SPECIAL
ROUTE INSPECTIONS

THE PROBLEM

Throughout the Postal Servicemanagersand Carriersspendimmeasurabl etimearguing about "Who should work the
overtime." Becauseof that they cometothemistaken conclusionthat their problemsareArticle8 problems. Most of their
problems however, aretheresult ofover bur denedr outes. Without overburdenedroutes, wewould havealot less
overtimetotalk about."Article19- Handbooksand Manuals', incorporatestheM ethodsHandbook M-39intothe
National Agreement. It identifies for us what a properly adjusted route should be. Section 242.122 of the M-Z

“The proper adjustment of carrier routes means an equitable and feasible division of the work among all
of the carrier routes assigned to the office. All regular routes should consist of as nearly eight hours as
possible.”

In 21987 award (N4N-1K-C 32218 & 34724), Arbitrator Grossman stated:
“...The Parties agree that routes must be adjusted as close to eight hours as possible...”

THE SOLUTION

We can seethat aproperly adjusted routei saneight hour route. If arouteisnot properly adjusted, Section 270 of the
M-39 tells us what must be done. It contains the provisions calling for Special Route Inspections.

Section 270 of the Methods Handbook M-39 reads:

270 SPECIAL ROUTE INSPECTIONS

271  WHEN REQUIRED

Soecial route inspections may be required when one or more of the following conditions or
circumstancesis present:

Consistent use of overtime or auxiliary assistance.
Excessive undertime.
New construction or demolition which has resulted in an appreciable change in the route.
A simple adjustment to the route cannot be made.
A carrier requests a special inspection and it is warranted.
Carrier consistently leaves and/or returns | ate.
If over any 6 consecutive week period (where work performance is otherwise satisfactory) a
route shows over 30 minutes of overtime or auxiliary assistance on each of 3 days or morein
each week during this period, the regular carrier assigned to such route shall, upon request,
receive a special mail count and inspection to be completed within 4 weeks of the request. The
month of December must be excluded from consideration when determining a 6 consecutive
week period. However, if a period of overtime and/or auxiliary assistance beginsin November
and continues into January, then January is considered as a consecutive period even though
December is omitted. A new 6 consecutive week period is not begun.
h. Mail shall not be curtailed for the sole purpose of avoiding the need for special mail count and

inspections(date: October 22, 1984, incorporated into December 24, 1984 award).

Seldom doesmanagementinitiateaSpecial Inspectionascalledfor under Section271.a, b, ¢, d, andf. Ifanythingis
done, management typically triesto assessthesituationwith al-day instead of 5-day count. However, Section271.ecdls
for ab-day count when"aCarrier requestsaSpecial | nspectionanditiswarranted.” Section 271.f identifiesthe
requirements that must be met in order to qualify for a Special Route Inspection under 271.e. Those requirem

1. At least 30 minutes of overtime or auxiliary assistance
2.0n 3 daysor morein aweek
3. For a 6 consecutive week period.
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Although Section 271.g of theM-39doesn'tr equir ethat arequest be madeinwriting, werecommend that oncethese
requi rementshavebeen met, theRegular Carrieralwaysrequest theinspectionunder 271.e.inwriting, dated, andin
duplicate. Only thendoestheCarrier havephysical proof that therequest wasmade. That proof should bean adequate
def ense against anargument from management that therequest wasnever made. It a so startstheclock running onthetime
limitsthat management must meet ontheseinspections. The M emorandum of Understanding dated July 21, 1987 makes
clear the time limits that must be met with regards to Special Inspections.

MEMORANDUM OF UNDERSTANDING July 21, 1987

Re: Special Count and Inspection - City Delivery Routes

The United StatesPostal ServiceandtheNational Associationof Letter Carriers, AFL-CIO, agreethatitisinthe
best interests of the Postal Service for letter carrier routes to be in proper adjustment.

Therefore, wheretheregular carrier hasrequested aspecia mail count andinspection, andthecriteriasetforthin
Part 2719 of theM ethodsHandbook, M-39, have been met, suchinspection must becompl eted withinfour weeks
of therequest, and shall not bedelayed. I theresultsof theinspectionindicatethat therouteisto beadjusted,
suchadjustment must beplacedin effect within 52 calendar daysof thecompl etion of themail countinaccordance
with Section 211.3 of theM-39 M ethods Handbook. Exceptionsmay begranted by aDivision General Manager
only whenwarranted by valid operational circumstances, substantiated by adetailed written statement, which shall

be submitted tothelocal unionwithin sevendaysof thegrant of theexception. Theunionshall then havetheright

to appeal the granting of the exception directly to Step 3 of the grievance procedure within 14 days.

Remember, that Memorandum identifies specific time frames that MUST BE MET. They are:

1. "..suchinspectionsmust becompletedwithin4 weeksof ther equest and shall not bedelayed,” and

2. "lIftheresultsof theinspectionindicatean adjustment, such adjustmentmust beplacedin effect
within 52 days of the completion of the mail count.

Frequently, when arequest for Special I nspectionismade, management comesup withahundred and onereasonswhy
thereisnoneedfor thelnspection. Thefirst normally heard hasto dowiththeCarrier's" unsatisfactory performance.” You
know theone,"If youwereworking ashard asyoushould, it wouldn't takeeight hours- | could doyour wholeroutein
six hours myself."

Arbitratorshaveconsistently heldthat theappropriateway tojudgethevalueof aRoute, andthelevel of aCarrier's
performance, is a Special Inspection. In 1979, Arbitrator Holly (N4N-S-16-327-D & 328-D) stated:

"Thefactisthat if management believed that the Grievant wasperforming unsatisfactorily, his[theGrievant's] heavy
usageof overtimeprovided anopportunity, infact an obligation, to makeaSpecial Routel nspectionasper Section
271 of the M-39."

INn1982, whilestating thetimelimit for the Specia Count and Inspection, aNationa Policy L etter al sotal ked about excuses.
It stated:

National USPS Policy Letter dated 4/14/82

"If aroutemeetsthecriteriain Section271g, M-39, and the Regular Carrier assignedtotherouterequestsa
Special Count and I nspection, managementmust conduct thecount andingpectionwithin4weeksof therequest
andinaccordancewith appropriate proceduresoutlined in Chapter 2, M-39.Unsatisfactory conditionssuch
as poor caselabels,’ "poor wor k methods,’ or ‘norouteexaminer savailable' shouldnot beused asan
excuse not to conduct the inspection within the 4-week time frame.”

In 1985, Arbitrators Levak and Pribble commented on the issue. Levak said:
Arbitrator Levak (W4N-5B-D-3530)

"Thebasic principleestablished by [theNational Agreement, Article34.A-C] isthat eachemployeeistobe
individuallyjudgedby thefair day'swork that heaccordsthe Serviceandthat any work standardsmust befair,
reasonable,and equitable...Accordingly, itisclear that...sandardsmust beestablishedin accordancewith M-39"

Heal socommented that onceaRoutequalifiesfor aSpecia Inspection, andtheRegular Carrier requestsone, any discipline
for expansion of Street Time isinappropriate unless and until such time as an Inspection is conducted.
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"It should benotedthat thereferencein271.gto "otherwisesatisfactory performance’ necessarily relatesto
“improper practices asthat termisusedintheM-39, Chapter 2, and not to compari sonsbetween the Carrier and
other carriers or between the Carrier and himself at an earlier stagein hislife."

Arbitrator Pribble (C4N-4J-C 6365, 4720, & 6273)

"...oneof thecontractually required methodsfor determining theextent andlocation of problems[ontheroute] is
the Route Inspection.”

Despiteargumentstothecontrary by local managers, Step 4 Settlementsin 1980, 1982, and 1983 madeit clear that being
overburdened isa function of the ROUTE and not of the Carrier.

7N8-W-0343/W8N5BC9396
1980 Step 4 Settlement

"TheUnion contendsthat theprovisionsof theM-39, Section 271 refer totheRouteand NOT THEREGULAR
CARRIER...This positionis consistent withthat of the Postal Service."

H8N-4B-C-21531
1982 Step 4 Settlement

[TheRegular Carrier's]..."request [for aSpecial | nspection] wasrefused becausewithinthe 6 consecutivework
week period, hewasoff sick. TheUnion contendsthecriteriafor the Special | nspectionhasbeen met eventhough
the Carrier wasnot serving hisRouteduring theentireperiodinquestion.Thisposi ti oni s consi stent withthet of the
Postal Service." o S

H1N-5G-C 1983
1983 Step 4 Settlement

"...iftheCarrier'srestrictionisonly thefact that heislimited to 8 hoursof duty, and no other limitationexistswhich
could distort a proper evaluation, the [Carrier] may qualify for a Special Inspection.

Although sometimesargued tothecontrary by L ocal Management, theright toaSpecia Routel nspectionisunaffected by
thefact that the officemay beundergoing, or beschedul edfor, aunit and routereview. A Unit and Route Review,as
discussedin Section211.1 of theM-39, isbased onlinear r outecount and other variabl escontai ned in Section 214 of
the M-39. The Specia Routelnspectionisbased onactual piececount andfollowsthesameguiddinesasaformal count
and inspection.

MANNER OF INSPECTION

The Memorandumsof Understanding signedin 1981 and 1984 regarding Routel nspectionschanged therequirement from
annual inspectionstoannual "Unit and RouteReviews', whichwereintended to keep routesin adjustment. For most of us
they havehad littleeffect. Sincewenolonger havetheannual inspections, wehaveincreasingneedfor Specia Inspections
toget routesinto proper adjustment. Numerous Step 4 settlementshavemadeit clear that manner of inspectionfor Specia
Inspections is the same as for the old annual inspections.

NC-W-5287/W2092-76N
1977 Step 4 Settlement

"...Generally specid ingpectionsshal | beconductedinthesamemanner astheannual count andinspection...The
route may be inspected on more than one day of the week."

NC-E-10846/E3M OU-739
1978 Step 4 Settlement

"...wedid mutualy agreethat asupervisor should normally reserveany commentsabout [the Carrier's] performance
during a special route inspection until the inspection is later discussed with the Carrier."
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H1N-5H-C 6171
1982 Step 4 Settlement

" Section 221.31 of MethodsHandbook, SeriesM-39 providesfor carrier verification of count whenthemanager
countsthemail duringamail count andinspection. Theintent of thislanguageisal so applicableto Specia Office
mail counts as provided for in Section 141.2 of the same Handbook."

Specia Inspectionsdiffer fromRegular Annual Ingpectionsonly inthat they may beconductedin June, July, or August. The
restrictionsintheM-39, Section211.1 agai nst routeinspectionsin June, July, and August applyonlyto management
initiated Forma Routelngpections, not to empl oyeeinitiated Special Routelnspections. Section 272 requiresthat aspecia
routeinspectionmust beconducted"inthesamemanner asaformal count andinspection.” Thissectiongovernshow, not
whenthey areconducted. Section 272 of theM-39telIsusthat the Special Routel nspectionsprovidedforin Section271
must be conductedi n exactly thesamemanner asregular countsandinspectionscalledfor under Section221.11 of the
M-39 and"ARTICLE 41.3.S."

272 MANNER IN WHICH CONDUCTED

"Whenspecial inspectionsaremade because of conditionsmentionedin 271, they must beconductedinthesame
manner as the formal count and inspection.”

211.1 SCHEDULE

"Thecount of mail onall letter delivery routes, regular and auxiliary, must befor 6 consecutiveddivery days...Itis
not mandatory that mail countsbeginon Saturday and continuethrough Friday solong asthey aremadeon
consecutive delivery days."

No L etter Carrierscan berequiredto haveaSpecia RoutelnspectioninJune, July, or August, since Special Inspections
canonly betriggered by therequest of the Carrier. A letter Carrier hastheoption of delaying arequest for aSpecial
Inspection, qualifiedfor under Section271g, until theend of summer. Itis however, not alwaysinthebest interest of | etter
carriers to request them during the low volume summer months.

MANNER OF ADJUSTMENT

Onceweget throughtheinspectionand moveontotheadjustment, werunintoanentirely new set of problems. Arbitrators
have heldthat itisnot sufficient for the Postal Servicetomerely foll ow theproceduresspecifiedintheM-39when
examining and adjusting routes. Rather, the final result must be an eight hour route.

C-07630 Arbitrator Dilts

"Theinspectionsarenot beforethearbitrator aspart of the presentissue. What isbeforethisarbitrator isthematter
of adjustments. Inexaminingtherecord, itisclear that the subject routesarenot e ght hour routes. Thisdoesnot
mean that the proceduresfor adj ustment weresomehow viol ated. Themethodsby which adjustmentsaremade
andtheresultsof thoseadjustmentson | etter carrier work loadsmay beviewed asseparabl eissuesunder the
language of the M-39."

N4AN-1K-C 32218 & 34724
Arbitrator Grossman, 1987

"...Therefore,inany futurecaseswhere Section 271(G) of theM-39 Handbook i sviol ated by management; or the
routes are not adjusted to eight (8) hours, a monetary remedy is necessary to make the Grievants whole..."

WA4N-5K-C 45235

1988 Step 3 Settlement

"...Management has failed to implement the adjustments of the routes after counts were made..."
WA4N-5B-C 8594

Arbitrator Lange, 3/21/89

"The Service'sinaction ontheinspectionsand adjustmentsviol ated the Carrier'srightsto an e ght-hour (8 hour)
route, regardless of their individual desire or need for overtime work."
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W4N-5T-C 36919
Arbitrator Lange, 8/23/89

"Sinceavalidrequest for aSpecia Routelnspectionwasmadeon October 4, 1986, thecompl etion date pursuant
totheM-39wasNovember 4, 1986 [not April 1989]. Contrary tothe Service'sargument, if arouteadjustment
isindicated by the results of the special route inspection, the adjustment must be made.”

Evenif everybody acceptsthefact that theend result must bean eight (8) hour route, wearefaced with problemsinthe
immediatefuture. Postal Headquartershasmandated that loca managersexhaugtAL L alternativesto routeadjustment by
territory transferprior tomakingan adjustment by territorytransfer. TheM-39 established thebasisfor thisdecision.
Section 243.21.b states:

"Permanent relief may sometimesbeprovided by reducing carrier officetime. Cons der itemssuch asadditional
firmholdouts, rel ocating of vehi cleparking, withdrawal of mail by clerksor mailhandlers, providingacart system
for accountable items, etc..."

Weknow whichmanner of adjustment weprefer.Weal | know the easi est manner of adjustment to put adefinitivevalue
on. Weadl know themanner of adjustment that wearemost familiar and comfortablewith.Ter ritor ytr ansfer . However,
wemust accept thefact thatit'sunlikely, at least for thetimebeing, that we'll get that kind of adjustment. Wemustasobe
preparedtodeal withtheal ternative methodsof adjustmentinsuchaway that weactually end upwith eight (8) hour
assignments.

REMEDY FOR FAILURE TO INSPECT/ADJUST

WA4N-5B-C 8594
Arbitrator Lange, 3/21/89
"Asispointed out intheoften quoted Eaton award (W8N-5K-C 13928), ther eisnoright without aremedy."

Arbitratorshavegranted monetary remediesin caseswherethe Postal Serviceviolated the Contract by refusingto conduct
special routeinspectionswhenthey wererequiredto do so by thetermsof theM-39, Section 271. They reasoned that,
sincethegrievantswererequiredtowork overtimethey should not haveworked, no possiblefutureremedy couldreturn
that timetothem. Sincemerely instructing thePostal Servicenot toviolatethe Agreementinthefuturewouldnot, intheir
view, be sufficient to make the grievants whole, monetary remedies were ordered.

C4N-4J-C 6365, 4720, & 6273
Arbitrator Pribble, 1985

"Inthiscase, thethree Grievantshave beenrequiredtowork overtimethat they should not haveworked. No
possiblefutureremedy can returnthistimetothem. Moreover, itwouldbeaninsufficient remedy heretomerdly
instruct theM SC not to breach the Agreement inthefuture... Theempl oyer isordered to pay [the Grievants] one
extrahour's pay at their regular ratesof pay for eachandeveryday...that each Grievant hasworked overtimeuntil

Thereismoreagreement among arbitratorsthatsom e monetary remedy isduein such cases, thanthereisupontheexact
formany suchremediesshouldtake. Incontrastto Arbitrator Pribble'saward cited above, Arbitrator Grossman, in C-
06720(12-16-86), orderedthePostal Servicetopay "onehour'spay at hisregular rateof pay for eachand every
hour that hewasrequiredtowork in excessof eight and onehalf hour s."Other arbitratorshaveordered, or
memorialized consent awards agreeing to, monetary paymentsin fixed dollar amounts as remedies.

WA4N-5K -C 45235

1988 Step 3 Settlement

"...The Carriersidentified above are to be given alump sum payment of $250 each.”
W4N-5B-C 8594

Arbitrator Lange, 3/21/89

"Theappropriate Remedy isthat the Carrierswho had requested route adj ustmentsin October 1984ghdl receive

Administrative L eave inanamount equd tofifty percent (50%) of al overtimehoursworked from September 13,
1985, to the day when the route adjustments were implemented.”
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W4N-5T-C 36919
Arbitrator Lange, 8/23/89
"Theappropriateremedy isthat the Grievant shall receiveone additiona hour of pay & hisstraight timeratefor

eachovertimehour workedfrom January 2, 1987, totheimplementation date of hisrouteadjustmentin November
1988."

Afterreview of all applicablearbitration awards, theNA L C Contract Administration Unit hasconcluded that themost
appropriateremedy inthesecasesissimilar tothosegrantedin C-07630 (Diltz 10-1-87) and C-07536 (Sirefman 11-9-
87). Thefollowing wording is suggested:

" All carriersnot ontheOvertimeDesired List bepaid an additional 50 per cent premiumfor all overtime
wor ked fromthetimethespecial r outeexam should havebeen conducted until such timeastheresults
of the exam areimplemented.”

In review, let's consider what we've discussed.

1. Carriershavethe Contractual right to an eight hour assignment,

2. Section271.gof theM-39laysout thecriteriathat aRoutemust meetin or der toqualify for aSpecial
I nspection,

3. | nspectionsof routesthat qualify for aninspection, must beconducted withinfour (4) weeks, andif over
eight (8) hours, must be adjusted within fifty two (52) calendar days.

4, All of theabovehavesubstantial supportinnumerousar bitrations, Step 4 settlements, Memorandums

of Understanding, and USPS National Policy L etters.
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