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GROWTH

Setting a New Standard: Investing for the Future Pays Off for PA’s

Higher Education Tuition Aid Agency

To boost mail center performance, innovators are using
“enterprise-wide” goals — along with the traditional goals of
efficiency and effectiveness — to broaden the scope of
improvement efforts. There may be no better example for this
shift than the results achieved by the higher education assistance
agency serving students in the Commonwealth of Pennsylvania
and elsewhere.

A QUIET GIANT

This 40-year-old organization, known as PHEAA (short for the
Pennsylvania Higher Education Assistance Agency], may not be a
household word, but it is a powerhouse in its industry. It is the
nation’s fourth largest guarantor of the U.S. Department of
Education’s Federal Family Education Loan Program, the third
largest student loan agency and the ninth largest student

loan holder.

BACKGROUND

The senior managers at PHEAA wanted a stronger, more
competitive organization and were concerned that the existing
approach to print/mail finishing might trigger “a crisis in the near

future” if changes were not made.

“We can't allow shortcomings in our processes impede our
mission to provide students with access to higher education,”
explains Richard Willey, AES/PHEAA president and CEOQ. The
key, of course, is to “look forward and anticipate problems
before they occur,” emphasizes Willey. And by many measures,
“we were doing okay,” says Dave Scicchitano, vice president of
IT Service Delivery and the manager responsible for the
wide-scale improvement effort, which involved more than 30
individuals from 14 departments. “But we were not considered
a leader. We needed to consolidate and streamline our
print/mail finishing work processes and upgrade our
technologies if we were to capture the full benefits of our
emerging enterprise-wide approach to running our business

and managing customer messaging.”

“The key of course, is to “look forward and
anticipate problems before they occur,”
emphasizes Willey.

LIke many organizations, PHEAA and its print/mail finishing
operation was hampered by a “siloed” structure. “Previously, we
operated two separate production sites, one for print and one for
mail finishing, which only added complexity to our job of
communicating with clients and customers,” continues

Scicchitano.

“We also tried to be too many things to too many internal
managers. For example, we inventoried scores of different styles
of outgoing envelopes. As a result, we encountered too many
application change-overs, too many production stoppages and

mailpiece errors, and we struggled to meet our SLA deadlines.”

A NEW ENTERPRISE-WIDE FOCUS

But those problems, while serious for virtually any print/mail
finishing center, were really just the symptoms of a much larger
issue that PHEAA's senior managers we're now ready to tackle.

And that was the lack of a single, enterprise-wide approach to




the critical task of customer communication management.
Fortunately for Scicchitano and his team, the goal for improved
print/mail finishing performance meshed precisely with PHEAA's
larger goal for improved enterprise-wide efficiency. Indeed, the
improvement to customer messaging is serving as a model for

other units in PHEAA to replicate. “We identified seven key goals

for our print/mail finishing improvement effort,” says Scicchitano,

“and they are remarkably similar to the seven key success
factors (see side bar) that senior management of PHEAA had

identified for the entire organization.”

EXPERT GUIDANCE

However, achieving a “soup-to-nuts” overhaul of your customer
messaging operation would require assistance particularly when
you already operate three shifts a day, five days a week and
process more than 100,000 mailpieces daily across more than two
dozen applications. Plus, every one of those mailpieces — nearly
three million a month — are critical and represent the cash flow
for scores of colleges, universities and lending institutions and
comprise a total value of near-astronomical proportions.

For guidance, PHEAA turned to a team of messaging specialists
from Pitney Bowes, who helped design and implement a
highly-coordinated solution encompassing software, application
and workflow expertise and hardware from multiple vendors.
While the bulk of the solution has already been implemented,
PHEAA is still making “tweaks” to its new approach to customer
messaging, and Scicchitano expects additional benefits will accrue
as operators gain more experience and managers set even higher

expectations.

Specifically, the innovative solution consists of two 9 Series
Inserting Systems, each with the state-of-the-art Direct Connect
file-based processing reporting and control system. The systems
are equipped with high-speed cutter inputs, intelligent stacker
trayers on the output side and dual inkjet printers for inline

printing of outbound and return addresses.

Other key components of the roll-to-fold solution include two

IBM InfoPrint® 4100 laser printers; two high-speed, automated
paper handling systems from roll input handling systems;
StreamWeaver® printstream engineering software; and Finalist®
software for address cleansing. Also included was an agreement
with Pitney Bowes to provide assured production of PHEAA's entire

volume in the event of disaster or other business interruption

through its Business Recovery Center in Shelton, Connecticut.

“IBM has told us we are the first customer in
the world to utilize pinless duplex printing,”
adds Scicchitano.

For PHEAA, combining the print and mail finishing operations
into a single, climate-controlled building instantly bolstered
performance by eliminating the delay and cost of trucking printed
materials between two sites. And the newly refurbished site
featured carefully calibrated HVAC systems, which meant the
paper was no longer exposed to variations in heat and humidity.
Since materials of uniform consistency yield the highest
productivity, PHEAA is now able to process at faster speeds for

longer periods and with fewer stoppages.

A DETAILED ANALYSIS

“The workflow analysis, which guided our design effort, was
more comprehensive than we anticipated,” explains
Scicchitano. “We knew we had some shortcomings, but the
analysis performed by the Pitney Bowes Workflow Solutions
specialists and PHEAA Document Specialists touched every
piece of equipment, every work process and every material
handling activity in the shop.” More than three-dozen specific
recommendations for improvements emerged from the
analysis. PHEAA accepted, or modified and accepted, virtually
all of them. In fact, Scicchitano estimates the recommendations
helped boost overall performance by roughly 25%. Two key
improvements — the need for better security for incoming mail
and the relocation of the reprographics unit to achieve a more
streamlined workflow — emerged simply because PHEAA took
a fresh look at the entire operation from start to finish.

The speeds of the new printers are substantially faster, and the
printing operation is simpler as well. Two new laser printers
replaced four older models and utilize roll-feed input instead of
box feed. This setup eliminates the need for pre-printed forms,
instead utilizing two-up, plain white, pinless forms. “IBM has told
us we are the first customer in the world to utilize pinless duplex

printing,” adds Scicchitano.

The switch to pinless forms — plus the installation of the roll
input unit — is significant as it eliminates pinfed trimmings and
the resulting dust particles, which previously accumulated on
scanning cameras and often hampered processing. It also

eliminates the handling of small quantities of boxed input,




which reduces the amount of trash on the floor and the labor

required to collect it.

In fact, the roll input dramatically reduced the number of setups
and boosted uptime. PHEAA has eliminated as much as six hours
of downtime everyday by eliminating the need to perform setup
tasks. Depending on the size of the roll, continuous print times of

more than five hours are now possible.

QUICK RESPONSE

The switch from the older printers to two faster and more flexible
printers reduced, the number of service calls and related
downtime by roughly 50%. The new printers also accommodate
an electronic forms capability that eliminates the need to
pre-print and inventory forms and enables quicker response to
each business unit when new or updated forms are needed.

Other benefits include lower paper and postage costs.

PHEAA is now saving a significant amount of money. For
example, PHEAA previously processed an inordinate number of
two-ounce mailpieces, which were both cumbersome and
time-consuming to accumulate and insert on the older
equipment and also resulted in too many “mutes” or mutilated
mailpieces that required reprocessing.

Since PHEAA can now print on both sides of a sheet of paper, the
number of two-ounce mailpieces is reduced dramatically. Plus, the
inserting equipment handles the few remaining longer-page-count
mailpieces — along with the pre-printed inserts that are required
in some applications — flawlessly, so there are fewer equipment
stoppages. And in those instances when a mailpiece is damaged,
the system can automatically regenerate a duplicate without
involving the business unit and without interrupting processing.
Scicchitano estimates PHEAA is saving more than $100,000 per
year in lower postage costs just by reducing the number of two-
ounce mailpieces it processes. Factor in the cost-savings from
using less paper or pre-printed inserts and less-expensive,
non-window envelopes across the entire volume of mail, and it is

easy to see how the solution is yielding impressive savings.

FASTER, MORE ACCURATE PROCESSING

PHEAA is also benefiting from improved efficiency. The two 9
Series Inserting Systems replaced three older inserters,
decreasing labor and service costs. Also, the new systems
increase uptime and help the center process its entire workload
within its mandated 24-hour SLA. In fact, PHEAA is increasing

volume at about seven percent a year which the new systems
absorb flawlessly.

Another key advantage is assured mailpiece accuracy. The
combination of StreamWeaver print stream engineering software
and the Direct Connect file-based processing reporting and
control system, the new inserting systems have dramatically
reduced errors. Plus, the closed-loop process can accommodate
even up-to the minute changes, which enables PHEAA to save
money — and bolster customer relations — by omitting redundant
mailings.

“Previously, we pulled redundant mailings by hand,” says
Scicchitano, who adds that quality control checks were also once
performed by hand by representatives of the business units. Now,
both processes are completely automated. “We still perform
occasional manual checks for quality control,” he continues,
“particularly when processing a new application. But the
business units are pleased to be relieved of the tedium of

continually checking their mailings for quality.”

StreamWeaver is utilized to divide the larger-volume applications
into two streams, so the mailings can be processed simultaneously
on their two inserting systems for faster turnaround. The software
also automatically outsorts out-of-the-ordinary mailpieces, which
helps boost productivity. And StreamWeaver enabled PHEAA to
easily convert its older-style OMR mark integrity system to the
much more robust two of five barcode, which serves as a key
component in the closed-loop processing system and helps assure
integrity at every step in the processing cycle. Indeed, the
closed-loop system is now so sophisticated it accommodates every
mailpiece that enters and leaves the shop.

POSTAL SAVINGS

Lastly, PHEAA is gaining an immense dividend from its use of
postal software for address cleansing. Now, the address of
every mailpiece is cleansed, the entire volume is shipped to a
presort service, and PHEAA is saving an estimated $2 million a
year in postage costs. Another innovation, the implementation
of an electronic address change service with USPS, is saving
50¢ per address change notification, or about $180,000 last
year. Looking ahead, the PHEAA solution also encompasses an
easy-to-implement platform for migrating its paper-based
messages to digital delivery alternatives, so the agency is ready

whenever that option increases in popularity.

Plus, PHEAA now has the capacity to absorb new messaging
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