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The Internal Revenue Service (IRS) implemented the Location Model of the Post of Duty (POD) Guidelines System. The Location Model is used to improve real estate portfolio and facility management decision-making for a portfolio of nearly 800 buildings totaling 31 million square feet.  The Location Model and the entire POD System have been used to improve facility management since 1998, after going through four stages of development:

· Analysis of the IRS’ facility management needs—The traditional organization footprint of the IRS was geography-based, using regions and districts to manage POD facilities.  POD locations were established by management decisions that were made years before, and did not reflect emerging demographic changes.  There was no consistent approach to the placement of facilities.  The IRS sought a standardized and objective method for reviewing the POD portfolio and for efficiently allocating facility resources.  To create the Location Model tool, IRS used a three-step process en route to creating a new “in the path of the customer” location criteria for the POD portfolio.  The three analysis steps were:

1. Interview employees nationwide; 

2. Benchmark three “best practice” public or private sector organizations; and 

3. Conduct three focus group work sessions and incorporate their feedback in the prospective system.

· Design of a decision-making tool to meet these needs—The path-of-customer concept was translated into a Location Model using optimization and Geographic Information System (GIS) software. The optimization software compares a facility’s current location to alternate scenarios using a weighted distance-workload matrix.  This evaluation provides an optimal five-digit zip code where travel costs for IRS customers are minimized.  Thus, by identifying the zip code location where customer travel costs are minimized, the optimal path-of-customer location for the IRS POD is identified.  The Location Model uses GIS to display the optimal location information.  The GIS output allows facility managers to visually interpret the Model’s results, as its robust output includes the delineated area under study, the optimal zip code, demographic and workload patterns, and a street level map of the optimal zip code.

· Development of the Location Model of the POD System—The IRS successfully used the Location Model to determine optimal path-of-customer locations, but as the IRS customer service model and organizational approach was updated, a new challenge emerged: that of using the model to create solutions tailored to each newly-created IRS business unit’s unique needs and customer bases.  Here, the flexible and robust process embedded in the model proved to be an advantage, as the model was easily adapted to accommodate the identified alternative customer bases and locations.  Using the model, IRS was able to consistently make the best possible location decision. 

· Implementation of the Location Model as a policy requirement—The IRS issued a Location Model Policy in June 2002, stating, “The Post of Duty (POD) Model data should be used to support the development of all delineated areas and provide a basis for the business case justification.”  Due to the policy and outreach efforts to train the facility managers using the model, utilization of the Location Model has grown exponentially.  Over 300 requests have been made for Location Model scenario reports.

By using the Location Model, the IRS has benefited from improved management of its facility resources.  The formal elevation of the model to a required real estate policy highlights the IRS’s emphasis on customer service and facility resource maximization. The model not only allows the identification of customer travel cost savings, but provides flexibility through a dynamic “what-if” scenario capability, automating the analysis of many layers of information for facility managers, including demographic studies, buffer analysis, and staffing analysis.

The Location Model addresses the critical issue of providing a standardized and objective method to identify locations for POD’s while maintaining a flexible environment that can adapt to changes in the IRS’ organizational structure.  The Model is a powerful analytical tool that enhances the IRS facility managers’ abilities to determine how to maximize facility resources and to continually align facility resources with customer service focused mission and strategic goals. 

For more information, contact Mr. Joseph Tezza at 804-916-3860 or via e-mail at joseph.tezza@irs.gov

