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SUBJECT: Audit Report - Management Practices in the Alaska District
{(Report Number LB-AR-01-018)

This report presents the results of our audit of personnel management practices in the
Alaska District (Project 00JAQ03LB000). The audit was conducted in response to a
congressional inquiry that included allegations of nepotism, intimidation, and wasteful
staffing practices. The primary objective of the audit was to determine whether the
allegations had merit.

Our audit revealed that some of the allegations regarding nepotism, intimidation, and
wasteful staffing practices in the Alaska District had merit. While we did not
substantiate the allegation of nepotism, we found there was an appearance of nepotism.
We also found evidence to support the allegation of intimidation at the Wasilla Carmrier
Annex during the week of the route inspections and for a short period following the route
inspections. However, we found no evidence to support the allegation that the Human
Resource manager was not responsive to employees’ allegations of nepotism,
intimidation, and wasteful staffing practices. Furthermore, we found the staffing
practices during the route inspections at the Wasilla Carrier Annex were not wasteful.

We recommended that management consuit with the Law Department regarding
whether the transfer of relatives falls within the statutory nepotism prohibition and that
guidance be provided on how to mitigate the appearance of improprieties when dealing
with the employment of relatives to include appointment, transfer, and promotion. We
also recommended that management establish and publicize procedures to require
higher-level approval for transfers and promotions of relatives. Additionally, we
recommended management monitor the workplace climate at the Wasilla Carrier Annex
and implement a training program for management on how to resolve grievances.

Management in the Western Area did not concur with recommendation three relating to
formally establishing and publicizing procedures to require higher-level approval of
transfers and promotions of relatives of management officials. While field management



disagreed with this recommendation, we consider it resolved because headquarters
Human Resources officials agreed to revise and update the guidance on nepotism
based on this report. However, management indicated they concurred with our
remaining four recommendations and their actions taken and planned are responsive to
those recommendations. Management's comments, in their entirety, are included in the
appendix of this report.

The Office of Inspector General (OIG) considers recommendations 1 and 2 as
significant and, therefore, require OIG concurrence before closure. Consequently, the
OIG requests written confirmation when corrective action is completed. These
recommendations should not be closed in the follow-up tracking system until OIG
provides written confirmation that the recommendations can be closed.

We appreciate the cooperation and courtesies provided by your staff dusing the audit.
If you have any questions, please contact Joyce Hansen, acting deputy assistant
inspector general, Oversight and Business Evaluations, or me at (703) 248-2300.

Ronald K. Stith
Assistant Inspector General
for Oversight and Business Evaluations

Attachment

cc: Patrick R. Donahoe
Suzanne H. Milton
Anthony J. Vegliante
Bill R. Fetterhoff
John R. Gunnels
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EXECUTIVE SUMMARY

Introduction The Office of Inspector General (OIG) initiated this audit in
response to a congressional request. Specifically, a
congressional representative requested the OIG conduct a
review of allegations that the _
inappropriately transferred, placed, and promoted his son;
that management used severe intimidation tactics and
wasteful staffing practices during a route inspection at the
Wasilla Carrier Annex; and that the *

! was not responsive to employees making these

allegations and did not report the matters through proper
channels.

Results in Brief Our audit revealed that some of the allegations regarding
nepotism, intimidation, and wasteful staffing practices in the
Alaska District had merit. While we did not substantiate the
allegation of nepotism in regards to the transfer, placement,
and promotion of the h son, we found there
was an appearance of nepotism. We also found evidence
to support the allegation of intimidation during and after the
week of route inspections at the Wasilla Carrier Annex. In
Anchorage, the majority of managers, supervisors, and craft
employees interviewed had not personally experienced or
witnessed intimidation in the workplace. Additionally, these
individuals believed that the work climate was good.
However, those individuals that experienced intimidation in

the workplace attributed the intimidation to aggressive
efforts to achieve performance goals.

We found the staffing practices during the route inspections
at the Wasilla Carrier Annex were not wasteful.
Management agreed, during our audit, to increase the
number of supervisors and managers in the Alaska District
who are trained on route inspection practices. This training
effort should help to limit the participation of individuals from
other districts during future route inspections. This training
was recently completed and route inspections are currently
ongoing in the district using Alaska personnel.

We found no evidence to support the allegation that the

was not interested in assisting
employees with regard to complaints of nepotism,

The _ Is also the _ for the Alaska District.
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intimidation, and waste. The

responded in writing to union officials, which demonstrated
he took the allegations concerning the Wasilla route
inspections and the transfer, placement, and promotion of
the | son seriously, and was interested in
clarifying the actions taken with regard to these matters.

Summary of We recommended the senior vice president, Human

Recommendations Resources, consult with the Law Department regarding
whether the transfer of relatives falls within the Postal
Service and statutory nepotism prohibition and advise us of
the Law Department's opinion. We further recommended
that guidance be provided on how to mitigate the
appearance of impropriety when dealing with the
employment of relatives. We recommended that the vice
president, Western Area Operations, formally publicize and
establish procedures to require higher level approval for
transfers and promotion of relatives. In addition, we
recommended that quarterly follow-up interviews with
employees at the Wasilla Carrier Annex be performed to
continue efforts to improve the work environment at this
facility. We also recommended training for management,
which focuses on human relation skills, conflict
management, and managing change in the workplace.

Summary of Management indicated that Employee Resource
Management’s Management was currently revising policies and procedures
Comments that provide guidance on the topic of employment of

relatives. Management also noted that the Law Department
was reviewing the language dealing with the employment of
relatives to ensure that the policy addresses all applicable
statutory language on this topic. Management stated that
the final draft policy would be placed into the clearance
process, which takes 90 days.

Management determined the current “Restrictions on
Employment of Relatives” in the Personnel Operations
Handbook EL-311 provided sufficient guidance and
instruction to field operations on the employment of
relatives. Management indicated that headquarters Human
Resources should be the appropriate name for providing the
appropriate guidance. As a result, management indicated
they would not formally establish and publicize procedures

to require higher-level approval of transfers and promotions
of relatives of management officials. With
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regard to the work climate at the Wasilla Carrier Annex,

management responded that a designated "management
mentor” and the u will continue to
monitor the workplace climate at the annex and believed the
workplace climate had improved. Management also noted
that quarterly employee interviews would be conducted at
least three times between now and December 31, 2001.
Management indicated that the area managers of Human
Resources and Labor Relations were charged with
assessing management's preparedness to avoid
grievances, by properly managing the grievance process
and resolving grievances at the lowest possible level.
Management has ensured that any additional training or
development required as a result of this assessment will be
completed by October 1, 2001.

Overall Evaluation of
Management's
Comments

Management concurred with four of five recommendations
and their actions {aken and planned are responsive to those
recommendations. However, management did not agree
that the Western Area should formally establish and
publicize procedures to require higher-level approval of
transfers and promotions of relatives of management
officials. Instead, management suggested that
headquarters Human Resources should implement the
recommended action. Because Human Resources
management has stated they intend to implement broad
policy on the employment and placement of relatives, we
consider such actions responsive to the recommendation.
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INTRODUCTION

Background The Office of Inspector General (OlG) received a May 23,
2000, congressional inquiry regarding aliegations of
nepotism, intimidation, and wasteful management practices
in the Alaska District and specifically in the Wasilla Carrier
Annex. The letter contained aflegations that (1) the Alaska

inappropriately transferred his son into the
Alaska District, placed him into the Associate Supervisor
Program and then promoted him to a supervisor position,
(2) management used severe intimidation tactics, and
wasteful staffing practices during a route inspection at the
Wasilla Carrier Annex, and (3) the *
was uninterested in assisting employees with

these situations and did not report the matters through
proper channels.

According to Postal Service Persohnel Operations
Handbook EL-311, April 1990, nepotism is defined as the
attempt by any Postal Service manager or hon-bargaining
employee to recommend, influence, or express interest that
could be construed tec influence the appointment or
promotion of a relative. Section 312.3 of the handbook,
Restrictions on Employment of Relatives, provides policies
and procedures on handling appointment and promotion
consideration of relatives of a Postal Service manager.

The Postal Service established the following initiatives and
strategies to instruct employees on maintaining a violence-
free workplace:

¢ The Joint Statement on Violence and Behavior in the
Workplace states the Postal Service's position that
violent and inappropriate behavior will not be tolerated
by anyone at any level of the Postal Service.

¢ Publication 45, A Violence-Free Workplace, states
everyone has a right to a violence-free workplace.

+« The Alaska District's Zero Tolerance Palicy for Acts or
Threats of Violence in the Workplace states the district's
position is to create and maintain a healthy workplace.
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Objectlves, Scope,

and Methodology

Our objectives were to determine if allegations of nepotism,
intimidation, and wasteful staffing practices in the Alaska
District had merit. Specifically, we determined whether

(1) the appearance of nepotism existed regarding the
transfer, placement, and promotion of the k
son; (2) letter carriers at the Wasilia Annex were subjected

to intimidation during and immediately following a week long
period of route inspections; (3) employees at the Anchorage

facility experienced intimidation in their work environment;
(@ tne AR -'cd responsively {0
employees’ allegations, and (5} staffing practices during
route inspections were wasteful.

To accomplish the objectives related to nepotism, transfer,
placement, and promotion of the * son, we
reviewed Postal Service policies and procedures conceming
transfer, placement, and promotion of relatives. To answer
the abjective concerning intimidation, we looked at
grievances, Equal Employment Opportunity complaints, and
disciplinary actions to help us assess whether intimidation of
employees was occurring. Regarding our abjective
concerning wasteful staffing practices, we reviewed travel
vouchers, personnel files, and other personnel related
reports to assess the reasonableness of staffing decision
during route inspections.

To accomplish all of our objectives, we interviewed Alaska
District management including the

manager of Human Resources, manager of customer
service operations, employee and workplace intervention
analyst, labor relations specialists, postmasters, station
managers, and craft employees at 15 facilities in Anchorage
and two facilities in Wasilla. We interviewed 115 craft and
management employees in the Alaska District. Specifically,
in Anchorage we randomly selected and interviewed 49 of
959 craft employees and 28 of 83 management employees.
At this location, we also interviewed 11 management and

7 craft employees who were not included in our random
sample. In Wasilla, we interviewed, 2 managers, 4 clerks,
and all 14 letter carriers. These employees were selected
judgmentalily.
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This audit was conducted from September 2000 through
May 2001 in accordance with generally accepted
government auditing standards, and included such tests of
internal controls as were necessary under the
circumstances. We discussed our conclusions and
observations with appropriate management officials and
included their comments, where appropriate.

Prior Audit Coverage

We did not identify any prior audit coverage in the last
5 years related to our specific audit objectives.
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AUDIT RESULTS

Allegations of We did not substantiate the allegation of nepotism in
Nepotism regards to the transfer, placement, and promotion of the
_ son. However, we found there was an

appearance of nepotism in that some employees we
interviewed believed the i son had
received preferential treatment of his transfer to another
Postal Service facility, placement into the Postal Service
Associate Supervisor Program, and subsequent promotion
to supervisor. Local procedures on the transfer of relatives
are unwritten and not well publicized, which contributed to
the perception of nepotism. In addition, national policy on
the employment of relatives does not address transfer of
relatives, which contributed to confusion over how Human
Resources should have handled the situation. Additionally,
national guidance for administering the Associate
Supervisor Program does not address how to mitigate the
appearance of nepofism when placing refatives in the
program. We found that the Western Area vice president
responded to the allegation of nepotism in a May 2000 letter
to the president of the National Association of Letter

Carriers Branch 4319.
Transfer, Placement  We found the transfer of the || NN son had
and Subsequent been approved at a higher level than normally required by
Promotion local policies for transfers. The Western Area manager of

Human Resources approved the transfer. Local procedures
only require the approval of the manager, Human
Resources, Alaska District; however, this policy is neither
written nor publicized. The Personnel Operations
Handbook EL-311, section 312.312, which discusses the
employment of relatives, does not specifically address the
transfer of relatives.

& We also found the placement of the [ son

into the Associate Supervisor Program and his subsequent
promotion followed established procedures. We found no
evidence that the i was invoived in the
transfer, placement, or promotion of his son. The
- stated that he neither transferred his son to the
district nor was he involved in the son's selection for the
Associate Supervisor Program. Additionally, he stated that

he stayed as far away as possible from the process.
However, we found there was an appearance of nepotism in
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that some employees interviewed believed the [l

son had received preferential treatment in the
execution of his transfer and placement into the Postal
Service Associate Supervisor Program and subsequent
promotion to supervisor. National guidance for
administering the Associate Supervisor Program does not
address how to mitigate the appearance of nepotism when
placing relatives into the program.

Placement into the Associate Supervisor Program was
competitive, and a review committee made the final decision
for all applicants.? The review committee was comprised of
supervisors in the Alaska District. In interviews, these
supervisors stated they were not influenced in any way. We
found the application package for the ﬂ son
met established guidelines for selection as documented in
the Assaciate Supervisor Program Coordinator's Guide.
Seventeen individuals applied for the program and eight
were selected. Upon successful completion of the program,
the I ﬁ son and other successful candidates
were promoted. Specifically, the [ NN son was

promoted to supervisor, Customer Services, in the Alaska
District.

Durini interviews, employees stated they felt the [

son received special treatment with regard to his
transfer, placement into the Associate Supervisaor Program,
and subsequent promotion to a supervisor. One employee
expressed the opinion that individuals do not usually get
selected for the Associate Supervisor Program on their first
application. Other employees were concerned with the
timing of the * B s<icction for the
Assaciate Supervisor Program, which occurred 6 months
after his transfer to the Alaska District. The guide states,
external candidates may be selected if the internal
candidate pool does not include a sufficient number of
talented people. However, no data was available on the
number of individuals selected on their first application to
the program. Program guidance emphasizes that decisions

on recruitment depend on the talent pool and is done in
conjunction with intemal recruitment efforts.

2 Both Intemal and external candidates can submit applications for the Assoclate Supervisor Program. A review
committas composed of three supervisors evaluates all applications. Candidates who succeasfully complete the
program are promoted to a supervisory positlon. Assoclate Suparvisor Program Coordinator's Gulde, August 1998.
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Westem Area Vice
President's Response
to Allegation of
Nepotism

in a May 19, 2000, letter to the president of the National
Association of Letter Carriers Branch 4319, the Western
Area vice president responded to the allegation of nepotism
in the transfer, placement, and subsequent promotion of the
* son. The Western Area vice
president stated the allegation was incorrect. In his
response, the Westem Area vice president explained the
circumstances of the transfer and placement. He stated
that the transfer request was handled as other transfer
requests were handled and that the ||| I so»

had as much or more postal experience than many
Associate Supervisor Program candidates.

Recommendation

We recommend that the senior vice president, Human
Resources:

1. Consult with the Law Department regarding whether the
transfer of relatives falls within the Postal Service and
statutory nepotism prohibition and advise us of the Law
Department'’s opinion.

Management's
Comments

Management concurred with our recommendation.
Management responded that headquartiers Employee
Resource Management was currently revising policies and
procedures that provide guidance on the employment of
relatives. Management noted that new guidance would
appear in the release of Handbook EL-312, Employment
and Placement. Management also stated that the Law
Department was currently reviewing draft language dealing
with the employment of relatives. Management commented
that following the legal review the final draft of the policy
would be placed in the clearance process, which would take
approximately 90 days.

Evaluation of
Management'’s
Comments

Management's actions taken and planned are responsive to
the recommendation.
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Recommendation

We recommend that the senior vice president, Human
Resources:

2. Provide guidance on how to mitigate the appearance of
improprieties when dealing with the employment of
relatives to include appointment, transfer, and
promotion.

Management’s
Comments

Management concurred with our recommendation.
Management responded that headquarters Employee
Resource Management was revising Handbook, EL-312
Employment and Placement to include guidance on the
employment of relatives, which encompasses not only initial
hire, but also transfer and promotion. In addition,
management indicated the Law Department was in the
process of reviewing draft language dealing with the
employment of relatives. The Law Department’s review was
intended to ensure that Postal Service policy addresses all
applicable statutory language on employment of relatives.
Additionally, management stated that subsequent to the
ongoing legal review, the final draft of the policy would be
placed into the clearance process, which takes
approximately 90 days.

Evaluation of
Management’s
Comments

Management's actions taken and planned are responsive fo
the recommendation.

Recommendation

We recommend that the vice president, Western Area
Operations:

3. Formally establish and publicize procedures to require
higher-level approval for transfers and promotions of
relatives of management officials.

Management's
Comments

Management did not concur with our recommendation.
Management determined the current “Restrictions on
Employment of Relatives” in the Personne! Operations
Handbook EL-311 provided sufficient guidance and
instruction to fieid operations on the employment of
relatives. Additionally, management noted that
headquarters Human Resources should be the appropriate




Management Practices In the Ataska District t.B-AR-01-019

venue for complizance with this recommendation.
Management also noted that any action by the Western
Area to establish or publicize procedures over and above
the existing procedures would be counter intuitive.
Management argued that any action by the Westem Area
on this matter could be construed as “denying employment
or promotion to otherwise eligible and qualified relatives of
non-bargaining employees,” which would be of grave

concern. Additionally, management noted that the audit
reported the NN o I
properly sought higher-level area approval of the
appointment discussed in the report.

Evaluation of Western Area management’s comments were not
Management's responsive to our recommendation. However, headquarters
Comments Human Resources management stated they are

implementing broad guidance on the employment and
placement of relatives, which is expected to be published 90
days after legal review. We consider actions planned by
headquarters Human Resources to update and revise
guidance on nepotism, 1o be responsive to the issues
identified in this report.
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Allegations of
Intimidation

We found evidence to support the allegation that
intimidation at the Wasilla Carrier Annex occurred during the
week of raute inspections and for a short period following
route inspections. However, at the time of our audit
fieldwork, employees interviewed described the current
work environment as good and attributed the improvement
to a change in supervision.

Intimidation at the
Wasilla Carrier Annex

In interviews, employees described how they felt during the
route inspections. Many employees stated that the number
of supervisors present during the route inspections was

excessive and made them feel intimidated. In addition, the
supervisors were described as aggressive and intimidating.

For example, one supervisor shoved the mail around in
employees’ workstations, causing confusion and extending
the time it took to prepare and deliver the mail. One
employee described this supervisor as causing “total chaos”
on the workroom floor. Another employee stated a
supervisor used “dehumanizing” methods, such as labeling
timecards to notify employees of disciplinary discussions.
Yet another employee stated that supervisors assigned to
the route inspections badgered them on the workroom floor.

in addition, an employee indicated that two supervisors
followed carriers on their routes. Employees viewed the
number of supervisors assigned to each carrier as
excessive and intimidating. Further, employees were
issued discipline when they asked supervisors routine
questions. When one employee asked about bathroom
breaks because the employee’s route covered a remote
area, the employee was disciplined for asking this question.

Discipline Issued
During Wasilla Carrier
Annex Route
Inspections

We found that during the route inspections and for a short
period following the route inspections, 15 disciplinary
actions were issued to 6 of the 14 letter carriers. Generally,
employees were charged with failure to follow instructions
and unacceptable work performance. All of the disciplinary
actions issued during the period of the route inspections
were subsequently rescinded or settled.

Employees stated one supervisor, detailed from Wyoming,
demonstrated extremely aggressive behavior during the
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route inspections. This supervisor issued 10 of the

15 disciplinary actions. Despite employee concerns, the
Wasilla postmaster expressed the opinion that this
supervisor was excellent in conducting inspections and in
managing carrier activities.

Management Actions to
Address Labor
Management Issues at
the Wasilla Carrier
Annex

In response to labor management issues caused by the
route inspections, the district manager initiated a workplace
intervention.® The intervention was conducted by the
Western Area labor relations specialist with union
cooperation.

The intervention report disclosed there were two groups of
employees with very distinct perceptions of the office. One
group felt they were working under a dictatorship with very
strict rules; and the other perception was that employees,
and to some extent the union, were running the office.

The report identified the following divergent perceptions
concerning the work environment:

» Employees agreed that the work environment had
improved.

*» There was a lack of consistent leadership in the
office, which resulted in conflicting management
styles.

¢ Two issues of concern surfaced regarding the route
inspections. First, individuals from outside the
Alaska District conducted inspections. Second, the
team conducting the inspections was too large.
Some employees welcomed the involvement and
attention of the large team, and others identified their
actions as harassment.

* With regard to managing the office, one group felt
management was too controlling, while the other felt
that management was finally exercising control.

* There were a high number of grievances, and
grievances were not settled at the lowest step.

3The Intervention was conducted on July 17 and 18, 2000, and a report was Issued on September 13, 2000.
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The report identified factors that contributed to tension in the
workplace, including the lack of consistent management, the
lack of experience of the current supervisor, and the
supervisor’s lack of knowledge of the union contract.
Additionally, the union steward was described as intense
and combative.

The intervention report recommended the following actions:

+ Select outside management and union mentors to
assist and oversee relationships within the office.

» Train the current supervisor on how to resolve
grievances at the lowest level and provide joint
training on the union contract.

» Monitor grievance activity.

¢ Work with the union to improve the atmosphere in the
office.

¢ Conduct follow-up interviews to evaluate the work
environment.

Status of Intervention  The district Human Resources manager provided the
Report following status, as of February 12, 2001, on progress made
Recommendations on recommendations included in the intervention report.

» Mentors were identified for Wasilla. They are the
local president of the National Association of Letter
Carriers, and the manager of Post Office Operations.
These mentors will assist in improving relationships
within the Wasilla Carrier Annex.

* Union and management have met on a number of
occasions since the intetvention. Formal and
informal labor management meetings continue to be
held.

¢ All prior grievances were referred to the mentors for
seftlement,



Managemaent Practices In the Alaska District LB-AR-01-019

» The manager, Human Resources met with the
national business agent for the National Association
of Letter Carriers three times since January 2001 to
resolve cases pending arbitration.

» No formal labor contract training was given, however,
with the level of oversight given by mentors, contract
learning is an ongoing process.

¢ Grievances are being resolved at the first step with
the support of the mentor.

¢ Oversight of grievance activity is ongoing.

» The National Association of Letter Carriers mentor is
working to improve the relationship of the local
representative and management. Some progress
was made in this area.

The district Human Resources manager believes that the
work environment has improved; however, no follow-up
interviews with employees have occurred to verify this
conclusion. The only recommendation not acted upon by
the district was to conduct follow-up interviews with the
employees in Wasilla. We believe this is an important step
in improving the work climate at the Wasilla Annex and
ensuring employees of the importance of their concerns.

Recommendations The vice president, Western Area Operations, should
require the Alaska District manager to:

4. Conduct quarterly follow-up interviews with employees to
monitor the workplace climate.

Management’s Management concurred with our finding and

Comments recommendation. Management has assigned one of the
Alaska District's managers of Post Office Operations to be
the “management mentor” to routinely visit the office,
provide guidance, and monitor the workplace climate in
Wasilla. In addition, quarterly employee interviews will be
conducted at least three times between now and
December 31, 2001.
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Evaluation of Management's actions taken and planned are responsive to
Management’s the recommendation.

Comments

Recommendation The vice president, Western Area Operations, shouid

require the Alaska District manager to:

5. Implement a training program for management on how
to resolve grievances.

Management’s Management concurred with our finding and

Comments recommendation. Management has requested an
assessment of management's preparedness to avoid
grievances, properly manage the grievance process and
resolve grievances at the lowest possible level. Additional
training or development identified as a result of the
assessment will be completed by October 1, 2001.

Evaluation of Management's actions taken and planned are responsive to
Management’s the recommendation.
Comments
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Intimidation and Work The majority of managers, supervisors, and craft employees

Climate In Anchorage

interviewed in Anchorage had not personally experienced or
witnessed intimidation in the workplace. Additionally, they
believed that the work climate was good in Anchorage.
However, those that had experienced intimidation in the
workplace attributed the pressures to aggressive efforts to
achieve performance goals.

Management
Employees

Nineteen management employees interviewed had not
experienced or withessed intimidation in the workplace.
However, eight of twenty-eight employees felt intimidated by
senior management to achieve performance goals. A few
employees cited situations where they were threatened with
disciplinary action if they did not meet their performance
goals.

Two managers interviewed provided examples of where
they had experienced intimidation. One manager
expressed frustration when she had received performance
awards, but was still threatened with discipline if
performance goals were not met. The other manager
requested a voluntary downgrade and transfer, and was
willing to commute over 200 miles one-way rather than
continue to be threatened with termination for not making
performance goals.

Craft Employees

Thirty-four of forty-nine craft employees interviewed had not
experienced or withessed intimidation in the workplace.
However, 15 employees felt intimidated by management
personnel. Four of the employees that felt intimidated by
management believed this intimidation was the result of
pressure subordinate supervisors received from senior
management concerning performance goals.

Work Climate

We asked managers, supervisors, and craft employees to
rate the work climate at their current facility. Most stated
their work climate was good. In addition, some stated it had
improved due to management changes.
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Actions Taken by
Human Resources
Manager

We found no evidence to support the allegation that the
—)was not responsive to
employees’ allegations of nepotism, intimidation, and
wasteful staffing practices. The Wasilla route inspections
started on March 4, 2000. On March 7, 2000, the President
of the National Association of Letter Carriers Branch 4319
wrote a lefter to the district concerning the route inspection
irocedures. On April 3, 2000, the H

replied to the March 7, 2000, letter from the union.

The N r<sponse to the union
officials indicated she tock the allegations seriously, and

was interested in clarifying the actions taken with regard to
these matters. Additionally, the ﬁ
sent the district employee workplace intervention analyst to

Wasilla and the area followed up with an intervention held in
Wasilla in July 2000.
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Allegations of Waste
in Route Inspection
Staffing

LB-AR-01-019

We found the staffing practices during the route inspections
were not wasteful. The district deemed it necessary to
inspect the routes every day during the week in question.
Guidance allows management to determine the number of
route examiners and the frequency of the route inspections.
The Postal Service Handbook M-39, section 231.1, states
the inspection of a route is the observation by a manager of
the carrier’s office and street work for one or more days and
includes counting and recording the mail handled and the
time used for each function.

According to the district manager, there were not enough
trained supervisors within the district to accomplish this
task. There were ten routes to be inspected with one
examiner needed to inspect each route each day. Six
supervisors were detailed from outside the Alaska District to
assist with the route inspections conducted at the Wasilla
Carrier Annex. In addition, local and district management
participated. We did not take exception to this situation, as
management had sound justification for conducting
Wasilla's route inspections in this manner.

Auditor Comment

During our review, the — stated he planned to

ensure supervisors and managers in the Alaska District are
trained to perform route inspections because there were not
enough trained supervisors within the district to accomplish
route inspections without detailing supervisors from other
districts. This training has been completed and route

ingpections are currently ongoing in the district using Alaska
personnel.



Management Practices in the Alaska District LB-AR-01-019

APPENDIX. MANAGEMENT’'S COMMENTS

QUZANKE F. VECvIDONCH
TENMOH YICE FHESISENT
TR RESOIROES.

UNITED STATES
POSTAL SERVICE

My 2, 2001

RONALD K. STITH

SUBJECT: Transmittal of Oraft Audit Raport = Management Fraclions in tha Alaska
Disincl (Ropot Number LB-AR-01-DRAFT)

Tha tollowing commeris are provided In rerpongs to tha March 3 dratt audt repor.
Recommendations trom the Discuasion Points:

1. Senior VP, Human RAesourcea consull wih the Law Ceparimsnt regarding whether the
transigr of relativey falky within the Postal Service and slatutory hepolism prohibition and
aivise us of the Law Department’s bpinion,

2. Senicr VP, Human Resourcss provige guidance on how to miligate the appearance of
Impraptieties whan dealing with the appointment transfer, and promotion of relatives.

Raspansa:

Employee Rasource Management Is outrently revising ouwr policles and procedunes that
provige guittance on tha toplc of the amploymant of ralatives. New guldance will appear in
the release of Handbook EL-312, Employmant pad Macomand. Guldance on tha amploymant
ol relaitves encompass@s not only ndial hire, but also smployment in broader terms to
includs Iranster and promotion. The Lew department is currendly raviewing a oraft of *he
language dealing with the employment of relatives. Their revigw in intended 10 enaure lhat
our policy addressas all applicable statnory language on tha topic of employment of
retatlves, Subsequent to lega! ravieea, thg final deaft of tha pooy will ha pleced into the
clearance process, which 1akes approximately 90 days.
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SLBJECT: Western Aren Managemant Comments
Trarsmittal o' Draf Audit Report — Mandgemand Practioes In the Alaska
District (Report Numbor LE-ARW1-DRAFT)

MEMCQRANDLIM FOR:  Rannld K. Smith
Assistant Inspector General
for Oversight and Businass Evaluations

Maagemenl comments an the above subject Draft Audit Repar! ate fumishéd heren. FPlease
nota the criginal response cate of Aprll 2 was cxicnded to Aprll 16 by Ms. Honsen.

Management comments wara reguested from Senlor Vice President of Human Rescurcas
Suzanna Madwdovich and Weslarn Arga Vica President of Operations Craly Wade. This is to
rgspond o just thosa recomrendations addressad to YWastarn Area,

Il was recommended 1he Vice Presldent of Weslern Area Oparations “farmally estahlish and
publiciza procedures 10 require higherdevel approval for transfers and promotions of redat ves of
maagement afficials”.

We heve gdeterm ried the currert “Restriciones on Fmploymaent of Ralativas™ a1 pan 312.3
of Pamonnal Oparstions Handbook EL-311 {aitached) provide sufficlent guldance and
Iast-uction to flald operations on the employment of restives. Ws recognize OIG kas
separately recommended to the Sanior Vica President of Human Resourceb 1o consiier
whotner these persannnl mnuiremants aro sufficiond.

We beliave the requested detemmination by Haadquariere Human Resources is the
upproprigte venoe for this recommendation. Any action by Wasler Area W eslzblish o
publtizo procednron ovor ond abave tha pronpdires 0 pert 3123 would be enunter
nuitive. FJther, we specifically nols to your attenlion part 312.313; any action oy
Weslern Area that could be constued as “denying employment or promotion 1o otherwiss
wfig He und yualified relutives bl rmon Lergaining einploysus”™ would be 3 grave concein,

We also nole your audit reports the
properly sought h ghe“ levet Area approval ol the appolnimeant e} lssua.

il was recommerded the Vice Prasident of Westarn Area Operations should soquire (ho Alas<o
Diatrict Manager to {1) “Conduct quarterly follow-us nlarviews with amployaas ta moniter tha
workplace climats® and (2] “implament a training program lor management on how to resokle
grievance.”

as ensurac tha! Msenager af Posl Office
Oparstions. akes fraquent persansl visitx 1o Waslla in his derignaiad
vale as tha “management mentor” o assist n rproving relationshios witnin the Wasilla

Carrler Annex. qms monliored faboy menagement mesiingsissues u
provided guidance. m concert with that,
wo balieve. has cont nuad ta Ima’ove workplace climale in Waarla.
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Western Arga Managemenl Commenils

Tranemiftal of Draft Audlt Report - Mansgement Practices in the Alaska District
Ranald K. Smilth

Aprl 9. 2001

Pece Two

has rewﬂ“ohlnﬂ the Employes Workplace Interventian
Analyst for Alaska District. is parficylarly wall quallfied 16 canduet tha
Mqumoﬂy employes interviews® to monior e Wasllia workplace dimate.
nd | have agreed thasa interviews will ba conductad at least three timas

betwoon now nnd Docamhor 31, 20001,

¥y appointed Waslorm of Human Resources
ruplucn who -ecanlly retired, 1o newly appointed
Managor of Lebor Relotions for Woston Arpa reploging w10 wis receilly
romoted outtlde tha Area.  Tha Weslern Area Vica Praesident hes requosted
nnu—uuu menagemant's preparednesa o avaid grievances,
propely man Ihe grigvancea procets and resolva grievances at the \mwest possible
laved, committed to ensuring this assossment ond any addillangl
training or developmani requred aa a result of thia assessmeni wil ba campleted by
Octobar 1, 2001.

We offa” addlifional commants on Bome othe” aspscs of this audit rapon.

The Issue of avoiding he appearance of nepotism |s compisx. Anylima the ralative ot a pastal
manager 1% eppainied or promoted, the appearance of nepoliam ia creatad. We nota that part
312.312 Personnel Dpedations Hendbook EL-311 etales, In pertinent part, “Appointing and
Approving nutho-ities muest conaldar whether the aspointmen or pramolion af (ne relathve |s likely
10 create the appearance of improprialy In the eyes of the public and olher posil empioyanss (and
iherofore brng chscradit fo the Postal Service) If so, an allernate salacton should be
consdered.”, Tris sacllion w immediatey falowsd by parl 312213 vhkh states, “These
rapLlations are not intended ta arbiirarity deny employment or promotion to otherwise eligible and
qualified relatives of non-bamaining omployecs.” Wo bigvo thgss hwo INstroctions nrn intondna
to be intarprated together s part of 312.3. The panathes assaciated with fading 1o appond or
piromote an otherwiae eligibke and quakfied ralallve must also be considerad,

Woe also note all ihe allagations addressed n this audit arise from the managemani declision to
address city carlar problems in Waalla. We appraciata the incusion of tha Waalsrn Aras
Inlarvention assessment. Woe take special nole of two observalions Irom the repor.

"The Interventon report diaclosed ihare ware two groups of empioyees with very distinct
perceations of the office. One group lell they were working under a dictatorslip with very
shrict rules; and the other perception was that employees, and Lo some éxient the union,
way rurning the office.”

", . . Soma amployess welcome the invoivement and attentlon of tha large team, rod
others idantified theie aclions as harasament °

= ..Ons group felt managemem was too controfing. whils the other ‘eit thal
managemsn] was finally axamising montrol ™

We think i dertinent to note Iha -esults of the management ceclsion @ address parceived city
carricr wsuers In Wasiltn, Chy carrier workhours for the firet haff of FY 2001 are —10% to the city
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Wastern Ares Management Comments

Trengmitlal of Ureft Audil Reporl ~ Manngemenl Practices in ihe Alasks District
Roralkd K. Smitn

Aprll 9, 2001

Page Trree

carrier workhours used In the first half of FY 2000. Cily cerrier overtiaria for this sarrits pevitl &
-47% improved and penalty overtime Is —-66% improved. These Improvernonts In officicncy wero
realized with tha coincident Improvement in the warkpiacs climats In Weslia. This observation s
shared only to va'idate the original managemenl perception of severs cky carriar issues n Wasila
aopeared cofrect

We recogtze QIG has invesied considerable time and rasmuees la this mdit of Alasks D winct.
‘Wa belisva tnjs OIG rvolvamant has had an additional positive Influence on Ine workplace
climate tn Alaske and g-eatly appraciate your attenton to tnls matter.

Goate. < o

Cralg G. Wads
Vien Presidant, Area Oparations

Attechments

DOistribution with Attachments: m
" Ich

Sazanne H. Millon
Anthony J. Vogllanie
Jahvy R Guhngls
Harglc J. Hughes
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Poraonngl Operations

—

authorlzed, whether or noy Mfey are high achool
graduatey, If there ko aquata supply of ger-
sons 18 years and ahﬁe

31214 Rﬂtrlcﬂom on Asslgnmoents. Persons Un-
der 18 yaats may not be anigned o pay posithon
w}vaqnlres any of the followlag actvities:

a. Operation of 2 mupr “vechicle.

b Operation aprower-drwen wnodwarking
machines. 4

-

€. O‘pmlim ot powar-driven holsting ap=
PAFALUS,~

Operatlon of powr-drwen_meiaj formlng
punching and shearing mnchhu.

¢, Operation of cjrcblar sawi, bandsaws, or
gulllotine shiars. ’_.-f'

3122 Cltlzgadhilp Requirementy
/

"‘-ﬂ
| Ellgibilicy.  Noncitlzens.-af Ihe Untited
Sfaes who have bren aconpded (granted) perma-
nene resident allen statug-in the United States are
eligible for appointmeit to all Postal Service posi-

thups, levels EAS-19 and below. except posd
dmlgnated,.bs’ the Poawal Secviee as sz,maﬂ?uﬁr-
tives oF' American Samoa angd.-gie Northern
M- fina Islands are cligivie. 0S¢ appointmem to
Poutal Sarvice positions. Appolntment of
noncnucus to poitions In levels EAS-20 and

above, or |¢ pusitfons designated as unw::r;u"
the

be made oplt with the prior approva
approprlatt RPMG or appmpr{zlc APMG at

Hsg.qﬁarlers. -

312.22 Documebiation, .- Toe appolnting officer
must make the deigemination as 1o whether the
appalntee Is a en of the Uniwd States goe”
lawful permamdne resident allen by the precéming
of an QX Form [.9, Employmedt .E}igi%mry Ver-
{fecatiof. Permanene resident allen’status requires

the Jpgomteu [} havn an Alen Registration Re-
ceipt

ard {Form I-1 T [-55]1) in addltion w
othey requiremems s iﬂed on the OMB 1.9. See
Exhibic 31222,

413 Aestrictions on Employment of Relatives
231 Pelicy.

JI22T1 5 USC 3110 iy applicable w the Posmal
Service (39 USC 410(R)(1))} and incorporates
broad cestrictlons on the employment of relatives
by agency officials. The following poatal reguls-

A2

tlons are significontly more rmrtct[vc than those
provided in the law,

712,312 The aitempt by any povtal manager or
nonbargaining employee (0 cecommend, laflo-
ence, or express Interest which may be coastrued
a3 |nfluence in the appointment or promoiton of
8 relntive, is prohlbiwed. 1t is important to protect
publlc and employee confidence in the inwegrity
of postal salection procedures. Appolatiag and
approving authoritles musi consider whelher the
appointment or promotion of the relative b likely
to cresee the appearsoco of improprlery tn the
eyea of the public and other posial employess
{and therefore bring Jiscredit 1o the Postal Ser-
vice). 17 40, an altermate sel¢ction should be con-
sidered.

J12313 Those regulstions are not inlended to
arbitrarlly dany winent or promotlon o
otherwha eligible and quaiified retatives of
aonbargaining employees.

312.32 Definitions,

J12J21 Postal Manager. An emplovee with the
vested or delegated authority to hire, employ, or
promoe individuals, or effectively to recommend
individuals for sweh aclions.

J12.322 Nonbargalning Employee, Any employee
permanently or temporarily In the EAS satary
schedule, or in the PCES. (Noie: Thly includes all
pouial managers a3 defined In 312321)

313323 Relotive.  An indiviluwat who is related
(by Dbiood, mardage, or adoption) ke
npubargaining emplover as faiher, mother, gramd-
father, grandmother, son. daughter, grandson,
grnddaughter, brother, sister. aunt, uncle, neph-
ew, nlece, firt cousin, husband, wife. [ather-
in-law, mother-in-faw, brother-la-law,
slster-in-law, son-n-law, daughter-ln-law, swepfa-
ther, stepmaother, siepbrother, stepaister, siepon,
stepdaugheer, half brother or balf slswer. {Nove:
Whea applicable. a relationship is dlasolved by
deith or dvorce.}

112924 Nemt Higher Appoiming or Approvisg
Authority. The MSC Manager, Cieneral Managec,
Field Division. Regional Posimumter General, or
SAPMG, Iluman Resources Group, as appropri-

alt.ej'l'hi! refers to the aext higher organizational
level.

Handbook EL-311, April 184D

LTI
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11233 Begulatory Provisinoe.

312331 A nonhargalning employee may not.

a. Recommend the hining. employmemt, or
promotion of a relative, or

b. larervece with the selection process in ahy
mannet that may banefit 3 relative, or

¢. Show any expressinn of interest that may
be comstroed as an nproprieiy.

J12.332 A pusin] mannger may ool hice, employ,
LT ProMole:

a. A celative: or

. The relauive of any nonbargabning ems
ployee, |f the celathve way Ilmproverly recom-
mended w0 the monager in vivlation of these
regulatiom. (If an improper recommendition ia
received, the postal manager must forward the
file a5 in J1233dn, including diiclosure of the
improper recommendation. )

312331 Any nonhargsining employee who vio-
iates these refulations, ore falls to make proper
discloaure, unlexy excepied by 31234, wlli be sub-
ject 1a diseiptinary action incloding cemaval. Any
personnel acthho effected bn violation of these
regulations is subject tn concelldtion. or other
approoriate actlon,

312334 W a posial manager's telative iv within
resch For appointment or prumotion vonsider-
aon 0 o pusition in an insallation in ur over
which that pOstal manager exevclses any jurisdle-
N o {onlol, the complete flle (4., hlting
surkshest, pranatian file, all related documents,
and a full desciiption of the Pamily relauonshlp)
must ne {orwarded to the next higher wuthonty
brer the postal nianager o4 follows:

a. It ihe zppofntment or premotiun is pro-
hibited by 312332, the compleie (il is furwarded
without recummendation. The next higher level
autbority muu determine whether 16 make the
appolatmens or promotlion.

b. 1 the appeintment or promotion s not
prohibleed by 312332, and a refarve of a posal
manager Is In he appointed or pramoted, the
complete file Is forwarded whh recommendation
13 the aext highec level authorlty for review and
approval. The appointiag official must include in
she flic 2 staement that no improper Influence In
viglation of 312.3 has been exeried. The zction
may noy e effected until e recommendation
hay been approved in wriling,

Handtogk EL-313, April 1996

¢. Functional direetors {or their equivalent)
at the MSC, division, or region are combdered (o
exercise enough |urisdiction or contral over their
1espective MSCx, divisions. or regions to be sub-
jéct 1o these requirements. Persons reportiog di-
reclly 1o functional directors who alsn meel the
detinition of pogal manager are also (ncluded.
Other postal ntamagers may slsn he considered 10
ereiise jurisdiction or control for purposes of
this section, Consult the next higher level of
management in any questionable case.

312,338 Exumplis:

4. An wsogiate office postmaster’s son &
within rcach for appolniment from the Clerk-
Carricr reglster at the somn associsw olflce. Pou-
masters ay not appoint their sons. 3o the fle s
forwarded withane recommendation 10 the MSC
Manager for decision, as required by 3123340

b. A division general manager's daughter i
within resch for nppoiniment from the Clerk-
Carrier register at an ims1alintion within the ame
divition. {The installatlon bead b nne “eiated o
the division general manager's daughter) The In-
niallntion head may 1entadvely select the divivion
general manager's daughter, perding npproval of
the reglon, m required by 312.334b.

¢, An MSC directar's wife is within reach for
appoinimanr at an anociate office within the
same MSC, Since MSC direcuors customarily have
the delegated authority 10 hire, emplay. prowmote,
ar recommend sikh actions, they are eonsiderzd
pasial managers as defined In J12.321. Thercfore.
the associate office posimaster {who la pot related
to the MSC directnr'y wife) may tentatlvely select
the MSC dlrector's wife subjett to prior review
and writien appraval of the next highet lesel
suthnrity, the General Manager, Fickd Diviston.

311.34 Excepilons.

342341 Preferemee Ellgibles. The appointent of
» prefecence cligible refatve & permitted without
higher level approval it

a.  The preierence cligibte i within ceach
(among (he three highed rated} for sckciion
from an appropriate reghater of eligibles, and

b. An alternawe sslectlon caanor be made
from the register withuul possing vver the pref-
crence eligibla wnd selecting an individusl who is
not & prefercine cligible. This exception would
apply unly il he scelative were Lthe only pref-
erence eliglble within reach for appoimiment. The
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selectton must be reported 10 Lhe next higher
level of management,

312342 Emergencies.  When necessary o mret
urgent needs rewlting from an emergency pming
an immediate threae ta life, mall security, postat
property. of the misshn of the Postnl Service, an
installatian head may make appolniments of reln-
tives. Immediate notifleation © the next higher
level of management s required. Appolotmenis
made under the emergency condltions will be
noncareer and will noy normally ¢xceed 1 moath
in duration but may be extended for a second
month if the need sdil exlus. Extensions beyond
1 month may be made only with the prior ap-
proval uf the Division Manager, Employment and
Developinent.

32043 Postmaster RellefLeave Replacemesus,
Prohipltons regarding employment of relatives
apply W noncaleer postraaster rellefleave re-
placements at EAS-11. EAS-13, and EAS-15 post
oflices- This restriction doexs not apply 1o
noncarect pustmaster relieffeave replocements at
EAS A-E uffices.

112344 Sentor Qualifted. The promotlen uof a
refative 1o 2 bargaining-uni position filied by the
senivy girelified bldder or applicant {n accordance
witht the provisions of the appropriare enllectlve-
bargaining agresment(s) need not be forwarded 1o
ke next higher approving authority.

31135 5 USC 319, § USC 30, whieh restrics
the gmpiviment of more than 2 members o a
familv in the comgetitlve service, does nol apply
to the Posal Service. There is o sestrictlon on
the nuntber of persons in » family who may e
employed by the Postal Service.

-
3124 Resldence Requipesfiants Applications.wil
be accepted for itigng in |M-k:
without regauc-To a vesidence r enrent unless
one is ycitisd by an ely'nl.\nﬁn annayacenient
or sedfttion program.

ILLS Selecddve Ser\dce}',lnnllon Reyulrement

312,51 Poilcy. To"S: :llgihlc for appelntment to
a positon In Poutal Service males-dorn after
Dewnber 31, 1949 must, subjeer’ 10 certun ex-

ceplivn r:glster!d with.tie Selective Servica
Systedd (555) In orcordy with Sectlon 2 of the
Mifitary Seleciive Sepafe Act,

FTR

31252 Certifiation of RegietFation Siasus.
/

Jra.sa Darnmnm’wﬂ. Appotinting officers must
make o determididon s to whether male ape
plh:ams borntter Decembar 31, 195941 cegly-
¢ Selective Service Syjtam or exempt
Tegistration rnquu-crngn{'by the process-
f Form 2591-A, ApgHéam's Stxtemant of
elecrive Service Rrgiu dn Stoms {see cxhible
31252). In liew of Form 2501-A upplicanty may
submit A copy of their acknowledgement l2car or
other proof of spglvtration ar exempthon issued by
ants muit slgn and date the docu-
mitted (using ink) and ad note
ot He is submined as proof,df Selective
e Reglumiion Sonw (or gpefpion). Form
-A or ather proof submiwdd i retained with
1he spplicant’s Focm 253, Appiication for Em-
ploymant, Statements of regloeraion staws aeed
not be requesied frdm (ormer postl employees
or currenl or ddtmer federal service amployees
when the {vidual’s officlal persoanet felder
contains & completed Form 2591-A ur uther 4p-
propfefis dovumeatanion. —

-

312522 Verlfylng Reglsmratipd Stamr.  An ap-
plicant's rveglstcation stpidh can be verifled by
comtseting the sssfmﬂ free telephone number
1-800-621-5388,

32503

pllcants in the 1A Sﬂm age group
0 provide the Talarmaunn requestad on
egistiatlon status will he consderpd~nar
avillabie® and will recelve no rurthpr Zonsider-
atlon for cmployment.

Ty

312.53 Applicants Nat gmiured.
o

J12.531 Applle, Uader 26 and Nor Registered.
iclals mux advise applicants Ln this
1) that they are Ineligible for appolar-
men tuse of their failure 1o regisige-with the
§58 in nccordance with Sectlon 3 of The 'vul!ury
Selective Service Act, {2) that, bt narer ] be
placed on Lhe (nwtive regitter, (3) e o ey
later provide proof gf -tegistradon or exempton
status, (heir namewwill be restored to the active
ceplstee il theit eligibility would not otherwise
have expicefl, and (3) a1 they cun
the At their local Posi Off]
of if outside the United 5

312832 Applleants 2 Over and Not Reglviered.
Appolnting officials™ moust advise anllmnu in
writlng that (1) they ace loeligible foc appoint-

Henabooh fL-317, Apra 1950
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