Like the Rational Model it 

assumes the problem can be well defined in advance, and that there will be full 

knowledge of alternatives. 

There is now a realisation, as in the organisational decision lI)aking literature, that not 

all requirements can be known in advance. Therefore one of the major issues is 

understanding and structuring the complex problem being faced. Boehm's (1988) 

model addresses this by the introduction of iteration to any prior stage. It recognises 

the constraints and limitations and is similar to the Bounded Rationality model of 

decision making. 

The Soft System Methodology recognises the importance of political and social 

influences. Different stakeholders will have different agendas and the decision 

making process, as discussed in Chapter 2, is then about negotiation and compromise 

within the social and organisational setting to establish workable options. Many 
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participative methods have been developed to include stakeholder opinions in the 

development process and the stage at which they are used and their effectiveness vary. 

This approach is similar to the political model, recognising that stakeholders can have 

a major impact on the success of a decision. 

4.8.1. An integrated model 

The review highlights that system design is itself a real world complex problem 

solving task. It demonstrates that, as with the literature on organisational decision 

making, there are numerous models which can be applied, each of which take a 

different view of the problem faced and suggest how the particular issues can be 

overcome. Figure 4.4 attempts to bring together the various models of systems 

development and views them in the framework °developed from the organisational 

decision making literature. It highlights the similarities (and differences) between the 

methods considered and demonstrates that a combined approach is needed to account 

for the pOlitical, social and organisational issues apparent throughout the development 

process. 

Figure 4.4: Diagram of Systems Development Models Within the Decision Making Framework. 
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The diagram shows the models from decision making and systems development 

literature, and places them in the context of the type of problem addressed and the 

type of decision making needed. It demonstrates that an integrated model is needed to 

account for complex real world problems. 

4.9. SUMMARY AND SYSTEMS DESIGN IN THE 
ROYAL MAIL 

This chapter has discussed a number of opportunities to explore the decision making 

process further. It identified opportunities in individual decision making, 

organisational decision making, social issues, active intervention, internal RM 

intervention and the RM decision making models. The central issue in the real world 

setting, particularly for the RM, appears to be that they have a traditional / rational 

approach to the problem and yet it has been shown that there are other social 

processes involved. The opportunity to follow a technological intervention, through 

their decision to introduce a new computer system, provided an excellent vehicle to 

investigate this further. 

Based on the prior work two hypotheses were proposed: i) that the RM would 

continue to pursue a rational approach and concentrate on using technology as a tool 

for the planners and ii) that a pluralistic method would be used enabling a new system 

to consider the social processes involved. 

The remainder of the chapter considered the problem of design. The literature on the 

complexity of the systems design problem, and models which have been proposed to 

address this were reviewed. This demonstrated the similarities between models 

developed in systems design and those in the area of complex problem solving and 

organisational decision making. It shows that there are various models which account 

for parts of the design process but there is no single model to account for all of the 

complexities. The review also highlighted that industry continues to adopt the more 

rational models as acceptable and standard methods. This leads to a twofold problem 

a) that the linear methods do not work and b) that sOCial and organisational issues are 

overlooked. 

From the reviews and comparisons undertaken it can be inferred that the RM is likely 

to continue with the rational/traditional approach as described in Hypothesis 1, 

above. The RM will attempt to find a technical solution based on the economic costs 

and benefits. Focusing on those areas which increase the processing capabilities, e.g. 
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the time savings and ability to consider more alternatives. This is likely to lead to a 

dysfunctional system as the political, social and organisational issues are given a low 

priority in the development process. There is an opportunity within the RM to pursue 

an investigation of the design of a technological intervention. The following chapter 

investigates the approach taken by the RM in the design process. 
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CHAPTER 5: WALK OPTIMISATION CASE 
STUDIES 

5.1. INTRODUCTION 

The previous chapter established that the RM was investigating the possibility of 

introducing a technical intervention to improve the revision process. This chapter 

details work conducted with the RM, through interviews with the WO Project Team, 

meetings attended and case studies conducted. It provides an evaluation of the 

approach adopted and the methods used to develop a workable system. 

The chapter begins by reviewing PRINCE, the project management tool used 

throughout the development, before looking at the development itself. The initial 

interviews and the feasibility studies revealed that the RM had decided to investigate 

the possibility of procuring a computer system to meet their needs. This approach 

does not easily fit with the systems development methods, discussed in Chapter 4, 

which emphasise the need to understand the current system. Only then can designers 

explore the problems and opportunities to improve the existing processes. In the 

RM's case the system had been designed and developed for another set of people, in 

another organisation, and in another country. This is becoming a more popular 

method for companies in their adoption of new technology, but one that has received 

very little attention in the literature. A review of existing literature allows' a 

hypothesis to be developed for the future systems development and its consequences. 

Further case study work charts the development process through a second phase of 

evaluation and finally through a phase of design and development. The chapter 

concludes by considering the findings of the case studies in light of the literature 

reviewed in earlier chapters. 

5.2. BACKGROUND 

The delivery revision process is key to the RM in maintaining its drive for greater 

efficiency and improved quality of service. There has, and will continue to be, a need 

to· undertake revisions due to the ever changing delivery environment. Manual walk 

testing is one method for achieving new walks, but it is very time consuming and 

requires intensive and continuing efforts. The introduction of CADR was an attempt 



to improve the performance of various tasks within the revision process, and has had 

varying degrees of success. 

A Walk Optimisation System was seen by one of the RM Directors on a visit abroad. 

This was the initiator of the RM project. The system, Postcards was originally 

developed for, and is now used by Canada Post. It was developed by the Canada Post 

Corporation (CPC) in collaboration with Montreal University. GIRO Enterprises was 

established to further develop and market the system and they now have customers 

throughout the world. The system has been adopted by other postal delivery services 

but has also been adapted for customers in public transport, street cleansing and snow 

clearance. 

Following a demonstration of the system a project team was established. The project 

was set up using the RM standard project management tool,. PRINCE. An overview 

of the tool is provided below, with particular reference to its application to the Walk 

Optimisation Project. 

5.3. PROJECTS IN CONTROLLED ENVIRONMENTS 
(PRINCE) 

The RM realises that in order to operate at the forefront of competition they must 

constantly implement change, therefore a project management methodology has been 

introduced. This aims to improve the way projects are managed and to ensure a 

standard and consistent approach. PRINCE is deemed to be suitable for ALL 

projects, providing "a structured set of principles and techniques designed for 

managing projects in a controlled and considered manner"31 which can be fine tuned 

to the project type. 

The focus throughout the methodology is on the business case, describing the 

rationale and justification for the project. The main features are: 

• "Its focus on business justification 

• A defined organisation structure for the project management teams 

• Its product-based planning approach 

31From the RM manual "PRINCE Overview: Open Learning." 
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• Its emphasis on dividing the project into manageable and controllable stages 

• Its flexibility to be applied at a level appropriate to the project. "32 

5.3.1. 
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Figure 5.1: The PRINCE Process Model. 
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The model defmes the activities to be carried out during the project 

PRINCE aims to involve people from different areas of the business. These people 

represent the three business functions; Operational, Technical and Financial and are 

represented in PRINCE as three areas of interest (shown in Figure 5.2 below). Each 

individual, group or groups will have different priorities and different interests to 

protect. Concurrence from all parties is therefore needed. 

32prom the RM manual "PRINCE Overview: Open Learning.' 
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Figure 5.2: The PRINCE Three Way Partnership. 

Technical 

The three interests represented in PRINCE ensure the project is; i) for the user, 

ii) delivered by the technical and, iii) for the benefit of the business. 

5.3.2. Customers 

The project is based on a customer I supplier relationship and· these are defined at the 

start of the project. In the WO Project the customers were; The Head of Pipeline 

Design (on behalf of the Operations Design Director RM SHQ), the Royal Mail 

Project Executive Committee (RoMPEC) and the Director Employee Agenda. 

5.3.3. Project Management Organisation 

The project team was established in line with PRINCE, suitably scaled to the size of 

the project. The diagram below shows the roles and responsibilities involved in, and 

required by, the project. 
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Figure 5.3: The PRINCE Project Management Structure. 
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The main people involved in the project are detailed below .. Within the PRINCE 

guidelines each of the roles within the project are described along with their 

responsibilities (see Appendix D.1), these will only be discussed in detail where 

. appropriate. Figure 5.4 , below, shows the project structure for the WO Project. 

5.3.3.1. Project Board 

The Project Board is the most senior level of the project. It initiates each phase, 

monitors progress and provides strategic guidance. The board takes overall 

responsibility for the delivery of the project and makes the key decisions within the 

project. The board consists of five people33: 

• The Senior Executive and Chair (from RM SHQ). "Responsible for the integrity 

of the Business Case and completion of the project within the timescales and 

budget approved by the Approval Authority". 

• Two Senior Users (Directors from two of the Divisions). Their job overview was 

to, "Represent all users affected by the project. Monitor progress against User 

Management Requirements." 

• Two Senior Technical (one from RM IS SHQ and the other from RM OR&S). 

Their job overview was to "Represent the interests of ·those designing and 

implementing the project products. Monitor progress against the technical 

management and operation requirements." 

33Extracts taken From RM Consulting PID, Version 1.1, February 1996. Defined by the original 

Project Board .. 
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5.3.3.2. Project Manager 

This role is appointed by, and reports directly to. the Project Board. The project 

manager co-ordinates the project and, after approval by the Board, prepares the 

business case for RoMPEC. They are charged with the day-to-day running of the 

project. ensuring the project creates the correct products and achieves the required 

quality standards. 

5.3.3.3. Team / Stage Managers 

One person is identified and given responsibility for each of the elements identified in 

the project. For the WO project there were four stage managers. They are responsible 

for ensuring that the products, for their stage, are completed in the timescaIe and at the 

agreed cost. 

5.3.3.4. Project Assurance Team (PAT) 

PRINCE projects require assurance, i.e. checks and balances to ensure that the correct 

approach is being taken. For the WO project a team was established. The PAT 

consisted of nine people, some of whom were already fulfilling other responsibilities 

on the project. They included the Project Manager and the four Stage Managers. The 

remainder represented system processes that are on the peripheral of the project, e.g. 

Training and Development Group (T &DG). 

5.3.3.5. Quality Review and Assurance 

The Quality Review (QR) Forum was also established according to the PRINCE 

methodology, for quality review and integrity I assurance of deliverables. For the 

WO project it included two User Representatives, Operation Research and Statistics 

(OR&S) and Information Systems (IS) experts. It is responsible for signing off all 

deliverables and administering and co-ordinating the Quality Review, including an 

audit trail. 

102 



5.3.4. 

Figure 5.4: Project Structure for the WO Project 
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Project Stages 

PRINCE suggests all projects are broken down into manageable stages. These stages 

identify the major decision and control points. The tool suggests that each of these 

stages end with an 'AutoS top' point where authorisation from the Project Board must 

be obtained before the next stage can commence. This decision is made on the 

progress to date and an assessment of the continued viability of the project 
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5.3.5. Project Plan 

An initial project plan is drawn to confirm the project's objectives are clear, 

achievable and realistic. These have to be approved by all members of the Project 

Management Team and have to be formally approved by the Project Board. This 

initial plan will contain the high level objectives of the project. The objectives will be 

defined in further detail as the project progresses. 

The plans relating to the project are detailed at many different levels within PRINCE, 

and these are aimed at specific people within the process. All plans do however need 

to contain the same basic information and these are specified in Table 5.1 below34. 

Table 5.1: Components Of A Plan. 

Components 

What - products to be produced 

How - activities needed to create prodoct 

Quality - criteria and method of measore 

Who - the resource required 

When - activities occur and the time needed 

Dependencies - relationship between activities and other external 
dependencies 

Controls - when progress will be monitored 

Risks - and measures to address these 

The project is broken down into its key components and these are known as products. 

The plans, described above, are based around these products and are represented in 

three distinct but interrelated ways within the project; i) Product Breakdown 

Structure, ii) Product Flowchart and, iii) Product Description (see Appendices D.2 to 

D.4 for examples). 

There are three types of products produced throughout the project; i) the Management 

Products are used to control and monitor the project, ii) the Technical Products which 

are produced as the result of the project and, iii) the Quality Products used to set the 

34From the RM manual "PRINCE Overview: Open Learning." 
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level of quality required for each of the products and to ensure that it is met. One of 

the main Management Products is the initiation document described below. 

5.3.5.1. Project Initiation Document (PID) 

A Project Initiation Document is drawn up for each project stage and defines the 

terms of reference for the project. It details the purpose of the project, the resources 

and responsibilities to achieve the plan, including time scales of deliverables and 

costing. 

5.3.6. Project Control 

There are many controls built into the PRINCE methodology and most are planned 

before the project starts. They include regular and formal reviews of the progress 

made, monitoring the timeliness, cost and quality against the plans. The controls 

begin with the PlO, described above, and continue at various stages during the 

project, until the last stage, the Project Completion is reached. Throughout the 

project's life regular meetings are held which allow the current progress to be 

monitored against the planned targets. These reviews provide checkpoints along the 

way, and their results are reported back to the Project Board. 

5.3.7. Other Features of PRINCE 

There are many other features of PRINCE which enable a project to be managed 

effectively. These include risk and configuration management methods. Also 

included are a number of standards for change control and appropriate processes are 

identified to provide a formal mechanism for handling change. 

5.4. THE WALK OPTIMISATION PROJECT 

5.4.1. Methodology 

A variety of data collection methods were employed during the following case study 

these are in line with the ethnomethodologica1 approach outlined in section 2.4.1. The 

methods allowed a number of views to be elicited on the processes involved; i) the 

formal project documentation, in PRINCE, set out the processes to be undertaken, ii) 

attendance and participation at meetings enabled observations of what actually 

happened and, iii) the formal documentation produced after meetings and project 

stages provided the RM's account of what had happened. These methods were used to 
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capture the different perspectives on the decision making and to identify areas where 

the formal and informal accounts differed. Throughout the case study work reported 

in this chapter, these combination of methods will be employed. 

The investigation began with exploratory interviews to establish an understanding of 

how the Walk Optimisation Project Team was undertaking its work. A number of 

phone calls were made to find out who was managing the project in London, and to 

establish contact. Following from the initial conversations an interview was 

conducted with the Project Manager. It was established that the team were willing to 

allow case study work to be conducted within the WO Project. 

A number of meetings were attended in London, with the Project Manager and the. 

Project Team, both as a whole and individually (detailed in Appendix A.I). 

Interviews were also conducted in the Midlands, with various members of the project 

team supporting the initial trials. These provided a basic understanding of the project 

management tool used for the project, the system itself and the processes the RM 

were currently, and planning to engage in. Each of these areas was complex. The 

detailed understanding of the processes and issues was developed through 

involvement with the project team, aided by the knowledge already gained of the RM 

and the delivery and revision process. Internal reports were also gathered on the 

PRINCE methodology35; the project documentation36; and the results of the 

feasibility trials. 

5.4.2. Overall Project Objectives 

The PRlNCE methodology was followed and the project began with a statement of 

the project's objectives: 

• "I. To improve the way in which we revise our delivery procedures within the 

revisions process in order to optimise the cost of delivery and safe routing (within 

existing delivery specification and standards). 

35From the RM manual "PRINCE Overview: Open Learning." 

36A number of reports exist within the RM detailing processes' and products. Included in the 

informative reports are the Feasibility Process Trial Reports for Aireborough and 

Southampton. 
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• To minimise the cycle time taken for revising and implementing changes within 

laid down standards. 

• To minimise the cost of revising and implementing changes. 

• To be able to plan and implement revisions with the minimum level of resource 

(both for initial set up and on-going revisions). 

• To test whether the delivery routing savings are achievable and whether postmen 

will be able to replicate the routes identified (including zig-zags), i.e. the 

practicality of it - will it work? 

• To give us the ability to model changes of type, time and method of delivery both· 

at strategic and local level. 

• To provide employees with useful information. 

• To be capable of integration with other Business Systems and fit with emerging 

strategy (e.g., GIS, PAF etc .. ). "37 

This demonstrates the business, organisational and technical goals of the WO system. 

5.4.3. PHASE 1: Feasibility Studies 

As described above, PRINCE determines that a project is broken down into phases. 

The individual phases have their own objectives. The initial studies were conducted 

in 1994 - 1995 and aimed, "To test the opportunities and benefits offered by the 

Postcards system." In particular there were "eight key evaluation points: 

• To compare results against current walks in terms of staff hours used. 

• To compare results against CADR revision of current walks .. 

• To evaluate the benefits of global optimisation and interactive planning using the 

Postcards system. 

• To establish time scales for a revision using Postcards. 

• To assess the quality of service implications of using Postcards. 

• To assess Postcard's ability to facilitate 'what iP planning. 

37From RM Consulting PID, VeI1lion 1.1. February 1996. Dermed by the original Project Board. 
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• To look at possibilities for mode optimisation such as use of cycles, public 

transport or van accelerations. 

• To evaluate 2nd delivery workloads. "38 

The Walk Optimisation system was intended to improve the revision process. It was 

intended that the system would achieve this by minimising the time taken to conduct 

revisions, to minimise the time between revisions and by balancing walks. 

The ,Walk Optimisation System produces optimised walks by considering the 

geographical information, e.g. street locations, lengths, etc. and the workloads 

associated with the streets. This information is combined in order to produce walks 

which minimise dead walking time, meet the required delivery span, and are evenly 

, balanced. The trials employed three distinct systems which needed consolidating. 

These systems were a Geographical Information System (OIS), Computer Aided 

Delivery Revision (CADR) system and Postcards, the trial system (see Figure 5.5). 

The GIS was used to build up a digitised network showing each road as a link on the 

map (see Appendix E.l: GIS Data Requirements). The links had various data, 

associated with them. These included the street name, whether the street could be zig

zagged, whether it could be cycled, whether it was one-way and! or a cul-de-sac and 

the postcode for both the left and right hand side of the street. All of this information 

needed to be recorded and then street lengths were automatically calculated by the 

GIS. 

The CADR system, described in Chapter 3, was used to produce 'the workloads 

required, This was achieved by the data being exported from the OIS system, 

converted into CADR format, and being manually entered into CADR. The current 

walk sequence was produced on Supercalc, including method of delivery and number 

of delivery points. This was combined with the CADR information (see Appendix 

K2: CADR Data Requirements) in a spreadsheet, to produce the workload 

evaluations for first and second delivery, and for all delivery methods, These 

workloads were then input to PostCards. 

38From RM internal document "Northeast Division - Postcards trial Aireborough 00, April 1995. 
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Postcards is based on a street network database and allows automatic plotting of 

optimised walks. It uses information from the GIS and CADR files, and some 

additional information, e.g. current walk sequence (see Appendix E.3: Postcards Data 

Requirements). The system respects the constraints on maximum workload while 

minimising travel time and dead walking. It can generate a global optimisation across 

the whole Delivery Office. It generates the start and finish points, as well as the route 

and direction in which the walk should be conducted (see Appendix E.4). 

The system does allow some manual intervention. For example, it allows the 

acceptable walks to be frozen and the remainder of the DO to be re-optimised 

automatically. It also incorporates a manual mode for changes to be made by the 

operator where necessary. This may be due to a number of situations, e.g. the 

optimiser does not recognise steep hills. Here the operator will know where the hills 

are and alter the walks to ensure they do not start at the bottom of a steep hill39. The 

graphics screens allow the walks to be easily viewed and adjusted. The system is also 

able to produce maps and various detailed and summary statistics. 

Two trials were conducted at offices in Aireborough and Southampton, reported 

below, they attempt to bring the three systems together and evaluate the resulting 

revisions. 

39 At the start of the walk the pouch is heaviest and the PO would therefore want to avoid a steep hill. 
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5.4.3.1. Aireborough 

The Aireborough Delivery Office was last revised 7 years prior to the trial. The DO 

was split into 4 geographical areas, covered by the trial. They consisted of 52 walks 

on first delivery. The delivery times ranged from 146 to 215 minutes, with an average 

of 169 minutes. Some walks failed to meet the 09.30 cut-off time. Staff used cycles, 

van acceleration or their own transport to get to the start of their walk. Second 

delivery walks consisted of 22 cycling routes of ISO minutes delivery span. The 

normal revision method employed within the Northeast Division is the Manual-Wand 

notCADR. 

The trial was conducted by a planner from the Northeast Division, assisted by the 

DOM. Additional support was provided by the WO Project Team, particularly in 

respect of the use of systems. The CADR revision was undertaken first, with slight 

variations on the usual procedures as 1: 1250 scale maps were not available. Data was 

gathered using 1: 10000 scale maps. This level of detail was inadequate for measuring 

path lengths, houses were not shown in their true geographical position, there were no 

house numbers shown and footpaths were difficult to spot. This meant an A-Z of the 

area and the local postcode book were necessary to establish the data needed for input. 

The process required a great deal of local knowledge, e.g. to identify the end points of 

the individual postcodes which the system required. Path lengths were also necessary 

and as they could not be taken directly from the maps they had to be gathered by 

physical measurement. All of this data was input to CADR. Walks were plotted in 

the usual way, adding the walks onto the map by postcode. The total revision time 

was 30 man weeks. 

The Postcard revision (see Appendix E.5: Aireborough Process Chart) began with 

data gathering. The POs verified the household delivery sheet, including sequencing. 

Traffic counts were undertaken, and GIS street lengths were validated using 

measuring wheels. The network was then digitised, adding the necessary information 

for each street, and validated. The network, workload figures (created by OR&S on 

CADR principles), and the sequence file were imported into Postcards and the system 

was then used to create the full network of optimised walks. A number of different 

scenarios were plotted to determine the best fit. A map was then produced for each of 

the walks (see Appendix E.6) and the system also provided individual walk details 

(see Appendix E.7). The total revision time was 25 man weeks. 
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5.4.3.2. Southampton 

The trial was initially to be conducted using two postcode sectors but this was 

recognised as being too large and was reduced to S018 only. At the start of the 

project a CADR revision was already underway. However, prior to this the walks had 

not been revised for over 20 years. The Postcards revision was conducted alongside 

the CADR revision to produce a comparison. The office consisted of 36 walks for 

both first and second delivery. The walks were unbalanced and this meant walks were 

not meeting the 09.30 cut off. 

The process used for the CADR revision was the generally recognised method using 

normal data gathering techniques, PAF data, and 1: 1250 scale maps. The plotting 

process was the same as described for the Aireborough trial, above. The total time for 

the revision was 29 man weeks. 

The Postcard process was the same as for the Aireborough trial. The total time taken 

was 23 man weeks. 

The trials were conducted as management exercises and the resulting walks were not 

implemented. The outcomes were, therefore, not tested in the actual setting, but were 

evaluated as a desk top analysis. 

5.4.3.3. Overall results 

There were a number of benefits reported from the trials and these are shown in 

respect of the eight key evaluation points, set out in the aims: 

• To compare results against current walks in terms of staff hours ,used. This 

showed savings of: 

Aireborough 

4.94% 

Southampton 

8% 

•. To compare results against CADR revision of current walks. This showed savings 

of: 

Aireborough 

23% 

Southampton 

3% 
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• To evaluate the benefits of global optimisation and interactive planning using the 

Postcards system. 

The results showed that the first attempt at optimisation was good (e.g. 20 of the 

34 walks at Southampton were acceptable). However, there was a need to adjust 

walks manually. Also if they were optimised more than twice, then the resulting 

walks were fragmented (as they only used the codes which had not been used in 

the first and second attempts). 

• To establish time scales for a revision using Postcards. 

The time scales in the trials were less than those for the CADR revisions. It was 

also felt that once the methods had been established, these could be improved. 

• To assess the quality of service implications of using Postcards. 

The shortened delivery span led to more effective walks, therefore improving 

quality of service. The system also allowed changes to be acted on more easily. 

• To assess Postcard's ability to facilitate 'what if planning. 

The initial trials reported a number of uses of the 'what if scenario, e.g. to 

compare the times for cycling and walking. The process was considered 

straightforward and allowed the results to be easily compared. 

• To look at possibilities for mode optimisation such as use of cycles, public 

transport or van accelerations. 

This facility was difficult to assess due to limiting factors at both trial sites. 

Cycling was not considered viable because of the terrain, and public transport was 

infrequent. 

• To evaluate 2nd delivery workloads. 

Concern was raised at both sites over the reliability of the model used for second. 

deliveries. The model assumes that every street is walked but this is not 

considered to reflect the actual walks. 

There were also a number of problems encountered throughout the trials. Many of the 

problems were associated with the GIS system. Postcards itself had a number of 

enhancements and alterations made to it during the trial. However, at the end of the 
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trials there were still issues which needed addressing, second deliveries for example. 

There were also a number of issues arising because of the separate systems. A 

number of transformations had to be performed on data before it could be manually 

entered into the next system. This allowed opportunities for the data to be corrupted. 

Overall the system was felt to have demonstrated real potential to produce savings 

and the major "benefits identified were:-

• Potential savings of c.3% against current operations in these two offices at that 

stage; 

• A database for future revision; 

• Balanced walks with methods identified and walk plots for training; 

• . Reduced planning times for subsequent revisions; 

• Scenario planning capability for changes to core RM specifications."40. 

These results were presented to the Project Board. 

5.4.4. Summary of Research Findings 

The initial interviews and meetings highlighted the RM's intention to buy-in a system, 

rather than developing one internally. The initial stage of the walk optimisation 

project did not follow any of the methods described in the literature of systems 

design, reviewed in Chapter 4. The RM was not concerned wi th the development of a 

new system, but instead had seen a system that they believed would be an asset to 

their business. They aimed to explore the potential costs and benefits a walk 

optimisation system could bring to delivery revisions. This draws attention to a 

number of issues raised in the systems development literature. One of the main 

concerns, of all the methods, is the problem definition. Although there are debates as 

to how wel1 a problem can be defined and at what stage, the overwhelming view is 

that the current situation needs to be considered and understood before attempts are 

made at determining the problem and potential opportunities. This leads to the 

question, "What problem is the RM trying to resolve?" 

4OJ;rom RM Consulting PID, Version 1.1, February 1996 
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Although the tenns of reference for the WO Project contained business, organisational 

and technical aims, the approach taken by RM is a rational ! technical one and the 

technical aims are given priority. The new system is seen as the answer without 

considering what the actual problem is. The approach supports Hypothesis I, Chapter 

4. The team aimed, "To test the opportunities and benefits offered by the Postcard 

system" concentrating on technical ability and the functionality available. The 

comparisons were made in respect of benefits to be gained in time and cost savings. 

They therefore intend to introduce a new system as a tool to aid the revision process 

by applying greater processing power, allowing more data and options to be 

considered. This is in line with their attempts to obtain optimal walks. At this early 

phase no mention is made of the other stakeholders involved in, or affected by the 

revision process. No attempts were made to include them in the initial problem 

definition (as this phase has been bypassed). As these stakeholders have not been 

included it is questionable whether the eventual system will fit with the organisational 

and social needs. The RM are only looking at part of the process and what it should 

be. 

There has increasingly been a move, in industry, to buy rather than build new 

systems, However, there is little evidence of this in the literature. There are many 

models of how systems design should be conducted but, when a system is bought in, 

the development models are no longer applicable. When a system is purchased the 

design process is divorced from the real setting. The purchased system will have been 

developed by a designer who has a generic model! target, in the case of the RM this 

was a system built for another postal delivery service. The approach the RM has 

adopted is to purchase a new system and integrate this with its existing technical 

systems. The emphasis has therefore been on enabling the systems to work together, 

i.e. gluing the GIS, CADR and WO together to achieve a system for optimising walks. 

This detracts attention from the organisational context in which the system will be 

used, and the wider issues which need to be considered. Furthermore, the WO 

system, because it was designed for another organisation needs to be adapted to the 

RM setting", e.g. the Canadian Postal Service does not have a second delivery and this 

concept had to be communicated and incorporated into the systems model of delivery. 

Again the focus was on the technical capabilities. 

The studies have established that the methods used by the RM are not as described in 

the development literature, but instead focus on the procurement and customisation of 

the system. Through the use of case studies, interviews and meetings the rest of the 

trial process is explored below, to establish which methods are used. 
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The preliminary observations, from the initial phase of the project supported 

Hypothesis 1. Based on the trials and interviews, Hypothesis 3 suggests the approach 

the RM is likely to adopt for the next phase of the project. 

5.4.5. Hypothesis 3 

Based on the findings of the feasibility trials, the RM will continue with an overall 

rational I traditional approach, aiming to optithise the process. However, due to the 

complexity of the problem only a limited number of options will be considered. 

5.5. PHASE 2: PROCESS TRIALS . 

5.5.1. Background 

The results of the initial feasibility studies were presented to RoMPEC. On the basis 

of the results, the next phase of the project was authorised. Phase 2 was established to 

conduct process trials of the walk optimisation functionality, in one office per 

division. The aim was to "gain a greater appreciation of the technical and operational 

enablers needed to facilitate any future roll out In addition, the trial will also be used 

to assist with the compilation of a robust technical specification to underpin any 

potential procurement activity."41 

Due to the complex nature of the system an in-house developed system was not 

considered to be an option. Also due to the uniqueness of the Royal Mail business 

requirements, it was not possible to purchase a fully compliant off-the-shelf system. 

The remaining option was to select a suitable system from those already existing and 

to tailor it to RM's needs. Because of the size of the project invitations had to be put 

out to GA TT42. The initial investigations found a very limited global market of 

existing packages, but Postcards was identified as suitable to provide the basic 

building blocks for a scoping trial. A version of the system was leased from the 

development company to enable scoping trials to be conducted. 

41RM internal document "Walk Optimisation Process Trial - Project Report on Southampton (S018)" 

42aeneral Agreement on Tariffs and Trade (GATT) rules and regulations had to be adhered to, as well 

as complying with the EC Directives relating to GATT, compliance and competition Law. 
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5.5.2. Methodology 

The methods employed in this following case study follow those described in section 

5.4.1, with a variety of data collection methods being used. Having established 

contact with the project members during the initial phase, an invitation was accepted 

to join the Project Team. As part of the Project Team all of their meetings were 

attended, in London (see Appendix A.I). This allowed the development process to be 

understood in detail, and followed throughout the project's stages. This was an 

important step as it meant being included in the circulation of all documents related to 

the project This enabled the project's progress to be monitored and issues to be acted 

on as they arose (this would have been virtually impossible otherwise). 

Contact was established with the planner assigned to conduct the second phase trial in 

the Midlands. The planner had been interviewed on several previous occasions and 

gave consent to conduct a case study of the trial. A number of visits were made over 

the duration of the trial and regular telephone contact was maintained, in order to be 

kept up-to-date on the project's progress and to decide on appropriate times to visit the 

revision team. The researcher was also included in the circulation of documents and 

was provided with copies of all the reports produced by the team. 

A number of additional visits and interviews were conducted to understand the 

systems and processes, including a training session on the WO system. The processes 

and results of the other trials were gained through the project meetings, and through 

the process trial report43. The Process trials are focused on below, to enable 

Hypothesis 3 to be investigated. For the purposes of this research one of the trials, 

Longton, was followed and is presented as a case study below. A summary of the 

results of the remaining trials is also presented (see Appendix F.I: Product 

Description for the Trial Offices (PT8). 

43RM Process Trials Consolidated Report. Walk Optimisation Product Prl7. July 1996. 
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5.5.3. Phase 2 Aims 

This phase aims to conduct full feasibility and process trials across all divisions to 

confirm the results across a wider sample of offices. 

The phase concentrated on five areas (See Appendix F.2: Consolidation Product 

Row) :-

• Process trial - The trials were to be conducted in one office per Division, the 

revisions were to be undertaken to the stage of 'Implementation Readiness' with 

the main objective of establishing whether or not the process worked. Appendix 

F.3 shows the Process Trials Product Row and Gantt. This is the element that 

will be focused on, drawing on findings from other elements as necessary. 

• Desk top analysis - to evaluate revision methods statistically and to evaluate the 

realisable benefits. 

• Procurement preparation - in line with GATT requirements and preparing for a 

procurement exercise. 

• Information Systems (IS) strategic fit - specification for the optimisation tools to 

ensure any proposal will reside on existing hardware and be capable of future 

development. 

• Wokingham trial - evaluation of various Ordnance Survey products to identify the 

preferred methodology for interfacing the mapping system and the user. 

·5.5.4. Process Trials 

The "WO software is intended to enhance the established revision software .... with 

the capability to design and plot routes - initially with the basic algorithms, and then 

supported by staff interactively. This technical capability will in turn be the catalyst to 

improve all the assOCiated processes involved in the delivery revisions per se." The 

aim of this element was to establish the viability of the process, "to identify the 

benefits available, develop the building blocks for a robust implementation 

methodology and gain a greater appreciation of the technical requirements." 44. 

44From RM Consulting PID, Version 1.1, February 1996. 
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There were a number of elements involved in the Process Trials (see Appendix FA: 

Product Listings). The main aim was to gain a greater understanding of the technical 

and operational enablers necessary to facilitate a future roll out. The WO software 

was deployed (along with a number of other IS systems) simulating a future 

integrated approach. This was used to test the processes associated with WO 

revisions in one office per Division. 

Divisions were asked to nominate a range of offices. From these a selection was 

made to cover all the necessary scenarios. It was anticipated that five of the offices 

chosen would be likely to need additional first delivery to restore 09.30. One was 

selected so that a comparison could be made with a recently introduced revision, one 

was chosen to look at the issues of city centre revisions and the remainder were 

unknown quantities. 

5.5.4.1. Method For Conducting Trials 

The trials were conducted as full participative delivery revisions and conducted as 

. - individual projects. All the planning tearns attempted to communicate with the CWU 

but were prevented from involving local staff, due to the CWU Executive's policy of 

non-cooperation. In practice, most trials were conducted without local cooperation 

and were conducted as a desk top management exercise. The projects reflected three 

types of offices, i) with CADR, ii) with 1250 maps and, iii) with neither. The trials 

were carried out by the local planning team, with a User Group providing guidance on 

software problems, best practice and training. There was additional support provided 

from one of the three Field Support Managers, supplied by the project team. Project 

staff received training on all three systems involved in the trials. 

5.5.4.2. Process 

The trials were conducted using similar methods to those used in the original 

feasibility trials. The methods used for the collection of data depended on the 

information and maps available at each office. The divisions were allowed the 

flexibility to establish their own methods in order to determine Best Practice. 

In the majority of offices the existing walks were plotted as well as the optimised 

walks, for comparison purposes. It was not possible to implement the new walks nor 

to divert mail to check the walks because of the CWU non-cooperation policy. The 

resulting walks were therefore validated using a number of alternative methods, 
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e.g. walking the routes. Staff in three offices did however become involved in 

checking the routes. 

5.5.5. The Longton Trial 

Longton was the Delivery Office selected in the Midlands Division. The date the last 

revision was conducted was unknown. The office is mainly urban, with town 

deliveries and one suburban area. For the purposes of the trial postcode areas ST3.1-7 

and ST 11.9 were selected, these were all town walks. 

Figure 5.6: The Longton Trial Stages - Process Map. 
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The diagram shows the major stages involved in the process trial at Longton, these are 

discussed below. 

5.5.5.1. SetUp 

The revision process began with a team consisting of the Project Manager (a planner 

from the Midlands) and an Implementor I Planner from the local office. The team 

was supported by one of the Project Support Consultants and the Workload 

Evaluation System was supported by a member of OR&S. Industrial relations in the 

office were considered pOor and the office representatives declined the invitation to be 

involved in the project. 

The equipment was provided by the project, e.g. the computer system and software. 

The WO System was similar to that used in the feasibility trials, with some alterations 

and enhancements. However, there were still three distinct systems, GIS, Workload 

Evaluation System (WES) and Postcards. In order to perform a revision, it was 

necessary to produce data to be interfaced between the component systems. There 
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were, therefore, a number of validation and transformation processes required, see 

Figure 5.7 below. 

5.5.5.2. Data Collection 

Office Data 

At the start of the trial the office statistics showed the walks for 1st deliveries were 

unbalanced. They were taking between 95-225 minutes, with an average span of 160 

minutes. Over 50% were failing to meet the 09.30 Quality of Service (Q of S) target 

(See Appendix G.l). 

The average daily traffic figure was 43,229 items .. The office had a number of 

existing difficulties concerning the IPS. There were 25 fittings within the office 

suitable for [PS, but 64 staff employed. There were 71 walks on first delivery; 64 

town delivery walks, 4 rural official motor vehicle delivery walks and 3 van deliveries 

to firms. Of the 64 walks only 7 met the 07.00 deli very start time. 60 of the walks 

were accelerated by van and one by public transport, the remaining three were cycled. 

The second deliveries were in the ratio 1: 1 (1st: 2nd deliveries) and covered by 56 

foot deliveries, 54 town and 2 rural. Second delivery walks had an average span of 92 

minutes. The data was obtained from a number of sources; Delivery Productivity 

Measurement System (DPMS), hand drawn local maps (see Appendix G.2), Manual

W test papers and Postal Address File (PAF) based walk reports. This information 

was considered by the team to be poor and required substantial amendments and 

updating. 

Data Gathering 

CADR maps were not available for the office. The only existing data relating to the 

walks was from a one day Manual-W test conducted in April 1995. Data therefore 

had to be collected manUally. This was a long and complicated procedure and had to 

be undertaken without local knowledge. A two man team collected data by travelling 

around the roads, noting the start and end points of each postcode. The average path 

lengths were measured along with the dead walking, and the delivery points were 

counted. The time taken to complete this stage was 34 days. 
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5.5.5.3. Digitise Network 

The infonnation was entered into the GIS and the digitising process commenced. The 

current walks were digitised, entering all the streets, dead walking and footpaths using 

infonnation from the hand drawn maps. Details for each were entered, as described in 

the feasibility trials above. A number of validation processes followed. These 

checked the GIS file, and the links and postcode positions. Any errors were corrected 

and the process was re-run. The total time taken for this stage was 5 weeks, more 

than 2 of which were lost to hardware problems. 

5.5.5.4. Workload Evaluation System 

The Workload Evaluation System (WES) was developed by the RM specifically to 

support the trials and was based on CADR. 

The first process was to import the file from the GIS and validate the infonnation 

against the PAF file. This resulted in the identification of 34 serious errors and over 

1000 warning errors. The serious errors had to be corrected before the revision could 

progress. 28 were corrected within the GIS system, the remaining 6 were found to be 

PAF file errors and this file had to be edited. The warnings were investigated and 

decisions were made on whether to correct them from within GIS or to ignore them. 

The GIS file then had to be re-imported and the validation checks re-run, until there 

were no remaining serious errors. The time taken to complete this was 4 days. 

The workload data was obtainable from a number of sources. Comparisons of the 

figures highlighted major discrepancies. It was finally decided that the local 

infonnation was inaccurate and the DPMS figures were used .. 

Once all the relevant data was entered into the system the workloads were calculated 

by WES. The file was then exported ready for the WO system. There were again a 

number of problems encountered at this stage. These were due to bugs and 

calculation errors in WES. A number of new releases were required to overcome 

these problems and several weeks were lost as new problems were identified and 

fixed. 
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5.5.5.5. Walk Optimiser 

Existing Walks Comparison 

The GIS and Workload files were input into the WO system, for the purposes of the 

trial Postcards45was used. Problems were again encountered as the DO was not 

placed correctly on the network and there were additional problems calculating costs. 

Due to the time limitations, it was decided that only 10% of the current walks would 

be entered, not all as originally intended. This highlighted further problems in 
, 

conducting the like-for-like comparisons, due to road changes since the Manual-W. 

The process of comparison was eventually deemed unreliable. The time taken was 2 

days. 

Plotting First Deliveries 

, 
The system was used to plot the 1st deliveries using a delivery span of 150 minutes, 

i.e. starting at 07.00 and finishing at 09.30. This created 66 walks, all of which met 

the Q of S standards. This was an increase of2 walks. See Appendix 0.3 for a listing 

of the walks. 

A second set of 1st delivery walks were attempted with manual intervention to allow 

for the Longton specifics. This again produced 66 walks, (see Appendix 0.4: 

Proposed Walks). 

Plotting Second Deliveries 

The 2nd deliveries were plotted using a delivery span of 90 minutes. These were 

plotted with manual intervention to merge the 1st deliveries. 31 walks were created. 

5.5.5.6. Validation 

Six of the walks were selected to be validated. As the walks could not be 

implemented they were assessed by testing traffic and walking the routes. 

4~e Postcards system was obtained under a short term licence for the purpose of the trials. This did 

not constitute a commibnent to this particular product. A full procurement of a WO package 

was being undertaken concurrently. subject to GAIT regulations. 
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5.5.5.7. Results Of Longton 

• There was an increase of 2 walks for the 1st delivery. All of the walks plotted 

were better balanced and met the 09.30 deadline, (see Appendix G.5) 

• The second deliveries plotted created 32 new walks, a major decrease on the 

existing 54. However, the second deliveries only constituted approximately 2% of 

the daily traffic. The walks were still felt to be generous considering the volume 

of mail. There was also an additional problem that the new walks would need to 

be cycled due to the distances involved. 

• The comparisons of current to new walks was inconclusive. 

• Savings made by the WO system were unspecified. 

5.5.6. Consolidated Trial Results 

A Trial Report was produced for each office (PT8) and an overview report46 (PT I?) 

was produced recommending the way forward. 

Table 5.2 details the walk results for each of the trials. One of the trials (London) was 

not reported as it was found to be significantly different from the other trials. The 

table shows the current number of walks, the number which the system plotted using 

150 delivery span and, the number of proposed walks. The variation between the WO 

walks and the final proposed walks are due to the specific office circumstances. For 

example, the time the mail arrives at the office. 

46Process Trials Consolidated Report - Walk Optimisation Product PT 17, July 1996. 
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Table 5.2: Results From The Process Trials 47 

Division Current WaIks 150 Minute Delivery Proposed Walks 
Span 

Musselborough 20 22 23 

Bishopbriggs 21 17 22 

Eccles 36 28 34 

Dewsbury 43 42 45 

Longton 64 66 66 

Sudbury 22 23 22 

Plymstock 30 26 29 

Wokingham 57 57 59 

TOTAL 293 281 300 

5.5.6.1. Benefits 

A number of benefits were reported based on the 150 minute scenarios:. 

• A potential saving of 4% of walks on 1st delivery. 

• A potential saving of 11 % on 2nd delivery. 

• The average Q of S to meet the 09.30 improved by 87%. 

• Walks were better balanced, with a 50% improvement in the standard deviation. 

• Savings in transport costs by better selection of methods to and from the routes. 

• Better evaluation of methods of delivery 

• Reduced times for revisions. A second revision had been conducted at 

Southampton, originally conducted the previous year. The office data was 

updated along with the GIS, WES and WO systems, andnew walks were plotted. 

This took 2 weeks in total. 

• "What if .. " scenarios could be conducted to see the effects of changes. 

47See note 15. 
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A number of recommendations were also made for the project and business at large. 

The overall feeling was that the trials were a success, that a WO system could bring 

major benefits to the business, and that development of the project should be 

endorsed. 

5.5.7. Summary of Research Findings 

The previous sections have reported the processes which were involved in the revision 

trial. Throughout the trial the DO was attended a number of times to observe the 

processes which were being undertaken, and to discuss the methods which had been 

used during interim periods. The methods allowed a number of findings to be drawn 

from the trials, some of these were reported by the RM in their own reports, however 

a number of other issues are highlighted by the trials: 

• There were obviously many problems with the revisions due to software 

problems, which would be addressed before implementation. However, the more 

important issues of the reliability of data being collected and used still existed. 

The case study demonstrated, once again, that there was conflicting data available 

from the RM's internal systems. The optimisation's success was highly dependent 

on the accuracy of the data used. 

• The system was shown to be unsuitable for second deliveries. This was due to the 

low levels of mail to be delivered. Even if the system was able to produce walks 

which reflected the traffic levels, there would still be a problem achieving the 

walks. The reasons for this are twofold. Firstly the distances required would be 

immense. This was discussed in the Hinckley case study.' Secondly, again 

discussed in Hinckley, the reduction in POs required would mean a surplus of 

staff due to the 'no compulsory redundancy' policy. 

• A number of benefits were presented as a result of the trials, but these were not 

tested. The 'non-compliance' meant that no walks were actually implemented so 

the effects could not be properly assessed. There may also have been implications 

other than walk times that were not evaluated. For example, the Longton office 

was already short of sorting frames and the creation of more walks would have 

compounded this. 

• The benefits reported in the consolidated report were based on the ISO minute 

delivery span. However, the individual trial results demonstrated that the optimal 

ISO minutes was unlikely to be achievable due to the specific circumstances of the 

office. 
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The trials demonstrate that there are potential benefits to the system, but that the 

system also brings with it some additional problems. As the walks were never 

implemented there is also a very real danger that further implications may have been 

overlooked. 

The approach taken by the RM supports Hypothesis 3. The development has focused 

on the improvement of data processing capabilities, aiming to optimise walks. This is 

in line with the rational methods described in organisational decision making, 

(Chapter 3), and the traditional methods in systems design literature, (Chapter 4). The 

major problem with this approach is that the methods assume that complete 

knowledge and information exists about the problem and solution. This is clearly not 

the case as the problem is so complex. The RM addresses this by considering a 

limited number of alternatives, in line with the Bounded Rationality Model. The 

overall focus in all of the alternatives considered remains on the technical capabilities 

"and financial gains. 

Even when the trial results demonstrated that the optimal walks would not be practical 

on the ground, the focus remained fixed on optimising the deliveries. By continuing 

with this rational approach other issues have been minimised. The RM is of course 

aware that other people will be involved in the delivery revision process, particularly 

the CWU. The approach they have adopted sets the issues surrounding other 

stakeholders to one side. The results of each of the stages were presented to the QR, 

PAT and Project Board, which included user representatives. The issues presented to 

the groups were those the phases had concentrated on and, therefore, the issues of 

other stakeholders were not bought into the discussions. The IR issue was being 

considered by another group, developing an overall approach for the future of the RM 

Business processes and the Project Team was kept up-to-date on their progress. It 

was intended that a strategy would be developed along with the Business line. The 

User Group had been informally established during the process trials, from the 

planners conducting them. The group provided feedback, and a comments sheet was 

included at the back of each of the trial reports. However, this feedback focused on 

the technical problems and capabilities, particularly of the GIS. The Best Practice 

discussions also focused on the technical system and how data should be gathered and 

collated to ensure ease of use. 
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5.5.S. Hypothesis 4 

The traditional I rational perspective adopted by the RM is likely to continue 

throughout the development process, and this will lead to the other stakeholders only 

being involved in the later stages of the project's development, if at all. 

5.6. PHASE 3: ANALYSIS AND DESIGN PHASE 

5.6.1. Background 

The previous stage was completed and the results of the process trials, Desk Top 

Analysis, Procurement and IT I IS Infrastructure were presented to the Project Board 

for approval. At the meeting authority was given for the Analysis and Design Phase 

to be undertaken. 

5.6.2. Methodology 

A number of areas were considered by the RM during this phase of the WO project. 

Most continued to focus on the technical implications and procurement. However, a 

User Reference Group (URG) was established at this stage to consider the 

implementation strategy. For the purposes of this research attention is focused on the 

implementation strategy development to see how the representatives were engaged 

and the issues considered. The URG was divided into three sub-groups to consider 

the specific implementational issues relating to the process, the strategy and the 

system. The strategy group is focused on here, as it is the group most likely to 

consider the organisational and social implications which are of interest to this 

research, and will allow Hypothesis 4 to be tested. The final stage of the project is 

described here. 

A variety of data collection methods were employed duririg the following case study 

in line with the ethnomethodological methods described earlier. During this phase an 

invitation was extended to join the User Reference Group. A number of meetings 

were attended for the whole group, as well as meetings of the sub-group assigned to 

develop a strategy for the people involved in using the system. 

Again interviews were conducted with various people involved in this stage, including 

the user representatives. All documentation was received from the Project Team and 

129 



User Reference Groups. The following section details the findings from the Analysis 

and Design Phase. 

5.6.3. Phase 3 Aims 

The Analysis and Design Phase aims, " to focus on scoping, and costing the IS I IT 

solution, then plan and cost the development, pilot and roll-out phases." 

The phase concentrated on six areas (see Appendix H.l: Consolidation Product 

Aow):-

• Workload Design - the workload system needs to be enhanced, specifically 

looking at issues such as 2nd deliveries and town centre walks. 

• Maps and Mapping - a detailed statement of requirements in terms of maps and 

mapping needed for WO. To inClude no. of maps, scale, etc. 

• IS Analysis and Design - a process and data model of the WO functionality. Its 

links, dependencies and relationship with other systems within the RM. 

• Implementation Strategy Development - developing a comprehensive strategy to 

underpin the future implementation strategy, through liaison with the User 

. Reference Group, (see Appendix H.2: Product Flow and Product Breakdown). 

This is the element that will be focused on, drawing on findings from other 

elements as necessary. 

• Procurement - developing a procurement strategy for the WO software, drawing 

together elements from the OR&S, IS and Implementation stages. 

• Consolidation and Management - Bringing together the other elements of this 

phase and considering other factors in order to reach the "build" stage of the 

project. 

5.6.4. Implementation Strategy Development 

The Implementation Strategy Development Stage aims to develop a series of plans for 

the implementation of the WO system, along with their relative strengths and 

weaknesses. When considered with the IS analysis work it should hel p inform the 

Project Board's decision of a suitable appr!lach to the WO system deployment. This 

inCludes all stages, from the initial pilot site to a full national roll-out. A further issue, 

viz. systems maintenance, arises from the project's aim to be able to react quickly to 
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organisational, structural or service specification improvements. This is an area of 

weakness in the organisation's culture. 

In order to develop the strategies a User Reference Group was established (see 

below). The group held regular meetings and also broke into smaller groups to 

consider the issues involved, discussed below. 

5.6.4.1. User Ref~rence Group 

The User Reference Group was established as part of this stage. It consisted of 

representatives from each division who were experienced Delivery Planning 

Managers and Delivery Revision Managers. These are people high up in the 

Divisional hierarchy and not normally involved in the actual revision processes. The 

aim was to' ensure that "the project is taken on board from a broad cross section of 

managers.... The group's role will be to steer the project team and assist with the 

development of the future implementation strategy.~' 

5.6.4.2. User Groups 

The User Reference Group was divided into three sub-groups, detailed below. These 

groups were to meet off-line to discuss the particular area to which they had been 

assigned. The developments and outcomes of the sub-groups were reported back to 

the whole group at the User Group Representative meetings, also attended by the WO 

Project Team. 

The Strategy Group. 

The aims of the group were: 

• to design the strategy for implementation, e.g. how, where, when .. 

• to. consider the people involved in using the system, in respect of training, skills 

profile, resources and organisation. 

• to develop a communication strategy, both local and national. 

• to consider the Industrial Relations, both local and national. 

• to develop a re-revision policy. 
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This is the group focused on for the remainder of the stage, drawing on others where 

necessary. All meetings of the group were attended, but for the purpose of reporting 

only the issues of the design strategy, consideration of the people and a re-revision 

policy are concentrated on. 

The Process Group 

The aims of the group were: 

• to develop the process design, considering the key systems re-engineering. 

• to develop methods for data capture. 

The Systems Group 

The aims of the group were: 

• to consider the IS plan, including GIS, WES and WO dependencies. 

• to consider the hardware requirements 

• to develop support plan, for maintenance, help and upgrading. 

• to consider the systems needs for re-revisions. 

5.6.5. Strategy Group 

The strategy group met a number of times throughout this phase (see Appendix A). 

Issues were discussed in relation to a number of key concepts; location of the system, 

costs, staffing required and training needs. These were considered for the initial 

roll-out phase and for the on-going re-revisions, once the system had been deployed. 

The major issues were defined by the group as Location Vs Cost. 

5.6.5.1. Organisational Ownership 

Much discussion focused on the location of the new system. Managers from different 

Divisions had opposing views depending on the way the planning team currently 

operated in their area. One of the initial views was to define the DOs by size. A 

planning resource would then be allocated to the larger, e.g. Top 200 offices. The 

remaining offices would use a central team, based at either Area or Delivery Area 

level and might be assisted by the other planners. The option to have a fully 

centralised task force was rejected as impractical. 
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The eventual options were based on using the existing divisional planning resource 

and having the resource either: 

i) centralised to each Division 

ii) sited at each Area level 

iii) sited at each Sector level48 

iv) sited at the Delivery Office level. 

Each of these options has associated implications. The number of staff and amount of 

hardware and software varies according to where the system is based. For example, if 

each Division only has 1 computer system, only 9 would be needed in all. If each DO 

is to have 1 computer system 1451 would be required. There was also an issue of 

training, for the people who would be using the system. Using the above example 

again, the difference between the costs and management of training 9 or 1451 people 

is immense. 

Table 5.3: Cost Evaluation For Each Location Option. 49 

Hardware Software Software Implementation 
Maintenance Task Force 

LOCATION £K £K £K 

DIVISIONAL 1319 600 135 105 Full Time 

AREA 1319 600 135 150 Full Time 

SECTOR 1510 621 138 200 Part Time 

DO 4896 1429 257 1450 Part Time 

Table 5.3 shows the estimated costs associated with each of the choices for locating 

the system. 

~e use of sectors had recently been introduced into some Divisions as part of another National 

initiative. Sectors are an area within the Delivery Area and can be large DOs (and could be in 

line with the Top 200 offices discussed). This was to be introduced into all the remaining 

Divisions. 

49prom RM Walk Optimisation Implementation Strategy Document· Location Vs Cost Options (Jan. 

1997) 
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5.6.5.2. Number of Walk Optimisation Applications 

A survey was undertaken to assess the number of walks covered by each of the 

existing 1451 delivery offices, shown in Figure 5.8 below. The results from the trials 

had shown that an area of 50 walks was the maximum which could be undertaken per 

revision process. The larger offices would therefore require a number of revisions in 

order to optimise the whole DO. The total number of Walk Optimisation 

Applications necessary is therefore 1926. 

5.6.5.3. A Phased Implementation 

It was recognised that the system would need to be implemented over a number of 

phases, to allow the changes to be managed effectively. Three phases were 

distinguished and times were estimated for revision under each phase. It was. assumed 

that the times for revisions would decrease through the phases, due to the initial 

learning curve, system improvemerits and the smaller offices being considered last. 

Phase 1 - Successful implementation (time estimated 6 months per revision). 

Offices would be chosen where it would be possible to gain commitment from the 

staff and management, with a good IR climate. This would allow the success to be 

communicated through the business in order to form a good basis for the second 

phase. It would also allow the training and skills to be developed by Divisional 

Champions who could then carry this through into the next phases. It would also 

allow the software to undergo final testing. 

Phase 2 - Benefits driven (time estimated 3 months per revision). 

Targeting offices where benefits could be achieved, in terms of quality improvements 

and cost reductions. For example restoring 09.30, improving budgets and EP. This 

phase would also include the introduction of maintenance to offices already using 

WO. 

Phase 3 - Smaller offices (time estimated 2 months per revision). 

Finally the smaller offices and those with known IR difficulties would be included. 

All earlier offices would be included in the maintenance program. 

Based on these assumptions, it was calculated that the full national roll-out would take 

4.5 years (see Appendix H.3). 
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Figure5.S: Number of Delivery Offices by Size (No. of Walks). 

timis.tion Implementation Strategy: Location Vs Cost Options 

Nos. Of Delivery Office by Size (No. Of Walks) 
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76 - 100 . 94 2 188 

101 - 125 55 2.5 \38 

126 - 150 39 3 117 

151 - 175 25 3.5 88 

175 + 15 4 60 

\451 1926 

This shows the majority of offices consist of 50 walks or less. However. some of the offices contain 
over 175 walks. 
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5.6.5.4. Maintenance 

One of the key benefits for the optimisation system is the ability to have planned and 

controlled revision cycles. In order to achieve this, the RM felt it was necessary to 

introduce a maintenance culture to minimise costs and provide a high level of quality. 

In order to address this the option for an annual audit was discussed and outlined. 

These would review and update the offices. 

There was a major discussion as to how much on-going maintenance there would be, 

in respect of the amount of changes likely to occur, and how large the changes were . 

likely to be. This obviously has an impact on the amount of staff needed to maintain 

the system. An annual audit was estimated to take 3· days. The revisions which 

would result were defined as minor, requiring 2 weeks to complete and major, 

requiring 4 weeks. Tables were drawn up to show the effects on maintenance staff 

depending on the percentage of offices which required major, minor or no revision 

(see Appendix HA). 

5.6.6. Results 

The results from the Implementation Stage were presented to the Project Board as a 

list of alternatives. All of the options discussed in section 5.6.5.1 were included, 

along with some conclusions drawn. These included: 

• The planning resource should be located at either Divisional or Area level, as 

these are the most economical options. 

• Locating planners at the Delivery Office was most expensive option. 

• It would be expensive in terms of the people, hardware, software and providing 

support to deploy the system at sector or Deli very Office level. 

• If the option to deploy the system at Di visional or Area level is chosen there is 

likely to be sufficient planning resource within the Divisions already. 

The results of the.other areas of the Analysis and Design Phase were also presented to 

the Project Board. 
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5.7. SUMMARY OF RESEARCH FINDINGS 

The Implementation Strategy Development, within the Analysis and Design Stage, 

aimed to develop a comprehensive strategy for the future implementation of the WO 

system. The previous sections have detailed the processes and procedures which the 

RM has employed in the WO development project and a number of conclusions were 

drawn by the RM's Project Team. This section draws some further research findings 

based on the observations made as part of the Project Team, by participation in the 

User Reference Group meetings, and through the documentation produced throughout 

this stage. 

• The Implementation strategy stage was the first stage in which users had been 

represented. These were representatives though, and not the actual people who 

will use the WO system. They were Divisional Managers and therefore fairly 

high in the organisations hierarchy. Whether their opinions would be in line with 

the actual users is debatable. This is considered further in the next chapter. 

• The User Reference Group was set up with a dual purpose; i) to get Divisional 

buy-in to the WO system and ii) to steer the project. The first objective was 

achieved and the Divisional Representatives were all in favour of the system being 

deployed nationally, and as soon as possible. The second objective was also 

achieved in so much as the URG provided suggestions and comments on the 

system. However, the URG were given an agenda by the project team and the 

areas and options they commented on were therefore restricted. This was 

compounded by the fact that the rational approach had been adopted throughout 

the earlier phases and, that the system was already designed and built. This again 

limited the options for consideration, with the system already determined the only 

option was to try and fit the people, i.e. the organisational and social processes, to 

it 

• A number of what would appear to be fundamental issues were only now bought 

into the debate, and were still only assumptions. For example how many changes 

there would be in any given office in a year, and how big these changes were 

likely to be. These will determine how often the system will be used once 

implemented. 

• The location of the system will have a major implication on who the users will be. 

If the system is located at DO level, the users are likely to be the DOMs or their 

assistants. If the system is placed at Divisional level the users are likely to be 

planning managers. These staff will vary greatly in their abilities and experience. 

The WO system is fairly complex and there were lengthy discussions as to 
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whether or not even the existing Planners would be capable of learning and using 

the system. 

• Although the Implementation was discussed there were still many organisational 

and social issues which were unaddressed or remained undecided at the end of the 

stage. The main issue was the CWU's attitude to the system. 

The Implementation Stage shows that the RM's methods remain focused on a rational 

approach, i.e. to optimise walks and achieve maximum financial benefits. Elements 

of the Bounded Rationality Model are also present, e.g. by developing and assessing a 

small number of alternative solutions. By introducing a User Reference Group the 

RM has also introduced elements of the Political Model into the process. This 

supports Hypothesis 4. 

Their input is, however, restricted by the approach taken at earlier phases, the pre

determined agenda, and the continuing focus on a rational approach. Instead of 

including people as part of development process they are used as a review process, to 

confirm options and best practice. Their views are given on predetermined solutions, 

i.e. those of the Project Team. This is also late in the development process after the 

systems functionality has been determined. 

5.S. SUMMARY 

This chapter has demonstrated the complexities involved in the decision to introduce a 

technological intervention into the delivery revision process. The major finding of the 

investigations, conducted through case study work, interviews and RM 

documentation, was the RM's intention to procure, and not develop, a new system. 

The RM had seen a working system which they felt would be beneficial to their 

operations, and they decided to trial the system they had seen. 

The aims of the project, and the evaluations undertaken during the first phase, 

demonstrate that the RM is approaching the problem from a rational perspective. The 

focus is on the technical capabilities of the system, aiming to optimise walks, and the 

financial benefits this could bring. This supports Hypothesis 2, defined in Chapter 4. 

Because the aim is to buy an existing system, it is difficult to fit the process with the 

development methods discussed in Chapter 4. The system development methods all 

highlight the importance of understanding the problem to be addressed, although the 
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extent of the problem definition and how it is reached varies. Although there is a 

growing trend to buy-in systems and adapt them to the organisation's needs, there is 

surprisingly little written about how this is, or should be, done. The process of 

purchasing an existing technological system could have many potential consequences 

for the success and uptake of the resulting system, and it could introduce additional 

complications to an already complicated process. There was no analysis of the 

problem and issues involved in the revision process, let alone the organisational 

setting in which the processes occur. This is further complicated because the 

development can no longer be iterative. In other words, if the existing system is used 

as the basis for development, the problem cannot be revisited. Many assumptions are 

already built into the model formulated without any knowledge of the RM setting. 

The trials in the second phase of the WO trials showed there were a number of 

potential benefits. Gains through savings in walks, improved Q of S and having the 

ability to consider other scenarios were the system benefits. There are however 

additional problems introduced. For example the reliability of data became a much 

more important issue. Furthermore, the trials were considered a success and the 

benefits were reported on the optimal walks despite the fact that the trials 

demonstrated that local differences would mean these were unachievable. More 

important still is the fact that the walks were never implemented. This highlights two 

important areas, firstly there could have been a number of further issues which relate 

to the optimised walks, e.g. the issue of office space, but were not discovered. 

Secondly, the fact that the CWU executive had imposed a non-compliance policy 

gives a very clear indication that they objected to the system. This in turn means that 

any attempts to introduce the WO system is bound to be complicated by the union, if 

no prior agreement is reached. 

The process again shows the traditional! rational approach is the overall driver for the 

RM. However the methods used do encompass those of the bounded rationality 

model, as complete knowledge is not possible. Instead of evaluating all alternatives a 

workable solution is selected and amended to fit with the new information and 

requirements, generated by the trials. The information focused on is again technical, 

i.e. assessing the capabilities of the system and the financial gains. These findings 

support Hypothesis 3, section 5.4.6. The stage ended with a number of options 

presented to the Project Board to allow them to assess the way fOlward. 

There still remain many issues to be decided. Some may be determined by the Project 

Board based on the information provided. Others have not yet been raised or 
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discussed. From the view of successful implementation of the system, the 

organisational and social issues must remain a prime concern. The RM is aware of 

the stakeholders involved in the revision process, or at least some of them, 

particularly the CWU, but the issues this raises are set aside through the Feasibility 

and Process Trials. The Analysis and Design Phase aimed to develop the 

implementation strategy for the system, but again remained focused on costings and 

not on the effects the system will have on the stakeholders who will use or be affected 

by the system. 

If a socio-technical approach had been taken from the start of the project the 

stakeholders would have already been identified. The approach taken by the RM has 

meant that the system has already been built, and the processes for its use have been 

decided on .. Yet they do not know who the user will be. As the system has already 

been determined the options for deployment are limited. The User Reference Group 

has considered some of the options, mainly based on costs .. It has not considered the 

wider socio-technica1 issues associated with the system's deployment. The following 

chapters aims to assist the RM in understanding what the wider implications are and 

what methods are available to address them. 
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CHAPTER 6: STAKEHOLDER ENGAGEMENT: 
A REVIEW OF METHODS, AND A 
CONSIDERATION OF THEIR 
APPLICATION TO THE WO PROJECT 

6.1. INTRODUCTION 

The previous chapter discussed the RM's aim to evaluate a new computerised system 

for the revision of deliveries. It showed that theRM is not following a normal system 

development methodology, but is instead intending to procure and adapt a WO 

system. A review of the literature on system development highlighted the importance 

of understanding the problem being considered. It demonstrated that the complex 

design problems faced today are often not clearly defined, but are only understood 

through a process of engagement. The other major issue which the literature 

highlights is the political aspect; people involved with the revision process will have 

their own perspective on the problem, will have their own agenda, .and their own 

interpretation of what is an acceptable solution. These views influence the eventual 

outcomes. 

The studies conducted within the RM demonstrate that they are following a design 

process focusing on the rational decision making model, and on the technical delivery 

based on it. From the literature reviews and the studies of the RM, it is clear that 

there will be many organisational implications associated with the introduction of the 

new system. The RM has considered some of the issues relating to its 

implementation. However, by adopting a rational approach, their work has remained 

focused on improving the processing capabilities and on the financial benefits. They 

have not yet considered many of the organisational issues nor the various agendas of 

the other social actors within the organisation. For example the issue of location has 

different organisational implications depending on the solution chosen. 

The RM may have chosen to approach the decision making process rationally, but 

when the WO system is implemented there will be other stakeholders affected. For 

example, there will be consequences for the local management, the people walking 

the routes and the other RM systems impacted by the revisions. If the system is 

introduced without considering these issues the RM is likely to encounter some major 

problems. As Greenbaum & Kyng (1991 p.2) note, "Conflicts are inherent in the 

process. If they are pushed to the side or ignored in the rush to come up with an 

141 



immediately workable solution, that system may be dramatically less useful and 

continue to create problems. 11. 

The opportunity exists to explore ways of widening the agenda being considered. 

Whilst it would have been useful to look at these issues earlier in the WO project, as 

many of the theories in decision making and systems design suggest, there is still 

value to be gained at this stage. Prior to the actual implementation the RM still have 

an array of possible ways to proceed. Some of the methods and issues have already 

been discussed in earlier chapters. The literature review here considers some of these 

issues in more detail. 

A starting point for much of the literature is that an understanding of organisational 

implications can only be gained by involving stakeholders in the design process. This 

review begins by considering what participative design is. The focus is then directed 

to the four main issues associated with participative methods; i) why stakeholder 

participation is so important, ii) who the stakeholders should be, iii) where in the 

process stakeholders should be included and, iv) how the stakeholders should be 

involved. 

This review aims to establish an appropriate method to enable the stakeholders' views 

to be considered, within the RM's WO project. Each of these issues is therefore 

discussed with particular reference to the RM, giving consideration to the 

organisational context and the stage the project has reached. 

6.2. WHAT Is PARTICIPATIVE DESIGN? 

Previous chapters have considered the development of the computer system and how, 

along with this, the understanding of systems design methods and their potential 

effects has grown. These reviews show that theory has progressed from the 

deterministic approach. Research has shown that the impact a technology has, is 

determined by the approach taken and the issues considered during its development. 

Meanwhile, there is plenty of evidence that organisations proceed as though they are 

dealing with a closed system, and that they design for this. They are then surprised by 

the impacts that are encountered when the system is introduced into the real world 

setting in which other stakeholders exist. The London Ambulance Service (HMSO 

1993) provides an example of this. The system was implemented with a series of 

disastrous consequences and was finally abandoned. In this case the problems were 
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identified as being due to the design strategy. Examples of problems noted in the 

investigation report include the fact that the cheapest tender was taken up, there was 

no clear identification of who the lead vendor was, schedules were tight, there had 

been no live testing or training of staff and the system had being introduced using a 

big-bang introduction with no manual back-up. Other examples from the impact 

research demonstrate that far from the technology being deterministic, as Jenkins and 

Sherman (1979) predicted, the impact is determined by the way the technology is 

designed and implemented. Bannon & Schmidt (1989) argue that, "to an extent, any 

software application project involves the design not just of a technical system, but it 

also embodies - implicitly if not explicitly - assumptions about how this system will 

be used within organisations." Therefore, for the technology to be effective the social 

and organisational consequences need to be addressed. 

The discussions here, and in earlier chapters, demonstrate that although there is a 

general consensus in the literature, and possibly even in industry, that social and 

organisational issues should be considered; there is still little consensus on how this 

should happen (see Alien 1992). Most designers still use tried and tested rational 

methods, and fail to include stakeholder information. Much debate has taken place in 

the theoretical world, and much research conducted into methods for participation. 

From this a plethora of new methods have been proposed. However, as Carroll 

(1987) concludes there is a lack of application of these methods to real world design 

situation. 

Academics have argued strongly for user participation at all levels of systems design 

but there are still major questions which need to be addressed, for example how to 

involve the users, who the users should be, where in the development they should be 

involved and what the users role should be within the process. With such major 

issues still to be addressed, and with so many methods available, it is not surprising 

that organisations are slow to take up new methods. ·So despite the academic 

emphasis in recent years on user-centred design (Norman & Draper 1986), users have 

had little opportunity to participate in the design process (Eason 1988). 

Participative design has developed from the recognition that a purely technical 

approach to decision making is not sufficient when dealing with real world complex 

problems, e.g. systems development. There is also a need to understand the social 

actors and their agendas. In response participative design aims to enable stakeholders 

to influence the design and implementation of a system (for e.g. Bjerknes, Ehn & 

Kyng 1987), in order to permit user requirements to be met, encouraging user 
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commitment and avoiding resistance (see Ives & Olson 1984 for a review). Kensing 

(1983 p.223) describes the basic requirements for participation thus, "The employees 

must have access to relevant information, they must have the possibility for taking an 

independent position on the problems and they must in some way participate in the 

process of decision-making. " 

There are many arguments for including the stakeholders in the development process 

(see for example Mumford 1981). The overriding impetus is, "Because of the 

intimate relation between work and technology, the development of artefacts with. 

which people work and the development of their work practices go hand in hand." 

(Suchman & Trigg 1991). This, and evidence from earlier chapters has demonstrated 

the adverse consequences that can occur if stakeholders' views are not considered. 

However, as Cavaye (1995) notes there is no causal relationship between user 

participation and system success; cases reported in the literature show mixed 

outcomes both with and without the participation of users. Knowing that participation 

itself does not guarantee success it is necessary to look more closely at what factors 

impact on the participation. 

One certainty is that engaging users in the development process is extremely difficult 

(Grudin 1991). There are many basic factors which must exist in order to facilitate 

participative design, e.g. there must be management commitment to the methods and 

financial resources must be available. Once these top level requirements are in place 

there are still many questions to be answered before participative methods are 

employed. Firstly an understanding of the reasons for stakeholder participation is 

needed. 

6.3. WHY SHOULD ST AKEHOLDERS PARTICIPATE? 

There are three main drivers for the inclusion of stakeholders in the development 

process; i) to develop users commitment and avoid, or reduce, resistance to change 

(Markus 1981), ii) to provide an arena for bargaining and conflict resolution (Hales 

1992) and iii) to elicit knowledge .. Due to the size of the WO project and the 

organisational setting for the system, there was no opportunity to include stakeholders' 

views to develop commitment. This would have required all the stakeholders 

participate. The circumstances also limited the options for bargaining, as the RM 

were still not convinced of the need to consider stakeholders' views. However, there 

is an opportunity to elicit knowledge, which could aid the implementation strategy 

and might allow areas of conflict to be avoided. The study which follows (Chapter 7), 

144 



focuses on illuminating issues relating to the revision process, and the impact of the 

WO system on stakeholders. 

Enabling stakeholders to influence the implementation design is important as not only 

do the organisational processes influence cognition, e.g. division of labour 

(hierarchical and lateral), job description, etc., but cognition also influences 

organisational processes (Clegg 1994 p469). For example, people decide which 

methods will bc uscd and how processcs will be managed, and individuals decide 

their own levels of commitment and whether they will adopt or resist the 

organisational system. These are at both individual and social levels and in the 

construction of the on-going organisation of work. Therefore organisational and 

cognitive structures are entwined. Cognition is only partly individual, it is also social, 

distributed among people within the organisation: The relationships between 

individuals and groups therefore need to be considered along with the organisation's 

history and culture. This is best achieved by allowing stakeholders to participate in 

the development process (Greenbaum & Kyng 1991). 

The work the RM had already undertaken has included some user representation. In 

the first two stages this was at Project Board level to approve the direction of the 

project. During the third stage a User Reference Group was established to assist in 

the development of an implementation strategy. The major gains from this appear to 

have been obtaining the Divisional Manager's commitment to the WO system and 

considering the costs associated with different groups having ownership of the 

system. The group were commenting on a limited agenda, which meant that the wider 

. implications, i.e. social and organisational, were not given consideration. The 

literature demonstrates that if the implementation is conducted without these other 

issues being considered then there is potential for dysfunction and failure. These 

issues do, therefore, still need to be considered in the WO project. An opportunity 

exists for these issues to be considered prior to implementation, but a method is 

needed for engaging stakeholders. This leads to the question of who these 

stake holders should be. 

6.4. WHO SHOULD THE STAKEHOLDERS BE? 

When a new system is developed and deployed there are a number of different 

stakeholders who can be identified (Land & Hirschheim 1983). The amount of 

different stakeholders and their potential roles will be affected by factors such as the 

size of the organisation and the size of the project. Using the RM example some of 
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these differences can be demonstrated; senior management control the budget for the 

project; middle management (in RM Consultancy) oversee the development process; 

divisional management oversee the work affected by the system; the planners work 

directly with the new technology and the POs, although they do not work directly 

with the technology, will still be affected by it. By employing participative design 

methods during the development of a system, different groups may be able to express 

their views although they may be involved at different stages and different levels (Ehn 

&Kyng 1987). 

In order to understand which stakeholders should be engaged it is necessary to 

understand the influences that are in operation. These include organisational, social 

and individual issues, for example the hierarchy which exists within the organisation, 

communication between individuals and groups, and a person's prior experiences. 

These will affect the views of stakeholders. Furthermore, these views may be quite 

far apart both within groups, as well as between groups. 

There are many groups and individuals who will be affected by a change in 

technology, both within the organisation itself and outside, and each needs to be 

represented. In large systems development, such as the RM's, it would be impossible 

for all potential stakeholders to participate and express their view of the current 

problems and potential solutions (Mumford 1979), therefore representatives are often 

used. Issues, such as who these representatives are, the responsibility and power they 

possess, and how they participate may affect the system's success. 

One approach to incorporating users' views is described by Doorewaard & Knudsen 

(1992). They describe a development process which uses an 'A-Team' approach, 

which they see as fairly typical. A 'super user', with knowledge of the technical 

processes and the work practices, represents the user(s) and provides knowledge to the 

designer(s). In the case study reported, the system developed experienced difficulties 

and Doorewaard (1992) suggests that an integrated approach, with users active in the 

development process, is necessary. This is required in order to attempt to capture the 

important aspect of coordination and cooperation between work processes (Barmon 

1991). 

The revIew demonstrates that there is still no clear guidance on who the 

representatives should be. This research offered an opportunity to explore some of 

the issues involved, concentrating on four areas of potential influence: 
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i) The RM Culture 

An organisation can be seen as being more than just an organisational structure, e.g. 

hierarchy, etc. Bodker & Pedersen (1991 p.122) describe culture as, nA system of 

meaning that underlies routine and behavior in everyday working life. n It includes the 

values and beliefs, i.e. an organisational culture. The existing culture may influence , 
the user representative and their views. 

ii) The RM's History 

Attention is drawn to the historical aspect of an organisation by proponents of 

Activity Theory (see for example Bodker 1990). The knowledge that exists within the 

organisation is more than individual skills and knowledge, it also consists of peoples' 

experiences of past events, and the tools and methods used within the organisation. 

This constitutes more than individual experiences; it is also about the shared 

experiences of stakeholders. 

iii) Knowledge of the Current Revision Processes and Practices 

An understanding of the current si tuation has been shown to be important for two 

reasons: i) the true current processes may only be known to the actual stakeholders. 

In other words, there may be differences between the idealistic assumptions about 

work practices and the actual practice. ii) knowledge of the current working practices 

may either hinder or support the evaluation of future changes. That is, existing 

knowledge may enable a person to en~isage future consequences more easily, or it 

may blind the person to what it possible. 

iv) Knowledge of the New WO System 

This is an important issue for the reasons described above, for current knowledge. 

Knowledge of the future system may effect the evaluation of future changes. 

These issues are explored in a study conducted within the RM, see Chapter 7. Based 

on the literature it was decided that, for the RM project, the stakeholders should 

represent various roles and levels within the revision process. These are the people 

directly engaged with or impacted by the system; namely the Delivery Area Manger, 

the Planner, the Delivery Office Manager and the Postal Officer. The literature 

proposes that these should be the actual stakeholders, while organisations tend to use 

representatives. This highlights the "issues of stakeholders' knowledge. This research, 

Chapter 7, provides an opportunity for the effects of prior knowledge to be explored. 
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In order to achieve this a number of groups of participants were distinguished. Table 

6.1 shows the combinations of knowledge of the participants and their roles. 

Table 6.1: Variations In Prior Knowledge. 

EXISTING KNOWLEDGE 

ROLE ASSUMED RM SYSTEM 

IN OWN ROLE Y Y 

IN OWN ROLE Y N 

IN ROLE PLAY Y Y 

IN ROLE PLAY Y N 

IN ROLE PLAY N N 

The combinations shown in the table will allow a number of comparisons to be made 

by engaging different groups of representatives. 

i) To investigate the effects of knowledge of the RM (culture and history), RM staff 

will be compared with people outside the organisation. The external participants will 

be students who have no prior knowledge of the RM. 

ii) To investigate the effects of knowledge of current methods, actual RM 

stakeholders will be compared with RM staff assuming the same role. 

iii) To investigate the effects of knowledge of the future system, RM staff involved in 

the WO project will be compared with those without WO experience. 

From the RM stakeholder groups identified, a limited number of representatives still 

need to be determined. On the basis of the previous case study work it was decided to 

include staff from each of the Divisions in order to get a cross section of views. It 

was therefore decided that at least one person should represent each combination, for 

each stakeholder role, in each Division. The participants are discussed further in the 

following chapter. The next question, in the assessment of a suitable method to 

include the stakeholder views in the WO project, is where the representatives should. 

be involved. 
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6.5. WHERE IN THE PROCESS SHOULD 
STAKEHOLDERS BE INVOLVED? 

Various methods have been proposed to enable participation. Land (1982) for 

example, categorises approaches depending on the amount of control the stakeholders 

have in the process and describes them as either; i) consultative, ii) democratic or 

iii) responsible. The overall approach will to some extent determine the amount and 

type of interaction, however the roles may also change throughout the development 

process. The amount of responsibility participants have (Ives & Olson 1984) and the 

amount of involvement may also change throughout the phases (Ginzberg 1981). For 

example, much effort has been focused on methods to include participation at the 

requirements phase, whereas users are not normally involved in the coding stage. The 

influence the participants have affects the outcome (Ives & Olson 1984), e.g. if they 

are acting only as consultants their views and suggestions may be ignored. 

Involving users in the development process is often more time-consuming because 

negotiation may be necessary in order to reach a consensus. The earlier users are 

integrated into the process, the more issues are open for discussion, and the greater the 

opportunity for conflict. This may cause problems adhering to time constraints and 

often leads to the exclusion of stakeholders at the early stages of problem definition. 

The more usual practice is to include the. user after the initial defining stage has been 

completed and normally involves stakeholders evaluating a model I prototype (for 

example see Gronbaek 1988) and providing feedback in an iterative process. 

The studies conducted within the RM illustrate a reluctance to include stakeholders. 

At the stage the project has reached, the system is well defined (technically). Yet the 

actual users have not had an opportuni ty to consider the system and provide feedback 

on the effects it will have on the revision process and their roles. The RM's project 

has excluded all but the senior stakeholders in the early phases of development. 

Although the early and continuous involvement of users would have been the ideal, 

there is still value. to be gained from considering their views before the 

implementation strategy is decided. At this phase options still exist, although these 

are more limited due to the previous RM development stages. By considering these 

options prior to implementation the eventual strategy can be influenced in order to 

avoid major problems and maximise the benefits of the new system. 
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6.5.1. Implementation 

There are many issues surrounding the implementation of a system. These include the 

technical system, i.e. hardware, software and infrastructure, but also include the 

organisational and social issues. In considering the social and organisational issues, 

the manner in which a system is implemented is of paramount importance to its 

success. This has led some people to consider it as a phase in its own right, not just as 

the final stage of development (see Hirschheim 1985). Although this draws particular 

attention to the importance of implementation, it may also detract attention from 

implementation issues earlier in the design process. 

The importance of recognising issues early has been reiterated throughout this 

discussion, along with the fact that problems recognised late in the process are 

difficult and usually expensive to correct. Ideally therefore implementation issues, i.e. 

the organisational and social implications not just the technical, should be considered 

from the outset of a project. Evidence in the literature demonstrates that although this 

can be achieved it rarely is in practice. The development methods which are widely 

used in industry do not allow for these issues to be considered and carried through the 

development process. 

Attention is also drawn to the fact that the system's implementation can affect the 

organisations future decision making (Dubrovsky, Kiesler & Sethna 1991; Lea & 

Spears 1991) .. This is another compelling reason for the effects on a proposed 

implementation to be explored, in order to se.e and attempt to avoid, any adverse 

consequences and to realise the advantages. The impact literature reports on the 

actual results of implementing a system but this does not necessarily mean that the 

implications can, or will, be seen in advance. If it is possible to foresee the 

opportunities and problems prior to implementation, how can this be achieved? 

6.6. HOW SHOULD STAKEHOLDERS BE INVOLVED? 

As has already been discussed, the stage of the RM project limits the options available 

to incorporate stakeholders' views. With the system already developed, the 

implementation strategy already being considered, and in the light of the review, 

many options can be excluded. What is needed is a method to allow the stakeholders 

(identified above) to comment on the proposed implementation. This raises the·next 

major issue. 
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6.6.1. How To Enable Stakeholders to Envisage the Future 

As a review by Andersen, Kensing, Lundin, Mathiassen, Munk-Madsen, Rasbech & 

Sorgaard (1990) demonstrates, there has been very little work aimed at helping users 

and designers to develop future alternatives for a system. Bodker, Greenbaum & 

Kyng (1991 p.143) suggest that "an effective way of allowing users to employ their 

knowledge and skills is to simulate future work situations, creating the illusion of 

actually working with the projected system." This would suggest the use of field 

trials in the RM situation. If the RM were planning further trials these might have 

been used, however none were planned. Another approach would be to produce a 

prototype I simulation, as Bodker & Gronbaek (1991) describe. Unfortunately, there 

was no opportunity to conduct independent trials (i.e. outside the RM's project), or 

simulations due to the current IR situation and the lack of access to the resources 

which would be necessary. 

A further approach, developed by Jungk & Mullert (1987) is the use of Future 

Workshops. Kensing (1987) uses the method in systems development as a three 

phase process; i) critique, ii) fantasy and iii) implementation. The process leads the 

user from a review of the current issues, to imagining what the workplace could be, to 

finally looking at what is necessary to enable the realistic changes. Although this. 

method allows the future to be considered, it starts from a different phase than that of 

the RM project. The RM has already determined the system and a number of possible 

implementation strategies, and the situation does not therefore require the generation 

of ideas, but the evaluation of alternatives. A promising method for allowing the 

future to be represented is the use of scenarios, discussed below. 

6.6.2. Scenarios 

Scenarios have long been evident in the informal methods used by systems 

developers. They are used to enable concepts and ideas to be explored, understood 

and communicated to others. Their use is now much evident in the systems 

development literature, and methods for incorporating them are growing. They are 

used at many levels of the development process, focusing on many different aspects 

of design. They consider different levels of detail, use different techniques and have 

different aims. These vary from the micro level, considering the individual computer 

commands needed to carry out a task (Nielsen 1995), to the macro level, considering 

the whole tasks and processes in situ (Eason & Olphert 1996). Methods for 

representing scenarios are also diverse, ranging from text based narratives (Carroll 
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1997), through storyboards (MacLean & McKerlie 1995) to games and role playing 

(Elm & Sjogren 1991). What then is a scenario? 

Probably as many definitions of scenario exist as methods for their use. This is clear 

from Campbell's (1992) discussion, and he and others (e.g. Kyng 1992) have 

attempted to distinguish different types of scenarios. This has proved difficult 

because of the diversity of uses. Carroll (1997 p.385) does however provide a 

description; "The defining properties of a scenario is that it projects a concrete 

narrative description of activity that the user engages in when performing a specific 

task, a description sufficiently detailed so that design implications can be inferred and 

reasoned about ........ it makes use concrete". Given the need to consider issues in the 

WO project and given the current stage of the system's development, the use of 

scenarios could be applied to allow stakeholders the opportunity to comment on the 

future system. 

6.6.3. Future Implementation Scenario (FIS) 

The proposed method to be used in the RM, is a Future Implementation Scenario 

(FJS). This is developed from the 'user cost-benefit assessment method' described by 

Eason & Olphert (1996). The method "serves like Boehm, Bose, Horowitz, & Lee's 

(1994) model to provide early warning of the winners and losers in any change 

process whilst there is still the opportunity to develop alternative scenarios which 

reduce the impact on losers." (Eason 1995 p.1492). 

It will define the system, the revision task, and the roles and responsibilities of the 

stakeholders. This will enable the wider issues and processes people will need to 

engage in to be considered. Based on the participants' prior knowledge, i.e. of the 

current revision process, the RM culture and history, and the WO system, they will be 

asked to comment on the changes which are likely to occur and the consequences of 

these changes. 

The scenario will also enable the consequences of the system to be seen. As Eason 

(1997) points out a new system can bring many changes and the consequences of this 

can be far reaching. These consequences may be planned, but there are often 

additional, unexpected consequences. These may be undesirable, and may affect 

different groups within the organisation. The reason for these unforeseen 

consequences is the complexity and dynamics of the organisational settings. With the 

introduction of a new technology, new methods and processes are necessary and users 
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will be both proactive and reactive in their responses. This brings about not only 

immediate effects, but also secondary and tertiary effects, as the wider organisational 

system adapts and develops (Eason 1997). As Clegg (1994) notes, these 

consequences cannot be known in advance, but are only evident through the users' 

engagement with the future system in the organisational environment, i.e. the 

emergent properties (Norman & Draper 1986). 

Aboulafia, Klausen & Jorgensen (1994) note that although scenarios are much used 

and reported in the literature, there is relatively little research on their use or function 

in the design process. This leads to a number of issues which need addressing and 

some, such as who the stakeholders are, etc. have already been discussed. The focus 

of the following discussion is on the levels of knowledge and information contained 

in the FIS. 

6.6.3.1. Levels Of Knowledge 

The definition of scenario provided by Carroll (1997) introduces the idea of a 

'concrete narrative'. The issue of concrete and abstract information is very important 

in the development and use of scenarios. There is a belief that people can only relate 

to future situations when they are presented through a concrete experience, the 

scenario must, therefore make the "use concrete" (Carroll 1997). Kensing & Munk

Madsen (1992) provide a discussion of the levels of knowledge which is apparent in 

user designer communication. These are shown in Table 6.2 below. 

Table 6.2: Six Areas of Knowledge in User-Development Communication. 

(From Kensing (1992» 

Users Present Work New System Technological Options 

Abstract Knowledge Relevant structures on Visions and design Overview of 
users' present work proposals tecimological approach 

Concrete Concrete experience Concrete experience Concrete experience 
Experience with users' present with the new system with the tecimological 

work options. 

The FIS will assume the abstract and concrete aspects of the RM's present work will 

be known to the RM participants and this will be incorporated into the scenario 

presented to the students. It will also aim to make the abstract information, about the 

new system and technological options, concrete. However, this is complicated by the 

accessibility of relevant knowledge. 
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6.6.3.2. Relevant Knowledge 

There are two types of knowledge which relate to a task, implicit (or latent) and 

explicit. Explicit knowledge is easily available, e.g. the Delivery Standards will be 

. written down and must be adhered to. Implicit knowledge is not as available and is 

embedded in the stakeholders' tasks. It will include the detailed knowledge used to 

fulfil the task and may contain the true processes involved in the revision process. 

The implicit knowledge will often be unobservable, e.g. the RM's culture and history. 

This information will define certain actions as acceptable and determine the socially 

shared, unwritten rules. 

As this information is not readily available to observation, or to the stakeholders 

themsel ves, methods are needed to elicit latent knowledge. "Essential parts of the 

user's knowledge are embodied in their involved and unreflected performance." 

(Bodker et al. 1991 p.l40). The information needs teasing out of the stakeholders in 

order to make the implicit explicit. The FIS, therefore, needs to be real enough to 

enable the RM participants to envisage the actual engagement. As the use of the real 

or simulated work situation has already been discounted, this will be built into the 

scenario description. It will need to be detailed enough that stakeholders can see the 

probable outcomes for their particular role. The influence of implicit knowledge will 

be explored in the use of the FIS. In designing the study to be reported, it is assumed 

that the RM participants will be in possession of this knowledge, whilst the students 

will not. The development of the FIS for use in the RM is discussed further in the 

following chapter. 

6.7. SUMMARY 

At the stage that the RM's WO Project has reached the system has already been 

designed and built, and a number of options for implementation have been considered. 

However, the rational / technological approach employed by the RM has failed to 

consider the wider social and organisational issues. The review demonstrates that 

there are many methods which aim to enable these views to be included in the 

development process. But there are still many questions which need to be addressed 

when considering their use. 

The review conducted in this chapter focused on the use of participatory design for 

the inclusion of stakeholders' views. It considered why stakeholders should 

participate, who the stakeholders should be, where in the process they should be 
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involved, and how they should be participate. All of these issues were considered in 

the light of the RM's WO Project, with the limitations imposed by the prior stages of 

the project and its current position. 

The review concludes that it is important to obtain the stakeholders' views. Even 

though the functionality of the system has already been defined, there are still a 

number of possible options for the system's implementation and these will affect the 

stakeholders. The organisational and social implications will be different depending 

on the strategy chosen and these will also affect the stakeholders. Given that the 

system is to be deployed nationally, and given the size of the RM, it is not possible for 

all the stakeholders to participate, so a representative group is needed. There is no 

clear guidance in the literature on who the representatives should be. The prevailing 

theoretical view appears to be to include actual users, whilst industry often employs 

management representatives. This highlights a number of issues in respect of the 

amount and type of existing knowledge, and its role in assessing future impacts. This 

research provides an opportunity for the effects of knowledge to be explored, 

including knowledge of the RM's culture, RM's history, the current revision processes 

and the WO system. The study reported in Chapter 7 investigates this through the 

engagement of RM staff and students representing combinations of prior knowledge. 

Many of the methods described in the literature are aimed at the early inclusion of 

stakeholders in the development process and, although this is the ideal, it is 

impossible given the stage the project has reached. Attention is therefore focused on 

methods to allow the future system to be envisaged and for the effects to be evaluated. 

There is little research conducted in this area, and much of what is reported uses 

prototypes and simulations. These methods were again discounted due to the 

limitations of the RM setting, i.e. they were not planning any further trials of their 

own, and resources prohibited simulations to be constructed for this research. 

Having established that obtaining" views on the systems implications is advisable, and 

given the stage of the WO project, a method was sought to elicit thcsc vicws. Thc 

method needs to enable potential users to engage with the future system, to be able to 

understand the processes involved, and the roles and responsibilities entailed. One 

approach, the use of scenarios, does provide potential for the investigation of future 

implications. The review considered the uses of scenarios and the methods employed. 

I t demonstrated the wide range of scenarios that have been, and are being employed in 

the development process. It also highlighted the potential for their use in this 

research. 
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The use of scenarios will enable a detailed description of the future processes and 

procedures to be presented to various groups of people. These people will then be 

able to comment on the implications of the implementation described .. By allowing 

the potential implications to be identified prior to the implementation the actual 

implementation can be planned to take these into account. Enabling the benefits of 

the system to be realised and the disadvantageous consequences to be addressed and 

over come, without users having to experience them in their work situation. 

Therefore, although this may not be the ideal way to incorporate users in the design 

process, there is still real value to be gained at this stage, in eliciting views and 

incorporating the findings in the planning of the implementation strategy and the 

processes proposed for the systems use. 

A Future Implementation Scenario (FIS) will therefore be used to provide guidance 

for the RM on the user issues associated with the WO system. This will define the 

future system and the stakeholders' roles and responsibilities, aiming to enable 

participants to envisage the future and allowing implicit and explicit knowledge to be 

accessed through a concrete representation. Development of the FIS is described in 

Chapter 7, along with the methods used to conduct the final stage of this research, the 

FIS workshops. 
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CHAPTER SEVEN: 

A SCENARIO BASED STUDY OF 
THE IMPLICATIONS OF THE WALK OPTIMISATION SYSTEM 



CHAPTER 7: A SCENARIO BASED STUDY OF 
THE IMPLICATIONS OF THE WALK 
OPTIMISATION SYSTEM 

7.1. INTRODUCTION 

The RM have reached the stage in the development of the WO system at which they 

are considering the implementation strategy. The work reported throughout this thesis 

shows that they have approached the problem from a rational! traditional perspective. 

The focus has remained on producing an optimal revision process, by developing a 

system and processes which will allow more data and options to be considered. This 

has resulted in the system being defined and developed using a limited agenda. A 

review of the literature has shown that the consequences of implementing a new 

system are diverse. There are many other issues which need to be considered in the 

real world problem setting, viz. organisational and social implications. As these have 

not been considered or planned for they are likely to cause surprise, and could impede 

the success of the system. 

Even though the system's functionality has already been designed and built there is 

still a valuable opportunity to investigate the likely consequences, prior to its 

implementation and whilst there are still a number of options available. A review of 

methods for undertaking an investigation of the social and organisational issues was 

conducted in Chapter 6. This highlighted many methods for the inclusion of 

stakeholders views, but demonstrated it is not an easy task and that there are still . 

many questions regarding their use. A number of these issues were considered in the 

light of the RM's WO Project. This led to the decision to employ a scenario based· 

approach. 

The use of scenarios is now widely reported in the literature, see Chapter 6. However 

there is relatively little research on how they should be used or their function in the 

design process. The use of scenarios is encouraged at many different stages of the 

development and focuses on many different aspects of the system, but no clear 

guidance is given on how they should be used. The review does however demonstrate 

their potential in enabling stakeholders to envisage future situations, an issue not 

addressed in many of the other methods. An opportunity therefore exists to explore 

the use of scenarios by way of a Future Implementation Scenario (FIS). 
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Chapter 6 discussed some of the issues surrounding the use of the FIS, and the 

discussion is continued here in relation to its development for use in the RM setting. 

The objectives of this study are threefold; i) to investigate the likely implications for 

various stakeholders within the RM, ii) to investigate the use of scenarios in enabling 

likely implications to be envisaged and iii) to investigate the effect of prior knowledge 

on stakeholders' responses. 

In order to fulfil these objectives the research aims; i) to create several Future 

Implementation Scenarios, representing the options for implementation, i.e. based on 

the WO system's location within the RM. These will enable representatives to 

identify the future implications; ii) to test elements of the scenarios and the process of 

engagement to see which are most fruitful for eliciting infonnation and, iii) to engage 

participants with different levels of prior knowledge. These will include RM staff in 

their own role, RM staff in an assumed role, RM staff with and without knowledge of . 

the WO system, and students (with no prior knowledge of the RM, the revision 

processes or the WO system). All of these aims are, of course, dependent on the RM's 

cooperation. 

This chapter describes the development of the FIS, to be employed for this study, and 

a narrative of the FIS presented. It describes the workshops conducted, including the 

process of recruiting participants and the methods employed. 

7.2. METHODOLOGY 

The RM's lack of consideration of the wider implications of the WO system were 

evident early in the development process. By the third (Analysis and Design) stage it 

was clear that the RM were unlikely to consider these issues prior to implementation. 

From the work already conducted, and this realisation, it was decided to investigate 

the options for including stakeholders' views. At this time (during the 3rd stage of the 

RM's project) the RM's WO Project Manager was approached, to discuss the idea of 

engaging stakeholders. An outline of a number of possible future implementations 

were presented based on the location vs. costs options described in Chapter 5 (these 

were currently being discussed in the Strategy Group). The manager was also 

. presented with the idea that RM staff would be asked to comment on these 

alternatives and the likely outcomes the system would have for their role. Approval 

was gained from the manager, but with some conditions: 
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i) Due to the IR situation POs were not to be involved in the study. 

ii) Any FIS would have to be approved by the Project Team before it was used. 

iii) It was to be made clear to participants that any options presented were of the 

researcher's construction, i.e. they were not the RM's way forward. 

iv) That any options presented were similar to the options the RM was considering. 

v) That in order to gain access to staff, the User Reference Group would need to 

approve the study. They would then act as points of contact within each of the 

Divisions. 

The ideas were presented to both the Project Team and the User Reference Group and 

all accepted the studies in principle. After further discussions with members of the 

Project Team and the User Reference Group, it became clear that any access which 

was approved would be limited. The consensus reached was that staff would only be 

available for a maximum of half a day. Based on this limited access, it was decided 

that only one FIS would be used, and that it would be presented to staff during a 

workshop, one to be conducted in each Division. The FIS (described in Section 7.4 

below) was presented to the Project Team for approval. Following this, a letter was 

sent out to all members of the URG (see Appendix 1.1), a presentation was given at 

the next URG meeting, and again permission was granted to proceed. 

A number of meetings were conducted with individual members of the URG to decide 

the actual format of the workshops. They helped to establish the level of detail which 

should be included in the presentation, the formats to be used (based on the RM's 

usual methods for easier understanding), and the timings of activities. 

The URG members agreed that they would act as coordinators for the workshop to be 

held in their Division. This included recruiting the participants, matching the groups 

required (see section 7.6.3 below), arranging a time when all participants were 

available (including themselves), distributing documentation to participants for pre

reading (see Appendix 1.2), and organising the venue and resources needed to conduct 

the workshops. The final stage was to encourage the URG members (at meetings and 

via the telephone) to coordinate the workshops. The success of this stage varied. Of 

the nine Divisions, only 6 took part in the workshops. There were two reasons for 

this: 
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i) By this time the results of the Analysis and Design stage had been presented to the 

RM Project Board. Although they were keen for the project to continue, it was 

decided that funding could not be made available for the project for the next financial 

year. The WO project was therefore shelved. This led to a feeling of apathy in some 

members of the URG. 

ii) The RM had also inaugurated a new national initiative (restoring 09.30). This 

meant that revision processes needed to be conducted in all Divisions, increasing the 

workloads of the Divisional Managers and the staff required to participate in the FIS 

workshops so. 

The result of the negotiations with the RM was for a single scenario to be developed, 

based on the limited time available and using staff from the various levels within the 

RM, and students. 

7.3. DEVELOPMENT OF THE SCENARIO AND STUDY 

The eventual scenario was developed from the two views favoured by the RM. It 

combined the options of locating the WO system at Divisional and Area level. Full 

revisions, i.e. requiring major changes in the office, would be conducted at the 

Divisional level; smaller changes would be conducted at Area level. This was also a 

reflection of an ongoing debate within the user group. There was a feeling that many 

of the existing Planners would not be sufficiently skilled (or have the potential to 

learn the. skills) to take ownership and responsibility for the WO system. The 

scenario therefore sought to define two levels of Planner responsibility within the 

revision process. This was similar to one of the options considered by the URG. 

The FIS also included processes for an audit. This was a contentious area within the 

WO project. The Project Team, URG and the manager in charge of the development 

of the implementation strategy all felt that maintenance would be the key to the 

system's ongoing success. This is an area which has proved to be weak within the 

existing RM systems. It was felt a mechanism should be introduced to ensure the 

system was kept up-to-date. However, the Project Board was opposed to the notion of 

an audit, but no other suggestions were proposed to ensure that maintenance occurred. 

SOJronically this initiative would have been far easier to implement if the WO system was in place. 
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The FIS depicts the roles and responsibilities of the Delivery Area Manager, the 

Delivery Office Manager, and the Divisional and Area Planners. The division of 

Planners into two levels reflects the levels at which the system would be deployed, 

and the varying abilities which may exist within the existing Planner population. As 

inclusion of POs in the trials was prohibited, it was decided that this role would not be 

represented in the study. There were two reasons for this; i) without the actual 

stakeholders a comparison of the real and assumed role could not be conducted and, 

ii) the limited response to the request for RM participants meant it was unlikely that 

. all the participant groups identified could be filled. 

The FIS depicted the decision making in several stages, similar to those which are 

currently evident. This was a decision reached through negotiation; the RM were 

keen that the scenario should be similar both to the current methods and the likely 

future implementation strategy. It was represented as flow diagrams (see Figures 7.1 -

. 7.5 below). These are commonly used within the organisation to represent processes 

and procedures, therefore no additional explanations were required. The diagrams 

were accompanied by a textual and oral description of the process involved in the 

revision, and the roles and responsibilities of the stakeholders. The representation 

was again a result of the limi tations imposed by the RM setting. In other words, 

although others methods of engagement may be more conducive to providing 

contextual information and eliciting implicit knowledge, the time allowed prohibited 

these methods being employed. The scenario assumes the system has already been 

deployed, and that each office has condu,cted their initial revision. At this stage the 

major task of establishing the OIS network would have already taken place. The WO 

system will be used for all revisions, i.e. it is replacing the Manual-W, CADR and 

Table-Top revisions. 

The following sections report the Future Implementation Scenario as presented in the 

workshops. The study process is then described, beginning with a pilot study 

conducted 'with student participants. This aimed to investigate if there were likely 

consequences for the strategy depicted, and if the scenario and the workshop process 

was adequate to elicit responses. Workshops were then undertaken with the RM 

participants, one in each of the 6 Divisions and with representatives from different 

roles. Finally two student workshops were conducted. 
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7.4. THE FUTURE IMPLEMENTATION SCENARIO 

~ The Walk Optimisation Revision Process 

Figure 7.1 shows the major stages of the revision process, this is similar to the 
existing process but with the addition of the monitoring and maintenance stage. 

Figure 7.1: The WO Revision Process. 

MONITORlm & 
MAINTENANCE 

INITIATION 

DATA 
COLLECTION 

PLANNING & 
PLarTING 

NEGOTIATION 

IMPLEMENfATION 

POST 
IMPLEMENfATlON 

REVIEW 
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The scenario describes the access that stakeholders have to each part of the system. 
Table 7.1 shows that the Divisional planning team has access to the system for 
updating, and the Area planning team has access for maintenance. Other stakeholders 
have limited access to the system, with the ability either to view the system and I or 
printouts. 

Table 7.1: System Access. 

GIS WES WO 

NATIONAL 

HELP DESK S S S 

DNISIONAL 

MANAGER 

PLAN. TEAM UandS UandS UandS 

AREA 

MANAGER V 

PLAN. TEAM MandS MandS MandS 

DELYOFFICE 

MANAGER V V VandP 

POSTAL OFFICER P 

KEY: 

M = Maintenance, S = Support, U = Update, V = View to verify, P = Printouts 

A.I. Maintenance and Update Procedures 

There are two types of maintenance and update procedures, either of which may 
trigger the revision process. 

A.l.l. Ad Hoc Changes 

The Area Planners (AP) maintain the system throughout the year and update the 
system with any changes .. These are notified to the AP by the Delivery Office 
Managers. It is the Delivery Office Manager's responsibility to ensure that these 
changes are notified. These will be due to factors such as new development, 
growth/decrease in the area, business relocation, etc. All the information associated 
with the particular change, i.e. the information needed to update the system, is 
collected by the Delivery Office Manager and passed to the Area Planner. The 
sequence of events is shown in Figure 7.2 below. 

163 



A.1.2. Annual Audit 

The Annual Audit will be introduced with the WO system to ensure that all changes 
which have occurred have been notified to the Area Planner. The monitoring will be 
performed by the Area Planners. They will visit each of the Delivery Offices, check 
that the current office details are accurate, and collect any additional data required. 
The Area Planner will then update the system where changes are necessary (See 
Figure 7.3). This will take approximately three days. 

1. Office 
changes 

--" 

Figure 7.2: Ad Hoc Changes. 
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DIVISIONAL 
PLANNER 
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A.1.3. Maintenance 

Once changes have been notified to the Area Planner, he I she will go to the Delivery 
Office and update the GlS and WES systems. If the changes are only minor 
(determined by an acceptable % changeS!), these are processed through to the Walk 
Optimisation system, for example to add I delete delivery points on an existing walk. 
The Delivery Office Manager then verifies the amended walk(s). This will take 
approximately 2 weeks. Figures 7.2 and 7.3 show this for both Ad hoc and changes 
and annual audit. 

DOM 

A.2. lni tiation 

Figure 7.3: Annual Audit. 
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If more major changes are required, i.e. changes exceed the acceptable %, the Area 
Planner notifies the Divisional Planner. It is the Divisional Planner's responsibility to 
request authority to conduct a revision from the Delivery Area Manager. If no 

51The % change is a cumulative figure. The changes since the last Full revision are added and checked ' 

against the acceptable level of change. Full details of the % levels were not specified, 

however, it was indicated that the change level would be based on the number of walks in the 

office. 
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authority is granted the Divisional Planner instructs the Area Planner to update the 
Walk Optimiser with the changes. If authority is granted the Delivery Office 
Manager is contacted by the Divisional Planner and the full revision begins (See 
Figure 7.4 below). 

Figure 7.4: Authority For A Full Revision. 
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The Divisional planning team go to the delivery office and are responsible, with the 
aid of one or more of the delivery office staff, for gathering the latest office figures 
and any other relevant data. 

A.3.2. Planning 

The data is fed into the system and the Walk Optimiser is used to plot the new walks, 
with the aim of keeping the walks as stable as possible. The Delivery Office Manager 
provides any local knowledge that is needed. 

After the walks have been plotted, using the WO, there is some fine tuning needed to 
adjust for local factors. These are factors not taken into account by the optimisation 
system, e.g. steep hills. The time taken for the data collection and planning is 
approximately four weeks. 
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A.3.4. Negotiation 

The new routes are then presented to the Delivery Office Manager, who has to 
approve them. They are then presented, by the Delivery Office Manager and 
Divisional Planner, to the Delivery Area Manager. 

Once the Delivery Area Manager has approved the walks, they are presented by the 
Delivery Office Manager to the union and staff. Printouts of the routes are provided 
together with descriptions of the duties. When the walks have been agreed by the 
union, the Divisional Planner prints out the office changes, notifies them to other 
systems, and prepares the office for implementation. 

A.3.5. Implementation 

The new walks are then implemented. The Divisional Planner is responsible for 
attending to any problems that arise. After the initial settling in period the Divisional 
Planner moves on leaving printouts of all the information that is required. 

A.3.6. SupPOrt 

There is a help desk to provide systems support nationally, and the Divisional 
Planners provide support for the Area Planners . 

• 
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Figure 7.5: The Full Revision Process. 
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7.5. THE PILOT STUDY 

The first stage of the research was to conduct a pilot study. This aimed to discover if 

there were likely implications for the roles represented, and also to ensure that the 

scenario method was satisfactory. The pilot was conducted at the University, both for 

ease of recruiting participants and so that potential Royal Mail participants were not 

ruled out from participating in the actual study. 

7.5.1. Design 

The workshops were designed specifically around the Royal Mail participants, taking 

into account the amount of time that would be availabl~ to conduct a workshop in the 

Division. 

7.5.2. Participants 

, 
Students from Loughborough University were recruited from a combined 

Undergraduate and MSc module "Organisational Issues in Information Technology 

Systems". They had a background knowledge of system change and were also 

familiar with the checklists used. The participants were volunteers, paid a nominal 

fee for their time. 

7.5.3. Procedure 

The workshop was conducted over two sessions on consecutive days. During the first 

session the base case was presented (see below). The second session introduced the 

WO system and the FIS. This was followed by a discussion before feedback was 

requested, by way of a checklist response sheet. Finally a discussion was initiated to 

assess the participants' feelings about the workshop and methods used. Handouts 

were provided with all the overheads used in the sessions. 

7.5.3.1. Base Case 

The first session started with an overview of the sessions. The base case was then 

presented. This included background information on the RM, the current delivery and 

revision processes, and concentrated particular attention on the roles and 

responsibilities of the stakeholders involved. The base case was developed from the 

Case studies, interviews and meetings conducted. It outlined the broad organisational 
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aims of the Royal Mail, how it is structured nationally, how many people it employs 

and the kind of pressure it faces from both internal and external forces. 

The mail circulation system was outlined, to show where the delivery process resides 

within the system, before a more detailed account was given of the delivery process 

itself. A normal delivery walk was explained along with the factors which might 

result in changes being required, e.g. a new housing development. The three existing 

revision methods were then introduced along with an explanation of the 

circumstances in which each would be used, and how a revision would be performed 

under each method. The Delivery Revision Team was also described, with the 

Midlands team used as an example to show the hierarchy and the normal reporting 

methods. 

The participants were then assigned to a stakeholder role. These were the Delivery 

Area Manager, the Planner and Delivery Office Manager in the current system, with 

the Planners then divided into Divisional and Area Planners in the future scenario. 

These were the roles they would be asked to assume and asked to comment from. 

Participants were asked to concentrate on the role they were assigned to, while the 

revision process for a full revision was described. It was presented in a similar format 

to the FIS, using flow diagrams and descriptions. The current Revision Process 

introduced to the students is presented below: 
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B: The Current Revision Process 

Figure 7.6 shows the major stages of the revision process. 

Figure 7.6: Current Full Revision. 
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B.I Initiation 

If major changes are required the Delivery Office Manager approaches the Delivery 
Area Manager to get authority for a revision. The revisions for a delivery area are 
normally agreed at an annual meeting by the Divisional Manager (see Figure 7.7 
below). At the meeting all the Delivery Offices will be considered, according to how 
they are currently performing. They will then be prioritised according to their budgets 
and compliance to standards and those considered highest priority, within the budget 
allowed for revisions that year, will receive authority. . 
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Figure 7.7: Current Authority For A Full Revision. 

DIVISIONAL 
MANAGER 

AREA 
MANAGER 

YES Nol~ 

PLANNING 
MANAGER 

Instruct 

AREA 
PLANNER 

AeqlJlst revision 

AlJI'o rity 
DOM 

Once a revision has been authorised the Delivery Area Manager notifies the Planning 
Manager. They contact the Area Planner, who will visit the office to evaluate the 
problems and agree the aims of the revision with the DOM. The revision process then 
begins (see Figure 7.8 below). 

B.2 Data Collection 

The Area Planner works at the Delivery Office for the duration of the revision, and 
with a group of Postal Officers collects the data for the office. This will involve 
going out with each Postal worker for a day (Manual-W revision), or marking and 
measuring maps and entering the information into a computer (CADR revision). Data 
is also collected from other information sources, e.g. overtime, traffic, etc. 

B3 Plotting / Planning 

The Area Manager then builds up the walks, either manually or using CADR, unlit the 
walks reac~ the agreed span, i.e. the time from leaving the office to returning. The 
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walks are then adjusted to ensure they are all acceptable. The resulting walks are 
presented to the DOM for agreement, then the DAM. Once approval has been given 
at this level the walks are presented to the CWU and the DO staff. If the walks are 
felt to be unacceptable a negotiation process is entered into until a set of new walks is 
agreed. The Area Planner then notifies other systems which will be affected by the 
changes. Finally the Area Planner prepares the office for implementation, e.g. by 
labelling the sorting frames, perhaps recruiting new staff or ensuring existing staff are 
re-trained where necessary. 

B.4 Implementation And Review 

The new walks are then implemented and the Area Planner is responsible for 
attending to any problems that arise. After the initial settling in period the Area 
Planner leaves the office and the printouts of all the information required is handed 
over to the DOM. 

Figure 7.8: Current Full Revision PWcess. 
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7.5.3.2. The New System 

The second session began with a recap of the role to which each person had been 

assigned and their responsibilities under the current revision process. An overview of 

the WO system was presented (see Appendix 1.3), outlining the three major 

components, i.e. GIS, WES and WO. A brief explanation of the kind of data that 

would be input to each part of the system, the processing the system conducted on the 

data and finally the output of each system was presented. 

The FIS was then introduced, see Section 7.4. The Deli very Revision process was 

described using the diagrams to show the procedures for Ad hoc changes, an annual 

audit, gaining authority for a full revision and the revision process. The levels of 

access were also detailed to reiterate which parts of the system each role had access 

to. Particular attention was drawn to each of the roles and their associated 

responsibilities. 

7.5.3.3. Discussion 

The participants were encouraged to ask questions during the presentation of the base 

case and the FIS to ensure clarity. They were also asked at the end of the presentation 

if there were any points they were unsure of, or any questions they wanted to ask 

about the process and I or their role within the proposed system. 

7.5.3.4: Probable Checklist 

The participants were presented with the Probable Checklist (see Appendix 1.4). The 

checklist was divided into four main sections (each with four sub-sections) reflecting 

the major areas which research shows can be affected: 

i) Technology - covering the immediate way in which the technology will expect 

input from, and provide outputs to the stakeholders. This includes the specific parts 

of the system, e.g. GIS and the walk optimiser. 

ii) Specific Tasks - these are the most direct impacts, they examine the way in which 

the system and data structures may change the specific stake holder tasks. This 

includes the skills and effort needed and the workload and pace. 
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iii) Overall Task - covering the issues raised at job level, e.g. discretion, control and 

responsibilities. 

iv) Personnel Policies - this includes issues such as Industrial Relations and Job 

Security, which become significant if a system leads to substantial changes in the way 

people work. 

A verbal explanation of the checklist headings was given, along with several 

examples. An explanation was given on how to complete the forms, i.e. that a brief 

description should be entered in the first column, next to the key word. This should 

explain any changes they envisaged as the probable outcomes of the scenario for the 

role they were assigned. 

Participants were instructed to respond from the totally selfish perspective of the user 

group, and not to concern themselves with the consequences for any other group, 

whether they were represented in the workshop or were not. They were also asked to 

comment only on the AS as it was presented to them. They were asked to decide 

whether the effect of the changes they listed were a benefit or cost, not just financial 

costs but in terms of the job i.e. being able to perform better and fulfil more 

responsibilities. They were asked to give each key word a score of + 1 to +5 if it was 

positive, and -1 to -5 if it was negative. If the participant felt that there would be no 

change related to a particular key word they were asked to mark it N/A. They were 

also instructed that an item could be given both a positive and negative score if there 

were both benefits and costs associated with the change. The Participants were also 

given additional sheets to expand on any points they felt necessary. They were 

allowed 25 minutes to complete the checklist. 

7.5.3.5. Discussion 

The remainder of the workshop was used for a discussion on the workshops. This 

was aimed at encouraging the participants to discuss any problems or difficulties they 

had experienced during the workshops, to ensure they had felt confident of the Royal 

Mail processes discussed and that they were comfortable adopting the stakeliolder 

role. 

Generally it was felt that it had not been easy to adopt the roles, but it was felt that by 

the end of the AS they had enough detail of the current and future systems to make 
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infOlmed comments. It was concluded that it was not an easy task, but it was possible 

with the infonnation provided. 

Discussion around the checklists and their use highlighted some apprehensions, but 

again this was felt to be due to the difficult concepts being considered. The key 

words on the checklist were discussed, to discover if there had been difficulty 

understanding the tenns used, or if a more detailed definition of the tenns would be 

useful. The consensus was that the ideas and concepts to be commented on were 

made clearer by the checklists, i.e. by having key words to draw attention to potential 

issues. Further descriptions were thought on balance to be a disadvantage, as giving a 

specific definition might limit the responses. The participants felt they might have to 

adhere to a strict definition rather than encouraging original ideas. 

The participants were unclear about the scoring system used. There was no consensus 

on what -5 to +5 actually represented. A brainstonning session was used to generate 

words which the scores might represent, these were then grouped according to where 

they would lie on the scale of cost and benefit. The extreme scores were more easily 

agreed upon. However, the group was unable to fonn a consensus on the middle 

scores and what they represented. 

7.5.4. Results . 

The pilot aimed to assess whether there were implications for the stakeholders 

resulting from the implementation strategy described, and also to ensure that the 

methods worked. The results of the pilot study showed that there would be two user 

groups which would benefit under the proposed system and two which would be 

disadvantaged. The Delivery Area Manager and the Divisional Planner were thought 

to benefit overall from the proposed changes. For the DAM the benefits came from: 

o increased efficiency. 

o better budgetary control. 

o less effort having to be exerted. 

o greater satisf action. 

o greater management of resources. 

o time, previously spent on revision work, available for other tasks. 
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There were disadvantages in: 

• the decrease in discretion and control and the influence they would have, due to a 

lack of understanding of the system. 

The Divisional Planner would have: 

• a greater influence on the revision results. 

• more input in the negotiation and implementation processes. 

• an increase in discretion and control over the revision process and resources. 

• increased satisfaction. 

• a possible increase in financial rewards. 

• better career prospects, due to the additional skills .. 

The disadvantages for the-DP were: 

• the increase in responsibility. 

• more frequent revisions for a larger area, which could lead to a decrease in 
performance. 

The Delivery Office Manager and the Area Planner were thought to be disadvantaged 

under the new system. There were no major advantages listed for the DOMs, and 

they were felt to be the most disadvantaged as they would have: 

• no involvement in the revision process. 

• responsibility to present and negotiate the results, with no understanding of how 
they were reached. 

• a greater workload. 

• increased responsibility for notifying changes to the AP. 

• to acquire additional skills to sell the walks to the DAM and the CWU. 

• a decrease in satisfaction due to performance being measured through an annual 
audit 

The AP WOUld, under the proposed system, only be involved in updating the systems 

and implementing minor revisions. They would have: 

• a loss of planning skills. 

• a reduction in discretion, control and responsibility. 

• to report to more people. 

• to hand large revisions over to someone else. 
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All these changes would result in a major decrease in satisfaction and a reduction in 

job security as the skilled components of the work were taken away. Benefits were 

felt to be gained from: 

• the reduction in revision time. 

• the ability to provide a better and speedier service to Delivery Offices. 

7.5.5. Alterations To The Study 

The pilot showed that all groups would, potentially, have comments to make about the 

affect the AS would have on their roles and responsibilities. It also indicated that, 

although this was a very small study, there may well be adverse consequences due to 

the proposed system. 

The study demonstrated that the scenario was understandable to people outside the 

Royal Mail. It highlighted some areas which would need improvement, for example 

as both the sessions had completely focused on the revision process and the associated 

roles and responsibilities, there was no sense of what other work each role has to . 

perform and the amount of time / effort each might associate with revisions. The 

issue of scoring, which arose from the discussion at the end of the second session, led 

to a new rating system being devised. The scale was reduced from eleven points to 

seven points, ranging from -3 to +3, and each score was given a description to ensure 

a common understanding: 

+3 Major advantage 

+2 Advantage 

+1 Minor advantage 

0 No change 

-1 Minor disadvantage 

-2 Disadvantage 

-3 Major disadvantage 

The checklists were also altered to reflect this new scoring and the 'bCnefit' and 'cost' 

columns were replaced with 'advantage' and 'disadvantage' respectively to avoid 

confusion. 
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7.6. THE ROYAL MAIL WORKSHOPS 

7.6.1. Design 

The design of the RM workshops was based on the pilot study, discussed above, 

taking into account the problems that had been experienced. 

7.6.2. Questionnaires 

All workshop participants were given a preliminary questionnaire in order that they 

could be classified with respect to the extent of their knowledge. They also provided 

background information, e.g. the RM participants' views on the new WO system prior 

to the workshop. Questionnaires were developed for the RM participants (See 

Appendices 1.5) and concentrated on a number of key issues which were felt to be 

relevant to the responses given on the checklists. The main areas were: 

• Personal information to determine experience within the Royal Mail, and general 

computer usage. 

• Revision information to determine their previous involvement with revisions and 

the different methods used. 

• Walk Optimisation information to determine how much knowledge the participant 

had of the system, any involvement they had had in the trials, and finally their 

perception of who might gain or be disadvantaged by the system, based on the 

knowledge they had before the workshop commenced. 

7.6.3. Participants 

The User Reference Group were asked to arrange the workshops, and to recruit the 

appropriate people in their Division. It was requested that each workshop sIiould 

consist of, at least, the following: 

• 

• 

• 
• 

• 

• 

1 User Group Representative 

1 DAM 

1 DOM who had been involved in the WO trials 

1 DOM with no WO trial experience 

1 planner who had been involved in the WO trials 

2 planners with no WO trial experience 

179 



The User Group Representative had already been selected as part of the Walk 

Optimisation project. The DAM would be chosen from the limited number in each 

Division (approx. 10 per Division) and was dependent on their availability and 

willingness to participate. The Planner and DOM with WO experience would again 

be pre-determined by those involved in the trials. The remainder were selected by the 

User Group Representatives using their own methods to determine availability and 

willingness to participate. The majority of participants would comment from their 

own role. However, the URG would be asked to comment from an assumed role. 

Table 7.2: RM Attendees. 

Roles Represented in the Workshop 

DAM Divisional Area Planner . DOM TOfAL 
Actual Role Planner 

URGCWO) 2 2 4 

URG 2 2 

DAMCWO) 0 

DAM 2 2 

Planner CWO) 3 3 6 

Planner 1 8 9 

DOMCWO) 8 8 

DOM 3 3 

TarAL 2 8 13 11 34 

Of the 9 Di visions, 6 took part in the workshops. One had to be cancelled at short 

notice due to unavoidable circumstances and the final two Divisions were never 

arranged. The number of participants and the roles they represented varied between 

workshops, these are demonstrated in Table 7.2 above. 
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7.6.4. Procedure 

A timetable was drawn up for the workshops to ensure that enough time remained at 

the end of the session for the checklists to be completed. The timetable was as 

follows: 

Introductions 5 minutes 

Questionnaire 15 " 
Presentation 45 " 
Discussion 15 " 
BREAK 20 " 
Recap roles 15 , 

Checklist intro. 10 " 
Probable CIL 30 " 
THANKS 10 , 

After brief introductions, the presentation began with an overview of the aims and 

structure of the workshop. Participants were assured that the views they expressed 

were anonymous, but would be reported to the Walk Optimisation project team in 

summary. This would enable their views to be heard and allowed them, potentially, 

to have an impact on the deployment of the WO system. It was made clear that the 

FIS was an interpretation, by the researcher, of how the system could be deployed, 

that there were many other possible structures and systems that could be used, and 

any of these might eventually be adopted by the RM. 

The workshop followed the same format as the second session of the pilot study, and 

handouts were provided with all the overheads used in the session. The WO system 

was presented, along with the aims of the system. The FIS was then presented with 

questions and discussions taking place throughout. Following the presentation a 

discussion was initiated to promote an understanding of the scenario and to encourage 

debate about the issues involved. Following a short break, the roles and 

responsibilities were reiterated and the diagrams showing the processes for an ad hoc 

revision, an annual audit, request for authority and a full revision were talked through. 

In the first workshop there was a very limited number of responses from the 

participants on the checklists and they had commented strongly on how difficult they 

found the exercise. In light of this, participants at subsequent workshops were asked 

to list three advantages and disadvantages they could foresee as a consequence of the 
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scenario for their particular role. This encouraged people to start thinking about the 

issues prior to the checklists being presented. 

The probable outcome checklists were then introduced and explanations were given 

on their completion, the meaning of keywords and some examples of changes. People 

were asked to work alone on their responses and from a totally selfish perspective, i.e. 

only about the effects on their role. Questions were allowed throughout the 

completion of the checklists, but discussions were discouraged at this point to avoid 

influencing other people's responses. The participants were allowed 30 minutes to 

complete the checklist and were encouraged to consider the major implications first. 

They were informed when there were only a few minutes left 

Finally the respondents were asked how easy I difficult they had found the workshop, 

what, if any, problems they had experienced in using the checklists or participating in 

the session and if they had found it useful. They were then thanked for their time and 

effort. 

7.7. STUDENTS WORKSHOP 

7.7.1. Design 

The design of the student workshops was based on the RM study above, and also on 

the base case used during the pilot study. 

7.7.2. Questionnaire 

A questionnaire was developed for the students (see Appendix 1.6), concentrating on a 

number of key issues felt to be relevant to the responses given on the checklists. The 

mam areas were: 

• Personal information to determine experience within the Royal Mail (if any), and 

general computer usage. 

• Background information to establish if they had any experience with the issues 

surrounding new technology, either through education or work. 
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7.7.3. Participants 

Participants were recruited from various degree courses at Loughborough University. 

Firstly, by visiting selected lectures, e.g. Human Computer Interaction, to ensure 

participants would have some understanding of technology. There was a limited 

response to this request for volunteers, and this led to a second attempt to recruit by 

emailing sell!cted modules and / or courses. The table below shows the number of 

participants and their allocation to roles. They were each paid a nominal amount for 

participating in the workshops. 

Table 7.3 Student Attendee •. 

ROLE 

AREA PlAN 5 

DAM 5 

OOM 5 

DIVPlAN 5 

TOTAL 20 

7.7.4. Procedure 

The participants were arranged into two workshop groups according to the dates on 

. which they were available, and each workshop was conducted over two sessions. The 

procedure for the scenario presentation was the same as employed with the RM 

participants. However, there was a major difference in the overall workshop, i.e. an 

additional session to present the base case information. This was required to allow 

the current situation to be understood in order to assess potential impacts. 

The first session, lasting one hour, began with introductions followed by the 

completion of a questionnaire. The base case was then presented as it was in the pilot 

study (see Section 7.5.3.1 above). There were some minor alterations to stress the 

type of responsibilities and jobs the various roles would perform outside the revision 

process, but it was otherwise unchanged. The participants were then randomly 

assigned to stakeholder roles. The current revision process was talked through, 

having asked people to concentrate on their particular role and responsibilities. 

Questions and discussions were encouraged throughout. 

The second session began with a review of the first session and an explanation of the 

current revision process. The remainder of the session was conducted in line with the 
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RM workshops using the same overheads, handouts, checklists and using the same 

timetable. The Walk Optimisation system and the FlS were presented, followed by a 

discussion. After a break there was a recap of the revision process and then 

participants were asked to list three advantages and disadvantages, before the 

presentation of the probable outcomes checklist. Finally participants were asked for 

comments on the workshop, before being thanked for their time and effort. 

7.S. SUMMARY 

This chapter has described the development of the Future Implementation Scenario. 

It describes the methods used for establishing the workshops within the RM, and the 

limitations that were imposed. The FlS is described, using flow diagrams and a text 

and oral description of the roles and responsibilities. A pilot study was conducted to . 

ensure that the base case and FlS were understandable, particularly to participants 

with no RM experience. This also allowed the methods, checklists and scoring to be 

reviewed. 

The pilot study demonstrated that the methods were acceptable, although some minor 

alterations were made. It also demonstrated that there were potential implications for 

all of the stakeholder roles, some of them disadvantages. Based on the pilot study, 

workshops were conducted in six Divisions of the RM, and with two groups of 

students. Chapter 8 presents the findings of these workshops and discusses their 

interpretation and implications. 

184 



CHAPTER EIGHT: 

RESULTS OF THE 
FUTURE IMPLEMENTATION SCENARIO WORKSHOPS 



CHAPTER 8: RESULTS OF THE FUTURE 
IMPLEMENTATION SCENARIO 

. WORKSHOPS 

8.1. INTRODUCTION 
, 

This chapter presents the findings of the Workshops, described in Chapter 7. The aim 

of the study is threefold; i) to investigate the likely implications for various 

stakeholders within the RM, ii) to investigate the use of scenarios to enable likely 

implications to be envisaged, and iii) to investigate the affect of prior knowledge on 

stakeholders' responses. 

The chapter proposes a number of hypotheses (5 to 8 presented below). In summary 

these are that the Future Implementation Scenario will have consequences, and that 

the nearer participants are to the target stakeholders, the more they will be able to 

offer an enriched view of the system implications. The analysis therefore looks at the 

effects that prior knowledge has on the responses of the participants to see whether 

being closer to the Royal Mail, the role, and the Walk Optimisation trials has an effect 

on the respOnses recorded. 

A qualitative analysis was conducted to highlight any differences in the responses of 

students and RM participants. The three most frequently reported advantages and 

disadvantages are reported. These are presented in a table format, and compared for 

each role. 

A number of quantitative comparisons were also conducted to highlight differences in 

the frequency of responses; according to categories. The average number of 

responses are collated and presented in graphical format. These are analysed for 

differences in the advantages, disadvantages and no score responses. The data is also 

presented and analysed to show the differences in the responses which are 'out of role' 

and 'out of scenario'. The findings are reviewed in respect of both the implications for 

stakeholders and the theoretical implications of using scenarios in design. 
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8.2. HYPOTHESES 

• Hypothesis 5: There will be organisational implications, both advantages and 

disadvantages, to the implementation described, with some roles g!rining and some 

losing. 

• Hypothesis 6: Participants ftom within the RM will have a better insight than the 

non-RM participants into the probable outcomes of the system; as they have prior 

knowledge of the environment in which the system will be placed. 

• Hypothesis 7: The RM participants who comment from their own role will have a 

better insight into the probable outcomes of the system than those who assume a 

role for the workshops; as they have a prior, detailed knowledge of the role. 

• Hypothesis 8: The RM participants who have been involved in the WO project 

and/or trials will have a better insight into the probable outcomes of the system 

than those who have had no involvement; as they have a prior, detailed knowledge 

of the system and processes. 

8.3. DATA ANALYSIS 

8.3.1. Questionnaire Summary 

The questionnaires completed at the beginning of the workshops provided background 

information on the participants and a summary of the responses is given below: 

8.3.1.1. The RM Participants 

• All of the RM participants had worked for the RM for 6 years or more. 

• 33 of the 34 participants felt the current revision process could be improved .. 

• Half of the participants had only a little informal knowledge of the system. 

• The knowledge of others varied from none at all to involvement in the WO 

project. 

• The majority of participants felt that the WO system would benefit all levels of the 

organisation, from the business as a whole, to the delivery offices. 
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• The majority also felt that the WO system would benefit all levels of people 

involved with, or affected by, the system. From the Divisional Managers, to the 

CWU and customers. 

• The majority reported that WO would be an advantage, or major advantage, to 

their own role. 

• All participants were frequent users of computers. 

8.3.1.2. The Student Participants 

• 

• 

None of the participants had any previous experience of working with, or for, the 

RM. 

17 of the 20 participants had some experience of organisational or managerial 

issues through their studies. 

• 15 people had previously worked in full time positions. 

• All were frequent users of computers. 

8.3.2. Probable Outcomes 

The data was categorised and analysed according to the type and number of 

responses, shown below. The responses was also categorised according to the content 

of the comments (see Appendix J.l for an example of the completed checklist). 

8.3.2.1. Categorising Data 

The responses were categorised into 'advantages', 'disadvantages' and 'no change'. 

These categories corresponded to the headings used on the checklist; 'no change' had a 

score of zero described on the score sheet, or left blank. The allocation of responses 

to categories was undertaken by myself (twice) and by a colleague. Where there was 

uncertainty the scores were used to reinforce the interpretations, for e.g. "More 

responsibility" was classified as a disadvantage when it was scored -3. Discrepancies 

between raters were discussed and either agreed upon, or the responses were excluded 

where agreement could not be reached .. 

The responses were also classified into two other categories 'out of role' and 'out of 

scenario'. 'Out of role' responses were defined as inappropriate to the role the 

participant had adopted, e.g. a Divisional Planner stated "The system will be a benefit 

to all delivery office employees. n Participants were asked only to comment on the 
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system from their own perspective and this is therefore out of the Planners remit. 'Out 

of scenario' responses were defined as responses which were not based on the 

scenario given, e.g. a DAM stated "Area Managers will be in charge of the 

deployment of equipment and will therefore need training to cover this." The scenario 

did not specify who would· be in charge of deployment and this statement was 

therefore based on assumptions which were outside the scenario. 

Table 8.1 shows the tally of responses given by the RM participants and Students for 

each of the questions (RM=34, Stud=20) according to the response categories 

described above. 

Table 8.1: Probable Responses By Group. 

Resp Advantage Disadvan- NoCbange Out of Role Out of 
onse tage Scenario 

No. RM Stud RM Stud RM Stud RM Stud RM Stud 

Teeh- 1 36 21 5 11 0 3 2 I 3 2 

nology 2 22 17 7 20 5 I 2 I 5 0 

3 34 16 6 16 4 I I I 3 0 

4 25 IS I 8 9 I 4 2 0 I 

Specific 5 23 14 14 26 4 I I 0 5 0 

Tasks 6 17 9 IS 28 6 0 0 0 5 0 

7 21 10 4 22 9 2 I 0 3 0 

8 23 18 14 IS 4 0 I 0 3 2 

Overall 11 20 10 16 22 6 I 2 I I 0 

Task 10 14 10 11 20 8 3 4 0 3 0 

11 11 12 12 19 12 I 4 0 2 0 

12 24 13 3 19 7 I 4 0 3 0 

Person- 13 15 9 4 13 13 6 2 0 0 '0 

nel 14 IS 17 0 7 17 3 2 0 I O· 

·Policies 15 9 12 4 13 21 2 I 0 0 0 

16 20 8 7 14 4 2 5 0 4 0 

TOT 329 211 123 273 129 28 36 6 41 5 

Table 8.1 shows that there were many different responses made; the 54 participants 

provided 1181 statements of probable implications. The overall majority of these 

were positive outcomes. The students noted more disadvantages than the RM, and 
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more disadvantages than advantages. Students recorded fewer 'no change' responses 

and fewer 'out of role' and 'out of scenario' responses. 

Table 8.2 below shows the categories on the response sheets. Each received a similar 

number of comments, although there are variations in the individual response 

categories. The table shows that the greatest number of comments, for both groups, is 

for advantages in technology (totalling 186). The greatest number of disadvantages 

'for both groups are for the specific task (138) and overall task categories (122). The 

greatest number of 'no change' responses were recorded against the personnel 

category (68). 

Table 8.2: RM Vs Students - Responses By Category. 

Advantage Disadvan. No Change Out of Role OutScelL 

CAT. RM Stud RM Stud RM Stud RM Stud RM Stud TOT 

Technology 117 69 19 55 18 6 9 5 11 3 3U 

Specific Task 84 51 47 91 23 3 3 0 16 2 320 

OveraII Task 69 45 42 80 33 6 14 1 9 0 299 

Personnel 59 46 15 47 55 13 10 0 5 0 250 

8.3.2.2. Scores 

There were a number of difficulties in the responses participants recorded and these 

are discussed below. The scoring system made the responses even more complex and 

again participants appeared to have had difficulty using them uniformly. Table 8.3 

below illustrates the diversity of scores. The table shows the total scores given to 

both the negative and positive responses. For example participant 1 of the RM group 

representing the DAM, recorded a total negative score of 14 and total positive score of 

19. The diversity of scores is due to the number of advantages and disadvantages 

each participant envisaged. For this reason, and for the purpose of reporting the 

findings, the values have been collapsed. Responses are reported as either positive or 

negative with no indication of the severity, whatever score the participants gave as a 

response. 
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Table 83: Total Score. (Advantage. and Disadvantages) per Group, per Role. 

PARTICIPANT 
DAM 

12345 

RMF-~~~~~r.7~~ 
STUD~~~~~~~~~ 

PARTICIPANTf-~~Ar.~2~~3~~4~~5~~6~~7~~8~ 
DP 

RMF-~~~~~~~~~~~~~ 
STUD~~~~~~~~~ 

PARTICIPANT'~~~?r.~2~~~~~5~~6~~7~~8~~9~~7f~71~2~~13~ AP re 

RMr.-~~~~~~~~~~~~~~~~~~ 
STUD~~~~~~~~~~ 

8.3.2.3. Qualitative Data Analysis 

The responses were categorised according to content and the responses most 

frequently recorded by participants are reported in the following section. 

S.4. HYPOTHESIS 5: ORGANISATIONAL 

IMPLICATIONS 

Hypothesis 5 proposes that there will be potential implications which may affect each 

of the roles, if the system is implemented as described in the scenario. 

The following sections present a qualitative analysis of the responses recorded by RM 

and student participants, according to role. For each r91e a table presents the three 

most frequently reported advantages and disadvantages. 

8.4.1. The Delivery Area Manager 

The DAM is in charge of the delivery function for the whole area, e.g. Leicestershire. 

They are currently responsible for choosing which DOs will be revised, determined by 

the office's performance, and the perceived benefits a revision could bring .. The 
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decision is based mainly on budget with the most needy offices being revised, and this 

is normally decided at an annual meeting. 

Currently, once a revision has been approved, the DAM is kept informed of the 

progress and will be consulted if any major problems are encountered. The DAM will 

be presented with the final outcomes of the revision process for approval. They may 

be involved further if a dispute arises with the CWU which cannot be resolved 

locally, this follows the defined rules to Area level. 

Under the new system approval will only be sought in the event of a major revision. 

This may only be a formality as the proposed system will automatically flag up the 

offices which need a revision. The DAMs no longer play a part in the revision 

process itself and the results are presented to them once a revision has been 

conducted. They have access to all parts of the system but only as a result of the 

presentation of the new walks .. 
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Table 8.4: Delivery Area Manager - Most Frequent Responses. 

ROYAL MAIL No. STUDENTS No. 
Resp Resp 

POSITIVE IMPLICATIONS 

• DATA 4 • SAVINGS 8 
Automatic updating using standardised Savings in time and cost through re-use 
measlU'eS. of data and time taken for plotting. 

therefore more revisions are possible. 

• REVISIONS 3 • DATA 7 
WO will lead to less delay in offices More accurate and reliable data and 
being revised results as standard measnres are used. 

• UNION 2 • REPORTS 4 
Reduces the CWUs power to obstruct. Standard reports allow better co-

ordination of the Division. with easier 
evaluation of the need for a revision 
and its outcome. 

NEGATIVE IMPLICATIONS 

• RESOURCES 4 • ACCESS 12 
WO seen as resource hungry. requiring Umited access to the new WO system 
more money and management time. therefore out of touch with the process 

and how outcomes are obtained and 
less skilled than sub-ordinates when 
have got access to system. 

• REVISIONS 2 • REVISIONS 9 
There will be an increase in revision More revisions over shorter time 
activity leading to a payoff between frames means there will be tighter .. 
quality and budget. deadlines for DAM and more 

meetings. with the work being less 
predictable as the system is reacting to 
changes. 

• RESULTS 2 • CONTROL 4 
The results of the system are fixed Less control as DAM is now separate 
with nofJexibility. from the revision process and people. 

probably just a rubber stamping role as 
the computer will be seen as producing 
good results and DAM will not be able 
to argue as will not understand system 
as well. 

The results show that there are potential issues for this role. The major gain was 

thought to be through the improved data which would lead to standardised results 

more qliickly and accurately. However there were also concerns. The RM 

participants were mainly concerned with resources and budgetary implications. 

However, students were also concerned with the lack of access to the system and the 

increased pressure, due to the amount and frequency of revisions being outside the 

DAMs control. 
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This would indicate that the agenda to be addressed in the development and 

implementation of the system for the DAM would be to consider the role they play in 

authorising the revisions and approving the results, and also to consider further the 

effects on the Area Manager's budget and resources. 

8.4.2. The Divisional Planner 

The Divisional Planner's (DP) current role is that of Planner. The Planner is given 

notificati<:m that an office needs to be revised and then approaches the DOM to define 

the aims of the revision, specific to the office. The Planner works from the DO for the 

. duration of the revision and is responsible for the collection of data and plotting of 

walks, manually or through CADR. This may also include the management of 

additional staff from the office and / or other offices. Once the walks are plotted the 

Planner presents the results to the DOM, and then the DAM for approval. Once the 

walks have been approved by all parties, the Planner is responsible for notifying other 

systems of the changes and preparing the office for implementation. They are also 

responsible for the implementation of the new walks, dealing with any problems that 

anse, and for the post-implementation review. 

Under the proposed system they will be responsible for the major revisions. They 

will have the relevant information fed to them by the Area Planner (AP), through the 

updated computer system. They are then responsible for obtaining authority from the 

DAM and, if it is given, contacting the DOM to inform them of the revision. They 

collect any additional data needed from the DO, with the aid of one or more DO staff, 

and plot the new walks, verifying these with the DOM. The walks are presented to 

the DOM and DAM for approval, and relevant printouts are provided for the DO. 

Once the walks have been approved, the DP prepares the office for implementation 

and notifies other systems of changes. They are responsible for dealing with any 

problems that arise during implementation and for conducting a post-implementation 

review. 

They have access to all parts of the system with update facilities and also provide 

support to the APs for all the systems employed. 
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Table 8.5: Divisional Planner - Most Frequent Responses. 

ROYAL MAIL No. STUDENTS No. 
Resp Resp 

POSITIVE IMPUCATIONS 

• DATA ·11 • SAVINGS 13 
Slandardisation seen as major benefit, WO system will bring savings in time 
increasing accuracy and allowing and money; not having to walk test, 
workloads to be balanced. having calculations performed by 

algorithms and a database which can 
be re-used therefore more revisions can 
be performed. 

• SAVINGS 11 • TRAINING 8 
Time and money savings as no more Increased skills through additional 
walk testing will mean more offices training in the new computer systems, 
will be revised and this will lead to liaising and organisational skills, all of 
increased productivity. which will be needed in the new role. 

• PlDTIING 9 • POWER 7 
Ease and flexibility to plot walks, view Increased power as DP no longer has 
the areas and try out options using the to perform minor changes but is still 
'what if scenarios. informed, have more people working 

for DP (including APs) and is in 
charge of the overall revision process. 

NEGATIVE IMPLICATIONS 

• REVISIONS 10 • TEAMWORK 13 
More work at a faster pace, in addition Loss of 'hands on' work, more office 
to current responsibilities, i.e. the based using technology and baving less 
introduction of annual audits, will contact with other staff therefore more 
mean a lot more pressure. solitary role and no team morale. 

Could lead to conflict as DOMs might 
question the planners commitment to 
their revision. 

• DATA 7 • TRAINING 10 
Relies on the commitment of others, The large amount of training needed to 
e.g. DOM and CWU to ensure fulfil new role, both computing and 
accuracy and maintenance of data. negotiating skills. Would the training 

be available? Will DPs be capable of 
learning everything? What if they 
can\? 

• TRAINING 5 • DATA 10 
Training needed on all systems w hicb Concerns about the accuracy of the 
may need updating as the system data and whether the standardised 
develops and may mean DPs are seen system can account for individnal and 
as experts. local differences, e.g. fitness levels and 

lengths of pathways and the affects of 
time of year and weather. 

The results show that there are potential issues for this role. The RM responses reflect 

the changes brought about by the computer system and the major gains were seen in 

terms of financial and time savings. The students also reported these, but reported 
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additional benefits in terms of the additional skills acquired through training, and the 

increased power brought to their role through the changes in structure and 

responsibilities. Both groups agreed on the disadvantages of increased training needs 

and the reliance on others to provide data and the effect this might have on its 

accuracy. The RM were also concerned about the increased pace and workload. The 

students were more concerned with the lack of team working and the stresses this 

might bring to everyday working relationships. 

This would indicate that the agenda to be addressed in the development and 

implementation of the system for the DP would be to consider the increase in the 

amount of work and systems they are responsible for. This would include their 

changing needs in terms of support and training for the technology, and the liaising 

they will now have to do. Further consideration should also be given to the way the 

DPs conduct their work and interact with other staff. 

8.4.3. The Area Planner 

The current role of the Area Planner is the same as the Planner described above. 

Under the future system they will be responsible for the minor changes which are 

notified by the DOM. They will be passed the relevant information which they then 

input into the GIS and WES systems. Provided the changes do not exceed the 

tolerance levels they will amend the WO system and present the results to the DOM 

for verification. If the changes exceed the set levels the AP passes the information on 

for the DP to progress. If authorisation is not given to conduct a full revision the 

. changes are passed back to the AP and they will then manually adjust walks. They 

are also responsible for the newly created annual audits, checking that the DOMs have 

passed on all changes and that the systems are up to date. They have access to all 

systems, with the facilities to maintain and update. 
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Table 8.6: Area Planner - Most Frequent Responses. 

ROYAL MAIL No. STUDENTS No. 
Resp Resp 

POSITIVE IMPLICATIONS 

• REVISIONS 19 • REVISIONS 9 
Easier and speedier revisions with no Easier and faster revisions for AP, no 
walk testing and reusable data, easily walk testing and the computer does the 
updated. calculations. 

• DATA 9 • EFFORT 6 
Standardised measures and system Less effort as now ouly responsible for 
allowing balanced walks to be plotted, monitoring and maintenance. 
fairer to all. 

• CONTROL 9 • DATA 3 
More control. over own work and More information can be considered 
better control and support to DOMs and stored and it wiD be more accurate. 
and POs, especially through andits. 

NEGATIVE IMPLICATIONS 

• CONTROL 7 • STATUS 14 
Lose control and influence as no Status will be reduced. AP now ouly 
longer in charge of major revisions. sees part of the revision process, 
Doing all the work and getting no inputting the infonnation and handing 
credit as DAM makes the decisions. over to the DP; will lose decision 

making power and be undervalued and 
lose respect. 

• WORKLOAD 6 • TEAMWORK 8 
Workload will increase due to more Changing emphasis less 'hands on', 
revisions, having to conduct audits and more work with computers and 
covering a larger area. therefore more mundane. Lose touch 

with colleagues and generate tension 
with DP as they have taken over AP's 
jobs. 

• TRAINING 6 • DATA 6 
Training for new technology has cost Have to rely on notification of changes 
and time implications and may lead to and provision of data from OOM. 
a lose in traditional planning skiDs. 

The results show that there are potential issues for this role. The RM and students 

both agreed on the potential benefits from the improved data, its handling and the 

easier and speedier revisions. The RM also reported an increase in control due to the 

audits and a closer working relationship with DOMs and POs. Students also thought 

less effort would be required as they were no longer involved in major changes. 

The reported disadvantages differed according to group. The RM were concerned 

about the loss of control, the increased workload and the need for more training. The 

students were concerned with their reduced status and their loss of decision making 
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powers. They were also concerned about the increased work involving computers, 

with the resulting loss of team working and potential tensions, especially with the DP 

to whom they have to hand over the changes. 

This indicates that there are a number of issues which need to be addressed in the 

development and implementation of the system for the DP. The responses show that 

there are potential gains but these could easily be outweighed by the disadvantages 

which would affect the daily working of the AP. Specific attention needs to be 

directed to the issue of status, control and the new working relationships. This is 

. especially tme for the AP and DP. These people were previously working in the same 

role and this could cause major tension in the allocation to new roles. 

8.4.4. The Delivery Office Manager 

The current role of the Delivery Office Manager in the revision process begins with 

the recognition that a change is needed in. their office. The DOM approaches the 

DAM to obtain authority, normally at an annual meeting. Once approval is given the 

Planners contact the DOM and agree the aims of the revision. They are responsible 

for providing facilities for the revision team, additional staff if necessary and local 

information, e.g. office statistics, geographical information, etc. The DOM is usually 

kept informed throughout the revision process and is presented with the walks for 

approval. They are responsible for presenting these to the DO staff and CWU and for 

gaining their approval. The Planners then implement the changes. 

Under the new system they will be responsible for monitoring all changes in their 

office and notifying the AP of these changes along with relevant data as they occur. 

They will also be audited annually, and again need to provide data at this time, to 

ensure they are updating the planners of all changes. If the changes are minor the 

DOM verifies the amendments. If the changes are above the tolerance level the 

DOM will be informed by the DP if a revision is to be conducted. The DOM then 

provides the DP with the additional data and local knowledge necessary. Once the 

walks are plotted the DOM presents them to the staff and is responsible for obtaining 

their agreement. . They do not have any access to the systems unless a revision has 

been conducted. They are then given a facility to view the walks and can .request 

printouts. 
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Table 8.7: Delivery Office Manager - Most Frequent Responses. 

ROYAL MAIL No. STUDENTS No. 
Resp Resp 

POSITIVE IMPLICATIONS 

• DATA 10 • DATA 8 
More detailed and accurate data with a Accurate, standardised and flexible 
database created for future revisions. 

• REVISIONS 10 • WORKLOAD 6 
Speedier and easier revisions, with Decrease in workload as no longer 
more options being considered. involved in the revision process. 

• CONTROL 7 • REVISIONS 5 
More control and influence in the Much faster revisions which are 
revision process. automatically triggered rather than 

having to prove a need. 

• TRAINING 7 
More skills leading to an increase in 
job satisfaction. 

NEGATIVE IMPLICATIONS 

• CONTROL 8 • ACCESS 16 
Control passed to plarmers. Increased No access to the information or the 
responsibility for notifying changes processes used for revising the office 
and negotiating with union but no and devising new walks. 
control over changes. 

• INPUT 6 • INPUT 11 
No input in the revision process and in No input to the new walks therefore 
negotiating new routes. have to negotiate and defend the 

planners decisions 

• ACCESS 4 • CONTROL 10 
No access locally to the systems. Loss of control in the decision making 

processes and the walks in the office. 

The responses show both groups expressed similar ad~antages and disadvantages. 

Both groups agree there are potential benefits to be gained from more detailed and 

accurate data. They also agreed that the revisions would be much faster. The students 

thought there would be a decrease in workload, while the RM saw advantages in 

increased control of the revision process, and increased job satisfaction due to the new 

skills. 

The disadvantages were again very similar. Both groups were concerned about the 

loss of control to the Planners. Both were concerned that they would not have access 

to the WO system and the students were also worried by the lack of access to the 

processes involved. They were also concerned that they would have no input into the 

resulting walks. 
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This indicates that for the DOMs further consideration should be given to the levels of 

access, the amount of input to the revision process and the amount of control they 

have over the process and its results. 

8.4.5. Interpretations And Implications 

The tables demonstrate that there are implications for the introduction of the WO 

system, in the way described in the workshops. A synopsis shows that there are likely 

to be many-more frequent and standardised revisions. The management roles have 

less input and control over each of the decision making processes, but remain 

responsible for resources, etc. They also have to convince the staff and CWU of the 

changes, and live with the consequences. If the potential benefits are to be gained, 

methods need to be built into the revision process to enable managers to fulfil their 

responsibilities. 

The probable outcomes recorded are different according to the role and the group 

commenting. There are similar issues raised by both student and Royal Mail groups. 

There are also issues which are raised by one group and not another. Students, for 

example, recorded more detailed responses, i.e. they record a change and describe its 

implications, whereas the RM more frequently record just the change. 

Differences to note: 

• Some less reported comments could be more insightful, e.g. DDAMl - highlights 

accommodation and financial problems and says this will affect management 

credibility if not addressed prior to implementation. The problem of 

accommodation was apparent at the Hinckley revision, but not recorded by 

anyone else. 

• Responses relating to career implications were often inaccurate in the student _ -

groups, i.e. "DAMs would come under pressure from DOMs, due to their lack of 

computer skills". In the RM the distance, in the hierarchy, between the DAM and 

DOM means there would be no threat from a DOM due to additional computing 

experi ence. 

Both students and RM participants report implications, both positive and negative. 

However there is some disagreement about the type of implications. Although there 

is a lot of noise and disagreement, the kind of impacts that people are seeing are the 

benefits gained through the speed and ease of revisions for each role. The differences 
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noted are main! y in the disadvantages. The responses show that there are issues, 

although there may not be agreement on the effects. Despite this each of the roles has 

apparent areas of concern. 

These implications are not inevitable. When a. new system is introduced into an 

organisation there is an opportunity to manipulate its effects by putting people into 

new roles in relation to the system, but this· cannot be achieved if the potential 

implications are riot known. The approach taken by the RM in the development of the 

new system was a rational and technical one, which did not reveal the implications 

described above. The workshops allowed a large screening of stakeholders' views and 

identified a number of issues which the RM may encounter if they continue with the 

implementation described, and which may make the implementation problematic. 

There is much prima facie evidence that there will be organisational implications for 

all these roles. The RM participants see them as mainly positive but students see 

many more negative consequences. 

Having examined and discussed the contents of the data recorded it is apparent that 

there are some pecUliarities. These call for a more detailed look at the methodological 

issues and can be addressed by referring to the other hypotheses set out in this 

chapter. These are discussed below. 

8.5. HYPOTHESIS 6: RM VS.STUDENT 

Hypothesis 6 proposes that knowledge of the current RM environment will affect the 

ability to understand the scenario and its consequences. Therefore those closer to, or 

operating in, the real world setting should be able to produce more of the positive and 

negative implications and to offer an enriched view of the probable outcomes. 

This section compares the responses recorded by the RM and student participants, to 

identify differences in the type and frequency of responses according to the response 

categories described above; advantage, disadvantage, no change, out of role and out of 

scenano. 
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Table 8.8 Total Number of Responses per Group. 

Total no. responses Average per 
respondent 

RM 658 1935 

Student 523 26.15 

Table 8.8 above shows that the average number of responses given by the two groups 

of participants was similar. However, Table 8.1 above shows that there are 

differences in the type of responses each group recorded. The following graphs 

examine the differences in more detail, comparing the average number of scores per 

group according to roles, categories and individual questions. 

8.5.1. Advantages 

Figure 8.1: Average Advantages per Group 

Advantages: 
Average per Group 

Student 
5296 

RM 
4896 

The total number of advantages recorded was 540. Figure 8.1 shows the average 

number of advantageous responses was similar in both groups. The responses were 

further analysed according to roles and the four categories listed on the checklist 

(Figure 8.2 and 8.3). 
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Figure 8.2: Average RM Advantages per Category. 
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Figure 8.3: Average Student Advantages per Category. 
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The bar charts show there are similarities at this level in the number of advantages 

recorded in some of the roles. For example the Area Planners in both the RM and 

student groups have a similar amount of responses in each of the categories. Other 

comparisons identify differences, e.g. the average number of advantages recorded by 

DAMs in the overall task category for RM participants was 5, compared to the student 

average of 1.2. 

The following set of graphs take the comparisons a stage further, comparing groups 

responses by role and by question. These allow the differences to be examined further 

and demonstrate whether they aredistributed across questions or relate to a particular 

issue, confirming or negating the previous conclusions. 
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Figures 8.4 to 8.7 demonstrate that there were differences across the entire range of 

questions in each of the roles; where differences were identified at category level they 

were shown to be attributable to a number of questions within the category. The 

graphs also show that even where the analysis at category level demonstrated 

similarities in the number of RM and student responses, there were still differences at 

individual question level, although often less marked. 

Similar comparisons were conducted for the remaining categories of responses, for 

reasons of space only the summary graphs are displayed here, along with a discussion 

of the main differences (see Appendices J.2 and J.3 for more detailed graphs). 

8.5.2. Disadvantages 

Figure 8.8: Average Disadvantages per Group. 

Disadvantages: 
Average per Group 

RM 

Student 
7996 

2196 

The total number of disadvantages recorded was 396. Figure 8.8 demonstrates that 

there is a marked difference in the number of disadvantages noted by the two groups, 

with the students recording, on' average, nearly four times as many negative responses. 

Figure 8.9: RM Average Disadvantages per Category, 
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Figure 8.10: Student Average Disadvantages per Category. 
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The bar charts show that the variation in the number of negative responses is across 

all the roles and demonstrates that the RM participants noted far fewer negative 

responses. In other words, the students do not view one particular role being more 

disadvantaged under the given scenario; they see more disadvantages for each of the 

roles than the RM participants. They also record disadvantages across each of the 
. , 

categories, but the majority of disadvantages, for RM and students, are recorded 

against the specific and overall task categories. The analysis by question again 

confirmed that these differences are across all questions (see Appendix 1.2). 

8.5.3. No Change 

Figure 8.11: Average 'No Change' Responses per Group. 

No Change: 
Average per Group 

Student 
27% 

RM 
73% 

The total number of 'no change' responses recorded was 157. Figure 8.11 shows that 

there is a marked difference in the number of 'no change' responses recorded by the 

two groups. The RM participants recorded almost three times as many as the Student 

group. 

205 



Figure 8.12: RM Average 'No Change' Responses per Category. 
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Figure 8.\3: Student Average 'No Change' Responses per Category. 
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The bar charls show that there were differences across all the roles and demonstrates 

that the students noted fewer 'no change' responses in all categories. The largest 

differences are in the DP, AP and DOM roles. Comparison of the categories show 

that the majority of 'no change' comments, for both the RM and students, are recorded 

against the personnel category. The analysis by question again confirmed that these 

differences are across all questions (see Appendix J.3). 
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8.5.4. Out Of Role 

Figure 8.14: Average 'Out Of Role' Responses per Group. 
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. The tota! number of 'out of role' responses recorded was 42. Figure 8.14 shows that 

there is a marked difference with the RM staff making more 'out of role' statements 

than the students. 
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Figure 8.15: RM Average 'Out Of Role' Responses per Category. 
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Figure 8.16: Student Average 'Out Of Role' Responses per Category. 
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The bar charts show that the RM responses were again across all roles and categories. 

However, there is a noticeable difference in those recorded under technology in the 

DAM role. The students' responses were mainly in the technology category for the 

DAM, DP and AP roles. Further analysis demonstrates that these differences are 

across all questions. 

8.5.5. Out Of Scenario 

Figure 8.17: Average 'Out Of Scenario' Responses per Group. 

OUT OF SCENARIO 
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The total number of 'out of scenario' responses was 46. Figure 8.17 shows that there 

is a marked difference with the RM staff making more 'out of role' statements than the 

students. 
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Figure 8.18: RM Average 'Out Of Scenario' Responses per Category. 
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. Figure 8.19: Student Average 'Out Of Scenario' Responses per Category. 
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The bar charts show that the RM recorded 'out of scenario' responses in three of the 

roles and within these the responses were across categories. Students only responded 

'out of scenario' in two of the roles, DAM and DP, and these were only in the 

technology and specific task categories. Further analysis demonstrates that these 

differences are across the questions within the categories. 

8.5.6. Interpretation and Implications 

If Hypothesis 6 were supported the results would show the RM participants recording 

more implications and in more detail; as they have 'prior knowledge of the RM's 

operating environment and the current revision process. The results show the reverse. 

There is some variability in the number of advantages the groups reported, but they 

are not systematic. However, there are major differences in the number of responses 

209 



given for other categories of responses when comparing the RM and student 

workshops. The responses show that on average the students reported more 

disadvantages in each role and fewer 'no changes' in each role than the RM 

partici pants. 

There are two alternative explanations for these differences; i) that there are likely to 

be real problems, and the students were able to see these disadvantages while the RM 

had difficulty identifying them. This might also account for the high level of 'no 

change' responses in the RM; or ii) the RM participants are correct and there are not 

many issues which would result in disadvantages in the RM setting. The only way to 

test the hypotheses would be to implement the system as it was described in the 

scenario and observe the results. There was no opportunity to do this, and this is what 

the scenario workshops seeks to avoid, i.e. by identifying disadvantages prior to 

implementation changes could be made to avoid the adverse consequences. 

An indirect way of making an assessment is to check whether the implications 

reported had face validity, i.e. were the responses relevant to the RM situation in 

relation to the technological changes. This was achieved by comparing the responses' 

and the findings of the earlier case study and pilot studies. Examples of these 

comparisons are shown below: 

• The quantitative analysis shows that the student responses were similar to the RM 

responses in terms of the advantages recorded. This indicates that the students 

were able to understand the issues involved. 

• Both groups recorded negative implications for the DP due to changes affecting 

the data. The RM sees this as a disadvantage because of the reliance on others to 

provide notification of the changes and for the data to be accurate. Students note 

concerns over the accuracy of data but were also concerned about whether the 

standardised system can account for the individual and local differences, e.g. 

fitness levels, lengths of pathways and the affects of time of year and weather. 

These issues are real. Much of the development process was concerned with how 

well the standardised data fitted different locations, and what figures should be 

used in the algorithm to account for the different amounts of traffic each day and 

throughout the year. These concerns are also apparent in the current walk testing 

methods, as only certain days are allowed to be tested as they are known to have 

higher traffic. 

• One of the issues which students raised but which the RM did not mention is team 

work. They highlight implications due to the changing nature of the work, for 
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both the DP and AP, with more work involving the computers and less contact 

with other members of the revision team and the delivery office staff. Again these 

are likely outcomes, particularly due to the reduced revision times and the increase 

in the number of revisions to be performed. They would be responsible for a 

much larger area and would therefore have much more travelling to do. 

The students' responses do therefore have substance and face validity which implies 

thatthe RM participants did not follow the same logic and did not see implications 

which were possible. There are many reasons why this might be the case and some of 

the more prominent issues are discussed here: 

8.5.6.1. Views Of Current Delivery Revisions 

• From the questionnaire administered (prior to the workshops) it is apparent that 

there already existed a general feeling, within the RM participants, that the system 

was going to be beneficial to everyone concerned. This was regardless of the 

amount they already knew about the system and was attributed to their own and 

other people's roles. For example: 

i) When asked if the system would benefit the various levels in the RM, at 

least 25 people felt that each of the levels would benefit from the system, compared to 

zero 'no' responses. 

ii) When asked if the system would benefit the various roles in the RM, over 

half of the respondents felt that each of the roles would benefit including the Union. 

iii) When asked what effect the system was likely to have on the respondents' 

own role, 25 felt it would be an advantage, compared to two who felt there would be 

no change and seven who were unsure. 

• This may also be a reflection of the views of the current methods for conducting a 

revision. The questionnaire shows that they are viewed as being time consuming 

and costly, and they may be viewed so negatively that any new system was seen 

as an improvement. 

8.5.6.2. Historical And Cultural Impact 

• Throughout the workshops it was apparent that the RM participants were not as 

familiar as the students with expressing their views and this was particularly true 

of expressing negative views. This may have been because they were not used to 

analysing a situation critically, whereas the student group would have been very 

familiar with written critical assessments. 
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• Students also made fewer responses, on average, which were 'out of role' or 'out of 

scenario' than the RM participants. This would indicate that the RM found the 

method more difficult to use. The high number of responses out of role from the 

DAM may also reflect the wider responsibilities of the role than that of revisions 

and their concerns, as managers, for other members of their staff. 

• . 'No change' - again the use of this response could reflect the fact that the RM are 

less used to analysing and criticising, and they therefore responded 'no change' as 

they could not think through the likely consequences. Alternately, it could have 

been used as an easy response, so that the problem did not have to be considered. 

• A further factor may have been their perception of whether their views would be 

taken on board and given serious consideration. Comments such as, ·We get what 

we're given and like it" suggest a feeling that their views are not normally asked 

for or acted on. 

• The belief in the scenario may have had an effect. The students appeared more 

easily convinced that the implementation presented in the scenario might actually 

happen, than the RM participants. This may be due to the past experience of the 

RM staff with other computer systems which have been introduced, e.g. CADR, 

which had little organisational structure or processes in place when implemented. 

8.5.6.3. Method 

• The method was reported by all groups as being hard and there are a number of 

issues associated with its use. 

• The method called for participants to envisage a future situation. The literature 

review highlighted that this is very difficult to do, and the method for presentation 

may not have been the most effective in aiding the process. There is evidence that 

a more active engagement by participants helps people to understand the future 

implications. However, time prevented a more active workshop being conducted. 

• There may have been problems due to the key words used on the response sheet 

and an understanding of what they meant. There were questions asked in some of 

the groups. However, the RM staff were clearly reluctant to ask for help when 

there were parts of the workshop they did not understand, e.g. one group made it 

very clear they did not understand the headings but were also very clear that they 

did not want any further explanations. 

• The headings may also have been limiting. They were provided in order to help 

direct thought to various issues and this was noted as useful. However, there was 
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also a feeling that this might have limited the types of issues which were 

considered. This is demonstrated when comparing the responses recorded when 

asked to note the top three advantages and disadvantages, and the responses on the 

sheets. Some issues were recorded in the top three but did not appear anywhere in 

the checklist, e.g. the increased office space that would be required with additional 

walks introduced. 

8.5.6.4. Presentation 

• The difference in presentations in the workshops may have had an impact on the 

responses recorded. The student participants were given an introduction to the 

RM as they needed to understand the current environment and roles. For reasons 

of time the RM workshops did not include a review of the current situation. It 

was assumed that they would be familiar with the roles and the revision process. 

Although this was true, the information may not have been immediately available 

to the participants, i.e. it was latent knowledge. This may have meant the RM 

participants had difficulty focusing on their current roles and responsibilities in 

order to make the comparisons. 

• The presentation to the students focused entirely on the delivery revision process 

and this may weIl have given a wrong impression of the contribution the revisions 

make to the overall roles and responsi bili ties of the RM stake holders. This was 

reflected in a number of responses relating to career implications (noted above). 

These suggest that there was an impact due to their lack of knowledge of the RM, 

by focusing on the revision process only and also because they lacked an 

understanding of the pay and reward structure. 

8.5.6.5. Individual Differences 

.• The students reported more personal comments, for example, they commented on 

their feelings towards new technology and the change in roles, e.g. SlAP3 "AP 

hates DP." They also recorded more statements expressing the view that the 

system would bring benefits if their role was happy to use it, if not they could 

foresee problems. For example, "If AP likes computers then good, if not, bad". 

It is difficult to assess the relevant contributions of these various explanations. This 

research has not set out to try and determine these, but it is likely that a combination 

of the RM culture and the way the method was used resulted in this particular 

outcome. As a result of this investigation Hypothesis 6 should not be abandoned but 

needs to be amended. In other words, it is not that the hypothesis is wrong but there is 
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a caveat to be entered. People with additional knowledge should be able to make a 

richer contribution, providing the conditions are conducive for the latent knowledge to 

be accessed (it should not just be assumed that this will happen). More can be learnt 

about these implications by looking at Hypotheses 7 and 8. 

8.6. HYPOTHESIS 7: RM IN ROLE PLAY VS RM IN 
REAL ROLE 

Having established the differences between the student and RM groups, the RM 

responses are now analysed to see if there are any differences in the groups 

responding from their own role and those who assumed a role for the workshops. The 

only roles which were assumed were the DP and the AP and these are compared 

below. 

8.6.1. Analysis 

Table 8.9: Role Play Vs Real Role - Responses By Category. 

Advantage Disadvan. No Change Total 

CAT. Role Real Role Real Role Real 

Technology 27 60 0 6 2 5 100 

Specific Task 16 43 12 17 3 2 93 

Overall Task 13 33 11 13 4 IS 89 

Personnel 11 33 4 5 10 17 80 

TOTAL 67 169 27 41 19 39 362 

(role play n = 6, real role n = 15) 

Table 8.9 shows the number of responses recorded by each group of participants 

against each of the checklist's headings. They show that the majori ty of responses 

were advantages, and that these were spread across all four categories. There were far 

fewer disadvantages and 'no change' responses recorded, for both real and assumed 

roles. Again these were across all categories. 
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Figure 8.20: Divisional Planner - Role Play Vs Real Role by Category. 
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Figure 8.20 shows'a comparison of the two groups who responded from the DP role. 

It demonstrates that although there are differences, there are no systematic differences 

in the advantages for each of the four categories. But, it shows that the participants in 

the role play recorded more disadvantages and 'no change' responses across 

categories. 

Figure 8.21: Area Planner - Role Play Vs Real Role by Category. 
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Figure 8.21 shows a comparison between the two groups who responded from the AP 

role. It demonstrates some variations but these are not systematic across the 

categories. 

8.6.2. Interpretation and Implications 

If Hypothesis 7 were supported, the results would show the participants responding 

from their own role recording more implications, and in more detail, than those who 

assumed roles. This would be due to their more detailed prior knowledge of the role, 

and of the operating environment in which the revision process operates. The results 

show that this is not the case, with both groups recording similar numbers of 

advantages. There were differences in the disadvantages and 'no change' categories 

but these were only minimal. 

This indicates that the group assuming a role were as insightful as those in their own 

role. This may have been affected by some of the issues discussed in section 8.5.6 

above. For example, all the RM participants recorded fewer disadvantages than the 

students and it was suggested that this may be due to specific knowledge which was 

thought should have aided their ability to see implications, being latent knowledge. 

A further consideration is that the participants in assumed roles were the people from 

the User Group. These are the people who had already been responding as User 

Representatives. This involvement in the WO project had meant they had already had 

to consider some of the issues raised during the workshops and had experience of the 

new system. Hypothesis 8 explores further the importance of this experiences with 

the WO system and project 

8.7. HYPOTHESIS 8: RM WITH WO VS. RM 
WITHOUT WO 

Within the RM group responses were compared for those with WO experience and 

knowledge, and those without. Hypothesis 8 proposes that those with knowledge and 

experience of the system would produce more' detailed and relevant responses because 

of their prior knowledge. Three of the roles contained participants from both groups 

and these are compared below. 
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8.7.1. Analysis 

Table 8.10: With WO Experience Vs Without WO Experience - Responses By Category. 

Advantage Disadvantage No Change 

CAT. WO None WO None WO None TOT 

Technology 48 62 5 10 5 12 142 

Specific Task 31 49 15 27 6 15 143 

Overall Task 22 37 13 25 11 21 129 

Personnel 22 34 5 8 14 38 121 

TOTAL 123 182 J8 70 36 86 SJ5 

\WO eltpenence n = 11. WIthout WO eltpenence n - 21) 

Table 8. IO shows the number of responses recorded by each group of participants 

against each of the checklist headings. They show that the majority of responses were 

advantages for both groups, and that these were spread across all four categories. 

There were far fewer disadvantages and 'no change' responses recorded, for both 

groups. Again these were across all categories. 

Figure 8.22: Divisional Planner - With WO Experience Vs Without WO Experience by Category .. 
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Figure 8.22 shows a comparison of the responses recorded by the RM participants in 

the DP role. It demonstrates some variations but these are not systematic across the 

categories. 
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Figure 8.23: Area Planner - With WO Experience Vs Without WO Experience by Category. 
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Figure 8.23 shows a comparison of the RM groups responding from the AP role, with 

and without Walk Optimisation experience. It demonstrates some variations but these 

are not systematic across the categories .. 

Figure 8.24: Delivery office Manager - With WO Experience Vs Without WO Experience by Category. 
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Figure 8.24 shows a comparison of the two RM groups responding from the DOM 

role. It demonstrates some variations but these are not systematic across the 

categories. 
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8.7.2. Interpretation and Implications 

If Hypothesis 8 were supported, the results would show the participants with WO 

experience recording more implications, and in more detail, than those without WO 

experience. They would be expected to have a more detailed knowledge of the new 

system and therefore understand the implications of its use. 

The results show that this is not the case. Both groups recorded similar amounts of 

advantages and disadvantages across all of the categories. 

This indicates that the group without prior knowledge of the system were as insightful 

as those with WO knowledge. This may have been affected by some of the issues 

discussed in section 8.5.6 above. For example, all the RM participants responded that 

the new system would be beneficial, even if they had no knowledge. 

It may be that the people with experience of WO, i.e. nearer the development process, 

were unable to see beyond the positive implications. There are two reasons why this 

might be the case; i) they may have been blinded by what they do know about the 

system or, ii) the fact that they were operating as part of the project team may have 

been masking what they do know about the organisation, i.e. when living within the 

system they cannot be critical of it. 

S.S. SUMMARY AND CONCLUSIONS 

. The aim of the scenario workshops was not to predict the future, but to alert the 

people designing the implementation and revision process to potential areas of 

concern. The results of the workshops highlight issues relating to two areas of 

implications; i) for the technological approach and, ii) for eliciting organisational 

implications. 

8.8.1. Implications For The Technological Approach 

The workshop results show evidence that there are likely to be organisational 

ramifications associated with the implementation described in the AS. There is prima 

facie evidence for a number of potential advantages and disadvantages. The benefits 

are mainly due to the increased frequency and speed of revisions, and through the 

standardisation and increased accuracy of data. The disadvantages are mainly due to 

the changes in the responsibilities and authority of managers, with some roles more 
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adversely affected than others. The Area Planner is particularly disadvantaged by the 

loss of control over the full revisions, i.e. having to hand over the changes to the 

Divisional Planner. The DOM is also disadvantaged due to exclusion from the 

revision process. They are, however, still responsible for obtaining Union agreement. 

This means their responsibilities are still the same but they are denied the resources 

necessary to exercise them. 

This investigation has demonstrated that from the FIS given, there are a number of 

implications for the roles considered. It is important to note that these implications 

resulted from the use of a single scenario and with a limited number of roles. When 

the eventual system is implemented it may be using a different scenario and with 

different implications. Furthermore, there are other stakeholders who have not been 

considered here. This is, therefore, the smallest set of implications. It is quite 

possible that there are many more potential dysfunctional issues which have not been 

discussed. 

These potential implications, using the RM's approach to the development process, 

i.e. a rational I technological approach, would not have been revealed until after· 

implementation. At that stage the opportunity would have been lost to change the 

strategy. The system would have been likely to encounter adverse reactions from 

managers and staff, due to the social and organisational issues. The system is, 

therefore, likely to be dysfunctional. 

By identifying these potential issues prior to implementation they can be given further 

consideration during the development. The fact that the participants did not 

necessarily agree on the likely consequences is not as important as the fact that there 

were a number of issues identified as areas of concern. In other words, the FIS 

workshops identified a number of areas of concern which now need to be investigated 

further. This will enable decisions to be taken to ensure the potential benefits are 

realised, and the potential adverse consequences are avoided or minimised. 

8.8.2. Methods For Eliciting Organisational Implications 

The implications of the technological approach are clearly demonstrated by the FIS 

workshops. They generated a wealth of data on the potential implications. However, 

the workshops also highlighted a number of imperfections related to the use of the 

FIS. There were some weaknesses in the method used due to the limitations of the 

RM setting in which they were used, viz. time limitations and access to staff. These 
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affected the method for presentation and engagement, and may have affected the 

eventual results. For example, alternative approaches have been suggested to be more 

fruitful, e.g. presenting stakeholders with more than one scenario, and / or allowing 

participants to act out the roles (Eason, 1997). 

The main issue the research sought to address was the question of the effects of prior 

knowledge. The hypotheses presented in this chapter proposed that the more 

knowledge and information a person had about the organisation, the working 

environment and the roles and responsibilities, the more informed and richer their 

responses would be. The results, however, show the opposite. There are a number of 

reasons why this may have been the case and these were discussed above, 

highlighting issues of culture, method, presentation and individual views. 

There are a number of methodological implications resulting from the workshop· 

results, especially those drawn from Hypothesis 6. These would indicate that if the 

reason for engaging people is purely to gain insight into likely consequences and not 

to avoid resistance, the actual stakeholders may not necessarily provide the most 

insightful responses. The students were able to see similar advantages as the RM, but 

seemed more able to identify the adverse consequences. Again there are a number of 

reasons why this could be the case, the major issues are highlighted below: 

• The prior knowledge the RM participants possess may have blinded them from 

seeing the potential of a new system. In other words they may not have been able 

to break free from the culture and background in which they have always 

operated. 

• They may also have been affected by the lack of opportunity within the 

organisation to express opposing views. The students were obviously used to 

analysing and criticising. This may have been overcome by introducing them to 

some critical thinking methods, and possibly introducing them to the FlS methods. 

• An assumption was made that the RM would be able to use their existing 

knowledge to allow them to assess potential changes and consequences. While it 

was true that they possessed additional knowledge, it may have been wrong to 

assume that they would be able to easily employ the knowledge in the workshops. 

Much of the information required may not have been 'ready to hand' (Heidegger, 

1962), but may have been implicit knowledge. The method for presenting the FlS 

may not have allowed this knowledge to be made explicit, as it might have been 

through role playing. The students were given a clear indication of the current 
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roles and responsibilities and this may have given them the advantage in seeing 

consequences. 

The above discussion also holds true for the comparison of RM participants in their 

own and assumed roles, Hypothesis 7, and with and without WO experience, 

Hypothesis 8. Furthermore, the results of the comparison of WO experience may 

have been affected by the RM's approach to the system's development. In other 

words, the RM participants did have prior knowledge of the WO experience, but this 

was directed to the technological aspects. This knowledge may not have been an 

advantage, and may even have been a hindrance. It may have led to the participants 

with WO experience continuing with a rational! technological perspective and 

concentrating attention on these issues, not the social and organisational ones. 

The workshops have demonstrated that in some areas the students' responses were 

inappropriate due to a lack of understanding of the RM, e.g. the career implications. 

This would suggest that the best type of participant might be from within the 

organisation, but with specific training methods of critical! analytical thinking skills 

and the method employed. The method for presenting the scenario may need to be 

enhanced to enable the current situation to be made explicit, and for further contextual 

information to be included. 

This chapter demonstrates that there are potential organisational implications for the 

implementation proposed and raises some methodological concerns. The rational 

approach the RM adopted for solution of the WO problem, and the system 

development method used, would not have identified these implications until after the 

system was "implemented. These could have resulted in a dysfunctional system and 

could have affected the take-up and success of the system. 

In summary therefore, although there was no evidence to support Hypotheses 6 to 8 it 

is not appropriate to dismiss them. It remains likely that people in possession of 

richer, relevant knowledge will be able to make more informed comments about the 

implications of the technical change. However, with all these hypotheses, we have to 

enter the caveat that it is necessary to present circumstances which allow the latent 

knowledge to be utilised effectively in making judgements. 

A method is needed to allow these issues to be raised, to avoid the adverse 

consequences and realise the benefits. The scenario approach has been proposed to 

include stakeholders views prior to implementation. The results demonstrate that the 
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FIS workshops were not an easy process to engage in, but they did provide some rich 

data on the potential implications. The analysis shows that there are still many areas 

regarding the development and use of scenarios which is not understood. Methods 

need to be developed to determine which groups and 'individuals should represent 

stakeholders. Methods also need to be developed to aid the participants in 

envisioning the future and in providing rich data. Further work is also needed to 

make the process more effective and reliable, and to have measures to assess 

responses. 

The next chapter provides a summary of the research project. It reviews the 

objectives and hypotheses explored, drawing together the themes which have been 

distinguished in both the theoretical and applied work. The key findings are presented 

along with their implications, and future research directions are suggested. 
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CHAPTER 9: REVIEW, DISCUSSION AND 
CONCLUSIONS 

9.1. INTRODUCTION 

This chapter provides a summary and discussion of the theoretical and practical . 

implications of the research project. It summarises the project's progression, through 

the exploration of relevant literature and its specific application to the Royal Mail. 

The work becomes more focused as the research progresses. The overall theme 

demonstrates that in an organisational setting, people faced with complex problems 

still invariably turn to business processes which attempt to deal with the issues in a 

traditional/rational way. The application of these rational methods means that time 

and again, the social and organisational issues are understated or overlooked in the 

decision making process. Organisations continue to be surprised that predicted 

outcomes are not fulfilled. 

The first section of this chapter reviews the research, the aims, the issues that are 

considered and the key findings. The next section considers the strengths and 

weaknesses of the project. A discussion of the implications for both practical and 

theoretical work is conducted, before outlining some possible future directions for 

research. The final section draws the final conclusions of the project. 

9.2. REVIEW OF RESEARCH 

This research was established with the overall aim of exploring the area of real world 

problem solving within the Royal Mail. The aim from the outset was to investigate 

the complexities of problem solving within its organisational setting. Extensive 

reviews of a number of fields of literature have been conducted, each of which shows 

the traditional theories and their development to the theories prevalent today. The 

interrelationships between the theories in different fields have been examined. A 

number of similarities in both the current views and their development are noted. The 

theories were applied to, and informed by, the work conducted within the RM. 

The research has been refined over the three years through a series of progressively 

more focused objectives. These have enabled the organisation and the issues to be 

better understood, and available opportunities have been exploited. This thesis has 
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charted the developing story through a series of objectives which guided each section 

of the research. 

9.2.1. Objective 1: To Review Approaches To Problem Solving, 
And To Assess Their Applicability To The Royal Mail. 

The first objective was to review the literature, in order to inform the initial stage of 

exploratory work within the RM. Firstly, the field of problem solving in general was 

considered. The theories proposed to address the more specific area of organisational 

decision making were then reviewed. Finally the methods for improving decision 

making processes were discussed. Having established the current theories in these 

fields, the initial work with the Royal Mail set out to explore the organisation and to 

identify an area in which complex problem solving was evident 

A review of the literature demonstrated that a number of models have been proposed 

to account for the organisational decision making process and that many of these are 

in line with the models proposed in the field of problem solving. It also demonstrated 

the progression of theories from the simplistic rational model to those which attempt 

to consider the effects that people have on the process, i.e. the heuristics employed 

and the political influences. Recognising there are limitations to human problem 

solving capabilities, a number of research areas have focused on improving processes. 

These areas consider methods for assisting decision making and for intervention. 

Having developed an understanding of the RM as a whole, i.e. its history, culture and 

its current structure and processes, the theories were applied to the organisational 

setting to establish whether any were pertinent to the particular RM setting being 

considered. The exploratory work established that the RM was facing complex 

decision making in the Delivery Revision Process and this was a potential area for 

further study. When the theories were applied it became obvious that various models 

could be appropriate at different levels and different stages of the decision making 

process. No one model, however, accounted for the complexities of the RM system. 

9.2.2. Objective 2: To Investigate The Models Of 
Organisational Decision Making In Order To Assess 
Their Pertinence To The Revision Process 

The detailed case studies demonstrated a number of issues concerning the efficiency 

and effectiveness of the revision process. They also highlighted the methods and 
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constraints which affect the outcomes. Although the revisions were proclaimed to be 

exercises to optimise walks, it became clear, very early in the studies, that the process 

was not optimal. Analysis of the case studies established the reasons why this should 

be so. This included the fact that the driving force for revisions was to cut costs, the 

data collection methods were open to error, and the amount of data was so immense 

that the planner was unable to consider every option. Even when the walks had been 

revised there was still a period of negotiation before the final decision was reached. 

The two reVISIOn processes were then considered in relation to the models of 

organisational decision making, previously reviewed. From the case studies 

conducted it is apparent that there is a model of what the decision making process 

should be within the RM, and that it was based on the notion that a optimal solution 

could be reached by employing a rational I traditional approach considering all 

information. However, the actual observation shows that in practice, in order to 

explain the events and influences on the revisions, many other issues need to be 

considered and a different model of the decision making is required. The work further 

confirmed that each of the decision making models could be applied to aspects of the 

reVISIOn process. 

The conclusion drawn from the comparison is that no one theory exists to account for 

the complexity of the decision making task faced by the RM in their Delivery 

Revision Process. Instead a pluralistic model is required. Furthermore, even if a 

model were developed to account for the complexity of issues, this would vary greatly 

from the actual model employed by the organisation. 

9.2.3. Objective 3: To Understand The Role Of Technological 
Intervention In The Decision Making Process, And The 
Methods Available To Aid Its Effective Design .. 

A number of opportunities for possible ways forward were considered to address the 

issues raised through the earlier case studies. Discovering the RM's interest in 

introducing a new computer system to aid the revision process, provided an 

opportunity to explore the issues this raised. It also provided a further vehicle through 

which to explore the complex problem solving strategies employed by the RM. The 

design of a computer system is in itself a complex problem solving task. 

A review of the prevailing theories on the problem of design, and methods available 

to address them, highlighted a number of models and approaches. These addressed 
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different aspects of the process and provided a different view of the problem being 

faced. The review also revealed the similarities between the theories in this field, and 

those previously considered in the fields of problem solving and organisational 

decision making. Traditional models view each of the problems as being solvable by 

rational methods. When recognition was given to the complexity of the problem, new 

models were produced to incorporate iteration in the systems design methods. These 

mOdels still do not account for the true complexity of the problem, viz. there are 

others stakeholders. Once other stakeholders are involved, with their own agendas, 

there is no optimal solution. Instead a negotiated settlement is reached. 

Consideration was also given to the current practice of systems development. This 

demonstrated that although many models and approaches have been proposed, there is 

still a reliance on the traditional formalised methods. These methods remain 

technology centred. There are a number of reasons why this is the case. People who 

commission and control the design process will often be focused on the benefits they 

can gain as the primary stakeholders. These often focus on increased productivity and 

profits, and these are the issues given highest priority. This leads to a single set of 

goals for a technical solution. ,The designers, often far removed from the operational 

situation, bring with them methods they know and have used before. They 

concentrate on the rational delivery of a solution to the technical problem presented. 

However, in practice, when the system is implemented in the organisational setting, 

the other issues have to be addressed. 

The continuing use of rational design methods has consequences for the resulting 

systems, with many being considered failures due to the human aspects being given 

little or no consideration. This further demonstrates the chasm between the reality of. 

the problem the organisation is facing, i.e. with all its complexity, and the approach 

which organisations choose to apply, thereby altering the view of the problem. There 

are also potential consequences for systems which are implemented using these 

methods. They provide the tools for the organisation's future decision making 

processes and might, therefore, bias the organisation's future decisions. 

Having explored the general issues in the literature, and their application within the 

RM setting, a number of possible approaches and hypotheses were examined. 

Hypothesis 1 proposed that in the development of the new system, the RM would 

apply a rational perspective to the use of technology. Hypothesis 2 proposed that they 

would adopt a pluralistic perspective, to empower stakeholders. 
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9.2.4. Objective 4: To Test The Hypotheses Proposed In The 
Development Of The Walk Optimisation System. 

The Feasibility Phase of the WO project supported Hypothesis 1. The approach 

focused on the rational, technological answer to the problem of improving the 

revision process. It also illustrated that the design process was not in line with the 

methods described in the literature. The RM were not intending to build a new 

system but instead intended to buy in a system, which would then be customised and 

used in conjunction with their existing systems. This is contrary to the theories in 

problem solving, decision making and systems design which highlight the necessity of 

understanding the problem that is under consideration, i.e. how can you answer a 

question when you do not know what the question is? 

There has been an increasing trend in industry to buy systems and adapt them rather 

than building from scratch. Yet no models or methods could be found in the literature 

which addressed the problems this would elicit. 

. Having found evidence in support of Hypothesis I, and no evidence in support of the 

alternative approach, Hypothesis 3 was formulated. This supposed the RM would 

continue with an overall rational I traditional approach, aiming to optimise the 

process. But, given the complexity of the problem, only a limited number of options 

would be considered. 

9.2.5. Objective 5: To Test Hypothesis 3 And Explore The 
Methods Employed To Achieve A New System For WO. 

The case study undertaken during the Process Trials supports Hypothesis 3. The 

development focused on improving the data processing capabilities, aiming to 

optimise walks. The major problem with this approach was that the methods assume 

that complete knowledge and information exists about the problem and the solution. 

This was clearly not the case as the problem was so complex. The RM addressed this 

by considering a limited number of alternatives in line with the Bounded Rationality 

Model. The overall focus in all of the alternatives considered, however, remained on 

the technical capabili ties and financial gains. Issues concerning other stakeholders 

and their agendas, i.e. social and organisational issues, were disregarded. In the light 

of this Hypothesis 4 was formulated. This proposed the RM would continue with the 

traditional I rational perspective, with other stakeholders being involved only in the 

later stages of the project's development, if at all. 
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9.2.6 .. Objective 6: To Test Hypothesis 4 And Establish How 
The Stakeholders Views Are Considered, If At All. 

The Analysis and Design Phase of the RM's project revealed that their approach still 

remained focused on a rational approach. Elements of the Bounded Rationality 

Model were also present and at this stage a User Reference Group was established to 

enable the Divisional Representatives to contribute to the implementation strategy. 

This introduced elements of the Political Model into the process, supporting 

Hypothesis 4. 

However, user input was restricted by the approach taken at earlier phases and the 

pre-determined agenda, including people only as a review process, to confirm options 

and best practice. This meant the group did not consider the problem(s), instead it 

was given solutions to consider. The RM was continuing to consider the technology 

as an aid to the current process, whereas the literature highlights much greater 

implications, and the social and organisational solutions now had to fit the developed 

system. 

9.2.7. Objective 7: To Understand The Methods Available To 
Aid The Consideration Of Social And Organisational 
Issues, And To Establish A Method To Include Users' 
Views Prior To Implementation. 

Throughout the research the literature has supported the need to consider stakeholders 

in the solution of complex organisational problems, including systems development. 

The case studies conducted throughout the RM's WO project demonstrated that the 

social and organisational issues had remained unaddressed. 

A review was undertaken to consider methods for including stakeholders' views. The 

review focused on the four main issues associated with participative methods; i) why 

stakeholders' participation is so important, ii) who the stakeholders should be, 

iii) where in the process stakeholders should be included and iv) how the stakeholders 

should be involved. Each of these issues was discussed with particular reference to 

the RM's WO project, giving consideration to the organisational context and the stage 

the project was at, i.e. pre-implementation .. 

Due to the size of the yvO project and the organisational setting for the system, there 

was no opportunity to include stakeholders' views in order to develop commitment. 
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The circumstances also limited the options for bargaining as the RM were still not 

convinced of the need to consider stakeholders' views. However, there was an 

opportunity to elicit knowledge which could aid the implementation strategy, and 

might allow areas of conflict to be avoided. 

Having decided that the stakeholders' views need to be considered, and that it is 

impossible to engage all the stakeholders in this process, a group of representatives 

was needed. There is little research which considers who the representatives should 

be or the prior knowledge they should possess. This research provided an opportunity 

to explore these issues. 

The methods available for consideration of stakeholders' views at the pre-
. 

implementation stage of the RM's project, were limited. A method was needed to 

enable the future system to be envisaged. It also required stakeholders to be 

sufficiently engaged, enabling them to see the changes and their consequences. A 

scenario-based approach was deemed most suitable. A Future Implementation 

Scenario (FIS) was developed, describing the revision process, and the stakeholders' 

roles and responsibilities. The FIS was presented at workshops throughout the RM 

Divisions and at Loughborough University, with students. 

A number of Hypotheses were generated regarding the outcomes of the workshops 

and the FIS use. Hypothesis 5 proposed that there would be organisational 

implications, to the implementation described, with some roles gaining and some 

losing. Hypothesis 6 suggested that RM participants would have a better insight into 

the probable outcomes of the system due to their prior knowledge of the environment 

in which the system will be placed. Hypothesis 7 proposed the RM participants 

commenting from their own role would have better insight into the probable outcomes 

of the system due to their prior knowledge of the role. Hypothesis 8 suggested the 

RM participants who had been involved in the WO project and/or trials would have a 

better insight into the probable outcomes due to their prior knowledge of the system 

and processes. 

9.2.8. Objective 8: Workshops To Test Hypotheses 5 - 8 

The Future Implementation Scenario workshops conducted with RM and student 

participants, allowed the hypotheses to be explored. The respondents provided a rich 

data set of the potential implications. These demonstrated many implications, both 

advantages and disadvantages, for each of the roles, in support of Hypothesis 5. 
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However, contrary to Hypotheses 6-8, the results demonstrated that the RM 

participants did not provide a richer analysis of the implications. Instead the results 

showed the RM participants were less able to see the future consequences. A number 

of reasons were offered for the results of the workshop including the RM's culture, the 

existing views of the'revision process, the method of presentation, etc. 

In conclusion, although there was no evidence to support Hypotheses 6 to 8 it is not 

appropriate to dismiss them. It remains likely that people in possession of richer, 

relevant knowledge will be able to make more informed comments about the 

implications of the technical change. However, with all these hypotheses, we have to 

enter the caveat that it is necessary to present circumstances which allow the latent 

knowledge to be utilised effectively in making judgements. 

9.3. THEORETICAL IMPLICATIONS 

This research leads to a number of questions regarding the way in which an 

organisation establishes the decision it is going to take and what lies within that 

decision. In this section a theoretical review is undertaken using the RM case as an 

example of the process by which the organisation establishes which problem to 

address, and what effect this has on the solution which they then seek. 

This research demonstrates the vast impact that social and organisational issues can 

have on the decision making process, with consequences at various stages and at 

various levels of the decision making. It also demonstrates the adverse consequences 

that overlooking these issues can have on the solution. This leads to the potential for 

dysfunction. 

Throughout the thesis it has been shown that many theories can be proposed to 

account for decision making. The need for all aspects of the problem to be considered 

can be demonstrated time and again. But the actors in the situation are in the business 

of constructing the problem they intend to solve, and they achieve this by keeping it 

as small and manageable as possible. In practice this means there is a tendency to 

reduce the problem to a rational process, with limited actors. 
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9.3.1. 

/ 
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Influences On The Problem Considered 

Figure 9.1: Influences On The Choice Of Problem. 
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Figure 9.1 summarises the influences on the problem chosen for solution. External 

factors such as competition and existing methods influence the organisation. These 

affect, among other things, its culture and goals. The organisational influences affect 

the decision making through the choice of issues being considered and who is chosen 

to solve the problem. The decision makeralso affects the problem by using heuristics 

and biases to ensure the problem is manageable. All these factors impact on the 

problem, which becomes defined in a way which satisfies the conditions, but may not 

be the problem. 
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9.3.2. The Problem Chosen 

Figure 9.2: The Problem Chosen. 
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The problem consists of many issues which can be viewed from a number of different 

perspectives. Some of these views and issues will overlap, and some will be in 

opposition. The problem also affects many individuals and groups and these people 

will have different views of an acceptable solution. The view of the problem taken 

by the decision makers is influenced by external, organisational and individual 

factors, as described above. They will attempt to include and address some of these 

issues and views, but many will fall outside the problem chosen for consideration. 

Simon's (1957) theory of 'satisficing' and bounded rationality would predict just such 

a process; the problem is so complex that it is simplified and only a subsection of the 

real problem is addressed. This is demonstrated in Figure 9.2. 
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9.3.3. Influences of the Solution Chosen 

Figure 9.3: Influences Of Solution Chosen. 
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Finding a solution to the chosen problem is often a complex process. Things become 

even more complicated when the solution to this chosen problem is implemented. In 

the organisational setting the factors which have been ignored once again come into 

play. The issues which the solution did not seek to address still exist and another 

agenda has to be created to cope with these, i.e. the real problem has to be solved. 

Furthermore, the decision which is reaChed (through the process described above) has 

many ramifications. The solution will impact on other areas of the organisation, the 

future operation of the organisation, and the future decision making of the 

organisation (see Figure 9.3), including the technical systems developed. 

234 



Figure 9.4: The Self-Perpetuating Rational I Technological Approach to Decision Making 
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There is a vast and ever growing literature which demonstrates the adverse 

consequences of such an approach and many methods have been produced to address 

the social, organisational and political issues. Yet industry continues to use 

reductionist methods. Current research remains focused on developing further 

rational/technological methods and, therefore, avoids the difficult issues of 

attempting to understand why organisations persist in applying a rational approach, 

and what the consequences of this approach is for organisations. 

Industry continues. to employ a rational/technological view of organisational 

decision making. By using this approach to guide their choice of problem, decision 

making approach and final solution, the future options are further limited (by the 

outcomes) and the decision making approach becomes self-perpetuating (Figure 9.4). 

This is also true of the computer systems developed from the rational/tradition 

approach, as Wood & Wood-Harper (1993) note "the artefacts of information 
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technology have both had an effect on, as well as having been affected by, the cultural 

I organisational issues concerned with the processes of managerial decision making." 

9.3.4. Theories In Use 

This research highlights the void between the theories which can be applied to explain 

real world decision making, and the implied theoretical stance which organisations 

appear to adopt. 

Figure 9.5: Theories In Use. 

Figure 9.5 demonstrates the views which are placed on reality. The reality is the 

problem as it exists, in its organisational setting, and with the various business, 

organisational and social issues. The account of reality developed from a theoretical 

review, explains the problem as consisting of many perspectives and needing a 

pluralistic approach. In other words, it is a business process dealing with information, 

but it is also a combination of stakeholders and their views. 

The organisational reality is a further view of the problem. The theories which can be 

iinplied as being used, are those of rational decision making. Research explores why 

the organisational view is what it is, and concludes that it is because the people , 
constructing the reality appear to be operating with a set of propositions (not 

necessarily deliberately) which emphasise some of the models and not others. 
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Similar findings have been reported in other work (see for example Argyris & Schon 

1974) and other researchers have used similar constructs when considering human 

actors. The observable products can be viewed as consisting, in part, of the 

assumptions that people constructing reality are operating with. Argyris & Schon 

(1974) describe the espoused theory as the goals etc., but suggest that only the 

theory-in-use and the behavioural world can be compared. They say that often these 

do not map onto the espoused theory. This can be taken further when considering the 

RM's revision problem. For example, even if the esPoused theory does map onto the 

theory-in-action, i.e. a technical problem which additional processing power is likely 

to solve, and the espoused theory is put into effect; the espoused theory may not be 

sufficient to address the actual problem. 

Figure 9.5 demonstrates that there are a number of theories which can be applied to 

the problem faced by the organisation. A theoretical approach suggests that a 

pluralistic model is needed to address the complexity of issues. However the 

organisation appears to continue to apply a simplified rational model. There are two 

models which could be applied to the question of why rational approaches persist: 

• That it is an issue of power bases. If stakeholders' views were influential then 

those in control would have to yield some decision making power, so instead the 

people in charge make the decisions and others have to abide by them. 

• People are only comfortable with things they can understand and the 'people' 

issues of relations, goals and politics are just too complex. Instead of trying to 

cope with these complicated issues the problem is instead 'bounded' (Simon 1957) 

and the social and organisational issues are ignored. 

A final implication is that researchers continue to construct new theories of action to 

suggest what organisations should be doing. They appear to take little heed of the fact 

that they are having little impact on what actually happens, i.e. their theories are not 

adopted and used by organisatioris. A consequence of this discussion for the 

theoretical direction would be to understand the way actors construct reality and how 

they solve the constructed problem. 
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9.4. PRACTICAL IMPLICATIONS 

9.4.1. Organisational Decision Making 

The research stresses the importance of considering an organisational problem in its 

entirety. It aims not merely to produce a solution, but to understand the views and 

potential impacts on the stakeholders affected by change in order to produce a 

solution which is workable. This would mean moving away from a traditional I 

. rational approach to problems and avoiding methods which simplify the issues for 

solution, as the hard issues, i.e. social and organisational, will undoubtedly reappear 

when the solution is implemented. 

Issues relating to the social and organisation problems are often overlooked in the 

decision making process. Where they are recognised they are often ignored by the 

decision makers. A number of reasons exist for this: 

• The organisational culture is normally profit driven and this influences the 

approach to problem solving. For example, annual budgeting limits the potential 

and willingness of managers to invest in projects which do not bring immediate 

and quantifiable financial rewards. 

• The power of the different groups of stakeholders influence the decision making. 

For example, the views of a senior manager controlling the project's budget will 

have to be adhered to, whereas the views of someone from the shop floor has very 

little, if any, weight. 

• The decision makers may have their own agendas. 

• The problem solving methods being used may not allow the issues to be 

considered and carried through the decision making processes. 

Decision making methods need to be employed which acknowledge the roles of 

stakeholders, and the powers they possess within the organisation. This would enable 

a solution to be reached which encompasses the stakeholders' views and knowledge of 

the problem. This would shift the view of decision making from a rational process to 

a process of negotiation and compromise. 
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9.4.2. Implications For The Practice Of Introducing 
Technology 

Many of the issues raised in the previous section apply again here, as it has been 

demonstrated that the development of a new technology is in itself a complex decision 

making process. Further implications arise from the methods which are adopted by 

organisations and individuals. More emphasis needs to be given to the adverse 

consequences which can result from neglect of social and organisational issues. 

These issues will then become viewed as a necessary consideration for successful 

implementation, and not as a lUXUry consideration which they cannot afford. 

Further work needs to be conducted into the practice of adapting computer systems 

purchased from an external supplier, and the development process which this will , 
entail. This should stress the need for an analysis and understanding of the problem in 

context, to ensure that the technology addresses the organisational problem and not 

vice versa. 

Technology should be viewed as a way to aid people in the work they are doing. This 

approach should be carried over into the practice of implementing technology, and 

methods should be employed which support the stakeholder in communicating their 

views and requirements. Methods are needed which allow latent knowledge to be 

utilised effectively. If adverse consequences are to be avoided, stakeholders need to 

be supported in envisaging the future situation, recognising that thi~ is a difficult task. 

This must enable them to see the potential implications of the new technology on their 

current working practice. 

9A.3. The Royal Mail 

The practical implications for the RM are that they need to consider the implications 

both for the WO system, and for their future decision making. 

For the WO system, the FIS workshops demonstrated that there are many potential 

implications for the implementation strategy presented. Most of the implications 

identified were advantages, particularly in the case of RM participants. However 

many disadvantages were also recorded. Although there were some conflicting views 

of the consequences of the changes, the more important point to note is that there are 

issues which need to be considered further. 
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Stakeholders do, therefore, need to be considered further before the implementation 

strategy is determined. Focus needs to be directed at who will own the system, and 

where responsibilities lie. The system then needs to address who will use the system, 

who will conduct the revisions and who will have access to the system. All these 

areas need to be geared to enabling the stakeholders to fulfil their responsibilities. 

This could be achieved through the use of more focused scenarios. Whichever 

method is adopted, the issues of enabling the future to be envisaged and the 

stakeholders' views to be understood, must be utmost. This will enable the RM to 

minimise the adverse consequences and allow the potential benefits to be realised. 

The implications for future complex decision making within the RM are in line with 

those discussed above, section 9.4.1. It is recognised that they function with 

restrictive Government regulations, however, they need to develop methods for 

considering longer term goals. They also need to move away from the overwhelming 

budgetary driven culture which has a large impact on their approach to decision 

making. 

9.5. CRITIQUE OF RESEARCH 

9.S.1. Strengths 

One of the major strengths of this work is that it has avoided the common trap, 

demonstrated to often in the literature, of reducing the problem. It has not attempted 

to compact the problem into a neat and tidy package by ignoring many of the 

contextual issues involved. Instead, by staying with the real world complex problem 

with all its richness and awkwardness, it has allowed the issues discussed throughout 

this work, to be discovered. 

By following this approach the problem solving process within the RM has been 

understood in its context, demonstrating the number of issues and constraints which 

must be considered and the true complexity of the process. It was then possible to 

examine the process in light of existing theories drawn from a number of different 

fields. The case studies have provided opportunities to apply the theoretical models to 

real situations. They show the strengths and weaknesses of each model and thereby 

inform these theories. Furthermore, the case study work has allowed the differences 

between the theoretical and practical approaches to be highlighted. 
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The workshops allowed a number of issues, neglected in the scenario and participative 

design literature, to be explored. The workshops highlighted a number of further 

questions and allowed suggestions to be made as to the future direction of research in 

this area. 

9.5.2. Weaknesses 

The converse of the major strength of this research is that in conducting real world 

studies the ability to control any of the variables disappears. Working within the RM 

the research has inevitably been constrained by what is possible. In other words there 

were many options which may have been beneficial to this research, but in practical 

terms were not feasible. As a result the research was limited by staying with the 

constraints of the real world setting. This is particularly evident in the FIS 

workshops. For example, it would have been beneficial to allow the participants to 

build up an understanding of the future situation and methods used (as these are 

known to be difficult tasks); the use of several scenarios might have provided richer 

responses; and other stakeholders (notably the Postal Delivery Officers) could have 

been involved in the workshops. The time and access limitations, however, prevented 

these from occurring. Also assumptions were made about the RM's existing 

knowledge and its accessibility, again due to the time limitations. A number of other 

issues were raised about the methods used, discussed in Chapter 8. 

There are also alternative approaches which could have been taken to the research as a 

whole. For example, the case study work has informed a lot of the research and 

observations were used to establish the approach adopted by the RM. An alternative 

approach would have been to ask the RM what they believed the problem to be, i.e. 

what issues they considered important and the approach they would take. This may 

have provided a useful theoretical way forward to explore the relationship between 

theory and practice and to explore whether people consciously limit the issues to be . 

considered. The time limit for this research was a factor in deciding against this 

approach. It would also have introduced further complications, due to the question of 

reliability of subjective responses. 

9.6. LESSONS FOR FUTURE RESEARCH IN TmS FIELD 

This work has demonstrated how real world situations can be investigated using an 

ethnomethodological approach. It has provided a vast amount of case study work 

detailing organisational decision making in situ, this is unusual in the literature. By 

adhering to the method chosen at the outset, the ecological validity of the thesis has 
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been maintained, and a number of lessons can be drawn from the research as a whole 

which could assist future research in this field. 

• The project relied heavily on access to various people within the RM, and their 

willingness to share information, in order to enable ecological validity to be 

sustained. This access was vital to the approach taken throughout this thesis. 

Other work attempting to study organisational processes, should strive to achieve 

a good working relationship with the organisation in order to gain access to staff 

and their views. 

• The use of multiple data sources allowed a rich picture of the organisational 

decision making to be developed. Having access to all documentation and reports, 

as they were produced, was invaluable. This allowed the researcher to keep up-to

dine with the project which would have been impossible otherwise. Furthermore, 

by attending meetings the researcher was able to understand the decision making 

processes as they happened. Throughout the case studies it was clear that what 

people say they do (or have done) is not necessarily what will be observed. The 

documentation provided a useful data source, however the real I observed 

workings of the teams were often different to that recorded. Being able to have 

access to both the meetings and documentation provided a unique insight into 

these differences. 

• As expected the different sources of data provided a number of different models 

and perspectives of the processes undertaken. The explicit I formal policies are 

detailed in the formal methods, guidelines, etc. These have a profound impact on 

the decision making processes by establishing the starting point, the territory and 

the boundaries of the problem. The informal methods are then employed by the 

decision maker(s) in order to cope with the outside factors which affect both the 

problem and solution. Finally, the formal documentation reporting the results of 

the decision making process, may retell the process undertaken in line with the 

original formal methods. This mayor may not be what actually happened but is a 

rational account of the processes. 

• This research demonstrates that, despite the difficulties encountered and the 

limiting factors experienced, attempting to do something to draw attention to the 

organisational and social issues prior to implementation MUST be better than 

doing nothing at all, otherwise the factors WILL be overlooked. 
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9.7. THE WAY FORWARD 

Future work needs to be directed at real world problems in their true settings. There 

needs to be a greater understanding of the influences on decision making processes, 

and how these can be aided in their full complexity, and not by reductionist methods. 

It is possible to theorise and produce better explanations for decision making 

processes, but in order to be involved in the action of decision making there is a need 

to understand how people produce these constructions. There is also a need for a 

greater understanding of the decision making processes which create a world in which 

reductionist methods still prevail. In other words, although an enormous body of 

evidence exists demonstrating that the neglect of social and organisational issues can 

result in adverse consequences, organisations continue to employ the same 

approaches and the loop continues. 

Methods which do encompass the socio-technical issues need to be applicable and 

usable in industry. 'They need to support both the decision makers and the 

stakeholders, in order that they can effectively communicate the current and future 

situation. To this end the final stage of the research considered some of the issues 

associated with generating a view of the future, and eliciting responses on the 

consequences of the new technology. Although this may not be the ideal time to 

consider the views of other stakeholders, it does fit with methods which developers 

employ. The FIS could, therefore, be a first step to industry recognising the 

importance of these views and changing future methods to incorporate them. It would 

not require an excessive amount of resources, and if a better method could be 

produced the results should speak for themselves. However, this does mean that time 

needs to be spent understanding what makes a good scenario, and what methods 

would allow people to imagine the effects of a future situation, a very difficult task. 

Consideration also needs to be focused on how responses are recorded and interpreted 

in order to make a difference. 

Whichever method(s) prove appropriate for eliciting and encompassing views, a ,. 
united front needs to be presented to industry. To ensure that they are not only aware 

of the importance of the issues, but know how to incorporate them in the development 

process (Doherty & King 1998). At present too many methods proclaim to be THE 

way. These methods are often cumbersome to use, and do not have substantiated 

results. This leaves practitioners knowing they need to do something in order to 

include organisational issues, but not knowing how. 
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9.S. CONCLUSIONS 

This research has demonstrated the growing recognition, throughout the literature, of 

the importance of people in decision making processes, highlighting the many 

different ways in which they can affect the process and the successfulness of its 

outcome. The solvers themselves affect the outcome due to their limitations and the 

heuristics and biases they apply to the problem. People who will be affected by the 

decision can influence the successfulness of the solution through negotiation and 

non-cooperation. The people in control of the decision making process influence it by 

their insistence that the traditional benefits e.g. of increased profits must be realised. 

The people developing the tools and methods influence future decisions made by the 

organisation by applying rational/traditional methods and not considering, or not 

giving the appropriate weight to the socio-technical" implications. However this 

research demonstrates that in spite of this recognition in various arenas, organisations 

continue to use rational / traditional methods which do not allow these issues to be 

included in the decision making process. 

In conclusion, the thesis demonstrates that a full understanding of organisational 

decision making requires the integration of rational, bounded and social/political 

approaches, and that this also applies to the systems design process. It also concludes 

that the models and methods used within organisations need to be broadened and 

recognise the social / organisational agenda but that the methods currently available 

are difficult to apply. Furthermore, by continuing with a rational/technological 

approach to decision making, organisations limit their future decision making options 

and the process is, therefore, self-perpetuating. 
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ROYAL MAIL VISITS:-
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• TRANDOS 
• Walk testing (Coalville) 

• Manual Revision - A Case Study 
Terms of Reference 
Calculations and plotting. 
Calculations and plotting 
Calculations and plotting 
Calculations and plotting 
Final version agreed 
Agreement & Re-sign 
Implementation 
Review 
Review of processes 

• Alan P. Smith (Revision Team Area Manger) 
• Planning meeting 
• Dennis Jones (Delivery Revisions Manager) 
• Birmingham Revision Team 
• POST CARDS training 
• Terry Delbridge (WO Project Team) 
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date. 
your ref 
our ref 

15 November 1995 

GWElSW 

To Whom It May Concem: 

Royal Mail Midlands 
Headquarters 

Royal Mail Street 
BIRMINGHAM 

BIIAA 

This is to introduce Debbie Philpott from Loughborough University. Debbie is 
conducting research for Royal Mail Midlands into the delivery revision process. 
She will be undertaking a number of interviews, surveys and case studies on 
the methods of revisions and procedures used. 

The aim of this research is to identify and document these procedures and to 
see where there are possible areas for improvement and indeed what these 
improvements might be. 

I would appreciate it if you could spend some time with Debbie, share your 
experiences with her and help her understand the intricacies of our revision 
procedures. 

Your co-operation and input are essential ifher research is to be completed 
successfully. 

Many thanks for your co-operation. 

GEOFFREY ELLlS 
Director Delivery 

The letters Business of The POst Office 

Offici,u Sponsor to the British Olympic Tum 
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ST AKEHOLDERS ANALYSIS 

WHO NEEDS TO WHY DO THEY NEED TO KNOW? 
KNOW? 

0 Customer Services To ensure that customer needs are foremost and 
to advise on customer contact. 

0 Dehverv Area Manager As hne manager responsible. 
0 DOM As line manager responsible. 

As owner of the project. 
0 Industrial Relations To hIghlight contentious issues. 

To advise on National Agreements. 
To ensure that the Industrial Relations 
Framework is beinlladhered to. 

0 Public Relations OjJinion formers and advise on media interest. 
0 Quality Team Positive and negative changes in quality I on 

impact in Cross Functional Quality. 
Review duties proposals to ensure quality is 
maintained. 

0 Facilities ! Uffice alterations, e.g. new oftice, floor plan 
changes. 
Costs, rents, rates, shared accommodation. 

0 Front Line Staff To keep informed of the project's progress. 
To allow input into the process. 

0 Communication Workers To keep informed of the project's progress. 
Union To allow input into the process. 

0 CMA To keep informed of the project's progress. 
Any managerial changes. 

0 Distribution Alterations to routings present and future. 
Alterations to collection work. 

0 Processing Alterations to walk sorting present and future. 
0 Finance Present LOSHAPE hours. 

Alterations to LOSHAPE e.g. budgets. 
0 Area Health And Safety Advice on safety issues - furniture, fittings, 

Representative layout, etc. 
Risk assessment. 

0 Traffic Measurement Present traffic levels and breakdowns. 
Traffic re-basing, re-sampling. 

0 A PLUS Advise on the use of A PLUS - walk sequencing. 
0 DPMS Implementor Initial analysis, health check, use of information. 

Any changes to the office need to be updated by 
the DPMS imjJIementor. 

0 Door To Door Information on delivery POInts - pre and post 
revision. 

0 Postcodes Walk changes for redirections. 
To update PAF. 

0 Productivity Duty To identify and negative or positive impact on 
EBS. 

0 Security Inform of or advise on changes to office layout! 
PHG enclosures. 
Advice on vehicle securil)'- category. 

0 Communicatton Manager To advise and help in communication. 
0 Employee Relations Advise on National Agreements. 

Highlight contentious issues. 
0 Personnel Manpower issues. 

Levels of vacancies. 
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FL'XED TERMS OF REFERENCE 
P.D.O. 

The overall objective of the revision is to :-
,~e an effective and cost efficient delivery and collection S1rUcturc for all duties operating from this 

office, having due regard for the Quality, Customer, Profitability and Employee objectives of Royal Mail 

D.P.M.S 
A meeting shall take place with the D.P.MS Co-ordinator, the D.O.M and the Project Manager to 
analyse office D.P.MS data. 

OUALlTI 
Any ChangC3 made during the project should have a positive impact on quality both Internal and E.'rternal. 

COl\:!!yIUNICATION 
The Project :\Ianager will hold weekly meetings during the life of the Project with the Delivery Office 
:Manager to appraise him of the current state of the Project. TIris will enable the D.O.M. to prepare 
regular T earn Briefings. 

RE-{;\iSTATE TIlE 0930 
Last letter drop should be targeted for 0930. 

CLE.-\R OFFICE POUCY 
All mail received at the office should be sorted for the next available delivery. 

CLEAR fR.-\"\O[E POLICY 
Time should be made available for all mail sorted to the walk sorting frame to be delivered on the next 
available delivery 

FIRSTDELIYERY 
There should be maximization in use of first delivery as an outlet for an mail streams. 

REDIRECTION 
Time should be made available for all redlrection's to be to be effected in line with the office policy. Prior 
to leaving on first delivery 

PRJORTrYSERYJCES 
Time should be made available for all Priority Service items at the office to be collected and delivered for 
first delivery. All priority Service Delivery Record cards to be handed in to the P.H.O. in time for 
inputting data to meet customer specification. 

DEI.1VERX SPAN 
Town delivery span should be between 0700-0930 this excludes traveIing time. 
Except for businC3S deliveriC3 the desired delivery span should be as near to two and a half hours as 
possible. 

BUSINESS MAIL 
Where operationally feasible all businC3S mail should be delivered on dedicated finns delivery. 
Where deliveriC3 are mixed residential and businC3S. Priority where operationaIly feastble should be given 
to meeting the businC3S customer request for delivery. 
Where specific delivery timC3 have not been requested, CUITeJlt delivery times should not be worsened 



SATURDAY DELIVERY 

FIXED TERMS OF REFERENCE 
(Continued ) 

Special consideration should be given to Saturday deliveries where access to shops or business's can not 
be made prior to 0900. 

SPLIT POSTCODES 
The use of split postcodes should be eliminated where it is operationally possible. 

HEA.LTII & SAFETY 
All changes in duty structure or office layout is to comply with the Health & Safety Policy. 

TRAINING 
Consideration must be given to any training requirement, where changes are made to sorting or sorting 
equipment. 

INDUSTRIAL RELATIONS 
All Discussion/negotiations with C. w. U. will be via the Delivery Office IvIanager and will be recorded.. 
Planners will offer am-ice, Information and support to the delivery office to enable him to conduct 
effective discussions/negotiations. 

IMPLEIvlENTA TION 
During the first week of implementation the Project ivfanager will be on site to respond to any area 
needing amendments. 

MEASUREMENT 
A post implementation Review will be conducted within three months of the implementation date. 
The Manager will not make changes during the period between Implementation and the Review. Without 
prior consultation with the Project Manager. '( 

DATE:-----, 
DELIVERY OFFICE MANAGER 

------_ .. DATE·------------
PROJECT MANAGER 
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4' .... 3 

SPECIFIC TERMS OF REFERENCE. 

When setting specific tenns of xefen:nce with the Delivery Office Manager the 
fonowing items can be used as a check list :-

Down gradelUpgrade O.NL Vs. 

S Day weeks. 

Conveyance to first delivery poinl( cycles, mopeds, crewbuses, bus.) 

Type of fittings. 

Mech Walk Sorted Mail. 

Saturday Retention of Nuil. 

Office Layout. 

Traffic Growth. 

Delivery Point Growth. 

Future New Development. 

Office Layout (consider use of Industrial Engineers). 

Second Drop Pouches. 

Over size Packet Deliveries . 

Mail Opening contracts (ile D.S.S.). 

Office Specific Contracts (ile Gas Board, Timed Deliveries). 

Team working. 

Splitting Deliveries into Geographical axea's. 

Containerisation 

File SPECIFIC. wps 



Appendix 4 

TERMS OF REFERENCE 

REVISION DETAILS FORM 

~@) __ F_F_I_C_E ______________________ ~I plate 

REVISION CRITERIA 
(FIRST M£lETINGJ 

iTYPE OF REVISION 

NUMBER OF WALKS REQUIRING TEST1NG 

t-IUMBER OF TEST1NG STAFF 

INES OF COMMUNICATION 

USE OF ON SITE ROOM 

JSE OF ON SITE COMPUTER 

AGREE PLOTTING STAFF 

Notes 
TYPE OF REVISION 

DETAILS 
NUMBERS 

Full Office Revision, Part Office revision, Manual" W ", Table top, T.R.A.N.D.O.S Project Team to do it 
D.O.M to do it with Project Manager as informed supplier 

NUMBER OF WALKS REQUIRING TESTING 
As agreed 

NUMBER OF TESTING STAFF 
The number of testing staff shall determine the length of time required for testing 
Agree number of testing staff. To be provided by the DAM of the District To be paid for by the OOMfDAM. 

LINES OF COMMUNICATION 
Agree requirements of update meetings and time intervals. 

ADD ANY OTHER SPECIFIC REVISION CRITERIA IN THE BLANK LINES 

File REVCRIT1.wks 

I 
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H1NCKLEY DELIVERY OfFICE REVISION 

REVISION TEAi\IS TERMS Of REFERENCE 

REVISION OB.JECTlVES 

I. To produce efficient and cost effective Delivery, inward sorting and 
collection arrangements lor all duties operating out of the Hinckley 
Delivery Office. Having due regard lor quality of service, customer 
satisfaction, unit costs, employee satisfaction, market share and profit also 
all requirements of Business customers will be either maif,ltained or 
improved. 

~ .. 

2. To facilitate enhanced managerial control by bringing up to date all 
managerial aids. These are to include P318s, P760s, P735s, OPALINES 
and signing on control sheets. Due regard should be given to the delivery 
Specification and A PLUS. . 

3. All aspects of Health & Safety should be taken into account when 
formulating all duties. 

TilE OBJECTIVES WILL BE ACHIEVED BY:-

I. The use of official transport to the first point of Delivery by either, 
foot, cycle or OMY. 

2. A del ivery span 0 f 0700 first letter and 0930 last letter in recognised 
town delivery areas. A second delivery span of no earlier than 1045 first 
letter and no later than 1330 last letter. Travelling to and from first or last 
delivery points are outside these delivery spans. P318s will identify 
speci fic first and last letter times for each duty. 

3. All duties will include return to the oftice time. Pouching olTon 2nd 
deliveries will not nomlally be allowed. 

4. Any new delivery duties, if required, should be associate grade and 
targeted at growth areas. This will enable the DOM to meet the set 
objectives. 

5. A minimum preparation rate of7.75 items per minute on deliveries' 
\vith more than 50% residential type delivery points. Using the 48 type 
box fittings. 



6. A minimum preparation rate 01'9 itenis per minute on all other 
deliveries. lJsing 4X type box littings. 

7. Pn::paration times will be based on trank levels taken from the manual 
"\v" test and P 143 sd f analysis fonns. The only exceptions to this being 
where it is agreed that the times and tranic were" abnonllal ". Bag 
weighing tralTic ligures will be ust:J tu cunlinn that these ligures were 
" nonnal ". 

8. Delivery times will be based on the manual "w" test and P 143 self . . 
analysis forms. The only exception to this being, where it is agreed that 
these times were abnonllal. ; .. 

9. Inward sorting night duties and inward sorting content within all other 
duties will be based on the APe agreement signed in 1994. Temporary 
inward sorting hours willbe used if the APC is not fully operational by 
the revision implementation date. 

10. All cxisting delivery SI A and agreed delivcry growth pressure 
overtime will be absorbed into actual working duty hours.( average pay 
within the Hinckley 0.0. will be a consideration when fonnulating 
proposals ). 

11. LE postcode area missort sorting time to be included in an early 
postman duty. This time should be designed to meet local missort 
retrieval needs. 

12. Each early delivery duty to have internal missort sorting time included 
in its duty code again designed to meet local needs. 

13. All priority services items, with the exception of overweight items, to 
be delivered by the appropriate delivery duty on the first and second 
deliveries. Special arrangements will be made, by the DOM, ifQ ofS on 
these items is at risk. 

14. The possibility of 2nd pouch boxes to explored, planned and costed. 

15. Firms delivery driving duties to be planned to ensure 0930 cut off is 
met. 

16. Drivers dedicated delivery areas to be created. Each duty to be 
responsible for 2nd pouches, overweight packets, nyers and 
overweight/size priority service items. 



17. All collection driving duties to meet agreed revision objectives. 

18. Discussions to take place at area level on the reasibility orthe 0700 
pillar box collection. 

19. Cycle maintenance \vork to remain as now unless duty time is 
available to perlonn this wurk. All Health & Sarety guidelines will need 

. to be met. 

20. All new AMW perfonned should be allo'c'ated to A WO hours, this 
work is to include :- loading and unloading hoist, bag opening and 
tipping, mailsort 3 segregation tipping. Empty bag control to be placed in 
AWD hours. 

21. The Hinckley DO accommodation requirements are to be analysed. 
A shortage of work area may require the separate gurage area to be 
utilised. (DOM to liase at area level). 

22. The financial impact of the proposals to be calculated by the local 
planning manager using existing costing packages. 

23. A steering gruup to be set lip to monitor all plotting, planning and 
proposals. This group will consist of six members of the staff at Hinckley 
DO, the group will meet every Friday to discuss progress with the DOM 
and planning team. 

24. The DOM, local planning manager and CWU rep to meet weekly to 
discuss progress. 

25. The DOM assisted by the local planning manager to b~ responsible for 
all negotiations with the local CWU rep. 

26. DOM to team brief all Hinckky DO staff on a regular basis. 

27. The roll of the balance of staff PHG duty to be redelined to give it 
clearer responsibilities. 

28. Negotiation period. See Appendix A. 

29. During the first week of implementation of the new duties, members 
of the planning team will be on site. The delivery project manager will 
also allocate sufficient resource during the" bedding in period" to 



respond to any major slip up that may have occurred during the planning 
process, and tor this to acted upon immediately. 

30. The DOM will only react to any minor problems that may arise 
during the course of the PIR period, in consultation with the Delivery 
project manager. 

31. To ensure that any new duties if required' are working as intended, the 
DOM will be required to implement and maintain the monitoring 
procedure regarding staff signing in and out of the office, before and 
after deliveries. This provides vital infonnation for theylanning team 
during the PIR period as well as being a requirement of the Health and 
Safety at work act. All P318s will state that it is a requirement for staff to 
do so :- i.e. All staff to sign in and out on all attendance's. 

32. The communication process to private and business customers will be 
the responsibility of the DOM, in conjunction ';vith the planning team, the 
DAM and the communications manager. 

33. The use of new fittings to be explored. 

34. Full containerisation or Hinckley 0.0. to be explored. 

SIGNED.::~~ 
HINCKLEY D.OM . 

. / ' -----' SIGNED :'/ /. '. (. . ....•....••. ~ ..•••........•.• 
CWlf REP HlNCKLE'", 

SIGNED ..... ~ ...................... . 
AREA PLANNING MANAGER 

DATE ................ . 



APPENDIX A 

NEGOTATION TIMETABLE IN COMPLIANCE WITH THE l.R.FRAMEWORK 

I. The industrial relations framework allows 4 weeks for the Delivery Office Manager 
and the Local CWU Ortice Representive to process negotiable issues through that 
framework at local level. 

2, To assist the DOM and the CWU overcome any unnescessary dc!/ays during this 
period the following actions and time scales will b~ i,ldhered to :-

" 

a.AII supporting data and evidence will bc openly available. 

b.80th paties will be realistic about whether progress is going to be made at local 
level. .. . 

c.Aclear timescale will be given to the CWU for consideration of the proposals. 

d.The CWU will be given a clear timescale and terms of reference. where opportunity 
is given for counter proposals. 

e.Facility time will be given to the local CWU representative to ensure that the 
timescales given under the IR framework are met. 



AGREED PREPARATION RATES AT HINCKLEY D.O. 

A minimum preparation rate for deliveries with more than 50% residential 
type delivery points is agreed at 7.75 items per minute. 

A minimum preparation rate for all other deliveries is agreed at 9 items 
per minute. 

This agreement is based on all deliveries using 48 type box fittings. 

~ 

SIGNE~ 
DOM HINCKLEY D.O. 

L' (-...:.? 
SIGNED.f/.l~::r"~< ........ . 
CWU REP HINCKLEY 0.0. 

DATE.<'.'L· .. 'r:;.?.' ... ~ .... 
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IDELIVERY PROJECT SPECIFICATION 

Project 
HINCKLEY 

Project Leader 
ClIVE DOUTHWAITE 

Planning Time Scales START 13\02\95 

Impact on other 
Strategies 

NO CRITICAL SUCCESS FACTORS 

1 STAKEHOLDERS ANALYSIS 

2 COMMUNICATION PACKAGE 

3 AGREE TERMS OF REFERENCE 

4 PRODUCE TIME SCALES (GANTS) 

5 TESTING STARTED· 

6 TESTING FINISHED 

7 AGREE TEST PAPERS 

8 AGREE PREPERA TION RATES 

9 PLOT DELIVERIES 

10 PRODUCE P760 & P318s 
(PROPOSALS) 

11 AGREE PROPOSALS 

12 REVIEW N01 AND COMMUNICATION 

13 PRODUCE WORK AIDS 
OPALS. LABELS. WALK SEQUENCING etc 

14 AGREE DATE OF IMPLEMENTATION 

15 P.I.R. 

Type of project 

Ref i.e ST1 
Version 

FULL MANUAL W REVISION 

Whole Project-FINISH 

CUSTOMER 
QUALITY 

DATES 
Start/Finish 

1994\95 

1994\95 

7\04\95 
AGREED 
3-7\04\95 

13\02\95 

17\03\95 

20-24\03\95 
AGREED 

27\03-7\04\95 
AGREED 
10\04\95 
23\06\95 
26\06\95 
21\07\95 
24\07\95 
1\09\95 
4\09\95 
8\09\95 

4-29\09\95 

NOT KNOWN 

NOT KNOWN 

ACTION BY 

DOM\CWU 
PLANNING 
PLANNING 

PLANNING 

PLANNING 

DOM\CWU 
. PLANNING 

DOM\CWU 

PLANNING. 

PLANNING 

DOM\CWU 

PLANNING 

PLANNING 

DOM\DAM\CWU 
PLANNING 
PLANNING 

OFFICE NAME 

I. 
LE1 
1 

P.I.R 

PROFITABILITY 
EMPLOYEE 

OTHER FUNCTIONS 
INVOLVED: 

" 

DOM\DAM 

DOM\DAM\CWU 

, 

STENCILLS 
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FIRST DELIVERY HINCKLEY D.O. 

BASED ON TEST RESULTS 
PREPARATION DELIVERY PREPARATION NUMBER OF 

WALK No RATE TIME CMINS) TIME C MINS) ITEMS HANDLED 
ACTUAL 5CHD ACTUAL SCHD 

1 10.4 96 120 174 150 1810 
2 8.0 150 120 138 150 1107 
3 9.9 115 120 132 150 1307 
4 7.1 132 120 115 150 815 
5 8.0 126 150 59 95 473 
6 9.3 131 150 141 i20 1310 
7 8.2 167 150 ;.' 128 95 1050 
8 6.4 185 150 143 95 915 
9 8.4 140 150 78 100 655 

10 8.0 121 150 67 95 537 
11 7.1 168 150 107 90 760 
12 8.7 166 150 87 95 757 
13 7.5 176 150 119 120 888 
14 7.3 143 165 85 95 624 
15 8.8 152 165 123 95 1082 
16 8.3 121 165 93 95 772 
17 7.9 195 150 115 95 904 
18 7.2 150 150 134 120 965 
19 7.4 139 150 79 95 585 
20 8.6 122 150 97 95 834 
21 7.0 182 150 107 95 752 
22 7.3 181 150 112 95 818 
23 7.0 156 165 104 95 731 
24 9.2 180 165 75 95 690 
25 8.1 178 150 81 95 6S6 
26 5.2 118 150 98 60 506 
27 8.1 150 150 97 95 786 
28 7.1 114 165 92 95 653 
29 7.9 138 165 74 95 585 
30 8.7 146 150 75 95 653 
31 8.5 146 165 76 95 646 
32 10.6 149 150 139 105 1473 
33 10.0 123 150 92 95 923 
34 9.0 111 165 56 95 506 
35 8.9 161 150 70 95 623 
36 9.6 157 150 72 95 691 
37 7.7 149 . 180 53 45 408 
39 .6.3 92 135 68 428 
40 7.8 117 135 70 60 546 
45 10.2 59 74 75S 
Ml 6.5 136 90 204 180 1326 
M2 7.8 234 325 93 60 725 
M3 7.2 "7 261 325 141 60 1015 
M4 37.4 " 149 120 35 80 1309 
MS 8.8 119 135 112 90 986 
M7 12.8 136 185 157 105 2010 
M13 5.8 37 67 33 15 191 

TOTAL 413 6774 7112 4674 4385 39539 
AVERAGE 9 144 151 99 93 841 
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HINCKI ,EY REVISION 

CHANGES TO ACTUAL DUTIES 

CYCLE AND FOOT DELIVERIES 

PRESEN! 
1 st Deliveries = 39 + 2 pressure 
2nd deliveries = 34 

PROPOSED 
1st Deliveries = 45 
2nd Deliveries = 28 

·SEE DUTY CODES FOR FULL DETAILS· 

Firms 1st Deliveries = 4 
Firms 2nd Deliveries = 4 
Overweight packets = I 
Rural Deliveries = 2 
Split duties =2 
Late turns = 4 

MOTOR DUTIES 

Firms 1st Deliveries = 4 
Firms 2nd Deliveries = 3 
Overweight packets = 2/M6 & :.tU) 

Rural Deliveries = 2 
Split duties = 2 
Late turns = 3 

*CIIA1~GES ~L-\DE TO MOTOR DUTIES SEE DUTY CODES'" 

Night duties = 2 <----

Early duties = 2 
Late duty = 1 

NIGHT DUTIES 

- NO CHANGE -_. > Night duties = :2 

PIIG DUTIES 
Early duties = 2 
Late duty = 1 

*SOME MINOR CIIAl"lGES TO DUTY CONTENT SEE DUTY CODES'" 



STAFFING {,EVELS 
PRESENT (POSTMENIWQMEN) 
Full time duties = 47 
Part time duties = 6 
Full time leave reserves = 5 
Part time leave reserves = 1 
TOTAL HOURS = 2339 

PROPOSED (pOSTMENtwOMEN) 
Full time duties = 41 
Part time duties = 17 
Leave reserves = ·see note below 
TOTAL HOURS = 2378.5 

*Leave reserves:- Initially no additional leave reserves will be required, spare 
staff will be used as leave reserves . 

. PRESENT PHG 

Full time duties = 3 

TOTAL HOURS = 124.5 

PROPOSED PRG 

Full time duties = 3 

TOTAL HOURS = 124.5 



SCRF.DlILED ATTENDANCE 

PRESENT 
Delivery SI A = 8 hours per week 
Sunday collection = 8 hours per week 
TOTAL S/A = 16 hours per week 
PROPOSED . 
Sunday collection SI A = 8 hours per week 
Firms collection SI A = 12 hours per week 
Loading dock SI A = 10 hours per week 
TOTAL = 30 HOUKS PER WEEK 

* SEE DUTY CODES FOR FULL DETAILS· 

PRESSURE OVERTIME 
PRESENT 
Average overtime per week = 150 hrs. 
The above figure is made up by the following:
Early IPS 
Mailsort 3 IPS 
Loading dock 
Parcel collection 
Pressure delivery/extended delivery 
Sunday pressure 
AMW bag tipping 
Bag control work 
PROPOSED 
All regular agreed pressure OfT will cease, the only exceptions being:
• A small amount of early lPS to take into account APe shortfall. 
*Extended delivery ( only in exceptional circumstances ). 
*Sunday pressure. 

ABSENCE OVERTIME 
PRESENT 
Average absence overtime = 220 per week 
The above figure is made up by the following:
Sick leave 
Special leave 
Maternity leave 
Annual leave 
Jury service 
Special projects 
PROPOSED 
Absence overtime will be substantionally reduced by increasing leave reserves and 
spare staff. 



SUMMARY OF PROPOSALS 

* 1 st deliveries increased 

* 2nd deliveries reduced 

* Motor duties re-organised 

* Late turn duties reduced 

* Packet delivery time increased 

* Earlier starts on most duties 

* Increased actu~l duty hours 

* Reduction in full time duties 

* No compulsory redundances 

* No compulsory transfers 

* Reduction in overtime 

* Increase in scheduled attendance 

* Increase in NDA for most full time staff 

* Pressure overtime converted to duty hours 
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HOURS and CASH COSTINGS 

PF-FICEHINCKLEY _n __ ~_.~ I PATE-AUGUST 1995 I 

PRE REVISION DUTIES HOURsI,WE PA~ CASH POST REVISION DUTIES HRS ~VEPA'1I CASH 
A.W.D FULL TIME MANAGER 1 42 £10.33 £433.86 ~.w.D FULL TIME MANAGER 1 42 £10.33 £433.86 ~ 

AW.D FULL TIME P.H.G 3 125 £4.86 £607.50 ~W.D FULL TIME P.H.G 3 125 £4.86 £607.50 

~W.D FULL TIME PIPERSON 47 1950.5 £4.26 £8309.13 AW.D FULL TIME PIPERSON 41 1701.5 £4.26 £7248.39 

~.w.D. PART TIME 6 157 £4.26 £668.82 A.W.D. PART TIME 17 445.5 £4.26 £1897.83 

SCHED ATTEND WEEK DAY 8 £7.03 £56.24 SCHED ATTEND WEEKDAY 22.5 £7.03 £158.17 

~CHED ATTEND SATURDAY SCHED ATTEND SATURDAY 

OITWEEKDAY 337 £6.18 £2082.66 OITWEEKDAY 51 £6.18 £315.18 

bIT SATURDAY 21 £8.52 £178.92 OIT SATURDAY 13 £8.52 £110.76 

bIT & SIA SAT & SUN 11 £8.52 £93.72 OIT & SIA SAT & SUN 11 £8.52 £93.72 

bIT EXTEND DEL SATURDAY IoIT EXTEND DEL SATURDAY 

bIT OTHER (STATE) IoIT OTHER (STATE) , 

~INGLE RATE OIT 30 £4.26 £127.80 SINGLE RATE OIT 25 £4.26 £106.50 
, 

, 

BUS FARES BUS FARES 

NIGHT ALLOWANCES 411 £1.41 £579.51 NIGHT ALLOWANCES 487 £1.41 £686.67 

SATURDAY ALLOWANCES 307 £2.13 £653.91 SATURDAY ALLOWANCES 375 £2.13 £798.75 

DRIVING ALLOWANCES 12 £4.71 £56.52 DRIVING ALLOWANCES 11 £4.71 £51.81 
~YCLE ALLOWANCES £102.24 CYCLE ALLOWANCES 

MOPED ALLOWANCES MOPED ALLOWANCES 
THER ALLOWANCES OTHER ALLOWANCES 
REWBUS ALLOWANCE CREW BUS ALLOWANCE 
.U.l.C R.u.l.C 

h"OTALS £13950.83 1"OTALS £12509.14 
IWEEKL Y. FIGURES 

File HRSCASH.wks 
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. QUESTIONS RAISED FROM MEETING 

1. What cash savings is the office making by the revision. 
2. What OIT has the office got now, and what will it be after the . . 
reVISIon. 
3. Can full time staff sign for part time duties before all full time 
duties are signed for. 
4. Any full time staff with 0600 start times what effect on pay re 
night allowance. 
5.Dock work showes 2 hours, the present dock work is 2.5 
hours? 
6.Alan to invite Andy Connelly to next meeting: . 
7.Will there be enough staff to deal with 1st delivery IPS (target 
05:20 oft). 

Overall feeling from meeting is not to bring revision in before 
christmas, butto agree to start after. 



ANSWERS TO QUESTION RAISED 

1. There will be a cash saving of approximately £75 ,000,although 
this will be reduced by. the one off costs in the first year of the 
project. There is also the additional cost of the excess full time 
staff in this case four. This will cost the business approximately 
£48,000 per year. 

2. OIT present = 358 hrs per week inc' 
OIT proposed = 64 hours per week inc' ( this does not include 

any early IPS OlTdue to APC shortfall) . 
These OIT levels assume spare full time staff covering absence 

. OIT, also there is an increase in S/A hours from the present level 
of 16 hrs per week to 30 hours per week. 

3. No full time staffwill be allowed to sign for a part time duty 
although they may be asked if they are reserves to cover a part 
time duty in the future. 

4. The effect of staff starting later will be countered by them 
being allowed to start earlier on IPS so attracting night 
allowance. 

5. The proposed dock work of 2 hours per day will be reviewed 
during the implementation review period. 

6. Andy Connelly role as area CWU rep does not include 
involvement in the process at this stage. 

7. Yes, the 0520 target is not negotiable, every effort will be 
made to ensure that this is the normal time each day. 

The implementation date will be agreed at local level between 
management and the CWU. The date agreed will be the earliest 
possible date after agreement on the revision is reached. 



( 
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-
HlNCKLEY DELIVERY OFFICE REVISION :\GREEMENT 

Set out in this document are the minutes of a meeting between Steve Saunders 
Hinckley DOM and Alan Lord Hinckley CWU unit representirve. These minutes form 
the basis of the revision agreement Also in attendance at the meeting was Ciive 
Douthwaite, Leicester Delivery Planning Manager. 

The following was agreed: 

I) STAFFMlX 

3 x fulltime PHGs. 
41 x fulltime postmen/women. 
17 x part time postmen/women. 
30 hours scheduled attendance. 

2) LEAVE RESERVES 

5 x fulltime postmen/women. 
1 x part time postman/woman. ( 24 hours per week) 
Total leave reserve hours = 231.5 

3) ACTUAL WORKING DUTIES ( AWDs) 

PHG = 124.5 
Postmen/women full time = 1701.5 
Postmen/women part time = 445.5 

Total A WOs = 2271.5 

4) DUTY CONTENT 

Full details of duty content can be found in the agreed p318 duty codes. The following 
is the agreed duty mix. 

2 early PHGs. 
1 late PHG. 
2 night sorting duties. 
11 full time driving duties ( inc. 1 split duty, 2 rural, 3 late turns ) 
2 part time driving duties. ( inc. 1 split duty ) 
45 cycle/foot 1 st deliveries. ( inc. partime split duty, cycle maintenance duty ) 
28 2nd deliveries. 

5) SUPERNUMERIES 
The above proposals will leave four supernumery full time staff. It is agreed that these 
staff will remain at the Hinckley DO. These supernumery staff will be used on work 
as directed by the DOM, this work will include the following: additional leave and 
absence cover, vacancy cover, excess ecl. 



6) FULL OFFICE RE-SIGN 

A full office re-sign will take place prior to the introduction of the revision. A 
separate agreement will cover this re-sign. 

7) INTRODUCTION DATE 

The introduction date will be Monday November 20th 1995 . 

. ~--7 
SIGNED ....... ~ .... ~ ......... . 
DELIVERY OFFICE MANAGER HINCKLEY D.O. 

A I.. ..-::? SIGNED ... r.:7. ....... ~ .... :\ ......................... . DA TE .. I.. ~.:./. !'.:. 5..i .. ": ..... . 
CWU REP HINCKLEY D.O. 



HINCKLEY D.O. RE-SIGN AGREEMENT 
The following is agreed. 

l.The re-sign will be in strict seniority order 

2. There will be TIIREE seniority lists 

• PHGs 
• POSTMANIWOMAN FULL TIME 
• POSTMANIWOMAN PART TIME 

3.Driving duties may be signed for by existing drivers or staff who are former Royal 
Mail drivers. Former Royal Mail drivers will need to prove they have received 
formal change over training. 

4.At least ONE reserve duty will be a driving reserve. 

5.Staffwill be expected to sign IMMEDIATELY it becomes their turn to sign for a 
duty. 

6.The DOM will ensure that staff who's turn it is to sign are notified by 0600hrs of 
that day. 

7.No member of staff will be passed by their turn to sign unless they refuse to sign for 
a duty. 

8.Any member of staff who refuses to sign without a satisfactory reason will be 
allocated a duty by the DOM. 

9.Any member of staff taking ANNUAL LEA YE during the re-sign period will be 
required to fill in an option form stating FIVE duties in preference order. These 
duties must be realistic, the option form must be signed and dated by the member 
of staff and the DOM. 

IO.Staffwho are on ANNUAL LEAVE but are able to come into the office to sign 
will be notified by the DOM the day before attendance is required. 

I I .For contractual reasons the following part time duties have been allocated:- M6,31 
&m . 

The re-sign will commence from WEDNESDAY 18th OCTOBER 1995. 

SIGNED .. .,.,.~ DATE. .. !¥(.r'T...J'-
DOM HINCKLEY D.O 

SIGNED ... d.."\~ DATE.I.~.:.I.~: .. 'ii' 
CWU REP HINCKLEY D.O. 
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ONE WEEK SUMMARY 19 Dec95 • 

Office Name: 

HINCKLEY • LEICESTER· MIDLANDS 

Period: 4 December 95 to 10 December 95 

ITRAFFlC 1 sI Delivery 2nd Delivery Overall 
!Letters 216366 32217 248583 
!Aats 20786 3930 24716 

iPackets 9940 4140 14080 

!RECEIVED 247092 40287 287379 

iPREPARED 21n29 35855 253584 
,Town Delivery 174418 29884 204302 
IT own Motori.ed Delivery 270n n06 34783 
Rural Delivery 0 0 0 , 
jVLU and ELU Delivery 18954 0 18954 
,Other 5190 0 5190 

iDELlVERED 225639 37590 263229 

, 
1 st Delivery. [HOURS 2nd Deliver/ Overall 

Ilnward Sorting 293.1 91.8 385.0 
!Preparalion 411.6 53.3 464.9 
I 
jTown Delivery 723.3 267.5 990.8 
[Town Motorised Delivery 92.5 57.7 150.2 
!Rural Delivery 0.0 0.0 0.0 
!outward Sorting 0.0 , 
IOther Included 286.9 
,Total InCluded 22n.7 , 
:Exduded 173.8 

,TOTAL 1520.5 470.3 2451.5 

!WORKLOAD HOURS 1 sI De!ivery 2nd Deliver/ Overall 

i EP OP EP OP EP OP 
ilnward Sorting 166.4 117.2 40.0 28.5 206.5 145.6 
;Preparation 347.3 309.1 66.3 47.8 413.6 357.0 
~own Delivery 473.1 201.3 674.4 
I 
iTown Motorised Delivery 75.8 25.6 101.5 
iRural Delivery 
,Outward Sorting , 
IOther 189.1 

ITOTAL 1062.6 426.3 333.3 76.3 1585.0 502.6 

PERFORMANCE 1st Delivery 2nd Delivery Overall 

EP OP EP OP EP OP 
Ilnward Sorting 56.8 40.0 43.6 31.0 53.6 37.8 

ipreparation 84.4 75.1 124.3 89.7 89.0 76.8 
ITown Delivery 65.4 75.3 68.1 

[Town Motori.ed Delivery 82.0 44.4 67.6 
Rural Delivery 

ioutward Sorting 
65.9 Other 

!OFFICE 69.9 60.5 70.9 52.5 69.6 59.1 



ONE WEEK SUMMARY 19 Feb 96 

Office Name: 

HINCKLEY - LEICESTER - MIDLANDS 

Period: 12 February 96 to 18 February 96 

TRAFFIC 1 sI Delivery 2nd Delivery Overall 
;Letters 217598 35229 252827 
I 

23376 iFlats 4420 27796 
iPacltets 8710 3627 12337 
iRECENED 249684 43276 292960 
,PREPARED 220014 38516 258530 
;Town Delivery 176246 
I 

32102 208348 
[Town Motorised Delivery 27360 8278 35638 
,Rural Delivery 5244 0 5244 
YLU and ELU Delivery 19152 0 19152 
,Other 0 0 0 
.DELlVERED 228002 40380 268382 

HOURS 1 st Delivery 2nd Delivery Overall 
:Inward Sorting 309.8 78.8 388.5 
iPreparation 446.3 61.7 508.0 
'Town Delivery 749.6 290.6 1040.2 , 
,Town Motorised Delivery 83.8 29.2 113.0 
iRural Delivery 65.0 0.0 65.0 
;Outward Sorting .0.0 
:Other Included 274.4 
;Total Included 2389.1 
.Excluded 164.9 
:TOTAL 1654.5 460.2 2554.0 

iWORKLOAD HOURS 1 sI Delivery 2nd Delivery Overall 
EP OP EP OP EP OP 

'Inward Sorting 178.2 125.9 42.2 30.1 220.4 156.0 
~Preparation 370.7 319.8 60.4 46.9 431.1 366.6 
'Town Delivery 493.9 205.7 699.6 
;Town Motorised Delivery 76.0 26.2 102.1 
: Rural Delivery 59.1 59.1 
,Outward Sorting 

.Other 199.7 
:TOTAL .1177.9 i 445.7 334.5 77.0 . 1712.1 522.7 

iPERFORMANCE 1st Delivery 2nd Delivery Overall 
j EP OP EP OP EP OP 
i Inward Sorting 57.5 40.7 53.6 38.2 56.7 40.2 
[Preparation 83.1 71.6 97.9 76.0 84.9 72.2 
[Town Delivery 
I 

65.9 70.8 67.3 
iTown Motorised Delivery , 90.6 89.8 90.4 
!Rural Delivery 91.0 91.0 
ioutward Sorting 

j0ther 72.8 
!OFFICE 71.2 59.0 72.7 54.8 71.7 58.3 
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AQU!:EMl!:N'1' Sl!"l'W!:J!lt ROYAL KAII. IZ1"l'l!:RS (RML) 

AND THE UNION OF COKKtlNICATION WOtua:RS (OCW) 

RZCARDING THE OS!! 01' '1'D COKPOIER ASSIS'1'ED 

Dl!!I.IVERY Rl!:VISION SYSTEX (CADR) 

\ I"'" . 

eACR has been developed as a simple and tlexible planning tool for carrying 

out delivery revisions. It enables revisions to be done more quickly. which 

will help to maintain standards in the light 'of current traffic growth. and also 

tacilitates the testing of alternative work patterns. Once all the basic 

information is held on computer file. future revisions become easier and can 

~herefore be undertaken more often to provide for changing circumstancos. 

Because of the advantages of simplicity. speed and flexibility, use of eACR is 

the preferred method of carrying out delivery revisions. This does not, 

however, rule out the ~se of the traditional revision proceeure (usually 

referred to as a 'Man~al W Revision') by local agreement to meet specific local 

needs. 

2 eAOR does not have built into it any basic work standards. rt is designed 

to take a pre-determined total time and allocate it between walks in an 

equitable manner. The method for a'rriving at the total delivery time (first 

~all to last call) for existing walks needs to be agreed locally before the 

revision is started; once the time has been agreed, this should be regarded as a 

fix'ed element in the revision and negotiating process. The precise method of 

arriving at this time is not. speCifie<J centraUy. l!ecausc only the total 

delivery time is required, the traditional revision p~ocedure'will not normally 

be necessary. The operational trials demonstrated that CADH accurately 

reflected Manual W results. 

5T001.Doe 



In any case where there isa disagreement over the time for a particular 

delivery walk, it is agreed that a 'Manual w' test would be a sensible way of 

resolving an impasse. 

3 There will be full involv~ent by the UOI in the revision process (as laid 

down in the Revised Guide to Postal OVerhauls 02apter 1) a%ld a short training 

course on the use of CAOR will be lllade available to appropriate OCW 

representatives. 

4 The CADR system does not provide for the revisio~ of inward sorting 

arrangements, and these therefore need to be rev~sed se?arately. Preparation 

rates and travelling time will be input to the computer atter having been 

dete~ined in the normal way. 

5 ~he uc~ agrees to co-operate fully in the development of CADR to cover 

ru:al deliveries. 

Signed on behalf Signed on behalf 

of lUo!l. 

~-.-. . .,..,. ........ . 
of UC" 1,1_ n <j ~ n c&oYl 
. ........... f.:Ir.a ............................................. .. 

4'" .a....,J. Date ..........•. :. r .............. 1989 

ST001.DOe 
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I 
POST 
CODE 

2 
NO. 

D. P. 'S 

FORM 'SEC/A' FOR SECTOR C03.3 

3 
NO. 

FLATS 

4 5 6 
PATH STREET CUL-DE-SAC 

LENGTH LENGTH LENGTH 
(1/16in) (in) (in) 

7 
NO. 

SIDES 

8 
SU/LU 

'3 
WALK 

NO. (I) 

10 
WALK 

NO. (2) 

11 
ADDRESS 

~-~-:~::-~~------~-~-=~'~~'~='~~'~.~------------~'--':--~~=~~-~.~=~=-~---:.:-:---~~:~=-~~-~:,:~::~:=~:~~~-~~---------------------------------
;~~ ,- ~--:~-~ ~ ---~ -~ -- -~---~---J -- -~ ---------- ~ --~--; --~ -~~ ---j~ -~- -~-- -~---- -- --;;~~~; -~~~~~~ -~~- - - --~~ - ~ ---~--,- -- -- --- -- - -- - ----

;~~\---~ --~ ---~ -~---- ---~--~l-<~ -- ~ ----------~ ---- -~--~- -~ --- ~ c_~ __ L - -~--- - -- - - ;~:=-;~; _,:~;~~v~~~----~ Lc_ "~j-.~- --- ------------
______________________ ~ ____ ~ ___ ~ ________________ ; __________________ L _________ ~ ___________________________________________________ c 

~ I· ···24····+····--6·+· ...... + .. -- .... ---1-. ·· .. ·- .. --·--1· '.' 1·-0-···+··-····--4--·---1--···--·-·- ·H3-~57 ·MALDON RD 

~.~ ~:: ='~'~'--~~ ~ -~ ~ -~.~ ~ ~ ~ ~~-~-=-::::-=.~~~= ~ ~ ~.==~.= == ~~-~=-.:-.:-~::': :=~-~-= --------------------: ~:=-~~~~~~~~~~ ~ ~~~~~~~~~ -~: -:~~~~~~ -~~~~~~~~~ -----
:~~ ______ ~ ______ ~_~ __ 13 ______ /.::-_·~_~ __________ ~_"'-:~~~_·~J_~ ____ L_~ __ i ____________ ~_~~~~~_:~~~~~~~~~_~~ ____________________________ _ 
38Cl 28 3: \ 0 201-255 MALDON RD/FLAT/FLAT 
---------------------------------=---------------}---------------------------------------------------------------------------------
:~~ __ ~ ___ ~ __ ~ ___ ~ _:_ ~ ___ : __ ::::-:~ __ ~ __________ : _~.~.~ _: Y::l:~ ____ ~ _ ~ ___ ~ __ ~ _______ _ :_~~~~~~~~~:~~~ _~~ _______________________________ _ 
~~~ __ ~ __ ~: __ : ___ ~_: __ :~ __ : __ ;=t~~_~ __________ ~ __ ~ __ : __ ~ __ ~ ___ ~_~ __ ~ __ : ________ :~~~:_:~=:~_~~~~~~~~~_~~ _______ __________________ _ 
~ .. +-_46_ .. -+ .. ·0 : I· ··1 I··· · .. +--O---~·--·----r- --1--ZS"Z-24··CAM8RIBGE RD 

~~-=~~;.~--~.~ ---~- ~ --~= -.= ~.~~ ~:..~-=.~-~ -~~ ~ ~ ~.~ ~~~.-=~ ~~ = = ~.~ ~.;.::.=~~= ;~.~==--.~~= .~ .. ~ ~.~ = ~~- -~ ----~ =;; -; =;~ -~ ~ ~~~~; ~ -~~ -----------------------------
3NU I lA~~1 0: 2.... : c:,·7<: : ~: 0 : -S I :.: 33-6732-52 VICTORIA RD 
-------------------~--------:~---~------------------------------------------------------------------------------------------------
;})Ill( I I 4--~-+ .-. ----1-.............. - ···1· - ...... - .. - .-+ -- .... --·1-· ... 13-· ·-t· .. -. ---.. t-- .- ..... -.:-.. -.. -'-'··-1 -3 '. 2-4'-f)El'lA-' CElURT'loIE5T LODGE RD 

3TY 32 I) : I -----------------------------------
"Y) .. \! o : 

'.- I o , 
, ' 22-32 CAPEL RD 

---~---~------------------~------~-----------------------------~-------------------------------
o ( ;_) 1-29 2-32 AUDLEY RD 

--=----~-----~.-------------------:------------------- ------------------------------------------
7:·: 
c/ 

I ,/ 
1 :.,. o 33-63 34-42 AUDLEY RD 

- - --- - - -- - --- -- -- - - ---- - -- - - - -- - -l-";-oo§; -- -~ ___ :: - :.~::. -:: - -- - -- - - ----- -- - -- -- - - - - - - - - - - ---
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DrRECTORY EXTRACT 

POSTCODES OF STREETS OF COLCHESTER 

Athelstan Road 
Odds 1~ 

21-49 
Evens 2-6 

AudleyRoad 
Odds 1-29 

33-63 
Evens 2-32 

34-42 
Cambridge Road 

C033TN/ 
C033TW' 
C033TN/ 

C033TY/ 
C033TZ .... 
C033TY'/ 
C03 3TZ'" 

OddS 1-25 e03 3115 
27-43 . C03 3NR 

E'{e1l9 2-24 CO) J?~S 
. 26-56· C03 3NR 

Capel Road 
Odds 3-5 C033TU-.... 
Evens 2-20 C03 3TU .... 

22-32 C03 3TX ~ 
Drury Road 

Drury Fann C03 3BP" 
Irvine Road 

Odds 1-15 C03 3TR .... 
17-23a C03 3TS ,.. 
25 C033TP ..... 
27 ~I C033TT 

Evens 2-30 C03 3TR~ 
32-46 C03 3TS ' 
5634 C033TT 

The Chase C03 3TP'" 
Kenby C03 3TP ./ 
Maldon Road 
Odds 1~~3~ISH7~--~C~9~3~3BBTJ-

15"-181 em 38L 
189-199 
201-255 
257-263 

Evensz9S-232 
234-272 

C033BH./ 
C03 3BQ' 
C033BG ..... 
CO.).)80 
C033BE/ 

CRtliclt Ofllew JeiUSa1elil C03 JBL 
Garage C03 3BS./ 

Shrub End Road 
Odds 1-5 C03JOA 

9_27 cm 31j:£l 

Victoria Road 
Odds t-31 em 3NT 

33-67 C033NU./ 
Evens 2-!3 C033NT 

32-52 C033NtV 
West Lodge Road 

.DeJJi Cet11 t 14 e033NW 
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GRID PLANS Sal. 1:llSO 
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.. -------
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---.---------_ .... ------------------------_ .. _.. ------------_ .. _-_.-_ .. _---_ .. _-----
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_.----:::=~l' ----.. -
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I._J!3T IN'3 OF SECTOF.: C03.3 

POST NO. NO. PATH STFEET CUL·--DE·-SAC NO. SU/LIJ W:,U< WALr< ADDF.:ESS 
CODE D.P. r S F-L?I TB LEN.3TH LENGTH LENGTH BIDES NO. (1) NO. (2) 

3BE 20 '-' 2.00 3.00 0.00 1 (I 1 1 234 H -272 ~IALDDI\I PD 
:~8131 

,., 
,J 0 1.00 0.50 0.00 1 0 1 1 25'3-26:3 MAL.DON I?OAD 

3882 1 0 1.00 0.0(1 0.00 1 :30 1 1. 257 BUPGEF.:Y MALDDN FWAD 
3BH E- O 2.00 o. 75 0.00 1 0 1 1 18'3-1 '3'3 MAL.DDN F.:D 
~3BF' :l 0 8.00 0.00 0 .. 00 1 :;;::7 .[ :I •• DFdJPY FAPM/DF.:UPY PD 
380 28 . ., 1.00 3.25 0.00 1 I) 1 1 201-255 MAL DON PD/FLATiFLAT ,J 

3BS 1 0 2.00 0.00 0.00 .l 42 :I. 1 ~. GAPA'3i=..I MALDON PD 
3Nf;.: 25 0 ~"2 .. 00 4.50 0 .. 00 .-:. 0 e 5 27-~J3 26-56 CAMBF.: I D'3E PD ~ ~J 

3hiiJ 28 0 ~~ .. (H) 5.75 0.00 .-, 0 5 5 33'·-67 32-52 VICTDPIA PD -" 
3TN 13 0 1.00 ~ ,'H.t::' 

J. .. "::'...J C·.OO 2 0 lE, lE, 1-19 2-5 ATHELSTAN PD 
3TF' 3 (I 2 .. 00 4.00 3 .. 75 1 0 15 lE. 25 IF.:VINE PD/CHASE/KENBY 
3TF: :23 (I 1.00 3.00 0.00 2 0 lE. 16 1-15 2-30 IPVINE PD 
3TS 1'" " 0 1.00 :2.50 0 .. 00 2 0 16 If. 17-23A 32-4£, n;NINE PD 
3TU 12 0 1.00 1.25 0.0(1 .-:. 0 15 15 3-5 2-20 CAF'EL F.:D ~ 

3TW 15 I) 1.00 1.75 0.00 1 0 lE, 1. E, 21-49 ATHEL.STAN RD 
3TX E (I 1.00 loo 25 0.0(, 1 (I l6 16 22-32 CAPEl.. ~:D 

3TY .,.-, 
w . .::. 0 1.00 3.75 0.00 2 (I If, 15 1-2'3 2-32 AUDL.EY PD 

:3TZ 21 0, 1 • c)(r 2.25 0.00 :2 (i IF.. IF.. 3:3:-63 34-42 AUDLEY f':D 
3U{, 3 I) 2.00 0.50 0.00 1 r) 16 lE- 1-5 SHF.:UB ",NO PD 
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CHANGE DELIVERY METHOD (FOOT/CYCLE) 
'Changing 1st Deliveries 011 tH)UY"S r:ef~(·enl.:e At writing to r'eference B 

WAL!( ULD T I~IE (MINS) NEtI TiME (111NS) NEW NF 11 ilJll 

1 146.0 137.4 FOOT 
2 145.6 134.E. FOOT 
3 11-::.0 11:,.8 nl!n 
'1 1 16. 4 122.8 FOOT 
5 134.1 132.6 FOOT 
6 145.2 127.7 FOOT 
7 131. 6 101.3 FOOT 
8 174.2 142.0 FOOT 
·3 135.0 121. 3 FOOT 

1(1 14'3.3 136.3 FOOT 
15 23.8 35.6 CYCLE 
25 137.0 132.2 FOOT 
26 123.0 113.E. FOOT 
30 14':1.5 156.3 FOOT 
~=:t 147.6 156.5 FOOT 
32 150.8 167.4 FOOT 

101 115. '3 122.9 FOOT 
1 (I-t Et 1.", 62.2 CYCLE 

TUTAL 2304.0 2:~jS.5 
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I<EW WAU( SUMMARY. - hours refel'en,:e A, 1st Del i vel" i es 

WALi.: DELIVERY TIME (hours: minutes) T~'AFFIC DELIVERY ROINTS 
NO. METHOD PF;EP TRAVEL DELIVERY TOTAL SU LU TOTAL 

CYCLE 0:41 (J: .)0 2:26 3:07 447 407 I) 407 
~ CYCLE 0:41 0:00 2:26 3:07 454 366 <) 356 
:3 CYCLE 0:31 0:00 l: 52 2:23 340 313 I 314 
4 C'ICLE c): 44 0:00 1: 5E. 2:.fO 481 315 0 315 
~ CYCLE 0:39 0:00 2: j4 :2:5:; 425 355 (I 355 ~ 

E, CYCLE 0:40 1):(10 2:25 3:ft5 ·142 2'96 (I 295 
7 CYCLe 0: 3':, 0:00 2: 12 2:48 397 :251 (I 251 
8 CYCLE 0:50 0:(10 .:2:54 3:44 548 390 (l 390 

." .::lCLE 0:38 0:00 :2: 15 2:53 416 308 (I 308 
10 CYCLE .):43 0:00 2:29 3: 13 476 407 (I 407 
15 FOOT 0: 14 0:(10 0:30 0:44 152 '~5 ,:, ':15 
'.~ 
-~ CYCLE 0:43 0:00 2: 17 3:00 473 283 284 
26 CYCLE 0:42 (': (10 2:03 2: 45 464 314 I) 314 
30 C'"'::LE 1: 02 0: 10 2:29 3:41 678 300 301 
31 CYCLE 1: 04 0:01 :2:28 3:33 709 312 (I 312 
8;~ CYCLE 1: 01 '-' : 1 (I 2:31 3:42 673 3:ie. I) 316 i 

i (\1 .::YCLE 0:..,0 0:(11) 1 : 55 2:3£. 443 374 1 375 
1 t).\ FOOT 0:29 0:00 1:01 I : 8(J 314 141 (J 1·11' 

TOTAL 12:37 0:21 38:24 51: 22 8332 5543 '1 5~47 
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PROJECT BOARD - EXECUTIVE: RON CLATWORTHY 

JOB OVERVIEW Responsible for the integrity of the Business Case and 
completion of the project within the timescales and budget 
approved by the Approval Authority . 

. . 

PRINCIPAL Provide overall guidance and direction to the project, 
RESPONSIBIliTIES ensuring it remains within any specified constraints. 

Define ProjectlStage Managers responsibilities and objectives. 

Advise on the appointment of the BAC and give guidance to 
the BAC throughout the project. 

Review and approve the PID. 

Authorise expenditure and set stage tolerances. 

Review and approve stage and any exception plans. 

Conduct ESAs, sign off each completed stage and approve 
progress to the next stage. 

Report to the Approval Authority if required. 

Ensure that all products are completed and delivered . 

. Sign the Business Acceptance Letter on satisfactory 
completion of the project. 

Recommend project closure to the Approval Authority. 

I a:\proboexe Version I 2112/96 I 



PROJECT BOARD - SENIOR USER: lAN FERGUSON 
ALEXGIBB 

JOB OVERVIEW 

PRINCIPAL 
RESPONSIBIliTIES 

I a:\probosen 

Represent all users affected by the project. Monitor progress 
against User Management requirements. 

Provide overall guidance and direction to the project, 
ensuring it remains within any specified constraints. 

Define Project/S tage Managers responsibilities and objectives. 

Advise on the appointment of the UAC and give guidance to 
the UAC throughout the project. 

Ensure that user resources required are available and funded. 

Review and approve the PID. 

Review and approve stage and any exception plans. 

Conduct ESAs, sign off each completed stage and approve 
progress to the next stage. 

Ensure that all products are completed and delivered. 

Resolve user requirement conflicts and priority conflicts. 

Brief and advise user management on all matters concerning 
the project. 

Sign the User Acceptance Letter on completion of 
implementation. 

Recommend project closure to the Approval Authority. 

Version 1 2112/96 



PROJECT BOARD - SENIOR TECHNICAL: 

JOB OVERVIEW 

PRINCIPAL 
RESPONSIBILITIES 

I a:\probost 

TREV STEGGLES (OR&S) 
ROB JACKSON (IS) 

Represent the interests of those designing and implementing 
the project products. Monitor progress against technical 
management and operation requirements. 

Provide overall guidance and direction to the project, 
ensuring it remains within any specified constraints. 

Define Project/Stage Managers responsibilities and objectives. 

Advise on the appointment of the TAC and give guidance to 
the TAC throughout the project. 

Review and approve the PID. 

Ensure technical resources required are available and funded. 

Approve product descriptions for technical products and sign 
off. 

Ensure resolution of any technical priority or resource 
conflicts. 

Brief non-technical management on technical aspects of the 
project. 

Authorise expenditure and set stage tolerances. 

Review and approve stage and any exception plans. 

Conduct ESAs, sign off each completed stage and approve 
progress to the next stage. 

Ensure that all products are completed and delivered. 

Sign Technical Acceptance Letter on completion of tests. 

Sign the Operations Acceptance Letter on completion of 
implementation. 

Version 1 21/2/96 



PROJECT MANAGER: PffiLBERQUEZ 

JOB OVERVIEW To manage the day-to-day aspects of the project. 
To ensure that the project produces the required business and 
support products to the required standards of quality and 
performance within specified constraints. 

PRINCIPAL Establish the required organisation for the project. 
RESPONSIBILITIES 

Plan the production of the Project Plan and develop the 
Project Briefinto a Project Initiation Document. 

Define objectives and responsibilities for each Stage Manager. 

Monitor overall progress and use of resources, initiating 
corrective action where necessary. 

Advise the Project Board of all deviations form plan beyond 
tolerance levels and supply Exception Plans. 

Liaise with the Quality Review Team to assure the overall 
direction and integrity of the project. 

Liaise with related projects. 

Participate in staff appraisals, training and career 
development. 

Prepare the Project Evaluation Report. 

Attend all Project Board assessment meetings. 

I a:\probomng Version [ 2[/2196 



STAGE MANAGER: LIZ PAYLING (OR&S) 

JOB OVERVIEW 

PRINCIPAL 
RESPONSIBILITTES 

I a:\probosm 

ANMARIE BYRNE (pURCHASING) 
TERRY DEL BRIDGE (PROCESS TRIAL) 
SIMON BARNES (IS STRATEGIC FIT) 

To ensure production of the technical products of a stage to 
the declared status in a timescale and at a cost agreed with the 
Project Manager and Project Board. 

Contribute to the preparation of the stage plan. 

Define objectives, responsibilities and work plans for the 
stage team and leader. 

Monitor stage progress and resource utilisation, initiating 
required corrective actions within the defined tolerances. 

Liaise with the Quality Review Team to ensure the business, 
technical and data integrity of the stage. 

Advise the Project Manager of deviations beyond tolerance, 
recommend corrective action and help prepare any Exception 
Plans. 

Prepare and present regular Checkpoint Reports to the 
Project Manager. 

Ensure the evaluation of Technical Exceptions and provide 
recommendations to the Project Manager. 

Version I 2112196 
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OUALITY REVIEW FORUM: LEAD PAUL TOLHURST 

JOB OVERVIEW To act as focal point for Quality Review activity. 

PRINCIPAL To administer and co-ordinate all Quality Review activities, 
RESPONSIBILITIES including maintenance of a quality review audit trail. 

To act as secretary to formal quality reviews and progress 
chase the follow-up actions. 

To identifY from standards or devise an identification scheme 
for the project's products. 

To co-ordinate all Technical Exception procedures. . 

To document Checkpoint Meetings. 

I a:\proboqrf Version 1 21/2/96 
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uv 1"'''1\,11 .. :;f7U I'\JJIII .1.:1'0 I May 1"0 I June l'~O Jut 
ID Name 1912/261214/3 11113118/3/25/3 1/4 1 8/4 115/4 12214129/41 615 113/5120/5127/51 316 110/6117/6124/6 In 1 817 
I ANAL\'SIS 

~: 1 ~ --.--- _'0-. _ -
2 COSlS & Benefits for CAOR Omces (OTA I) 

-
3 COSlS & Benefits for Full Manual W (DTA2) 

... -
~ COSlS & Benefits for WO (OTA3) 

5 RCI'O/1 ~ ~ 

- - ._----------
(, Projection of National WO Benefits (OTA4) 

HA Tllal ((:::I:;g·~e)~;;====[:c:r:ili:ca:I~:rw&::;,":":';;:4A[~pr;o;gr;es~s=~~~~~~=:s:um:m;ary~~.=::::.~======================J )al.: 2'2J~~6 (PTl.Mpp) Noncrilical Milestone • Rolled Up 0 
--'---11 Page 1 Desk Top Analysis (DTA 1) 

«--_._----_._----------------------



I .... , . 

COST/BENEFITS FOR 
CADR 

DTA1 LP 

COST/BENEFITS FOR FULL 
MANUAL W REVISION 

DTA2 LP 

COST/BENEFITS FOR 
WALK OPTIMISATION 

DTA3 LP 

DESK TOP ANAL VSIS 

PROJECTION OF 
NATIONAL WALK 

OPTIMISA TION BENEFITS 
DTA4 LP 

LEGEND: 
DTA NO'S = PRODUCTS 
INITIALS = PRODUCT MANAGER 



APPENDIX D.3 

EXAMPLE OF PRODUCTS FOR ONE STAGE 

346 



QR LISTINGS - DESK TOP ANALYSIS STAGE 

PRODUCT TITLE PRO 

I: I 0000 se t! case AI 

Landlinc 1:1250 mapping DTA2 Pm & Senior User Ron 

AdJresspoim added value DTA3 Pm & Senior User Ron Clatwonhy 

Oscar Added Value DTM DTAp Pm & Senior User Ron 

Upduted : version 2· 09104196 I 



PRODUCT LISTINGS - DESK TOP ANALYSIS STAGE 

PRODUCT TITLE PRODUCT NUM~ER . 

l:l 0000 scale base case DTAl DT Aprod 1 Aleta Weir Liz Payling 

Landline 1: 1250 mapping DTA2 DTAprod2 Aleta Weir Liz Payling 

AJdresspoinr added value DTA3 DTAprod3 Aleta Weir Liz Payling 

Oscar Added Value DTA4 DTAprod4 Aleta Weir Liz Payling 

~~~~J~I __________________________________________________________________________________________ ~~~'r=*I~on~I_-2~I~ro~2~/9~61 
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TItle: PRODUcr DESCRIPTION Document No: 1 
Project: Walk Optimisation Venion No: 1 
Sta2e: Desk top analysis 

, 
Date Of Issue: 20-Feb-96 

Project Mana~r: Phi! Berquez Pa2e No: 1 
Author: Liz Payling File Reference: DTAprod 

Product Title: I Costlbenefit analysis for CADR I Product Reference: IDTAI 
Purpose: 

To identify relative costs'and benefits of CADR as a revision method. 
Composition: 

Quantification of dead distance savings 
Quantification of revision and re-revision costs. 
Other qualitative benefits. 

Form: 

A4 repon. 
Derivation: 

Office questiOlUlaires. measuring exercises. 
Quality Criteria: 

Are offices representative? 
Is assessment objective? 
Are all the significant features covered? 

Quality Method: 

Review with project manager and Senior Technical Board member. 

Product Manager: QR Date: Completion Date: 

Aleta Weir 23 April 1996 
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FEASIBILITY TRIALS 

Appendix E.l: 

Appendix E.2: 

Appendix E.3: 

Appendix E.4: 

Appendix E.5: 

Appendix E.6: 

Appendix E.7: 

GIS Data Requirements 

CADR Data Requirements 

Postcards Data Requirements 

Example of WO Map 

Process Chart - Aireborough 

Individual Walk Plot (Showing Delivery Method) 

Postcards Individual Walk Detail 
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DATA REQUIREMENTS - GIS 

The input requirements for GIS are as follows :-

LINKS:-
1. The link number (this must be unique ). 
2. The address of the postcodes. 
3. The method of delivery . 
4. Whether a cycle can be used or not. 
5. Whether there are any sensitive customers on the postcode . 
6. Postcode left side. 
7. Postcode right side . 
8. One-way (y/n) 
9. Cui de sac. 
10. length oflink. (Calculated by G1S) 

LARGE USERS:-
1. Location 
") Postcode 
3. Path length 

TR.A...NSPORT-
I. Bus stop location 
2. Inbound or Outbound from depot? 
3. Time from depot to 1st stop 
4. Time from last stop to depot 
5. Average wait time per stop 

.A..lI the above information can be obtained from local knowledge, A-Zs, bus 
time tables and the PAF (postcode address file). 
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DATA REQUIREMENTS - CADR 

Inward Postcode. 

Number of delivery points. 

Number of flats . 

. Path length (1116 in) 

Street length (in) 

Cul-de-sac length (in) 

Number of sides 

Small or Large user 

Walk No. (Ist del) 

Walk No. (2nd del) 

In addition information on traffic, the use of cycles and time to start and end of 
walk are required. The postcode information can be obtained from the CADR 
centre with additional local knowledge being needed. Any distances are 
calculated from the maps. 
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DAT A REQUIREMENTS - PQSTCARDS 

DATA GATHERING 

Household delivery sheets (door to door) 
Sorting frame 
Postperson 

SEQUENCE Fll..E - all current walks in sequence 

1. Postcode 
2. Foot or cycle 
3. No of delivery points 
4. Method of delivery 
5. House Category 
6. Large user (yin) 
7. Traffic figures 

If the postcode is in the sequence more than once then it is split for example 
LS 18 3AJ may become LS 18 3AJl. This sequence is checked and adjusted 
with the GIS data to ensure the same postcodes are in both systems. 

WORKLOAD FILE 

Sequence file is exported to postcode workload spreadsheet to calcuate the 
workloads used by Postcards. 

GIS Fll..E 

AIl GIS data 

The above files are imported to Postcards via the interface software. 
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PROCESS CHART FOR POSTCARDS REVISION 

DATA COLLECTION MAPS 

1 ~ 4 !l<f 
05104195 20101195 20101195 

TRAFFIC A-Z 

3 Od 5 /Od 
25/04195 125104195 20101195 /20101195 

- 1 r 
CURRENT WALKS PAF 

2 10d 6 !Od 
25/04/95 125104195 20/01195 120101/95 

I 

GIS DIGITISATION 

7 6w 
26104/95 06106195 

., ~, 

WORKLOAD VALIDATION 
EVALUATION 

9 11w 8 lw 
14106195 120/06195 07/06195 13106195 

POSTCARDS 
PLOTTING 

10 11w 
21106195 127106195 

CHECKING AND 
EVALUATION 

11 11w 

28106195 \04107195 
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lay. April 6 1995 : _ rcuteslSO 

: 0024 ClASS : CYCLE DELIVERY : FIRST START OF DAY: 05h45 

-------------- ------------------ PREPARATION 65.59 06"50 
TRSP .-DOE : CYCLE TRSP TO 10.33 07,,00 

OEL BUS LENGTH STREET OEL.PTS FLATS TRAF-N TRAF-L PREP. OELIV. RELAY WEIGHT TOTAL 

.- --- --- ------- --------------- ------- ----- ------ ------ ------- ------- ----- ------ -------
!HE1 lS N 193 HAWKSloORTH LANE 8 0 22 0 2.21 4.91 ( 0.3) 7.12 07"05 

IHE lS N 231 HAWKSWORTH LANE 41 0 113 0 11.30 8.31 ( 1. 7) 19.61 07"14 

IHQ lS N 104 SOUTHGATE 10 0 28 0 2.76 2.97 ( 2.1) 5.73 07"17 

IHN lS N 242 WESTGATE 16 0 44 0 4.41 9.17 ( 2.7) 13.58 07,,26 

IHL1 lS N 242 WESTGATE 8 0 22 0 2.21 5.14 ( 2.9) 7.35 07"31 
IHL lS N 73 WESTGATE 18 0 50 0 4.96 9.40 ( 3.6) 14.36 07h40 
IHJ lS N 153 WESTGATE 17 0 47 0 4.69 3.29 ( 4.2) 7.98 07h44 
IJF lS N 210 SOUTH ORIVE 7 0 18 0 1.80 4.38 ( 4.4) 6.18 07h48 
IHJ lS N 353 WESTGATE 7.58 7.58 07"56 
IJO lS N 556 SOUTHWAY 25 0 64 0 6.44 14.84 5.2) 21.28 08"10 
'HH lS N 579 WESTGATE 36 0 99 0 9.92 20.77 6.5) 30.69 08,,31 
,HQ lS N 104 SOUTHGATE 2.98 2.98 DS"34 
HE lS N 127 HAWKSloORTH LANE 4.57 4.57 08"39 
HE Z2 N 301 HAWKSWORTH LANE 10.81 10.81 08,,50 
HO Z2 N 301 HAWKSWORTH LANE 19 0 52 0 5.24 6.36 ( 1.2) 11.60 08"56 
NR 15 N 171 HAWKSWORTH LANE 7 0 19 0 1. 93 4.31 ( 7.' ) 6.2' 09,,00 
HOl lS N 171 HAWKSWORTH LANE 1 0 3 0 0.28 1.28 ( 7.4) i.56 09"02 
HF lS N 207 GREENFlE"O LANE 5 0 l' 0 1. 38 3.48 ( 7.6) 4.86 09,,05 
HG lS N 373 GREENF!ELD AVE 22 0 61 0 6.06 12.80 8.4) 15.86 09"18 
HO lS N 358 HAWKSWORiH :...ANE 6.86 6.86 09h25 

----- ------ ------ ------- ------- ---- ------- -------
DES 0 240 0 656 0 65.59 144.21 C.O 8.4 20S.80 

TRSP MODE : CYCLE TRSP FROM 11.04 09h36 

LENGTH 5.05 km . ROUT; DURATION 231.16 (min) 

EAD LENGTH 0.00 km D:ADHEAD DURATION 0.00 (min) NUMBER OF UP&BACK 5 

r DISTANCE 2.81 KI': TRAVEL TIME 10.33 MIN 

DISTANCE 3.00 KM TRAVEL TIME 11.04 MIN 
-----------

21. 36 MIN 
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Appendix F.2: 

Appendix F.3: 

Appendix F.4: 

Product Description for the Trial Offices (PI'S) 

Product Flow: Project Consolidation 

Product Flow: Process Trials and Gantt 

Process Trials Product Listings 
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Title: PRODUCT DESCRIPTION 
Proiect: WALK OPTIMISA nON 
Sta2e: PROCESS TRIAL 
Proiect Mana2er: PBIL BERQUEZ 
Author: TERRY DELBRIDGE 

Product Title: Project Reports available for each 
trial office 

Document No: 
Venion No: 
Date Of Issue: 
Pa2e No: 
File Reference: 

,= "= 

Product Reference: 

8 
1 
20-Feb-96 

1 
PTprod 

PT8 

Purpose: To record the events of each live trial for the GIS / WES and Optimisation Software; to outline 
the process. methodology. ete. involved. and to establish the benefits and problems in this approach to 
the business. 

Composition: 
11 projects in Wokingham. EC1. Plymstock. Stoke. Sudbury. Dewsbury. Eccles. Musselboro. Bishop 
Briggs. Southampton. Hampton. Each are independent projects co-ordinated centrally. Hampton in S.E 
restarted their application following CWU problems and are well behind the others. The projects arc of 
3 types. offices witb CADR, officeS with 1250 maps and Offices with neither. 
Sub products are: 2.1 Trial set up completed. 2.2 GIS network completed. 2.3 WES workload 
established. 2.4 Optimisation completed 2.5 Validation completed. 2.6 Evaluation completed and report 
Ilroduced. 

Form: 
A4 typed report for each individual office. with appendices showine the relevant data used. 

Derivation: 
End stage assessments reports. enhancement reports. base line information. Experience of the project 
team and the Project support consultant. Print outs from Postcards. CADR where available. Traffic 
DPMS reports. GIS information. planning diaries. WES information reports. 

Qualitv Criteria: 
Accelltance at each of the sub product end stages and of the final routes by the PAT; 
Are the routes acceptable to the User? Is the validation over each route acceptable +/·10% 
Outline the basis of savinos at each office :lgainst the start_position. 
Quality Method: 
Validate a random samllle of routes (50%) and compare the total route hours with that calculated by 
WES and Postcards. 
Explanation of the benefits to the PAT. 

Product M:lDaeer: Terrv Delbridge 1 QR. Date: J Comlllelion Date: 
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CONSOLIDATED 
REPORT 

PROCESS TRIAL 1---, 
PT17 PS 

WOKINGHAM 
TRIAL REPORT 

W10 

DESK TOP 
ANALYSIS 

REPORT 

TO 

DTA4 LP 

CONTRACT 
DOCUMENT 

PS16 AB 

I-

PROJECT CONSOLIDATION 

HELP & SYSTEM 
SUPPORT 
STRATEGY 

PC1 TO 

TECHNICAL ADVICE 
FOR TRAINING & 

IMPLEMENTATION 
STRATEGY 

PC2 LP 

EA COMPLIANCE 

PC3 TO 

TRAINING 
STRATEGY 

IMPLEMENTATION 
STRATEGY 

EVALUATION OF 
POTENTIAL FOR USING 
WALK OPTIMISA TION 

SOFTWARE FOR OTHER 
THINGS 

PC6 LP 

PC5 TO PC4 TO 

BUSINESS CASE r---------------~--~~::::::::::::::::::::::::~ 
PC7 PS LEGEND: 

CODE NO'S = PRODUCTS 
INITIALS = PRODUCT MANAGER 
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11 

SUPPORT FOR 
WES 

PT1 LP 

WES 
DOCUMENTATION 

(SYSTEM 
INSTRUCTIONS) 
PT2 LP 

I 

WES DATA 
COLLECTION(DATA 

INSTRUCTIONS) 
PTJ lP 

TECHNICAL 
SUPPORT 

(ACCURACY 
CHECK) 

PH 

I 

DPMS 
WORKLOADS 

lP 

PT. LP 

I 

BASELINE DATA 
COMPLETE 

PT6 TO 

I 

BENEFITS 
ESTABLISHED 

PT1 TO 

I 

TRIAL SIZE 
REPORTS 

PTa TO 

GIS STRATEGY IN 
RELATION TO 

WALK 
OPTlMISA TlON 

PT10 TO 

IDENTIFY 
ENHANCEMENTS TO 

WES AND WALK 
OPTlMISA TION . 

SOFTWARE 
PT1l 

CONSOLIDATED 
REPORT 

PT17 TO 

TO 

USER GROUP 
ESTABLISHED 

PT9 TDI-----------------------------~ 

I I 

WES ROLL OUT 
DEVELOPMENT 
REQUIREMENTS 

PT12 LP 

BEST PRACTICE 
METHODOLOGY 

DESIGNED 
PT16 TO 

BEST PRACTICE 
FOR REVISION 

DA TA COLLECTION 

PT13 LP 

ASSESSMENT OF 
CLERICAL 
OUTPUTS 
REQUIRED 

PT14 LP 

LEGENP: 
PT NO'S " PRODUCTS 

KEY SYSTEM 
DEPENDENCIES 
UNDERSTOOD 

DT15 TO 

INITIALS" PRODUCT MANAGER 



ID Nam~ 

'1.'·rr~ila~I~C~o!~1I111 !!!~~~~----------l ----11----
Suppon for WES (PTI) 

3 WES~¥!te~ DocumentationJPT~ 

4 Technical ~~l'l'vll (Accura"y r-L ";) (PT3) 

5 ___ ~PMS Workloads(P~ 
--------1 

6 Baseline Data Compi"I"rl (PT6) 

7 __ Benefits Established (P.I7) 
----I 

8 Trial Site RellonsJPT81 
User Group Activity 

---to -- --I U~~~ G;~~;pE~i~blisl~ed(PT9f----
9 

11 Meeting by : 

12 MeetilllLby: 

J3 Meeting by :. 

14 GIS Sl1al"oY in Relation to WO (PTIO) 
IS--Enhancements W" -n (PTII) 

16 Development Reqs' Identified _(PTIJ) 

17 Best Practice for Revision Data (PT! 3) 
-------11-------------------~--~--I 

18 c:ler!~~I_gl~tP.~~_!~:n!.i!i~d (P~!~) __ : _____ _ ---- ---

_19___ ___ ~:.;:~"'~ctl."~~mn~~~:.~~. (~PT'I~ S).)~ __ I 
20 _____ l!e~!..!'Lacti~e_~~~~9~ology ~e~~~~~~(~_TL 
2 I Consolidation 

--- ----- - - ----- ---- -- ----------------------1 
~2 ConsolidaledY.epnrt (PTl7) 

1912 I 26121 413 111/3 118/3 12S/3 1/4 I 8/4 I IS/4 12214 129/4 I 6/S I 13/S I 20/S I 27/S I 316 110/6 

T 

. 
, I 

~~~~~~~~I~ 

I 

I 

I .... .... 

• • • • 

• PIOjt:ct Trial (stage) Critical Progress Summary • 

Date~2J~~_(:P~T1~-M~P~p)~ __ l~No~n~cr~itic~a~' ~~~~~~~M~ile~st~on~e~.~ ____ ~R~OIl~ed~U~P_O~ _______________________ ~ 
Page 1 Desk Top Analysis (DTA1) 
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· PRODUCT LISTINGS - PROCESS TRIAL STAGE 

PRODUCT TITLE 

Updated version 2 • 09/0~/96 I 
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Appendix G.2: 

Appendix G.3: 

Appendix G.4: 

Appendix G.5: 

Current Walk Data 

Hand Drawn Map 

Walks Optimised atJ50 Minutes 

Proposed 1 st Delivery Walks 

Results 
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SU~lMAR Y of RESULTS 

Q ofS 

Walks Achieving Q of S 
. % Achieving Q of S 
. Walks Failing Q of S 
% Failing Q of S 
Ave. Mins Failing Q of S 
Delivery Span Std. Deviation 

TRANSPORT 

Mode Out % 
Van 60 94 
Public I 2 
None 3 ; 

DELIVERY 

Mode Walks % 
Foot 60 93.75 
Cycle 4 6.25 

ZIGZAG 

Total No. of Codes Zig Zagged 

Total No of Delivery Codes 

In 
48 
1 
15 

28 
45 
34 
55 
o 
o 

% 
75 
2 

23 

NIK % of Codes Zig Zagged NIK 

5829 
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iUe!"'day. /"\ay -: 1996 Global opt. 150 minu't.eS at. 78 items/1b and 98: EP 

O~"'ZVE~Y S::NS:. TRA=":. 7R~~::. 0R::~. 

#;"7:: :";'SS OOINTS .= ... ;'TS ::C-::S f-OOi{"",.:._ :..ARG~ ":'!ME 

,- 000, F007 
2- 0002 F007 
,)- C003 ::X~ 

-- 000' ;CC7 
:-- :X:C5 :v.::
;- 0006 FCC 

0007 ,CC7 
i- 0008 FOO
,- 0009 FCC7 
- 0010 FOOT 

OOi i .=CCT 

00~2 ::0:::)';-
00:3 FCC7 

:- 0014:. i='CC7 

~- OO~ 5 ~OO~ 

- 0016 =CC7 
00:7 =CC, 

_ 0018 rooi 
-- 001 9 F007 

0020 =CC7 

002, ='X, 

:C22 'CC 

CG25 =·:C7 

OC25 i='OC: 

003i ;:C7 
0:)32 ;:C07 
C"7~ =007 
~~3.: ;:C~ 

::35 ;OC-
0036 =X7 
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0038 FOOT 
0039 ,OOT 
01)40 F007 
:;0.: '; =CC~ 

00'2 FCCT 
00'3 rCCT 
004< F007 
0045 FOO7 

01)46 "X)7 
:::0':; ;OC7 

004C 1'007 
CO~9 ;007 

CC5C FCC':' 

005', rOOT 

0052 'CC, 
0053 ;0:7 
005< F007 
0055 F007 
005e Fooi 

C057 rcor 

OCSS FCC7 
:C59 =CC 

:06e rOO":' 

28, 
3,9 

356 
433 
':27 

<46 

42i 
239 
402 

59 

376 
6 

55< 
335 
575 
544 

589 
5<0 
6,9 

5<3 
393 

S9C 

495 

550 

'i2 
577 

462 

390 
;.19 

522 
537 
457 

':94 

455 
515 

5,8 
460 
449 

462 
490 
<7, 

396 
453 
556 
455 
435 
452 
47.: 

'73 
486 
566 
548 

580 
506 
':10 

535 
569 
.97 

o 

c 

: 
c 
: 

c 

c 
c 
c 

22 
2 
o 
c 
c 
c 

26 

: 

.:.: 

c 

26 
,5 
c 
c 
G 

," 
" 
c 

o 
33 
2C 

9' 
33 
o 

8C 
: 

65 

o 
o 
o 
G 

: 
C 

o 
o 
o 

o 
c 
C 

C 

c 

c 

: 

: 

: 
c 
C 

o 
C 

o 
o 

° o 
c 

° o 
C 

C 

o 
o 
C 

o 
C 

o 
c 
c 
o 

556 
57~ 

sac 

5". S 

5i~ 

j 2 
57':' 

62: 

537 

i3: 

527 

5:: 

;sc 
513: 

55:' 

62.: 
722 
54: 

567 
955· 
gS: 
793 
759 
723 

;':2 

52E 
655 
712 

922 
1C57 

6" 
46';' 

55E 

'15 
652 
60' 

75, 

o 
o 
c 
o 
o 
c 
c 
C 

o 

o 
o 

c 
o 
c 
o 
o 
o 

c 

C 

c 
C 

o 
c 

° o 
o 
o 
o 
o 
o 
o 

20 
C 

o 
o 
o 
o 
o 
o 
o 
o 
o 
c 

22 

01002 

0,"0' 
C1h06 
OlhOO 
C,".35 
0,"0< 
0'009 
0o,,38 
01hOg 

0,,,0' 
00h02 
0,"04 
0'h09 
COhS; 
01022 
00h55 
OH'Ii4 

CO!'".59 
01h2' 

Cl:-.:>: 

Oin:7 

01h03 
1"" _-::. ...... " ... 
CCh52 

Cl "03 
OihO' 

0'h32 
01h2i 

0'''00 
ClhC3 

0'h36 
0,"49 

0'h29 
0,"25 
0,"2, 
0,,,00 

00h59 
0,",3 
0,,,,9 

0,043 
O,,,SS 0,,,,, 
COhS2 

0'hC3 
0',,2C 
011'113 

0'h07 
':lni2 

Cin2E 

;KANSPQR7 TR9 M:OE R£:..A .... :::>::'..!v=:~y :(OtiT~ DEAD r:'7:';" 

70 FRO/". TO rR~ i~M£ ~IME ~ENGTH LENGTH 7!M£ 

00",4 
00"o8 
00"07 
CO"07 
00"06 
eOh07 

00"07 
OOh06 

00"08 
00"06 
COh06 
00"05 
00no6 
00"06 
00"06 
00"06 
00"06 
00"06 
00h06 
00"07 
00"05 
COn06 
OOhOS 
:::Or,O~ 

COI'-.O' 
COh06 

COMO' 
COhOS 
eOh04 

00h04 
00h06 
00h05 
OOhO" 
OCr,OS 

COh04 
00h04 

00"0' 
00"27 
00"05 
OOhOS 

00"0' 
00"o4 
00,,1)4 

00"24 
CO"23 
00n27 
00,,1)4 

OOh1)4 

00"" 
00"04 
00,,2, 
00h27 

00,,24 

00"22 
COh'6 
00h22 

00"20 
0o,,23 

00"22 
CCh21 

00hi1 VEHIC. VEHIC. 
00"09 VEHIC. VEHlC. 
00"09 VEHIC. VEHlC. 
00h07 VEH!C. VEHIC. 
00"07 VEHlC. VEH!C. 
0o,,09 VEHlC. VEH!C. 
OOh07 VEHIC. VEH!C. 
00"06 VEHIC. VEHlC. 
0o,,07 VEHlC. VEHlC. 
00h06 VEHlC. VEHIC. 
00n07 VEHIC. VErI!C. 

00h07 VEHIC. VEH!C. 
00"06 VEHiC. VEH!C. 
00h05 VEHlC. VEHlC. 
00h07 VEHIC. VEHlC. 
aOh05 VEHIC. VEHIC. 
00h06 VEHIC. VEHIC. 
00"06 VEHlC. VEH!C. 
00h06 VEHIC. VEHlC. 
00h05 VEHIC. VEHIC. 
00h06 VEHIC. VEHIC. 
00n05 VEH!C. V:'~!C. 

OOr-CE VEH!C. VEHIC. 
OOhOS VEHtC. v:::-:rc. 
00h05 VEH!C. VEHIC. 
OOhC~ VEH!C. VEH!C. 

OCh05 VEH!:::. VEl"He. 
aChO: VEHIC. VEHIC. 
OCi".C~ VE~.I:. VE:-!IC. 
00h05 VEHIC. VEH:C. 
OOhO< VEH!C. VEH!C. 
OOhC4 VEH!C. VEHIC. 

00h05 VEHIC. VEHIC. 

OOhO' VEHl:. VEHIC. 
00"26 VEHlC. F007 
0o"o5 VEHIC. VEHlC. 
00"05 VEHIC. VEHIC. 
00"03 FOOT VEHIC. 
00"27 VEHIC. FOOT 
OOh1)4 VEHIC. VEHIC. 
00h05 VEHIC. 

0o"o4 VEHIC. 
00"03 VEHIC. 
00h'3 FOOT 
00"05 FOOT 

VEHIC. 

VEHlC. 
VEHIC. 
FCCi 
F007 

00"04 FOOT VEH!C. 
0o,,0' VEHIC. VEHlC. 
00"2, VEHIC. FOO7 
00027 FOOT FOOT 
00"13 VEHIC. FOOT 
00",8 FOOT FOOT 
00"22 FOOT FOOT 
00"04 FOOT VEHIC. 
00,,1)4 FOOT VEHIC. 
0o,,03 FOOT VEHIC. 
00026 FOOT FOOT 

00"0' FOOT 
00"0' FOOT 
00n2". rOOT 
00n23 '=007 

VEHIC. 
VEHIC. 
FOOT 
FOOT 

0.0 
0.0 
0.0 
0.0 
C.O 

:.0 
0.0 
C.O 

0.0 
C.O 

C.O 

0.0 
0.0 
0.0 
0.0 
0.0 
C.O 
C.O 

C.O 
0.0 
C.C 
:.0 
0.0 
c, c 
C.O 

0.0 

C. D 
0.: 

o. ,~ 

G.O 

C.O 
C.O 

02"29 
02"26 
02"29 
02h'9 
02h30 
02h30 

02"29 
0'h36 
02", 8 
00h22 
G2h30 

02h23 
00"03 
02h26 
02h29 

C2h'6 
02!'-,30 
02h30 
02h28 
02h27 
02n29 
02"',30 
v2r,2S 

02h25 

02hlS 
02h27 

02"22 
C2h2i 
':2h15 

:2'30 
C2hlS 

02h29 
C2,.19 

~.C C2r.iS 

9.49 

8.22 
8.48 
5.02 
5.39 
7.53 
7.26 

'.90 
5.55 
: .02 
5.06 
7.66 

O. " 
5.48 
7.33 
5.43 

5.82 
7.72 
=.~6 

5.75 
',91 
:.89 
:.39 

5.71 
5, 15 

6.01 

:.:5 
C. 15 

E.3i 
5.70 

~. 5: 

i.95 

6.63 
6,61 

5.24 
6.44 
S.BS 
6.74 

5.80 
5.53 
5.75 

6.40 
5.52 
E.g7 
E.37 

i.28 

E.72 
7.2: 
:.5i 

6.55 
6.46 
6.77 
5.95 
5.3< 
5.BS 
6.29 

------ -----_. 
i. 55 

0.57 
0.98 
0.3C 
0.ge 

0.51 
C.96 
i. OS 

C.52 
O.OS 
0.60 
0.S3 
0.00 
0.23 
C.93 
0.17 

O. ,5 
0.29 
0.35 
0.12 
C.18 
1. 39 
C.3.: 
" .2S 

O.OS 

0.79 
0.52 
c.os 
C.4: 
:.21 
C.2:! 
j.17 

C." 
,.. ,::. ..... '''' 

'.38 
0.15 

0.26 
0.46 
0.60 
C.07 
0.26 
0.59 

0.'2 
0.39 
2.42 
i ,02 

0.39 
1. 60 

2.26 
0.45 
: .33 
~ . 13 

0.33 
C.36 
0.54 

0.27 

03,,5: 

03""1 
03"4! 
03~3' 

Q4h:! 

03h'" 
03hS( 

02h2~ 

030.1 
DOnA..! 

03hSO 
03h3< 
OOhl~ 

03"'C 
03,.,5C 

03h2: 
Q4hC2 

Q3h36 
03h52 
03h37 
QAn02 

03hs.:. 

D3!':53 
03h25 
04h09 
03h30 

03h4.4 
:304C 
03h55 

03"30 
041':1C 
S31':19 

04h45 
03r.36 

0304, 
04"3, 
O4h17 
03,,3, 

03h37 
04,,05 
04h2S 
04,,30 
04"2, 
041':15 

03r.36 

03"'6 
1)4,,20 
1)4,,1)4 

1)4"'7 
05h;3 
04,,06 

03,,3< 
03n5i 
1)4,,:>: 

0.39 03"53 
C.36 -03,,57 
0.34 1)4,,23 

C.O 02n30 
0.0 02"26 
0.0 02"30 
0.0 02029 
0.0 02027 
C. 0 02h23 
0.0 02h26 
C.O 02"22 
C.O 02"29 
0.0 02"27 
0.0 02,,29 
C.O 02"27 
C.O 02"29 
C.O 02h23 
C.O 02,,30 

C.O 02"29 
C.O C2h2E 
C.O 02h28 
0.0 02025 

0.0 02"'; 
0.0 02030 
0.0 02028 
0.0 02",8 
C.O 02"25 
C.O 02"29 
C.O ~ "30' 

r.13 :.0 ! KIVl Consulting ! 



.362 F007 53~ :s : 852 C 01n35 00h20 OOh11 FOOT FCC:- 0.0 02h27 5.1. 0.11 :~.'3' 
,)5:- ~OOT 516 C : 7:;:: 0 01h22 00h13 00h21 FOOT F007 0.0 02h17 5.63 0.<:4 :.:.~ ~ ~ 

J6t. FOOT SoB 36 U 10:..0 0 01h57 00h09 00hl0 FOOT F007 0.0 o2h26 7.24 1. 32 C':'n'-2 
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Tuesaay, May 7 1996 Gioba~ Opt lSC mi~'te:> at 78 its/lb 9s: EP and chang~ 1s 

:£~rV:::RV SENS:. -;(":'.==. ~~AF=. ;JREP. 
#R7~ C:.ASS ~INTS F:..;.7: :CD~S NGR~":'_ ~i\~::: 7IM£ 

TR:'NS;JOii:7 7;S= MOD£ RE~AY DE~IVERY ~CUTE DEA: TQiA~ 

ooc· :YC~E 

0002 ::VCL, 
0003 FOOT 
COOL FCXJ7 

0005 FOOT 
C006 FOOT 
::iOe; =OCT 
0008 FOOT 
0009 FOOT 
001' FOOT 

0012 CYCL, 
OOH. FCCT 
OOi 5 =007 

0015 F007 
COi7 FOOT 
CGi8 rOOT 
0019 FOOT 
0020 'OOT 
OC2~ Foe-:-

0022 '007 
0023 FCC-:-
OG2' .=cc-:
OC25 FCC7 

:')026 .=007 

002S FCC-:-
:)C3C .=Q::Y; 

:032 

FOCi 

"';",.JC =x-
:83i FCC7 

X3S =cc-:
JC-3So ,=oo~ 

OOAO FOOT 
:)041 F007 

0042 FOOT 
J043 FOOT 
:JOA':' .=00-:-

0046 FOOT 
)047 FOOT 

JG46 FCG7 
:l049 F007 

:::50 FOOT 
:;05·, F007 

J052 FOOT 
0053 F007 

J05.: 'OOT 
:lOSS FOOT 
GCSe Foo-:
:;)057 rOOT 
J058 FOOT 
)059 FOOT 
J060 FOOT 
J06i Feci 
::J62 =0:-
-i'~ ':. -, .... ,-

433 
465 
446 
335 
352 
355 

415 

424 

562 

346 
502 
si4 

562 
523 
619 

~3 

3i3 
590 

536 
50.! 

592 
462 

'30 
50i 

390 
535 
526 
576 

'29 
49i 

40i 

515 

588 
460 
449 
4.! 7 

479 
l,9~ 

367 
460 
553 
53C 
479 

a. 52 

434 

509 
48.:: 

595 
548 

580 
530 
373 
549 

504 

4SS 

53~ 

c 

c 
c 
o 
c 
o 

2 
o 
c 
o 

4 

1 C~ 

3C 

c 
o 

25 
15 
: 

o 

c 
c 
C 

33 

20 
o 

94 

33 
o 

8' 
o 
C 

56 
o 

c 
c 
o 
o 
o 
c 
o 
c 
o 
o 
o 
o 

o 
o 
c 
o 
c 
c 
c 
o 

c 
.-. 

c 

c 
c 

C 

o 
o 
o 
o 
o 
o 
o 
o 
o 
o 
o 
o 
o 
o 
o 
o 
o 
o 
o 
o 
c 
o 
o 
c 

522 
~, , 

555 
56': 

59' 

622 
577 

527 

527 
-. ~ 

,. " 
" .' 

/ ....... 

9a: 

5; :3 

62' 
55t; 

540 

557 

&:.3 

951 

632 

7SS 
735 

539 
550 
88S 
712 

937 

1062 

571 

485 
555 
715 
700 
552 
563 
785 
653 

Te FRCM iC ~ROM 7IME TIME ~ENGTH LENGTH 7!ME 

C Cl hOg 

C 01h04 
o 01h11 
C :lhOO 
o OH:35 

o 01h04 

:: COhS' 
o 01 h04 
o 01 hOt. 
e 01 h05 

o 01hl0 
C 01h04 

::; 01h14 

o 01h02 
e 01 h20 
o 00h52 
o 01hl0 
C DOhS9 
C 81 h24 

o 00h59 
C Oi h2C 

00h20 
OOh19 
00h06 
00h06 
COh07 
eOh07 

DOh06 
00h06 
00h07 
00h06 
00h14 
00h05 
00h05 
00h05 
00h06 
00h05 
OOh06 
00h05 
00h05 
00h05 
COhes 

:, hG2 COh05 

c 

c 

Oi hOg OOhas 

::1h20 00n04 
C:hi7 COh05 

01h02 

Ji:-'3'i 

GDr-.52 

01h23 
elM49 

COh06 
00h22 
00h04 
aOh05 
00h23 

'-' C i h02 COhC4 

C OOh56 00h05 

" 01h32 00h27 
C 0;h14 00h27 
o O;hOO OOh04 
o 01h03 00h04 
o 
o 
o 
o 
o 
o 
o 
o 
o 
e 
o 
o 

20 
o 
o 
o 
o 
o 

23 
o 

01h34 
01h45 
011-.33 

01h29 
01h22 
01hOO 
01h02 

01h39 
01h19 
01h44 

01h56 
01h15 
OOh5.: 
01h03 
01h20 
01h19 
01h02 
01h14 
01h28 
011"114 

01035 

00h04 
00h05 
OOh14 
00h15 
00h27 
00h04 
00027 
00h20 
00h;3 

00h20 
00h24 
00h27 
00h22 
00h15 
00.,15 
00h15 
00h19 
00h22 
00h18 

CC:"'l" 
cc .... ~; 

,-vr, :
"" .. -.. roy .... ~ 

.... 1.. ... :. 

00h19 :YCL~ CYCL, 
00h08 VEH':. VEHIC. 
DOh07 VE~::. VEH~C. 

00h06 VE~!:. VEHiC. 
OOr:C9 VE~Z:. VE:-!~C. 

00h06 V£~::. VEHIC. 
00h06 VE~i:. VEHIC. 
00h08 VEH!C. VEHIC. 
00h07 VEH!C. VEHIC. 
00hi7 CYCL: CYCLE 
00h06 VEHIC. VEHIC. 
00h05 VEH!C. VEHIC. 
00h05 VEHIC. VEHIC. 
00h05 VEH!:. VEHIC. 
00h05 VE~rC. V:HIC. 
00h06 VEHl:. VEH!C. 
OOh07 VE~::. VEHIC. 
00h06 V£~!:. V~;-;l:. 

00h06 VEHI-::. VE;.·ne. 
00,",,06 V~H:-:. VE.L.HC. 

00h05 VE~::. VEHI:. 

00h05 V~:'--i::. VEH.iC. 

aOhOS V~:-:Z:. V~~:C. 

OOhOS V~~::. VEHIC. 
aOhOS VE~r-:. V~HiC. 

OOhO' VEi-:::. VEriIC. 
aOhOS V£.~;:C. V£HiC. 
00h05.'007 V~HI:. 

OOhO':' V~ri:::. V~o.:i:. 

OOhOS VE""iIC. VEHIC. 
00h04 ,007 V~HIC. 

OOhO':' VS~Z:. VE~IC. 

aOhaS VEHIC. V~i-!IC. 

00h03 F'CCT VEHIC. 
00h25 FOCT ,OCT 
00h04 VEHIC. VEHIC. 
OOh04 VEHIC. VEHIC. 
00h04 VEHIC. VEHIC. 
00h04 VEHIC. VEHIC. 
00h2l, rooi 
OOhOl rOOT 

OOhO' FOOT 

FOOT 
FOOT 

VEHIC. 
OOhOl, VEHiC. VEHIC. 
OOhO, rooi VEHIC. 

00h21 FOCT FOOT 
00h04 FOCT VEHIC. 
00h21 FOOT FOOT 

00h23 FOOT 
00h24 ;OOT 
00h04 FOOi 

00h03 ,OCT 

00h25 '00' 
00h04 F007 
00h26 FOOT 
00h21 FOOT 
00h2~ rocr; 
00h14 'OOT 
00h1' 'CC7 

·FOOT 

FOOT 
VEHIC. 
VEHIC. 
rOOT 
VEHIC. 
FOOT 
rOOi' 
FOOT 
=CCi' 

'OOT 

0.0 
0.0 
0.0 
0.0 
C.O 

C.O 
C.O 

0.0 
0.0 
0.0 
0.0 
0.0 
0.0 
0.0 
0.0 
0.0 
C.O 
C.O 
0.0 
C.O 

0.0 
C.O 

02h22 
02hl0 
02h18 
02h20 
02h30 
02030 
01h58 
02h27 
02h03 
02hl0 
02h19 
02h29 
02h24 
02h22 
02h26 
02h27 
02h29 
021"127 
02h29 
02hl0 
:2h25 
02h30 
02h30 

:.0 02028 
0.0 02h29 
C.O 02h27 
C.O 02h24 
C.O 02h30 

C.O 
C.O 

C.O 
0.0 

C2h21 
C2h23 
G2h25 

02h30 
G2h2i 

C.O 02h30 
C.O 02h25 
C.O 02h29 
0.0 02h28 
0.0 02h28 
C.O 02h28 
0.0 02h21 
0.0 02h27 
C.O 02h28 
0.0 02h14 
0.0 02h29 
0.0 02h28 
0.0 02h23 
0.0 02h30 
0.0 02h30 
C.O 02h27 

0.0 02h28 
0.0 02h30 
0.0 02h25 
0.0 02h30 
c.o 
0;0 
0.0 
0.0 
0.0 

02h30 
02h27 
02h21 
02h30 
02h28· 

14.07 

8.85 
5.01 
5.05 
S. ;3 

7.53 
5.84 
7.25 
5.99 
5.24 
7.60 

5.61 
5.91 
5.82 
5.57 

7.26 
5.58 
E.75 

5.25 
5.39 
5.62 
5.11 

3.2' 
'.20 
0.32 
C.33 
0.50' 

.... ::: 

C.56 
i.35 

C.34 
0.42 

0.33 

" -""." . 
O. ': 
0.09 
0.34 
C.29 

C.12 

C.1e 

C. 7~ 

C.3-! 

C.55 

0.05 

04025 

03nSi 
03h42 
03h32 
041"l16 

::J3hAS 
C3n04 

~3n" 

03h20 
03h28 
031'.58 
:3h':'.3 
03h45 
03h34 
:3h57 
03h28 
C3h4; 

:i3r.37 

D4:"'102 

03hi8 

:305.: 
04nO", 

5.17 C.S6 O~"'3 

5.35 
5.35 
5.85 
5.65 

::.31 

E.54 

E.94 
5.97 
7.96 
5.78 
5.23 
5.24 
5.15 
5.97 
5.81 
5.66 
5.49 
5.43 
7.89 
5.50 
5.87 

5.92 
5.21 
E.72 
E.75 

7.22 
5.95 
5.92 
6.77 

5.00 
5.81 
6.23 
6. i 1 

5.86 

C.E~ 

0.09 
C.67 
C.2~ 

C.39 
~. se 
C --·.0 .. 

0.22 
, • 4.S 

C • .!5 

O. Si 

0.45 
0.10 
0.15 

0.33 
0.67 
0.21 
0.15 

1. 99 

0.59 
C.20 
0.29 
0.i3 
C.45 
0.83 
0.94 

0.50 
C.47 

C. 5.: 
C.33 
C.39 
0.56 
0.15 
0.52 

03hU 
03h52 
03i"t55 
03h33 
C':!i25 

G3h23 
04nO~ 

04i"t36 
C3h3S 
C3h31 

C4n3i 

04h33 

03h35 
03h38 
04h02 
04h20 
04h37 

03"59 
04020 
03,,35 
03h5.: 
04h48 

04"05 
041":5~ 

05h12 
041"135 

03h4.4 
03h51 
04h29 

04h03 
O4h07 
04h25 

..Q4h34 

:.0 02h29 6.45 0.57 04,,08 
~41'130 RM Consulting I • 
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Office LONGTON Division: MIDLANDS Date: 29/04/96 

DAM Are:! STOKE Postcodes: ST 3 & ST 11 

1st DELIVERY Current 150 Mins Proposed 
Tot.l Cost Tot.l Cost % Di£!. Tot.l Cost % Di£!. 

WALK 64 M?tt~~km:.,,\j 66 3.13 66 __ w4~i 3.13 

PREP HRS 82.87 421.79 82.87 421.79 0.00 82.87 421.79 0.00 

T'SPORTHRS 9.10 46.32 12.28 62.52 34.98 12.28 62.52 34.98 

DELV.HRS 162.65 827.89 158.62 807.36 -2.48 158.62 807.36 -2.48 

Q of so;. 45 t~hftAf~t1m 100 '~M'@.M 121.43 100 .~1i?*i 121.43 

1st Del. DW Kms No Value ior First Delivery Available 

% ZIGZAG No Value for First Delivery Available 

2nd DELIVERY Current 150 Mins Proposed 

Total Cost Total Cost % Di£!. Total Cost % Diff. 

WALK 54 f~W(tlWbl11¥ttt 31 .'*_i~1 -42.59 31 14t&&lmt-wt -42.59 

PREP HRS 7.43 ji.S4 7.43 j7.84 0.00 7.4j j7.84 0.00 

T'SPORTHRS 6.98 35.55 4.43 22.57 -36.52 4.43 22.57 -36.52 

DELV.HRS 55.42 282.07 J4.35 174.84 -38.02 34J5 174.84 -38.02 

1st Dd. DW Kms No Value for First Delivery Available 

%ZIGZAG No Value for First Delivery Available 

N.B The data used for the benefit sheets has been atracted from the Walk Optimisation Software 

Statistics, the values used are accurate to two decimal places 

2nd Delivery Current Dat. obtained from Delivery Office Statistics 



Office LONG TON Division: MIDLANDS D~te: 29/04/96 

DAM Area STOKE Postcodes: ST 3 & STll 

DAILY TOTAL Current 150 Mins Proposed 
Tot~1 Cost Total Cost % Diff. Total Cost % DiII. 

PREP HRS 90.30 459.63 90.30 459.63 0.00 90.30 459.63 0.00 

T'SPORTHRS 16.08 81.86 16.72 85.09 3.94 16.72 85.09 3.94 

DELV.HRS 218.07 1109.96 192.97 982.20 -11.51 192.97 982.20 -11.51 

1st Del. DW Kms No Value fa, First Delivery Available 

TOTAL 1651.45 1526.92 -7.54 1526.92 -7.54 

WEEKLY TOTAL Current 150 Mins Proposed 

Total Cost Total Cost % DiU. Total Cost % DiIf. 

PREP HRS 534.37 2719.93 534.37 2719.93 0.00 534.37 2719.93 0.00 

T'SPORT HRS 89.52 455.64 95.87 487.96 7.09 95.87 487.96 7.09 

DELV.HRS 1252.98 6377.69 1123.45 5718.36 -10.34 1123,45 571 8.36 -10.34 

1st Del. DW Kms No V.be fo, First Delivery Available 

TOTAL 9553.25 8926.25 8926.25 

ANNUAL TOTAL Current 150 Mins Proposed 

Total Cost Total Cost % Diff. Total Cost % Diff. 

PREPHRS 27080.63 !j7840.42 27110.37 137991.77 0.11 27110.37 137991.77 0.11 

T'SPORTHRS 4~72.45 22764.77 4841.45 24642.98 8.25 4841.45 24642.98 8.25 

DELV.HRS 63074.50 321049.21 56862.53 289430.29 ,9.85 56862.53 289430.29 -9.85 

1st Del. DW Kms No Value for First Delivery Available 

TOTAL 481654.40 452065.04 452065.04 



Office Longton Division: 

DAM Area Stoke Postcodes: 

PROPOSED 1st DELIVERY WALKS 

Walk No. 

1 

2 
3 
4 

5 
6 
7 
8 
9 
10 
11 
12 
13 
14 
15 
16 
17 
18 
19 
20 
21 
22 
23 
24 
25 
26 
27 
28 
29 
30 
31 
32 
33 
34 
35 
36 
37 
38 
39 
40 
41 
42 

.'tlode 

of 
Delv 

c 
C 
F 
F 
F 
F 
F 
F 
F 
F 
C 
F 
F 
F 
F 
F 

F 
F 

F 
F 

F 
F 
F 
F 
F 
F 
F 
F 
F 
F 
F 
F 
F 
F 
F 
F 

F 
F 
F 

F 
F 
F 

Mins 

on 
Delv 

142.00 
130.00 
D8.00 
140.00 
150.CO 
150.00 
118.00 
147.00 
123.CO 
DO.CO 
139.00 
149.00 
14';'.00 
142.00 
146.~0 

147.00 
149.00 
147 :~O 
149.00 
130.00 
1+5.00 
150.00 
150.CO 
148.00 
149.00 
147.00 
144.00 
150.00 
141.00 
143.00 
145.00 
150.00 
141.00 
150.00 
145.00 
149.00 
148.00 
148.00 
148.00 
141.00 
147.00 
148.00 

."lins diff 

From 
150 span 

-8 
-20 
-12 
-10 
o 
o 

-32 
-3 

-27 
-20 
-11 
-1 

-6 
-8 
-4 
-3 
-1 
-} 

-1 
-20 
-5 
o 
o 
-2 
-1 

-3 
-6 
o 
-9 
-7 
-5 
o 
-9 
o 
-5 
-1 
-2 
-2 
-2 
-9 
-3 
-2 

Q ofS 

y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 
y 

Dead 

Walk 
Km's 
3.21 
1.20 
032 
0.33 
0.54 
0.51 
0.68 
1.35 
0.34 
0.42 
0.33 
0.21 
0.10 
0.09 
0.34 
0.19 

0.63 
0.12 
0.18 
0.71 
0.34 
0.66 

·0.05 
0.56 
0.81 
0.09 
0.67 
0.21 
0.39 
0.88 
0.67 
0.22 
1.48 
0.45 
0.51 
0.46 
0.10 
0.15 
0.33 
0.67 
0.21 
0.16 

Midlands Date 01/05196 

ST3, ST11 

TRANSPORT 

Mode 

N 
N 
V 
V 
V 
V 
V 
V 
V 
V 
N 
V 
V 
V 
V 
V 
V 
V 
V 

V 
V 
V 
V 

N 
V 
V 
N 
N 
V 
V 

V 

V 

V 
V 
V 
V 

V 
V 
V 
V 

V 

N 

Mins 
To 

20.00 
19.00 
6.00 
6.00 
7.00 
7.00 
6.00 
6.00 
7.00 
6.00 
14.00 
5.00 
5.00 
5.CO 
6.00 
5.00 
6.00 
5.CO 
5.00 
5.·JO 
5.Ca 
4.00 
4.00 
6.00 
5.00 

5.00 
4.00 

5.00 
6.00 

22.00 
4.00 
5.00 

23.00 
4.00 
5.00 

27.00 
27.00 
4.00 
4.00 
4.00 
5.00 
14.00 

Mins 
Mode From 

N 36.00 
N 19.00 
V 8.00 
V 7.00 
V 6.00 
V 9.00 
V 6.00 
V 6.00 
V 8.CO 
V 7.00 
N 17.00 
V 6.CO 
V 5.00 
V 6.00 
V 6.00 
V 5.00 
V 6.00 
V 7.00 

V 6.00 
V 6.00 
V 6.00 

V 5.00 
V 5.00 

V 4.00 
V 5.00 
V 5.00 
V 5.00 
V 4.00 
V 5.00 
N 5.00 
V 4.00 
V 5.00 
N . 4.00 
V 4.00 
V 5.00 
N 3.00 
N 26.00 
V 4.00 
V 4.00 
V 4.00 
V 4.00 
N 24.00 

Prep 

Mins 

69.00 
64.00 
71.00 
60.00 
95.00 
64.00 
54.00 
64.00 
64.00 
66.00 
70.00 
64.00 
74.00 
62.00 
80.00 
52.00 
70.00 
59.00 
84.00 
59.00 

80.CO 
86.00 
69.00 
96.00 
62.00 
69.00 
80.00 
77.00 
63.00 
97.00 
52.00 
83.00 

109.00 
62.00 
58.00 
92.00 
74.00 

60.00 
63.00 
94.00 

106.00 
93.00 



Mode Mins Mins diff Oe3d TRANSPORT Prep 

W3lk No. oE on From Q oES Walk Min. Mins 

Oelv Oelv 150 sp3n Km's Mode To Mode From Mins 

43 F 134.00 -16 Y 1.99 N 16.00 N 1.00 89.00 

44 F 149.00 -1 Y 0.69 N 27.00 N 4.00 82.00 

45 F 148.00 -2 Y 0.20 V 4.00 V 4.00 60.00 

46 F 143.00 -7 Y 0.29 N 27.00 N 00 62.00 

47 F 150.00 0 Y 0.73 N 20.00 N 21.00 99.00 

48 F 150.00 0 Y 0.45 N 13.00 N 4.00 79.00 

49 F 147.00 -3 Y 0.83 N· 20.00 N 21.00 104.00 

50 F 148.00 -2 Y 0.94 N 24.00 N 23.00 118.00 

51 F 150.00 0 Y 0.50 N 27.00 N 24.00 75.00 

52 F 145.00 -5 Y 0.47 N 22.00 N 4.00 54.00 

53 F . 150.00 0 Y 0.54 N 16.00 N 3.00 63.00 

54 F 150.00 0 Y OJ] N 15.CO N 26.00 80.00 

55 F 147.00 -3 Y OJ9 N 15.00 N 4.00 79.00 

56 F 141.00 -9 Y 0.66 N 19.00 N 26.00 62.00 

57 F 150.00 0 Y 0.15 N 22.00 N 21.00 74.00 

58 F 148.00 -2 Y 0.52 N 18.00 N 21.00 88.00 
59 F 149.00 -1 Y 0.57 N 14.CO N 14.00 74.00 
60 F 149.00 -1 Y 0.21 N 17.00 N 11.00 95.00 
61 F 142.00 -8 Y 0.75 N 21.00 N 18.00 81.00 
62 F 144.00 -6 Y 0.98 N 4.00 N 4.00 105.00 
63 F Di.OO -13 Y 0.39 N U.CO N 16.00 59.00 
64 F 148.00 -2 Y 0.93 N 11.00 N 12.00 89.00 
65 F 127.00 -23 Y 0.53 N 4.00 N 12.00 65.00 
66 F 134.00 -16 Y 0.05 N 5.00 N 13.00 66.00 

Tot31 9517.CO -383.00 36.06 737,':0 633.00 4971.00 

RM Consultin 



SUMMAR Y of RESULTS 

QofS 

Walk. Achieving Q of S 
% Achieving Q of S 
Walks Failing Q of S 
% Failing Q of S 
Ave. Min. Failing Q of S . 
Delivery Span Std. Deviation 

TRANSPORT 

Mode 
Van 
Public 
None 

DELIVERY 

Out 
36 
o 
30 

Mode Walks 
Foot 63 
Cycle 3 

ZIGZAG 

% 
55 
o 
45 

~'O 

95.45 
4.55 

Total No. of Codes Zig Zagged 

Total No of Delivery Codes 

In 
35 
o 

31 

66. 
100 
o 
o 
o 
7 

53 
o 
47 

1085 

3591 

% of Codes Zig Zagged 30.21 

-~.-~ - ------

RM Consultin 



APPENDIX H: 
ANALYSIS AND DESIGN PHASE 

Appendix H.!: 

Appendix H.2: 

Appendix H.3: 

Appendix H.4: 

Product Flow: Project Consolidation 

Product Flow and Breakdown: Implementation 

Strategy 

Workload and Staffing Assumptions 

Ongoing Maintenance Plan 
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CONSOLIDATION AND MANAGEMENT STAGE PRODUCT FLOW 
VERSION 2.0 14110196 

r~ .. - cm1 I 
L-..., ____ . 

, 
I 

i Management of Project following 
--.------- PRINCE 1--------, 
! 
I 
i 

i Co-ordination 
; Co-ordination I of Stage 

, Manager : of PAT Activity 
em9 I Activity 

, cm3 
I 

Development 
of IR Platform 

cm8 

cm21----

r'--~--' 
I C d· . ; a-or mation 
I of OR Panel 
i Activity 

cm10 

Cost'Benefits 
Analysis 

cmSa/b 

-. -~ Consolidation of 

---~ 
Stage Manager 

Products 
cm11 

Business Case 
cm12 

Co-ordination 
of User 

Reference 
Group Activity 

cm7 

. , 
i 
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IMPLEMENTATION STRATEGY OEVELOPMENTSTAGE PRODUCT FLOW 
VERSION 2.014/10196 

Setup 
Plan 

ID1 

r 
--~ 

I 
I 

Systems Plan 
104 

I 
I..... 

I 

Business Plan 
102 

-
Support Plan 

105 
Hardware Plan People Plan 

I 

'---------~ 
! 

Communications 
Plan 

109 

106 

I 
I ..!. .,;. 

Outline Plan 
107 

Roll Out Plan 
1012 

FINAL 
STRATEGY 

PLAN 
1013 

103 i 

I 
i 
I 

-, 

, 
~ 

Re-Re 
Process Plan 

PI 
vision 
an 

108 !...' ____ 10_1_0"-

I 
I 
I 

Liaison with 
other Stages & 

Products 
1014 



Product: 
IDt 

Product: 
ID2 

Product: 
ID3 

Product: 
ID4 

Product: 
ID5 

Prod uct 
ID6 

Product 
ID7 

Product 
ID8 

Product 
ID9 

Product 
IDtC 

Product 
ID 11 

WALK OPTIMISATION ANALYSIS & DESIGN PHASE . 

Walk Optimisation Phase 2 Product Breakdown 
Implementation Strategy Development Stage 

Set Up Plan 
- Initial Plans complete 
- User Group Meetings Organised 

Business Plan 
- Roll Out Plan Complete 
- Resources Plan 

People plan 
- Training Plan Complete 

SYstems Plan 
- WES Software Plan 
- GIS Plan 
- WO Plan 
- Upgrade Plan 
- IS Infrastructure Plan Integration 
- Dependent Projects Plan 
- Pilot New Software Plan Complete 

Support Plan 
- Help Desk Plan 
- Central Co-ordination Plan 
- Local Support Plan 
- User Group Plan 

Hardware Plan 
- Hardware Plan 
- Infrastructure Provision Plan 

Outline Plan 
- Outline. Strategy Designed 
- Impact Analysis Complete 

Re - revision Plan Completed 

Communication Plan Completed 

Process and Documentation Plan Complete 

Da ta Plan Complete 



Product 
!D12 

Product 
!DB 

Product 
!D14 

,-"-WALK OPTIMIsATION ANALYSIS & DESIGN PHASE 

Local Roll Out Plan by Division 

Final Strategy Plan 

Liaison with other Stages and other Products 

Terry /)"I/"id~('. 14110/%, I'rodl/el IIr""kdown 

I 
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Walk 0 timisation Im lementation Strate : Location Vs Cost 0 tions 

WORKLOAD & STAFFING ASSUMPTION 

1. Current Divisional Planning Rosource temolate :-

Grade I London SICen tral Anglia SNI . 

Division 
I SE I SW2 I :-lE I Mids I NW2 

JV2 6 I 
~V3 9 12 6 -I 10 I 8 1 9 

TV4 I I 
IV5 12 20 16 17 13 11 ; 16 
Pipeline 18 
Planners 
Totals 21 18 32 22 27 23 I 19 6 25 
Grand Total 193 

Notes: 
I. It is still not clear if this representS the definitive divisional position. 
2. Clarification on the roles & responsibilities of the template is being sought. 
3. Planning is based on H weeks weeks per annum to cate: for ."'L. training etc .. 

2. Rate of Progress Assumptions:-

Based on ,he .lSsumptions that:-

• Phase 1 revisions - will each take six months. This is primarih' due to the fact 
that this phase will be the Pilot and all the learning curve issues which will need 
to be addressed; 

• Phase 2 revisions - will take on average three months. Planning resource will be 
familiar with the system & robust processes will be in place; 

• Phase 3 re-r.·isio1/s - will take on average (Wo months. Primarily the smaller offices 
& those with initial IR difficulties (which should no longer be re[e..·ant) 

• In general. an average of 50 major revisions scheduled per Division per year is a 
manageable. 

The following scenario has been developed which :-

• grosses up working weeks into staff requirementS; 
• Provides an early indication on the project progress. 

Scenario 1:-
44 working weeks per annum & standard timescale per phase 

Phase 1 2 2 3 3 

Elapsed time since 0- 6 6 - 18 18 - 30 30 - 42 42 - 54 
'go live' Months Months Months Months Months 

Applications 45 464 464 476 476 

Staff requirement 45 137 137 94 94
1 

I 



2. Conti .. 
Rate of Progress Assurn[!tions: sensitivity analysis 

Three further scenarios are considered below :-

llScenario 2:-
!Timescales for revisions reduced as follows:· phase 2 revisions reduced to 2.5 
I elapsed months & phase 3 projectS reduced to 1.5 months each. 

I Elapsed time since 0- 6 6 - 18 18 - 30 30 - 42 42 - 54 

I I 'go live' Months Months Months Months Months 

Staff req uiremen t 45 114 114 70 70
1 

!IScenario J:- . 
143 working weeks per annum & standard timescale per phase I 
! Phase 1 2 2 I } I 3 ! 
i Elapsed time since 0- 6 6 - 18 18 - 30 I }O - 42 42 - 54 

I 
I 
I 

!I 
I go live' Months Months Months ~lonths Months 

i Applications 45 464 464
1 

476\ 4761 
I , I 
! 

Staff requirement 45\ 140 1401 96
1 

961 ! 
!I I 1 , 

i Scenario -\ :- 1 

: 43 working weeks per annum & timescales for revisions reduceci as follows :-
iphase 2 revisions redu'ced to 2.5 elapsed months & phase 3 projectS reduced to I 
1.5 months each. I . 
i Elapsed time since. 0- 6 6 - 18 18 - 30 }O ·42 42 - 54 

I 
, 

'go live' Months Months Months Months Months , 

Staff req uiremen t 45 117 117 I~ ~ol 721 

It is worth noting that all options can be contained within the existing Divisional templates 
headcount but would necessitate a redefinition of the roles. 
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Walk 0 timisation Im lementation Strate<· : Location Vs Cost 0 tions 

ONGOING MAINTENANCE PLAN 

1. Maintenance Plan 

A programme of annual auditS should be established to review and update any changes. It is 
likely that this review process will generate two categories of update requirementS :. 

= Minor change: minor consequential change to existing walks due to minor new 
developmentS. small traffic changes etc .. 

= Major change: due to substantial redevelopment, traffic growth etc .. 

It is envisaged that an audit' willl take 3 days to carry out. 

In addition to the tiine req uired to undertake the audit. the assumption is mat: 

= A minor change will be required in 50% of cases and will take 2 -:veeks w complete; 

= A major change will req uired in 20 % of cases and will take " -:veeks to complete. 

This annex considers (he s(aifing and timetable implica(ions of :he ?r,,~sed maime:1ance 
plan 

SCENARIO 1 . Minor Reviews 50%and Major Reviews 20%of 
AuditS 

Maintenance .-\ppiica,[IOIlS 1!Il pi emc n tation Audits Audit Minor Major Total 
P\;lIInt!rs S"lf ;t~vi~ws RI!Vll!W5 Maintenance 

@5iJO/O 

st.1f 

Phasel 45 45 0 0 0 
0-6mth) 

Phase 2 464 137 4S 1 1 
6·18mth) 

Phase 2 464 137 
1/18-30mth) 

509 7 12 

Phase 3 476 94 973 13 22 
30-42mth) 

Phase3 477 94 I+-!9 20 33 
1/42-54mth) 

Maintenance 0 0 1926 26 44 
(54-66mth) 

I Altllough iJvcrall13usincs~ I.!collolllics l)i !>c.llc lrc possible br combining audits of ;JPMS &. 

sal1le visit - for the purposes 01' this rcpnrt these :lore lIot considered. 

@20% staff 
stalf 

0 

1 

9 

18 

26 

35 

traffic during [he 

RM Consulting 

0 

2 

28 

53 

79 

105 

-



2. Maintenance Plan: sensitivity analysis 

The mix of major/minor revisions has been changed in the following analysis :-

SCENARIO 2 - Change Minor R~views to 40% and Major Reviews to 10% 
of Audits 

M.limCII.tIlCC Arplic;uiolls imrlcJI1ClIl.lI ion Audits Audit Minor Major To,,1 
Planncrs s .. rr Reviews Reviews M.intenance 

@40% @IO% SI,ff 
SI,ff SI,ff 

Phas~1 45 45 0 0 0 0 0 
1'0-6mthl 
Phase 2 464 137 45 I I 0 2 
6-18mthl 

Phase 2 464 137 509 7 9 5 21 
18-30mthl 

Phase 3 476 94 973 \3 18 9 40 
1'30-42mthl 
Phase] 477 94 IH9 20 26 i3 59 
42-54mthl 

Maintenance 0 0 1926 26 35 18 79 
(54-66mth) 

SCENARIO 3 - Change minor R~views to 60% and Major R~views to 30% 
of Audits 

MailltCl10lllCC Applications 1ll1plcmclIl.uiolr Audits Audit ~1inor NLijor To,,1 
PI.lilllcr's S,aif Rl!views Reviews Mainten.ilnce 

@60% @30% SI"ff 
SI"ff ""ff 

Phasel 45 45 0 0 0 0 0 
0-6mthl 

Phase 2 464 137 45 I 1 1 3 
6-18mthl 

Phase 2 464 137 509 7 \4 14 35 
18-30mth) 

Phase 3 476 94 973 \3 27 27 66 
30-42mthl 

Phase3 477 94 1449 20 40 40 99 
'42-54mth) 
Maintenance 0 c 0 1926 26 53 53 131 
(54-66mth) 

It is worth noting that all options can be contained within th~ ~xisting Divisional templates 
headcount but would necessitate a redefinition of the roles. 
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Walk Optimisation System 

Probable Checklist 

Royal Mail Questionnaire 

Student Questionnaire 



APPENDIX 1.1: 

LETTER TO URG 

402 



Department of Human Sciences 

Loughborough University Loughborough Leicestershire LEll 3TU UK 
'Department: +44 (0)1509 223036 Fax: +44 (0)1509 223940 

TonyHarris 
, RM Birmingham 
Royal Mail Street 
BIRMINGHAM 
BllAA 

14th January 1997 

Dear Tony, 

• • Loughborough 
., University 

Di=t Line: +44(0)1509 263171 CXL 4Z79 

Fax: +44(0)1509 223940 

.E-mail: D.M.PhilpoU@lborc.ac.uk 

Subject • Delivery Revision in the Royal Mail: A Future Scenario 

Please find enclosed a document outlining a study I am planning to undertake using all 9 divisions in 
the Royal Mail. The document outlines a future scenario that I will present to stakeholders to ascertain 
their views on how the scenario would affect their roles and responsibilities in the delivery revision 
process. The scenario assumes that an optimisation system is already in place and is therefore 
concerned with the processes involved in re-revisions. 

In order to conduct the studies I aim to run a half day work shop in each division. This would bring 
together various stakeholders who would use or be affected by the implementation of such a system, 
Le. Planners, Delivery Office Managers, Delivery Area Managers, etc. I am hoping to enlist the help 
of the Divisional Representatives on the User Refernce Group to set~up the workshops and to help 
with any additional information needed to understand the current revision procedures in their division. 

I would appreciate it if you could find time to look at the document before the next Wa1k Optimisation 
User Reference Group meeting (21st January) and provide any feedback at the meeting. 

Thank you for your time. 

Enc 

cc Delivery Revision User Reference Group 
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Delivery Revision In The Royal Mail: 

A Future Scenario 

INTRODUCTION 

The introduction of a new system into an organisation has many ramifications, many of which 
may be overlooked prior to implementation. The aim of my research is to improve the 
prediction process, highlighting potential problems, prior to implementation. There are many 
existing ideas on how to improve the prediction process, one of which is by the use of 
scenarios. 

Scenarios have been long evident as an informal method of systems design, however there 
has recently been a rise in popularity of the use of scenarios reponed in journal anicles and 
conferences. These anicles aim to encourage the wider use of scenarios as a tool for design; 
claiming'that they are a useful tool at various stages of the design process, and yet there still 
appears to be no clear definition of what a scenarios is, or how it should be used. 

One area which is still contentious in systems design is the use of stakeholders in evaluating 
design options. Most people would agree that user evaluation is a vital pan of design, but 
debate whether the panicipants should be actual users or their representatives. Also, where 
representatives are used, there is debate over how useful/valid the evaluations are. Literature 
on systems implementation encourage the use of ACTUAL stakeholders to evaluate new 
technology, however often in organisations a group of representatives is used, whether this is 
for political reasons or reasons of convenience. These representatives being managers, 
designers, etc. and not the actual stakeholders. I aim to investigate differences in evaluations 
from both stake holders and stake holder representatives within the Royal Mail. ' ' 

THE STUDY 

To conduct the study I plan to bring together the various stakeholders, namely Divisional 
Managers, Area Managers, Delivery Office Managers and Planners and members of the 
design team in each division for a half day workshop. 

My work is concerned with investigating people's roles and responsibilities within the 
revision process and the scenario I present is my own view of one possible future situation for 
delivery revisions if an optimisation system were to be introduced in the Royal Mail. 

There are two main aims of the studies; firstly for my own research to gauge the validity of 
users and user representatives being used to evaluate the impact of technology on a panicular 
person's roles and responsibilties in the system; and secondly to feed the results into the Walk 
Optimisation project. The project will benefit from the views of the actual stakeholders taking 
pan in the study and these views may inform any eventual strategy that the Royal Mail might 
adopt for such a system. , 
The study will enable the walk optimisation team to see the panicular views of various 
stakeholders at different levels in each of the divisions. This will therefore provide a balanced 
view of the costs and benefits a system will bring to the people that will eventually be using 
the system or be affected by the system. It will also highlight any difficulties which arise 
because of current revision processes and structures within a division. 
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THE FUTURE SCENARIO 

INTRODUCTION 

This scenario describes the processes. which enable a revision to take place. and the roles and 
responsibilities of various stake holders of the walk optirnisation system. Figure I shows who 
has access to each part of the system and what level of access is allowed. 

THE REVISION PROCESS 

There are two types of maintenance and update procedures which are in place. either of which 
may trigger the revision process. 

MONITORING 

Ad hoc (see Figure 2) 
The Area Planners maintain the system throughout the year and update the system with any 
changes which are notified to them by the Delivery Office Managers. it is the Delivery Office 
Managers responsibility to ensure these changes are notified. These will be due to factors 
such as new development. growth/decrease in the area, business relocation. etc .. 
All the information associated with the particular change. Le. the information needed to 
update the system. is collected by the Delivery Office Manager and passed to the Area 
Planner. 

Annual Audit (see Figure 3) 
Annually the Delivery Offices will be monitored to ensure that all changes have been notified 
and the system will be updated. where necessary. with any additional changes. 
The monitoring will be performed by the Area Planners; they will visit the Delivery Office 
and check the current office details are accurate and collect any additional data that is 
required to update the system. 
TIME TAKEN - Approx. 3 days. 

MAINTENANCE 

The Area Planner goes to the Delivery Office and updates the GIS and WES. If the changes 
are only minor (determined by an acceptable % change) then these are processed through to 
the walk optirnisation system. for example to add / delete the delivery points to an existing 
walk. The Delivery Office Manager then verifies the amended walk(s). 
TIME TAKEN - Approx. 2 weeks. 

INITIATION (see Figure 4) 

If more major changes are required (Le. % change greater than acceptable) the Area planner 
notifies the Divisional Planners. it is their responsibility to request authority from the 
Delivery Area Manager for a revision to be conducted. If no authority is granted the Area 
Planners are instructed to upd~te the Walk Optimiser with the changes. If authority is granted 
the Delivery Office Manager is contacted by the Divisional Planner and the full revision 
begins. 

DATA COLLECTION (see Figure 5) 

The Divisional planning team go to the delivery office and ire responsible. with the aid of 
one or more of the delivery office staff. to gather the latest office figures and any other 
relevant data.· 

Debbie Philpott 2 Study proposal - Div/area 



PLANNING 
The data is fed into the system and the Walk Optimiser is then used to plot the new walks, the 
Delivery Office Manager provides any local knowledge that is needed. The walks remain as 
stable as possible. . 
After the walks have been plotted using the optimisation system there is some fine tuning that 
is needed to adjust for local factors not taken into account by the optimisation system, for e.g. 
steep hills. . 
TIME TAKEN - Approx. 4 weeks (full revision). 

NEGOTIATION 
The new routes are then presented to Delivery Office Manager, who has to approve the new 
walks, these are then presented by the Delivery Office Manager and Divisional Planner to the 
Delivery Area Manager. 
Once the Delivery Area Manager has approved the walks they are presented by the Delivery 
Office Manager to the union and staff. Printouts of the routes are provided along with 
descriptions of the duties. When the walks have been agreed by the union the Divisional 
Planner prints out the office changes which are necessary, notifies other systems of any 
changes and prepares the office for implementation. 

IMPLEMENT A TION 
The new walks are then implemented and the Divisional Planner is responsible for attending 
to any problems that arise. After the initial settling in period the Divisional Planner moves on 
leaving the printouts of all the information that is needed. 

SUPPORT 

There is a help desk to provide systems support nationally and the Divisional Planners 
provide suppon for the Area Planners. 
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AN OUTLINE OF WALK OPTIMISATION . 

Introduction 

The current manual process for delivery revisions is slow, laborious, labour intensive and 
extremely difficult to deploy into the field. In the circumstances the business bas been 
exploring a number of avenues in order to radically improve the process. 

As a result of recent research and bencbmarking of foreign postal administrations, a number of 
specialised computerised packages have been identified for use in the improvement of delivery 
revisions. The operational feasibility of walk optimisation using such a package was evaluated 
by Royal Mail in a series of process trials. 

The trials proved the· process was feasible· and identified the system components necessary to 
implement such a solution. The main system components are: 

• GIS - to allow geographic/network Infomation to be digitised on a map 

• . Workload System - to calculate preparation/sortation/deliyery workloads based on traffic 

• Optimisation Package - to sequence postcodes into a series of delivery walks which 
minimise deadwalking 

The remainder of this document describes the high level business processes which fall into the 
following areas: 

• Data GatheringlDigitisation 

• Workload 

• Optimisation 

• Tailor Walks 

• hnplement Revision 

The system components to be used in each process and potential data sources and interfaces are 
also referred to. 

.-



DATA GATHERINGIDIGmSATION 

Identify Office For Revision 

A Delivery Office, or part of a DO or some other area within the Division will be identified as 
requiring a revision or re-revision to its existing walks. The criteria for selecting the office may 
include those offices failing Q of S targets; areas with Iarge numbers of new/changed delivery 
points. A Revision's Decision tree may be used to assist the decision. 

Prepare For Revision 

Plotting of the network on the GIS map requires that certain data has been captured. Although 
some of this information may be readily available, the remainder will require a specific exercise 
in order capture it. Information to be captured includes: . 

• Bus Timetables 
• Traffic volumes - firstlsecond delivery 
• Preparation volumes - where items are prepped at the office under review 
• Sortation volumes - where items are sorted at the office under review 
• Postcode data - from P AF 
• Geographic features - can the street be zig-zaggeci, is it a steep hill 
• Delivery point features - location ofIetter box, restricted access, fierce dog 
• Path length - distance to the letter box 
• Collection Points - location of post boxes to be collected from on the delivery walk 
• Existing walk information - current walks/delivery points in the review area 

BASELINE WALKDATA 

A baseline for the data used for the revision is required after which changes in traffic/postcode 
figures will not be incorporated into the revision. Changes may be incorporated into the 
revision on a controlled manner later in the process. This base\ining of data will potentially 
lead to 3 versions of office/walk data co-existing at the same time: 

• current 
• revision - the output from the revision exercise(s) 
• planned - awaiting implementation, change may be applied after the revision 

Digitise Network 

The selected optimisation package requires a digitised network in order to optimise walks. This 
is produced by the use of a GIS product which allows the definition of map segments along 
which a delivery postman/woman may waIklcycle. The appropriate postcodes are then 
assigned to each of the segments. Additional geographic information captured during data 
gathering is also added at this point including: 
• location of the delivery office 
• large user location 
• location of pouch boxes 
• bus routeslbus stops 
• van routes 
• post boxes 
• flat counts 



• whether the segment may be cycled, zig-zagged 

Some of this data e.g. flat counts, is then correlated with PAF to ensure consistency and 
updates/amendments to either P AF or the GIS network processed accordingly. 

In certain circumstances the maps provided by Ordnance Survey may be incomplete, for 
example where new delivery points have been created. In such instances digitisation will also 
involve drawing in these missing areas. 

P AF data will be used to provide a basis for postcode information. It is likely that at this point 
this interfuce will use a floppy disk. In the future this P AF disk interface may be replaced by a 
direct interfuce to the RAISIJIIS database. Postcodes which are not on P AF will not be 
available to the user. In such instances, action must be taken to update P AF. 

It may be possible to use the GIS to capture information currently input to the WES package 
e.g. traffic figures, path lengths 

Review Digitised Data 

Since those. individuals performing the digitisation may not be experts in the review locality, the 
digitised network must be reviewed against local knowledge. This should identify, for example, 
restrictions in aCcess which are not shown on the OS maps and is likely to involve the DOM, 
postmen/women. 

WORKLOAD CALCULATION 

Collect Workload Information 

In addition to information about the network, the The WO package package requires workload 
information for the various aspects of delivery work e.g. sortation, preparation, delivery. The 
total workload for anyone delivery walk will be a combination of this information and other 
data related to volumes ofmai1, delivery mechanism (e.g. cycle, foot). 



Calculate Workload 

Workload values will be calculated in the WES PC package. This package will use network 
data re1ating to the segmentJpostcode mapping from the GIS. Standard rates for sortation and 
preparation for each type of frame used will be supplied together with the workload 
calculations. Traffic volumes by postcode segment for first/second deliveries will then be 
added utilising the GIS data. 

WES will perform validations to ensure that there is consistency between the data input during 
digitisation., traffic figures input and P AF data. The WES package will calculate workloads for 
each of the postcode segments to be provided as input to the Walk Optimisation package. 

OPTIMISATION 

Optimise Walks 

The Walk Optimisation package provides a graphical represen~tion of the network, displaying 
the progress of optimisation whilst in process. 

The WO package takes the digitised network from the GIS containing the transport routes and 
the workloads for each segment from WES, and then uses a series of algorithms to produce 
optimised walks. Walk Op will select the delivery method for each defined segment e.g. zig
zag, up and back which will minimise the amount of deadwalking. It will then group the 
segments and sequence them into walks which will not exceed the delivery span. 

At the end of optimisation Walk Op \\~ll produce a series of walks which will entail the 
minimal amount of deadwalking and which will ma'rimise the delivery time. 

These walks an: displayed in graphical format on the VDU. 

TAll.,OR WALKS 

The initial optimised output from The WO package is unlikely to be the final scheme of walks 
to be implemented. The WO package cannot cater for all factors which may affect the delivery 
of mail. For example, the WO package cannot cater for ste.ep hills. In such instances the 
wa1ks may be changed to route round sUch features. This rriay be done by freezing a certain 
number of the walk segments and asking the package to re-optimise or by manually defining the 
walk. It may also be necessary to change the optimised output to reflect best utilisation of 
sta£i7resource. For example, the optimisation package may produce four wa1ks of 149 minutes 
and one of 20 minutes. This may be locally altered so that four wa1ks of 130 and one walk of 
88 an: produced. 

IMPLEMENT REVISION 

Once the walks have been agreed, a timescale for their implementation will be set and the 
appropriate measure put in place. This will involve the production of walk logs/instructions for 
the delivery postmen/women and notification of the. changes to P AF to facilitate update to 
automation sorting plans. 



GLOSSARY OF TERMS 

DOM Delivery Office Manager. 

GIS Geographic Infonnation System. A PC based system which allows the 
capture/display of infonnation via a map. 

OS Ordinance Survey- provides the maps used by the GIS. 

PAF Postcode Address File. A mainframe DB2 based database containing the. 
master for all Postcode! Address infonnation used by the Post Office. 

The WO package A DOS based PC based package for optimising/providing a graphical 
representation of delivery walks. 

VDU Visual Display Unit - a PC display/monitor 

Walk A collection of delivery points to which mail is delivered by a 
postman/woman. The route is determined during the Delivery Revisions 
process and is fi .. "ed apart from minor changes as a result of the odd new 
building/demolition. For the purposes of walk optirnisation, this excludes 
rural and motorised deliveries. 

WES Workload Evaluation System. A windows PC based package developed in 
Access which calculates workloads for network/postcode segments. 

Wings The GIS currently used by the Post Office. The Post Office is currently in 
the process of procuring a new GIS. 
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Proposed Outline Syste·m Structure 
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DELIVERY REVISION: PROBABLE OUTCOMES 

NAME ____________________ ___ ROLE ____________________ __ 

- ADV. DlSADV. 
CHANGE + . 

TECHNm.m ,Y 

a. GIS 

b. WES 

. 

c. Walk Optimiser 

d. Report Facility 

SPECIFIL TASKS 

A. Skills & effort 

b. Work Pace & Load 

. 

c. Satisfaction 

d. Resources 

Debbie Philpon Probable outcomes 



DELIVERY REVISION: PROBABLE OUTCOMES 

ADV. DlSADV. 
+ -

CHANGE 
Tttt; UVERALL 

TASK 

a. Discretion & Control 

b. Power & Influence 

. 

c. Responsibilities 

d. Performance 

PERSUNNEL 

POLICIES 

a. Job Security 

b. Pay & Rewards 

c. Career & Prospects 

d. Industrial Relations 

Debbie Philpol1 2 Probable outcomes 
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User Group Representative 

Section 1 BACKGROUND INFORMATION 

1 Name ___________________ _ 

2 Current position (& grade) ____________ _ 

3 How long have you worked for Royal Mail? 

1 year or less 0 6 - 10 years 0 
1 - 5 years 0 11 years or more 0 

4 How long have you been in your current position? 

1 year orless 0 6 - 10 years 0 
1 - 5 years 0 . 11 years or more 0 

5· How often do you use a computer: 

a) at work? 
Never 
Rarely 
Frequently 

o 
o 
o 

b) at home? 
Never 0 . 
Rarely 0 
Frequently 0 

Section 2 GENERAL REVISION INFORMATION 

6 How many times have you been involved in the following revisions: 

T/top Man-W CADR 
Never 0 0 0 
1 - 5 0 0 0 
6 - 10 0 0 0 
More than 10 0 0 0 

7 What is your preferred method? 

T/top 0 
Man-W 0 
CADR 0 
No preference 0 



8 Who decides which method is used? 

Planning team 0 
DOM 0 
DAM 0 
Union 0 
Other (please specify) ___________ _ 

9 Could the current revision process be improved? 

a) YES 
NO 
Don't know 

o 
o 
o 

go to partb 

b) Explain briefly the main problems (e.g. time, results, etc.) 

Section 3 WALK OPTIMISATION 

10 How much do you already know about Walk Opimisation? 
(Tick all that apply) 

Nothing 0 
A little information informally 0 
A lot of information informally 0 
A little information formally 0 
A lot of information formally 0 
Was involved in the trial 0 
Have been involved with W.O. since the trial 0 

11. Do you feel Walk Optimisation will be beneficial for:-

a) The Royal Mail 
b) The Division 

c) The Area 
d) The Delivery Offices 

YES 
o 
o 
o 
o 

NO Don't know 
o 0 
o 0 
o 0 
o 0 



12. Do you feel Walk Optimisation will benefit the following people:-

YES NO Don't know 
a) Divisional Managers 0 0 0 
b) Area Managers 0 0 0 
c) Delivery Office Managers 0 0 0 
d) Planners 0 0 0 
e) Delivery staff 0 0 0 
f) The union 0 0 0 
g) The customers 0 0 0 

13 How do you think WO will affect your current role in the revision 
process? 

. THANKS 

Major disadvantage 0 
Disadvantage 0 
. Minor disadvantage 0 
No change 0 
Minor advantage 0 
Advantage 0 
Major advantage 0 
Don't know 0 
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STUDENT WORKSHOP 

1 Nrume __________________________________________ _ 

2 Age ____ _ 

3 Sex -,-______ __ 

4 Current course and year _________________ _ 

5 Has your course included any modules that have looked at: 

Organisational change through the introduction of new technology 0 
Organisational change for other reasons 0 
Management of change in organisations 0 
Managing people 0 
Human computer interaction 0 

Any other relevant modules ________________ _ 

6 Previous course(s) (above 'A' level) ______________ _ 

7 Did your previous course included any modules that have looked at: 

Organisational change through the introduction of new technology 0 
Organisational change for other reasons 0 
Management of change in organisations 0 
Managing people 0 
Human computer interaction 0 

Any other relevant modules __________________ _ 

7 a) Have you worked full time before? 
Yes 0 
No 0 go to 8 



JOB 1 
b) 

c) 

d) 

e) 

f) 

JOB 2 
b) 

c) 

d) 

e) 

f) 

8 a) 

Which company did you work for __________ _ 

How long did you work for them ___________ _ 

In what capacity (brief description) __________ _ 

Wh'at was the company's main area of work (brief description, e.g. 
supplying stationery to businesses) __________ _ 

How many people did the company employ (approx.) 

under 20 0 20 to 100 0 
101 to 500 0 over 500 0 

Which company did you work for __________ _ 

How long did you work for them __________ _ 

In what capacity (brief description) 

What was the company's main area of work (brief description, e.g. 
supplying stationery to businesses) __________ -

How many people did the company employ (approx.) 

under 20 0 20 to 100 0 
101 to 500 0 over 500 0 

Have you ever worked for the Royal Mail? 
Yes 0 
No 0 go to 9 



b) How long did you work for them __________ _ 

c) In what capacity (brief description) _________ _ 

9 How often do you use a computer: 

a) at work? 
Never 
Rarely 
Frequently 

THANK YOU 

o 
o 
o 

b) at home? 
Never 0 
Rarely 0 
Frequently 0 
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