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Foreword1
Postcodes have been implemented in most European countries over the past 40 years and were introduced mainly as a means by which postal operations, and as a result the quality of postal services could be improved. With the advent of the information technology revolution, the use of postcodes has been widened dramatically to include applications as diverse as ordering a taxi, through to planning major infrastructure investments in sectors such as Health, Transport and Education.

To date Ireland has not introduced a postcode, and is now faced with the following decisions:

· Should a postcode be introduced?

· If ‘Yes’ what form should the postcode take?

· What needs should the postcode address?

To answer these questions, the Minister for Communications, Marine and Natural Resources has appointed a National Postcode Project Board (the Board) to make a recommendation on how best to proceed with the issue of postcode implementation in Ireland. As a basis for this recommendation the Board will use the results obtained from:

· A Technical Project that identifies and specifies a short-list of 3 postcode options that have been assessed to be most suitable to the Irish context; and

· A Cost Benefit Analysis Project that will assess each of these 3 options (Fixed Grid, Post Town Boundaries and Postal Sector).

This document highlights the key findings of the consultation exercise, which was completed by PA Consulting Group as part of the Cost Benefit Analysis (CBA) linked to the National Postcode Project. The consultation process was the first step of the overall CBA Project.

The objective of this exercise was to gather the following information from key stakeholders within the Irish context:

· Initial feedback on the three postcode options to be progressed by the CBA;

· Anticipated benefits linked to the implementation of postcodes;

· Costs associated with the implementation of postcodes;

· Implementation approach.

A total of 55 stakeholders were consulted during this exercise. Detailed approved minutes of all consultation meetings are publicly available, with the exception of those held with Tesco, Nightline and UPS, as information contained within these has been requested by the consultee to be kept confidential.

The consultation process resulted in the identification of the following five key findings:

	Key Finding 1:

Overall, postcodes are perceived as being a positive addition to the Irish infrastructure.  They are seen to have qualitative and quantitative benefits and even though many stakeholders were unsure of the full scale of the potential benefit, they were clear that it existed.


	Key Finding 2:

88% of the interviewed stakeholders see value in the implementation of postcodes


	Key Finding 3:

82% of the stakeholders are ready to invest in the implementation of postcodes


	Key Finding 4:

There is no clear winner among the options presented to the stakeholders


	Key Finding 5:

96% of the stakeholders will implement postcodes regardless of which option is chosen. All options offered benefits over and above the current situation where postcodes do not exist.


The consolidation of the benefits identified during the consultation exercise formed the basis for the development of a benefits map linked to the implementation of postcodes in Ireland. This map is presented in full in Appendix B and shows that at the highest level, benefits derived from postcodes can be classified into five key benefit categories, namely:

· Postal Supply Chain Benefits;

· Improved Data Management;

· Improved Analysis;

· Facilitate Enhancement of Existing Services;

· Facilitate Provision of New Services.

With regards to associated costs for stakeholders the following key cost drivers were also identified as a result of the consultation exercise:

· Database Cleansing and Mapping;

· Application Upgrade;

· Roll-out;

· Internal Training;

· Customer Training.

The benefits and costs are addressed qualitatively in this document, but will be quantitatively analysed in detail as part of the full Cost Benefit Analysis.  
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1. 1Introduction

Postcodes have been implemented in most European countries over the past 40 years and were introduced mainly as a means by which postal operations, and as a result the quality of postal services could be improved. With the advent of the information technology revolution however, the use of postcodes has been widened dramatically to include applications as diverse as ordering a taxi, through to planning major infrastructure investments in sectors such as Health, Transport and Education.

To date Ireland has not introduced a postcode, and is now faced with the following decisions:

· Should a postcode be introduced?

· If ‘Yes’ what form should the postcode take? 

· What needs should the postcode address?

1.1 National Postcode Project

To answer these questions, the Minister for Communications, Marine and Natural Resources has appointed a National Postcode Project Board (the Board) to make a recommendation on how best to proceed with the issue of postcode implementation in Ireland. As a basis for this recommendation the Board will use the results obtained from:

· A Technical Project that identifies and specifies a short-list of 3 postcode options that have been assessed to be most suitable to the Irish context; and

· A Cost Benefit Analysis Project that will assess each of these 3 options (Fixed Grid, Post Town Boundaries and Postal Sector).

A summary presentation of the 3 postcode options is provided in Appendix C.

1.2 The Cost Benefit Analysis Project

PA Consulting Group has been appointed by the National Postcode Project Board to undertake a Cost Benefit Analysis (CBA) linked to the introduction of a postcode system in Ireland. This project will deliver the following:

· An agreed structure for the ownership, management and funding of the system;

· A cost benefit analysis quantifying the impact on the postal sector and the national economy compared with a “do nothing” option; and

· A project plan for the delivery of the postcode system.

The consultation process is the first step of the overall CBA Project, and the key findings and results from this are presented in this document.

1.3 Background and objectives of the consultation exercise

The objectives of this exercise was to gather information on the following issues from key stakeholders of the Irish economy:

· Initial feedback on the three postcode options to be progressed by the CBA

This initial feedback includes identification of a preferred option (if relevant), options that would not be desirable and comments on the formats linked to each option.

· Benefits linked to the implementation of postcodes

Each stakeholder provided a list of benefits (financial and non financial, quantifiable and non-quantifiable). The consolidation of these benefits enabled a benefits map to be built that will be used to finalise the structure of the CBA model.

· Costs linked to the implementation of postcodes 

Each stakeholder provided a list of costs (quantifiable and non-quantifiable). The consolidation of these costs into costs drivers will be used within the CBA model.

· Implementation approach

Each stakeholder was asked to provide information on how they would plan to implement postcodes (big-bang vs. phased approach, first movers vs. followers)

The output of the consultation process will be used as an input into the CBA model (quantifiable costs and benefits) in the take-up model and in the implementation strategy.

1.4 Purpose and Structure of the document

The purpose of this document is to present:

· The methodology followed to complete the consultation exercise;

· The key findings of the consultation process:

· Key trends with regards to postcodes and postcode options;

· A Benefit Map detailing the benefits identified by the stakeholders during the consultation exercise; and

· A Cost Drivers Map presenting the key cost drivers identified by the stakeholders during the consultation exercise.

The document is structured in four parts:

· Presentation of the methodology used in to the consultation process;

· Presentation of the key findings gathered during the consultation process;

· Presentation of postcode benefits; and

· Presentation of postcode costs.

2. Methodology

A total of 55 stakeholders were consulted during the stakeholder engagement.

Four types of consultation meetings were organised:

1. One to one meetings;

2. “Sector” workshops;

3. Customised consultation for An Post; and 

4. Catch-all workshops for postal and non-postal stakeholders.

A presentation of the three postcode options and a preparatory questionnaire were sent to each participant to help them prepare for the interview. Two types of questionnaire were used: 

1) Postal Sector; and 

2) Non Postal Sector.

The full list of stakeholders that participated in the consultation exercise is contained in Appendix A.

3. Key Findings

The following section documents the key findings from the stakeholder consultations.

3.1 Stakeholders see value in the implementation of postcodes

As presented in Figure 1

 REF _Ref136345781 \h Error! Reference source not found., 88% of the interviewed stakeholders see value in the implementation of postcodes.

Only 6 out of 55 stakeholders do not see the benefit from national postcodes:

· An Post;

· CWU;

· Sacred Heart Missionaries;

· DX Ireland;

· Document Express; and

· Interlink.

It should be noted that three of the courier firms in the above list have implemented their own proprietary postcode system, and An Post has Geo-directory. As a result they perceive a conflict between using their own systems and having to adapt to a nationally implemented solution.

Figure 1: Percentage of interviewed stakeholders that want to implement postcodes
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Stakeholders are ready to invest in the implementation of postcodes

Figure 2 shows that 84% of the stakeholders are ready to invest to enable the implementation of postcodes. 

5% of the interviewed stakeholders will take a “wait and see” approach and will monitor public take-up before initiating the implementation of postcodes in their systems. These stakeholders include:

· Bord Gais Network;

· Concern;

· Focus Ireland.

5% of the interviewed stakeholders have no opinion for the time being on how they will implement postcodes. These stakeholders include:

· Irish Insurance Federation, (information gathered during a catch-all workshop);

· FDB Insurance, (information gathered during a catch-all workshop);

· Small Firm Association, (information gathered during a catch-all workshop).

Figure 2: Breakdown of stakeholders into Implementation First Movers, Followers, those that will not implement and those that have no opinion yet
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There is no clear preference for a particular option from those presented to the stakeholders

The fixed grid and postal sector options are the preferred options for those stakeholders with a preference (each polling 31% most preferred). 27% of the stakeholders do not have a preference for any of the proposed options.

The Fixed Grid option is preferred by the Spatial Sector and Government Services , as it is perceived to:

· Provides (in most cases and particularly in rural areas) a 1:1 match between a dwelling and the code thus addressing the issue of non-unique addresses; and

· Offers the most stability and thus be most suitable to long-term data/statistical analysis.

The Postal Sector option is the preferred option among the Logistics and Retail community, as it is perceived to:

· Be most reflective of the real-world environment and to consider physical features, thus being most suited to logistics/route planning.

The Postal Town option was never identified as the preferred option because it is perceived to offer the poorest characteristics of the Fixed Grid and Postal Sector options and this option is: 

· Unstable as the Postal Town boundaries could be subject to change;

· Does not consider geographical features and boundaries.

Figure 3: Breakdown of stakeholders preference across the options presented
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3.2 All postcodes options are acceptable for the vast majority of stakeholders

Figure 4 shows that 96% of the stakeholders will implement postcodes regardless of which option is chosen, as they all offer benefits over and above the current situation.

Bord Gais Retail has the same opinion about the Postal Sector Option: having already implemented a geo-code (Geo-directory) they consider that the Postal Sector option would not provide any additional value to their existing operations.

Figure 4: Breakdown of postcode options as seen as an acceptable option for implementation
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3.3 Summary

From the results presented above it is clear that Postcodes are perceived to be of benefit in the Irish context with some 88% of those questioned expressing a preference for their implementation.

With regards to the preferred option, it is clear that the Post Town Boundary option is the least popular option, as none of the stakeholders expressed a preference for it. With regards to both the Fixed Grid and Postal Sector models, the situation is less clear-cut as identical numbers of stakeholders voted for each.

4. Postcode Benefits

The following section describes the benefits that postcodes will bring to Ireland which were identified during the stakeholder consultations. They are presented in the form of a benefits map, which represents each benefit as part of a single mapping exercise outlining:

· The high-level strategic benefits for introducing postcodes;

· The benefits categories beneath each of these objectives; and

· How each of these benefits categories impact individual stakeholders.

4.1 Full Benefits Map

The full benefits map is presented in Appendix B, and shows that at the highest level, five key benefits in the Irish context can be identified, namely:

· Post Supply Chain Benefits;

· Improved Data Management;

· Improved Analysis;

· Facilitate Enhancement of Existing Services; and

· Facilitate Provision of New Services.

Each of these ‘Level 1’ benefits is discussed in detail in the following sub-sections. 

4.2 Postal Supply Chain Benefits

The first set of identifiable benefits are those linked to the Postal Sector. These benefits are most commonly attributed to postcodes and it was for these reasons that postcodes were originally devised. 

Most postcodes were devised before extensive automation had been introduced to the postal sector, so the primary question to address in an Irish context is whether the potential for such benefits realisation still exists. This has to be addressed from two perspectives; that of An Post and Other mail providers.

Figure 5 shows the full benefits map for the Postal Supply Chain, and presents the following level 2 benefits:

· Improved Process Efficiency;

· Improved Process Effectiveness;

· Improved Performance Monitoring;

· Increased Competition;

· Facilitation of Introduction of New Postal Services; and 

· Reduced Mail Costs

Each of these benefits is described in greater detail in the next section.
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Figure 5: Postal Supply Chain Benefits 
4.2.1 Improved Process Efficiency

a. An Post

An Post believe postcodes will offer them limited benefits in terms of process efficiency due to their improved sortation already in operation. They raised the following issues during their consultation:

· Given the relative complexity (length and/or mix of alpha and numerical characters) of all options, An Post estimated that the outward automatic sorting process will require more video-coding resources (currently coding in average 3 characters instead of 7/9/11 in the future) and that the current read rate will not be improved (as the main factor impacting the read rate ratio is the proportion of hand-written mail).

· An Post estimated that the relative complexity of the options presented to them does not add value to the manual sorting process (currently in operation at the Delivery Office level).

· An Post estimated that the options presented to them do not allow them to complete any inward sequence sorting activities.

With regards to geographically based invoicing and Collection and Delivery (C&D), An Post currently uses the Geo-directory system, and thus no additional benefit could be derived from the Fixed Grid option as it follows identical principals. 

b. Other stakeholders

The other postal operators see benefits. In relation to sortation (e.g. DHL, UPS, FedEx, Nightline etc) the situation is more positive as: 

· The implementation of postcodes will improve their ability to manually sort mail by:

· Improving the overall speed of manual sortation process;

· Improving the accuracy of the manual sortation process; and

· Decreasing the current level of headcount engaged in manual sorting.

For Geographically based invoicing and C&D, the implementation of a transparent and freely available postcode will improve logistics based operations for the other postal operators, especially those that have not invested in developing their own ‘in-house’ codes.

The other Postal sector stakeholders identified the Postal Sector option as the preferred option for improved process efficiency. It is perceived to be the most intuitive and simplest to organise in terms of existing mail processes, and is the most logistically sound option for C&D.

4.2.2 Improved Process Effectiveness

a. An Post

Benefits in improved process efficiency should trigger related benefits in improved process effectiveness. Specific improvements in sortation will lead to:

· Improved delivery performance due to reduced delivery error,

· Improved public perception of the mail service.

However, as An Post do not perceive that any of the postcode options present them with anything other than a very limited potential to improve efficiency, it follows that any perceived improvements in effectiveness are likely to be small. 

As An Post already uses Geo-directory, these limited benefits could only be realised using either the Postal Town or Postal Sector options.

b. Other stakeholders

The effectiveness benefits as outlined above, are equally applicable to other operators in the Postal Sector. They will however be on a larger scale to those perceived by An Post, as the benefits in efficiency will be larger, for the reasons detailed in section 4.2.2.

The Postal Sector model was the stakeholders’ preferred option for achieving this because it is most closely aligned to their existing operational procedures.

4.2.3 Improved Performance Monitoring

a. An Post

An Post believe that they have already invested in the required management information systems to enable them to monitor and report against key performance indicators at the delivery office level, postcodes will not improve their monitoring/reporting capabilities.

b. Other stakeholders

All other postal operators could benefit from the introduction of postcodes in terms of performance monitoring/management and subsequent optimisation as they enable the monitoring of service quality based around the postcode.

4.2.4 Increased Competition in Mail/Parcel Delivery Market

An Post and private mail operators share the opinion that postcodes will allow for increased competition in the market place. The combination of these two factors is considered by all postal operators to be a key enabler for pre-sorting/down stream access.

Specifically this competition would allow the following:

· Reduced mail delivery costs – increased competition will force a reduction in delivery costs and as a result drive down bulk mail rates;

· Downstream access – postcodes will facilitate other postal operators to enter the mail delivery market at different levels which are currently not open to them (for example pre-sorting to Delivery Office), thus allowing further price reductions and new services; and

· Increased mail volumes linked to mass marketing – by reducing delivery costs, enabling downstream access and increasing competition, a further potential benefit will be increased mail volumes associated with mass marketing campaigns.

The option perceived to maximise the above stated benefits, Postal Sector is best suited as it offers maximum flexibility for downstream access. 

4.2.5 Facilitate Introduction of New Postal Services

It was the expressed opinion of General Logistics Systems (GLS), that the advent of a postcode in Ireland could enable them to offer new services based around guaranteed next day delivery, which currently is not offered due to the absence of postcodes in Ireland. There are associated uncertainties generated for them with regards to correct address identification and subsequent location.

Their preferred postcode option is the Postal Sector as it is logistics based and groups properties, which are readily identifiable.

4.2.6 Reduced Mail Costs for Organisations

Improved competition, the ability to pre-sort mail and improved volume discounts brought about by the implementation of postcodes would contribute to reduced mail costs for bulk mailers.

The other postal stakeholders selected the postal sector option as most suitable to create reductions in mail costs. 

4.2.7 Impact of Postcode Options on Benefits

The following table summarises the level of postal supply chain benefits of each postcode option.
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Table 1: Summary of the benefits across each of the three options

4.3 Improved Data Management

Postcodes offer the potential to contribute to the improvement of data management in terms of its capture and its subsequent use and maintenance. This is because: 

· The postcode offers an extra piece of address information;

· It can only be given in one way (not the case with free text addresses); and 

· It can be validated against the textual address in real-time. 

All stakeholder groups identified the above.  The specific benefits that were identified for data management are displayed in 
Figure 6
.

Figure 6: Benefits map for improved data management
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It can be deducted that Level 2 benefits derived from this are: 

· Improved Accuracy of Address Information;

· Improved Consistency of Information;

· Improved Integration of Data; and 

· Reduced Costs of Data Management. 

Each of these is now detailed below.

4.3.1 Improved Accuracy of Address Information

Many stakeholders, including Concern, Tesco, MBNA, Eagle Star and An Garda Siochana expressed concerns about the quality of the address information that they currently hold in their databases. They see postcodes as a way to record address information in a more structured manner and to verify data at the time of entry. It was also identified by Concern that a postcode would reduce the time needed for data capture and entry in their customer facing operations (for example call centres).

Generally, it is the perception of the stakeholders that the Fixed Grid option is most suited as it deals with the non-unique address issue in Ireland. However, concern was raised as to the length, and memorability, of the option amongst a number of stakeholders consulted.

4.3.2 Improved Consistency of Information

Building on the previous benefit, the potential to use postcodes as a means to cleanse and maintain their own databases was identified. The postcode field could be used to identify duplicate records more successfully. 

Using An Garda Siochana as a specific example, their Pulse incident recording system currently contains 2.8 Million incident location records, some 20% of which are believed to be duplicate. They see positive benefit in the implementation of a postcode as a means to reduce this duplication. 

The general perception is that the Fixed Grid option is most suited for this purpose because it deals with the non-unique address issue.

4.3.3 Improved Integration of Data

Improved accuracy and consistency of information will help with matching/integration across databases. This potential is further enhanced when the postcode is used as an additional field for mapping, and was specifically referred to as a benefit by Tesco, the Electoral Register, the Vehicle Registration Office and representatives of the Banking sector.

An example of the potential use for record matching was to use census data to maintain/update the Electoral Register. 

The fixed grid option was identified as the preferred option for this task as the stakeholder perception is that it is most suited to minimising the impact of the non-unique address issue.

4.3.4 Reduced Cost of Data Management

To a large extent as a result of the non-unique address issue that exists in Ireland, companies spend significant resources maintaining their customer databases and in a number of instances employ external contractors to provide this service. The primary means is done through geo-coding the data, either via their own proprietary reference system, or through the procurement of a commercial product such as Geo-directory, and subsequently de-duplicating on the basis of this. 

The introduction of a postcode would reduce the need for both the implementation of in-house reference systems and the need for external support. It was the perception of the stakeholders consulted that the fixed grid option would be best suited to this benefit.

4.3.5 Summary of the Benefits of the Postcode Options

The following table summarises the level of data management benefits of each postcode option.

Table 2: Extent of benefits across each of the three options
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Improved Analysis

Building upon the previous set of benefits, postcodes enable much improved data analysis as they:

· Attach a geospatial element to the data; and

· They can be used as containers within which to group and aggregate data.

The identification of these benefits was common across all stakeholders and all stakeholder groups. They are presented in Figure 7.

Figure 7: Benefits Map for Improved Data Analysis
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4.3.6 Improved Forecasting and Capacity Management

A number of stakeholders in both the public sector (i.e. Central Statistics Office, Department for Health, Revenue Department, Vehicle Registration Office (VRO)) and private sector (BskyB, O2 Ireland, Nightline, DHL, FedEx, Cyclone Couriers, Tesco) think that postcodes would enable them to dramatically improve forecasting and capacity management by allowing analysis at a more granular level.

A specific example of the type of benefit that could be realised from this is the Health Service Executive. At present, they can only group and analyse statistics at the level of county. A postcode would dramatically improve this situation, allowing better analysis of health services such as: disease monitoring, hospital planning, mobile service coordination (e.g. Breast Cancer Screening) and hospital performance.

The CSO strongly advocated the introduction of postcodes for this purpose and identified benefits across a number of Governmental Departments including Health, Education, Social and Family Affairs, the Environment and Transport. They attempted to quantify the extent of the potential financial benefit, by attributing a saving of 0.2% across government spending in these departments, which equates to an annual saving of €65 million per annum. This cannot be confirmed and as such is excluded from the cost benefit analysis, but is a useful indicator to the extent of the benefits that the CSO perceive the implementation of a postcode would bring.

There was no consensus on a preferred option for the realisation of these benefits. Whilst most public sector organisations believe that the fixed grid option is most suited to this requirement because it defines the smallest container and has the highest resolution, the retail organisations favour the postal sector option as it logically groups localities on the basis of geographical features, and is better suited to modelling and analysis.

4.3.7 Improved Customer Segmentation

Further improved data analysis is related to the ability of postcodes to be used as a tool to group or segment a customer base for the purposes of: marketing, credit assessment, fraud identification and service pricing.

In marketing, postcodes can be used as the mechanism to identify demographics. The implementation of a postcode would allow organisations like Tesco and Concern to match specific service offerings to the most appropriate groups, simultaneously improving customer offerings and the effectiveness of their direct marketing campaigns.

In credit assessment, location information derived from the postcode is associated with demographics to better assess the credit worthiness of their customer base, and as a result of this to better refine pricing to account for improved risk adjustment.

Fraud Identification is another benefit that can be derived from postcodes. MBNA stated that they would use postcodes to identify areas where credit cards were less likely to be delivered to the intended recipient through standard mail channels, and in such instances hand deliver them, thus reducing their exposure to credit card fraud.

For improved risk analysis, Eagle Star stated that they would use postcodes as a basis to better refine customer quotations for home and car insurance based upon associating claim trends with location information as provided by postcodes.

In terms of the relative merits of the three postcode options, there was a general consensus amongst the stakeholders that the Postal Sector option was best suited to realise the benefits, as it aggregates properties into meaningful groups. The stakeholders clearly stated that any of the three options would bring significant benefits for this purpose in comparison to the current situation, where no such ability exists.

4.3.8 Undertake More Comprehensive Analysis

Postcodes will also facilitate the undertaking of more comprehensive analysis by enabling different sources of data to be brought together, using the postcode as the key identifier to which all other data is tagged and subsequently analysed.

There are numerous data analysis possibilities that could arise from this. Specific examples are those of CSO and Vehicle Registration Office:

· The CSO identified that census data could be compared with revenue data to determine the place of residence and place of employment of Irish residents, enabling commuter routes to be better quantified, which would in turn be used as an input into future transport planning processes; and

· The Vehicle Registration Office identified the potential of bringing their vehicle database together with the Revenue Commission’s and the Garda Siochana as a way to better enforce tax evasion.

There was no definitive preference expressed by the stakeholders with regards to the suitability of each of the options for this purpose, with some stakeholders (mainly public sector bodies) believing that the granularity of the grid based options afforded maximum flexibility, whilst others (mostly private sector bodies) preferred the postal sector model because it is linked to physical features and also provides a level of granularity that is better suited to their analysis needs.

4.3.9 Ability to Target Specific Samples

A fourth benefit of postcodes for data analysis is the ability to better extract and subsequently locate/identify samples from larger data sets. This is based around the issue of non-unique addressing, and how a postcode is a mechanism to reduce the effect of this, and was identified by stakeholders including the CSO and the Economic and Social Research Institute (ESRI).

There was a consensus that the grid-based option is most suited to this purpose as it could resolve the non-unique address issue.

Impact of Postcode Options on Benefits

The following table (Table 3) summarises the extent of the benefits detailed above across each of the postcode options. It reflects the actual situation rather than the perceived situation produced as an outcome of the stakeholder consultations.

Table 3: Extent of Benefits across Each of the Three Options
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4.4 Facilitate Enhancement of Existing Services

A number of stakeholders particularly in the Insurance, Banking, Public Sector and Retail groups have identified a variety of benefits that are collectively grouped as facilitating enhancements to existing services and can be categorised as follows.

Figure 8: Benefits map for enhancement of existing services
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4.4.1 Improve Direct Marketing Performance

Stakeholders such as Tec Brand, Tesco, MBNA, BskyB, Buy 4 Now, TicketMaster, Eircom and O2 Ireland stated in turn that they would welcome the introduction of postcodes as they would then be able to better target certain relatively small areas that in their opinion best suited the products/services they were advertising. 

They would typically identify such areas by looking at the address location of existing customers that best fits their target profile and then make the assumption that in the areas immediately around such customers, the population demographics would be relatively similar. In turn the stakeholders believe that in other countries where postcodes exist, that they would see an improvement in return from such marketing exercises. 

In terms of the relative merits of the three options for this benefit, it was felt that the Postal Sector model afforded the best suitability as it assigned the same postcode to a group of properties and as such it was simplest to identify.

4.4.2 Improve Existing Customer Facing Services

A number of stakeholders such An Garda Siochana, VRO, Concern, BskyB, ESB, FedEx and Cyclone Couriers believe that postcodes would offer benefits related to the way that they interact with their customers. In particular postcodes will act as a way to more easily (quickly and reliably) obtain address information. A specific example is that of Concern who stated that their average United Kingdom call time was 3.5 minutes in comparison to 4.5 minutes in Ireland, and a large part of this difference was due to the extra effort associated with manually entering in a full Irish address. Whilst no specific figures were quoted, they believed that the error rate in manually entering such addresses was higher than it would be if postcodes were used.

The Postal Sector option was selected as the most likely to realise these benefits, as it is the shortest and easiest to remember. 

4.4.3 Interfacing with International Operations on Existing Services

A number of stakeholders including Eagle Star, MBNA, FedEx, DHL, Bank of Ireland, Novartis and Tesco viewed the implementation of postcodes as a means of allowing them be able to better interface with and use systems that have been developed by their parent/partner companies outside of Ireland, which use postcodes as their base information. This would then facilitate the utilisation of standard address management solutions and application platforms, reducing the costs associated with the provision of existing bespoke services in Ireland.

As a large number of the stakeholders operating in Ireland have partner or parent organisations in the United Kingdom, it is the opinion that the postal sector model is best suited as it is both conceptually similar and of a similar length to United Kingdom postcodes.

Summary of the Benefits of the Postcode Options

The following table summarises the extent of the benefits detailed above across each of postcode options. It reflects the actual situation rather than the perceived situation as produced as an outcome of the stakeholder consultations.
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Table 4: Extent of benefits across each of the three options 

4.5 Facilitate Provision of New Services

In addition to improving existing services, the same stakeholder groups also identified the potential of postcodes to facilitate the implementation of new services, the benefits of which are captured in the following figure.
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Figure 9: Benefits map for provision of new services

4.5.1 Implement New Customer Facing Services

A number of retail and logistics operations outside Ireland use postcodes as a mechanism through which customers can identify themselves automatically through the likes of web portals. This can enable them to claim their entitlement to location-related services such as free home delivery. 

The option perceived to best meet this benefit is very much related to logistics based operations. The Postal Sector option was selected as this is based upon physical features and is of most relevance to their operations. 

4.5.2 Implementation of New Logistics Based On-Line Services

Building on the previous benefit, the implementation of postcodes shall facilitate the development of a number of new services in Ireland that are fundamentally constructed around logistic based operations, such as; door to door route planning, public transport etc.

For the same reasons as described for the previous benefit, the postal sector option is perceived to best fulfil the requirements in this case.

4.5.3 Roll-out New Services Based Upon Comparable International Offerings

Stakeholders including Eagle Star, MBNA and GLS, identified the benefit of being able to better avail of products and services that their parent/partner organisations currently offer that are based around postcodes, which cannot be implemented in Ireland currently. 

As the predominant parent/partner country for such organisations is the U.K. it was felt that the Postal Sector model was best suited to this, as it most closely reflected the underlying principals by which the U.K. postcode has been constructed and is of the same length.

4.5.4 Impact of Postcode Options on Benefits

The following table summarises the extent of the benefits detailed above across each of postcode options. It reflects the actual situation rather than the perceived situation as an outcome of the stakeholder consultations.

Table 5: Extent of benefits across each of the three options
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5. Postcode Costs

The final output from this consultation process is the identification of the necessary cost elements to enable the major stakeholders to implement postcodes successfully.

These stages are briefly categorised and described in the following table, and will act as the framework around which detailed costs will be calculated as part of the full cost benefit analysis. 

It should be pointed out that these cost elements do not encapsulate those specific to An Post, and does not include the costs relating to the initial implementation and maintenance of the postcode system by a national postcode body.

Table 6: Postcode Implementation Costs

	Category of Activity
	Implementation Activity

	Address Database/ Customer Database Cleansing and Mapping
	This activity will involve significant efforts for any stakeholders with large databases (e.g. Government Departments, ESB, Eircom, An Post, Bord Gáis, Bank of Ireland). All stakeholders assumed that a national postcode file mapping addresses and postcodes would exist, the generic customer database cleansing and mapping undertaken by stakeholder must include the following sequence of activities:

· Development of an address mapping script;

· Run of the address mapping script for automatic address matching (different automatic mapping success rate were provided by stakeholders ranging from 40% to 90%, depending on their experience in this field);

· Manual address matching for addresses that will not be matched because of a difference of format with the national postcode file (different manual sorting effort/speed indicators were provided by stakeholders depending on their experience in manual address matching activities); then

· Postcode collection from customers for those non-unique addresses (at the Post Town level) that cannot be handled centrally. Customers with small databases or processes that will not be impacted by postcodes will operate their address mapping exercise exclusively through their customers.

Two major stakeholders (Bord Gáis and ESB) highlighted their need for the national postcode file to include ordinance (X,Y) co-ordinates to: 1) increase their automatic mapping success rate (these stakeholders already manage (X,Y) coordinates), and 2) reduce the issue of non-unique addresses in the same post town.

	Application Upgrade (Bespoke and Off-the-Shelf)
	Most of the interviewed stakeholders use a combination of bespoke and off-the-shelf applications.

Most off-the-shelf applications already include postcodes fields that only need to be activated.

The majority of bespoke applications used exclusively in an Irish context (e.g. Public Services applications) will require the creation of an additional field. This is not expected to be an issue.

The majority of bespoke applications used by international operations based in Ireland (e.g. FedEx, UPS, DHL, Bank of Ireland) already include a postcode to accommodate the countries that already use such a code. In this case, the postcode field needs to be activated. A significant number of stakeholders falling under this category highlighted the fact that an all-numeric codes would facilitate the integration with international systems (designed in the USA).

	Roll-out
	Rollout of postcodes (from an IS point of view) will be included in existing data management projects rollout.

	Internal training
	The introduction of postcodes will require internal training. 

This internal training will be most significant in the postal sector where the manual sorting procedures will have to be reviewed (bench re-labelling/recoding).

	Customer training
	Stakeholders that rely on postcodes for the delivery of their service (e.g. B2B couriers, B2B postal services, An Post) will spend time educating their customers on postcodes through their account managers.

Other stakeholders will rely on national campaigns and national take-up.


6. Conclusions and Way Forward

This document has presented a summary of the consultation process undertaken as part of the National Postcode Costs Benefits Analysis, and marks the completion of this phase of the analysis.

In summarising the benefits, the following figure graphically represents the various interrelationships that exist between each of the high-level (Level 1) benefits (excluding Post Supply Chain Benefits which is specific to a single market sector) and which shows that at this highest level, Postcodes can be categorised as a tool to facilitate data management. This in turn improves data analysis, enabling segmentation and grouping that enables the improvement of existing processes or indeed the development of new ones.
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Figure 10 – Interrelationship between Postcodes and high-level benefits

The Benefit Map was used as a basis for the detailed Cost Benefit Model, where a distinction shall be made between quantifiable and non-quantifiable benefits that are identified on the basis of:

· In the cases where stakeholders provided clear cost-saving drivers or where past experience can be re-used to create quantifiable benefits drivers, monetary benefits will be included in the Cost Benefits Model,

· In all other cases, benefits will be presented as non-monetary benefits in the final Costs Benefits Model.

With regards to costs, the CBA analysis shall take each of the elements as identified in Section 5 of this report, and quantify them on the basis of information provided by the consulted stakeholders. 

APPENDIX A: 1List of Consultees

Table 7 provides the list of stakeholders that were consulted as part of the Cost Benefit Analysis. 

Table 7: List of consulted stakeholders

	Sector
	Stakeholder

	Public Postal Sector

	
	An Post

	Private Postal Sector

	
	Cyclone Courier

	
	Document Express

	
	DX Ireland

	
	DHL

	
	FedEx

	
	GLS

	
	Irish Swift Post

	
	Interlink

	
	Nightline

	
	UPS

	Utilities

	
	Bord Gáis Network

	
	Bord Gáis Retail

	
	ESB

	Spatial Agents

	
	GPS Ireland

	
	ISDI

	
	OSI

	Public Service Agencies

	
	An Garda

	
	CSO

	
	Department of Health and Children

	
	Department of Transport

	
	Department of Social and Family Affairs

	
	ESRI

	
	HSE

	
	Local Authorities

	
	Revenue

	
	Vehicle Register

	
	Electoral Register

	
	Land Registry

	Retail and Distribution

	
	Pitney Bowes

	
	Buy for Now

	
	BSkyB

	
	NNI

	
	Ticket Master

	
	Tesco

	Telecom

	
	Eircom

	
	O2 Ireland

	Marketing and Data Management

	
	Data Ireland

	
	TecBrand

	Pharmaceutical 

	
	Novartis

	Insurance

	
	Eagle Star

	
	Quinn Direct

	
	IIF

	
	FDB Insurance

	Banking

	
	Bank of Ireland

	
	EBS

	
	MBNA

	Charities

	
	Concern

	
	Focus Ireland

	
	Missionaries of the sacred Heart

	Unions

	
	CWU

	Business Association

	
	ISME

	
	IBEC

	
	IEA

	
	SMA
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Full Cost Benefit Map
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APPENDIX C: Summa

APPENDIX D: presention of the 3 postcode options put forward for the cost benefit analysis

Table 8 provides a summary presentation of the postcode options that were put forward for the costs benefit analysis.
Table 8: summary description of the structure of the postcode options

	NAME
	DESCRIPTION
	STRUCTURE

	Fixed Grid
	· Follows Ordnance Survey Ireland standard map

· Grid of 20 squares (100km by 100km) across the Island of Ireland.  Identified by single Alpha character

· Each square further broken down into 10m by 10m grids through four numeric characters referencing east and then four numeric characters referencing north
	A 1234 5678

	Post Town Boundary
	· Container of c150-200 “Service Town Areas” (essentially defined areas associated with specific services e.g. postal services i.e. area around post towns in such a case) with boundaries defined to align with geographic, admin, legislative or proprietary boundaries (as appropriate)

· Service Towns defined using Alpha or Alpha-Numeric code close to existing names / classifications

· Each Service Town Area further broken down into 10m by 10m grids as in the Fixed Grid option
	ABC 1234 5678

	Postal Sector
	· Country initially divided into at most nine Regions (1st digit) that are then broken into at most 99 Areas (2nd & 3rd digits) which equate to Postal Towns (areas will be identical to the above “Service Town Area” if the service type selected for Option “Post Town Boundaries” is postal)

Each Postal Town further broken down into up to 99 Districts (4th & 5th digits)

Each district further broken down into up to 99 postal Sectors (in which there are less than 99 delivery points) i.e. to effective “block face”, e.g. cul de sac, side of road, block on longer road (6th and 7th digits)
	1 23 45 67
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